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of 8chool Personnel Utilization Projects was funded
by the U. S, Office of Education, Department of
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evaluation of the three differentiated staffing cx-
perimente in the Florids Network was funded by the
Department of Education, State of Florida.
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OVERVIEW Or OBJECTIVES AND OUTCOMES
OF THE SCHOOL PERSONNEL UTILIZATION EVALUATION

The Evaluation Training Center at Florida State University was
estiblished under a grant from the School Personnel Utilization Program
of the Bureau of Educational Personnel Development, U. S. Office of
Eddﬁation. ‘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 1 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 sunxary 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 Center and the U. S.
Office of Education required the following:

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

2. An analysis and revision of the SPU Program pbjectives.
3. The development of instruments and procedures and the subse-
qQuent 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.



Part 1
Graduate Training in Evaluation

In July, 1970, the Department of Educationa8l Research designed a
course of instruction geared especially to the Needs ©f 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 experisnces. Throughout its first
year, the Evaluation Training Center has operated with geleven graduate
student trainees, seven of which were funded thTrough SPU Traineeships,
one full-time and two fractional faculty positiOns, and secretarial help.

The rationale for establishing an Evaluation Training Center to
devélop talent for evaluating School Personnel Utilization 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 rescarcheras. To bring thegse 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 Educstional Research
Department 's core requirements. Here, instruction in research methodolagy,
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 Superviged Center
activities where the application of that knowledge in a real setting was

possible. Finally, the third phase requirements wers satisfied by
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providing trainevs training in the theory behind organizational stru.tuta:
innovations and by getting them involved in school settings where :nn. v ,-
tion and development were taking place.

The Center has attempted to offer trainees a program geared to =pe-
cific needs, and therefore each trainee has been participating in an
individualized progrim. For the sake of this report, individual prograns
were considered and the following list of activities and coursework fepre-

sents & :.airly typical training schedule:
Approximate

Student Contact
Topic or Activity Hours

1. Evaluation Theory and Practice
a. Seminar in Educational Field Research (EDR 526).....cevvvvn.. . 40
b. Theory of Evaluation (EDR 502) . uuuueueeueeeececeanonnneennnnsns 50
c. Supervised Evaluation Practicum

1) Design of components of Evaluation Model..eeeeeenenve-oe. ... 80
2) Developing instruments for the Model...ceeeeerennreeenns .. 200
3) Group planning of on-site evaluations........ceecvevvueenree 60
4) On-site evaluation activities........c.ceeeececnn.. ceeee . 70
5) Analysis, interpretation, and reporting of data......... e, 250
6) Revision of evaluation instruments and procedures...... .... 100

2. Educational Innovations

a. Structural Organizational AlternativVesS.......ceceeveceneeeee- . . 30
b. Seminar in Alternative Approaches to School Personnel
Utilizat!on (EDR 605R).ccceeesneecacecennsnncensasacannence os . 30
c. Instructional Design Models (EDR 631)c.cucucvncncrncancen.ee.. .. 30
d. Supervised Practicum in Planning for Educational Change........,. 30
1) Development of Staff-use MOdelS.c . eeeusoeneeennnronnnnannnnn.. 150
2) Visitation in innovative S8ChOOLS...csuerveceeeevcneenenn.. beoo 20
3) Development of accountability modelSe....ceeeeeeeenevees. ov. 100
4) Design of instructional SYSLemM......e.veueeeeecennnnnnnnn.. . . 86)

3. Topics in Educational Research

8. Methods of Educational Research (EDR 520)......cc0ecvecanceen. .. 40
b. Operational Objectives in Educational Research (EDR 543)..... ... 30
c. Advanced Topics in Educational Research (EDR 525)¢.cceevcv.... .. 30
d. Statistical Applications in Education: Description and Basic
Inference (EDR 510) ... :ueeuoeceeeeesenneancennecencrasnenrnnn, vn. 50

e. Advanced Statistical Application in Education: Analysis of

Variance and Covariance, Regression (EDR 511)....ccecoveevenr-vv.s 50
f. Applications of Nonparametric Statistics (EDR 513)....c.......... 30
8- The Use of Tests in Teaching and Guidance (EDR 501)......... .« . . 40

Total 1,530
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explain the ETC Conceptuai Model, describe the evaluation design, and
instruct project personnel in the data collection procedures they snortiy
would be involved in.

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

ing consisting of:

Contact Number of

Topic Hours Participants
Presentation and explanation of the 1 60
conceptual model of School
Personnel Utilization
Training in self-assessment techniques 2 35
Training in the use of instruments 1 35
developed by ETC for the SPU evalua-
tion design
Explanation of the evaluation design 1 60

being developed

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 mode’
and plan for implementing that model, the on-site visit provided an
excellent opportsuity to present alternative model 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 vwhenever 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 1V.
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Part 2

An Analysis and Revision of
School Personnel Utilfzation 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 o{ 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 modificg version of a semantic differential. With
this instrument respondents rated each objective cu the following sets

of bipolar adjectives:

beneficial - harmful
appropriate = inappropriate
timely - untimely
feasible -~ infeasible
logical - illogical
realistic - unrealirtic
clear -~ unclear
understandable - confusing
meaningful -~ meaningless
adequate -~ inadequate

The adjective sets werc of two basic types--adjective sets relating to
worthiness and appropriateness and adjective sets relating to clarity or

confusion. This procedure results in a numerical value or score (for
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vorthiness and sppropristencss, and clasity er cenfueien) being sesigned
to each ebjective. These numericsl valuse were thes veed te make a
descriptive anslys's of the ebjectives, and to test & number of hypothe-
000 concorning differences betvess the cbjectivees sad differences detween
the respendiag greupe.

Tests of verieus hypotheses dencustrated that these vere ne signifi-
cant differences between the teting of the sbjectives by these respendents
classified os "related to flenible steffing” and thess "met related to
flenible steffing.” 1a sdditien theve vere ne difforences releted te the
position in the educetionsal system (tessher, adaiaistrater, college persen-
nel) of the respendent, ser with the "pesition by steffing type” inter-

sction.
Ia brief, a1l groupe of recpendents geve siniler retings of the SPU

sbjectives on the tve sote of adjectives desling vith apprepristences end
elerity.

The snslysis of the dats alee vevesled that the Cesal grewp of recpen-
donte displeyed & foverasble attitude toverds coch of the edjectives,
slthough the respondents typically gove o nove fovessdble respense to the
vorthiness of the sbjestives compared to the clarity of the edbjectives.

Thete olse vere significent diffevences 1a the mosa retings gives te
the 14 cbjectives. Since the anslysis densactreted thet the retings of
the ebjectives were oignificantly diffevent fres csch other, they were
canhed by their msen vetiag astese all adjoctives, which resulted ia o
canb-order 18t of the 14 edjestives. The highest senhing objectives hod
te do vwith “community perticipetien,” fellewed by "improvemsat of faetrve-
tienal oskille,” “chenges i1a tnservies end preservies Srelalag pregrems,”
and "chengse ia oteffing ocheduliang.”
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At the lover end >f the rankir .ere: “sanagement of p-
sennel,” "differentiated fustructional medes,” snd "o ate
and terchers.”
Roviejon of she V9OS Ouidelines

The survey instrumeat weed 1a evaluatiag the ebjectives iacluded o
request that the recpendent “liet sny suggestions yeu have, or predlens
you foresoe eomesrning sach sbjective.” Nesrly every rcopendent nede seme
conmente, often on csch sdjoctive. These critice]l commente aleag with &
legical anslysis of the ebjectives ond the resvits of the previovs evalue-
tien, vere veed teo revige the verding and ianteat of the odjectives. Te
osuppert the legical analysis, the conceptual mede) of steffing develeped
by DeBleeis (1971) was utilised. This ascccsoment, coupled with the cea-
osptual medel, provided the framsverk wpen vhich sa evalustion of the
conpletonces and concissnses of the edjectives could bo wadertaken. The
felleviag 1iet of cbjectives has undsrgens & precess of snalysie ond
tevieien te Lacresse their clarity, ccupletenses, concisencss, and go.etal
eéhility teo coununicete the goals and iatents of the VI0R.

A Proposed Revision of the Geals, Gbjectives, and
Ouidelines of the Scheol Pereennsl Utilisstion Pregran

The goal of the Scheol Perccanel Utilisstion Pregren is to lapreve the
teashing snd lestuing cavirenunsat (o olensatery and ccosndary scheols dy
finding note offective vays of ovgenising their tesching and edmiatstra-
tive ostaffe. Ia ovder to weet this goal the felleviag ebjectives are pro-
posed for the BFV Pregrems:

1. To orient schesl porocnnc]l and the public to altemmative
orgenisational otrvetures fov scheeols.

3. To provide tralaiag for schesl posscnns] ia the msnagerisl,
ovgenisstional, and tastrvetional ohille required by mevwly

odepted ovganiseticnsl strustutes.



J. To encourage universities to provide inservice and preservice
training programs in the skills required by alternative
organizational structures.

4. To bring into being a credentialing process for professional
teachers that facludes multiple entry and exit points, and
non-sequential movement te higher certification.

S. To eacourage state education agencies to seek legislation and
to adopt policles which previde for alteraative school orga-
afizationsl structures.

ia sddition te the SPU Pregram precess abjectives, the fellowing
guidelines are suggested for preject schools funded by the SPU Progrem.

Suidelines for the sggnjigeciopsl Strvetyre of Preject Schools

1. The reles of fastrustional perseansl, as vell ss sdmnimistrators
and other personnel, should be differentiated on the dasis of
the type and ancuat of respinsibility aseigned.

2. Salaries of hetructional persenncl should be differeantisted on
the basis of thelir roles and respensibilities.

J. Classrven fastructicnsal persentel sheuld be previded premotionsl
facentives vhiech allev then te advanee 15 respensibility snd pay
vhile remainiang teaschess. These premcticansl fsceatives should
be equivalent te these previded sdminietreters and other non-
fastructional persennel.

4. Imstructionsl time schedules should de flemthie.

Saidelines fer the Orssniastienal Preeess of Punpmst ! :heels

S. Decisions sheisld be made ot the levels ia the «sheel's ergeni-
sationsl strvweture vherve the most iafevustian emists.

6. The echeool staff sheuld sagege ia grow prebies celving.

7. The seheol sheuld utilise ¢ nusber of fnscvsetiena]l strategles
ond chould provide & vide veriety of rescuvess te studente for
fesiliitation of their learming.

6. The community sheuld perticipate 1a the laplsmsutetion of the
instrustionsl pregren.

9. The scheol's iacervies traiaing 'ntt- ohould be designed te
fecilicate the schicvensnt of scheel gosls.

10. The aseignmsat of vecpensibilities vwithia the echeol eorganisetiecs
ohould be based ia pert en the individusal differonces of Lte
assbete, their different otrengthe and veshnosess, and thelr
veried pereeonsl gesle.




11.

12.
13.
6.

15.

- ‘o-

Teachers, aduninistrators, and other school personnel should
participate as peers in the school's orgsnisational structure,
though their responsibilities differ as to type and amount.

School personnel should recognise that the be mutually
dependent if organisstionsl goals are t a 1o

The school orgamisational structure shoulu «i.. .rage its
ostaff members to be self-actuslizing.

The community sheuld participste ia the settiag of goals for
the imstructiensl pregraa.

The scheol sheuld heve a systes of ocbjectively evaluating:

a. Staff, pupil, and commmity sttitudes.

. Cost-effectiveness of specific eclements of the school pro-
gran,

€. Success of ite graduates, transfers, and drep-outs.

d. Scheel pregran relevency.

e. Pupil schisvement ia terms of echoel ebjectives.



Part 3
An Assessment of the Impact of SPU Program Training
A. An Evaluation of the Perception and Desirsbility of
Flexible Scaffing on the Part of ¢ ' Personnel
(Summary of Vo! i)

The first phase of the evalustion program for SPU involved the
assessment of the perception and receptivity of scheol personnel toward
sslected statements which represent ¢ix of the seves msjor categories
of DeBloois' conceptus]l model of staff utilization. Since some of the
failures of initial implementation of educational immovations can be
treced to misundevscanding of the immevational concepts underlying the
immovetion, or tc gparticipaste in the Pprogrem vho are not recdptive to
nev fdeas, it vas 0ped that the resulits of this stusy smsld help clarify
areas of m: .underesandiag sudl resistemce in the esrly samges of imple-
asatstion.

One evalustiea fanscrummmt (Forz 01) was develeped to determime the
effects of tralaing snd/er sawvelwe upon the abilicy of staff membere
te discriminste between the charecteristics of flexible and treditiemal
pattorns of staffing. A seemnd Sorm of the instrument (Porm 02) wae
doveleped to msesuse staff willimgieess to participste 88 & scheel having
e charesteristian of flanthie sesffing. The seme stsmumsats of staff-
tmg chatecteristias wore wees fta Pofas 0] end 02, Dut She imetructions
astffennd.

Wihele

Enperineatsl and contrel populstions vere designsted and respondents
wsve categerised as te: (a) ctype of ssheol, (V) pesisien in the educatiomal
eyoton (tescher, primeipeal, preject divecter, otc.), (¢) oex,
and (d) yoars of eupovioncs. Individusls were randeuiy sscigned te either



one instrument or the other, and &
wvete uncertain, or disagreed wit]
the perceptivity instrument, the s
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Yorm Ol. The reswlits of this
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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 & 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
iten.

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 smong 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 :me
educational process. There wvas greater agreement among. groups on the
items relating to the supervision of teachers, interaction of teachers amt
adainistrators, employment practices, problem solving strategies, and ber
get. In viewing the items 8s a whole, the adaninistrators gave the highes:
percentage of responses in the expected direction, and the non~teaching
personnel seemed the most uncertain. Although most of the responses wers
in the intended direction, two items were answered in the "wrong direct.xc "
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 genaral direction of the differences between the expez: -
mental and control groups, it was demonstrated that the experimental grows

uniformly responded more "correctly” im their perception of what
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constituted a flexible staffing environment. MNonetheiess, 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 concrol and experi-
mental groups on Form 02 revealed significant differences a& the .01 level.
These differences were in sgatements concerning seacher imitwiduality,
interpersonal relat.ons and communicstien, decisien making, and promotion
and remuneration. In addition, 21 of the 31 itews revealmd significant
differences among the various school posizsons. Owarall, the administrators
seemed to be the most receptive toward flexible staffing zancepts and the
least recsptive toward traditional staffizg concepts. DTusnty of twenty-

four items which demonstrated significant differvmmes fell into the con-

Ceptual categories related to decision mahing, commmnicarism  recruiting,
premotion, evaluation, remuneration, and accountshtlity. Omiy one of the
five items in the collegiality cstegory remssled significame differences
smong school position classificstions, and ngither of the tms items in the
individuality category rewesled such diffessnces.

In 8 survey of the gemeral "direction” of the diffessmces between the
experimentsl amd control groups, it vas demsnstrated that the exparimental
groups consistestly indicated s grester willingness to wezk in a flexible
staffing envircument. Moreowew, in absolute terms, both greups indicated
s preference for the flexible staffing pattern characterised by these
items.

Aspects of Flexible Staffing
The foregoing has compared comtrol and expevimeantal growps aad their

perception and receptivity towssd the comsept of flemible staff:mg. In
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addition to this function the evaluation instruments, Fcrms Ol and 02,
were designed to provide information about particular wavs that those
atterpting flexible staffing view the concept.

tighty percent of the teachers and administrators surveved agreed
that teacher individuality is a key concept to flexible staff use and
that provisions must be adopted 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 settimg where this was the
case.

Respomsas on Form Ol indicated that nearly e.goty-five percent of
the teachers and administrators surveyed considered collegial decision
wmaking to be central to the flemible staffing concegmr. Group problem
solving, as opposed to unilateral decision naki~,, wes considered essen-
tial. More than 75% of teachers and administrators isdicated that teachers
and administrators imseracting as equals with diffesent responsibilities
fs an {mportant compoment of flemible staffing. Eighty-sax percent of
bsth groups responded =m Fesm 02 that they were desirous of working in a
school where this was the merm.

Both groups rejected the prespect o.f working in a school where
individuals did their johs independestly of others ou the staff. However
en ansther question 61X of the teschers reserved amgonomy in selecting
topics for their own coussma for which they were responsihle. It appears
they do not wish to give wp the swtemamy which has eftea prewided teachetrs
their enly defonse agoimat anshewitasion ducress wmich seemmd unworkable—
that of clesing the classrean deer and blemting sdwewistratims edicts.

diministretors vess smsmt {a their disagrasmsms with she state-

ment Mat they weuld eanune spepensidility for plemmidmg #n & flexible
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staffing aituation, and that teachiers woeuld Jevite - 21: .. ati o .

catat. .t piaols. Ninety-two perceant Islc this was not a charac-
teristic of fiexible staft use. Eighty-five pPrrcentevf the teachers sur-
veyed also cisegreed. A similar nuxber disagrecd with the j;tatement -hat
most teachers preferred to be closely supervised On Form (2 beth groups
voiced a strommy desire of working in a schosl Where faculey members have
a greater sewne of responsibility tar helping Solve &:haol problems.
Eighty-six pevrcent of the faculty and adminigttativé reaponses indicated
that this shes:i be done by joint planning and i1mplementation by faculty
ana administ=sxive groups Nearly as meny ipndicated théy wsuld enjoy
vorking in a situation where i1nformality was €vident 1in facultv/adminstra-
tive inter-cr=owunications.

Strcng approval was given for the statemeént that flexible gtaffing
requires a snift in the assuzption base underlying Mmany pecsonmel pclicies.
Nearly 85% of the faculty and administrators #8.eed that within a schoal
staff, prob em solving must proceed from the Sssumptlion that teachers are
creative anx display ingenuity. Seventy-six percest of the teachers and
852 of admimstrators desired to work in a school where this shift had
occu red. « majority of both groups rejected the idea thar detailed
policies shewld regulate teacher behavior.

Eighty—déive percent of the teachers and #dninistrategs uere 1n agree-
ment that tix comcept of flexible statfing proVides mservice training of
personmel wimahk will lead to increased instryctionsl zespensibility and
increased salery. Eighty-six percent indicagsd s d8s12® to work in a
school with an immervice psrogram set up to'lctw thage same ends.

The growps with closs to a unanimous vos® weapotded that they con-

sider the use of mides and classroom instruztiomel Sagistanes cemtral to



the flexible statiing ideca Fortii riose, vew 2 the teuchers and 817 of
the administraters wisiued t. wotk 16 a s.tiatlon wiete pacaptofessional
assistance was available and used
* Seventy-one percent of tue people sutveyed would like to see fully

certified protessicrals euployed part-t:ize it ttey wished. This night be
viewed an answer to the woes ¢! Uhe tés...ng mother whs wishe: something
less than a full-time commitment.

On two points thele was serlous disagreement between. the responses
of faculty and admxnzstt;tors. While 83% of the administtrators agreed
that teachers demonstrating ex.cplicuai skiil und expertise in inscruc-
tion should receive instructional respcasibilities and salaries above
that of other teachers, only 47% of the teaching group were of a similar
opinion. Thirty percent were in disagreement and 23% were uncertain. The
other discrepancy occurred over the questiva of evaluaticn of teacher per-
formance. Seventy-three percent of the administratcrs believed that in a flexi-
ble staffing situation the. evaluation would be baseéc cn an assessmenc of
one's pertormance by his subordinates, his peers, and his superiors in the
organizational structure. Fifty-four percea: oi the teachers agreed and
462 were in disagreement or un:iertain On Form 03, half of the teachers
indicated they would not like to wotk in a si1tuatisn where this type of
evaluation was in operation--thred-tiutths of the administratees favored
vorking in this setting.

Both administrative and faculty responses to statements suggesting

limited role differentiation and the continual movement of teachers

into administrdtive ranks were dissppointing Only 302 of thase sur-
veyed indicated they viewed flexible staffing as « structure in which one

can really find a career in teaching without being forced 1ato
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administration. Only 30% 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 adminiszmstors indicated they would be desirous of work-
ing in a school where this was the case. |

More than 902 of both groups agreed that accountability was an essen-
tial element of the concepr of flexible staffing--that periodically school
personnel must explain to parents the objectives of the school, and the
degree to which they are bedmg met. Eighty percent also agreed that flexi-
ble staffed schools would ssk 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 wantad to wexk in a school where parents were informed
of school objectives aud the dagree to which they were being achieved.
Eighty-five percent stated a desire to work where parents and the public
were ausked to provide imput imto the school's objective pool.

Teachers were less in agreament than administrators that student
achicvement, as a factor for comsidexation in teacher evaluation, is a key to
the concept of flexible staffing. PRewty-eight percent of the teachers
agreed compared to 682 of administraters. When asked whether they would
be desirous of working in a ssheel where this factor of teacher evaluation
was employed, only 431 of the teachers answered they were, and 60X of the
administrators were positiweldy inclimed. A full 38% of the teachers were

opposed to working in that siswation cempsred ' 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 fulfiliment 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 (onceptual Model and the
comprehensive set of SPU goals. This instrument underwent a series of
formative evaluations by project directors, evaluat.on 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
rder 5>f the degree of implementation; and

to dev p an importance/implementation matrix.

itements by importance. The ordering of the

iralizations. One obvious result was that
lered the goal concerning the effective use of
1e existing structure to be very important.

18 and clerks be used within the existing con-
a somewhat disappointing response from those
1ing alternative staffing structures. Despite
le remaining eight goal statements selected to
mittees focused on variables requiring changes
1l structure~-those structures which are estab-
mploy, retrain, and retain human resources for

id on variables of communication and human

)ed around variables of evaluation and account-
what less enthusiasm, but nevertheless were
:ategory.

)1s' planning committees agree that increased
‘hers toward students was a very important goal
iept, the list of unimportant gnals indicates
1¢ dimension of professionalism which places s
control of the conduct snd quality of the
Professionalism in the fuller sense of the

)rtant component of the concept of flexible



-21-

The raniing ot gual statemeiits b degrve of implementation. The
influence of the USUL funding guidelines is ubvious here. It appuars both
in the goals which were chosen to be {mplemented, as well as in which gouals
vere deamed most important in & flexible staffing endeavor, that project
personnel were keenly aware of the structural aspects of the concept. Plac-
ing a staff {n & vertical hierarchy, with specialired roles, and developing
cooperative plenning bodies within the school seemed to teke precedence
over the socio-psychological considerstions. One might argue after conpar-
ing the 1list of six moet completely f{mplemented goals with the ligt of
eleven gosls for wvhich plane are nearly complete, that the tail is wagging
the dog. Perhaps in an effort to fultill contractual agreemants with the
funding source, or perhaps as o etrategy to receive second or third year
funding, projects have implemented terminal goals without having implemented
the mecessary enabling strategies. For example, it appears that project
leaderehip fe attempting to eetablish cooperstive decision-making bodies
before they provide s etaff sdditionsl training in interpereonsl relations
skills, and before they effect a change ia the climate of communication.
Teachers are adopting nev titles before they receive training required of
the aev job description. In edditiom, moet of the projecte felt that com-
tinueus formative evalustion ves sither very impertant or importent, however
only ome project claims to be monitoring fte ovm progress through formative
evalustive efforts.

Ihe developnent of ap impc tance/immlementation matriz. The dasic
forn of the metrix ecomeists of & crees tadulation of the respemses of the
project directore and the preject committeoes on & matrin comefsting of
three columme representiang the three levele of geal implementation, and

three revs representing the three levels of gosl importemce.
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An analysis of the response distribution dumonstrated 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
etudy, in vhich evidence of veported implementaiion was sought, clearly
indicated that the faculty typically underestimated the level of imple-
sentation of a goal, and the project directors typically overestimated
the implementation level of the goal. Most of the goals fell within a

“"desirable” stage of implementation/importancs.




Part 4

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

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

The evaluation model proposed in Volume IV is & general model with
applications for the evaluation of school staffing immovations 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 sccount the implications of changing one component within a complex
system of interdependent components. LEven small innovations cause ripple
effects which are felt throughout the school organiszation, and an evaluation
sust 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 vhich
in turn rest on formal or inforwsl evaluations of a known condition and
pleusible alternstives to that condition. Educational developers have bdeen
making educational changes for years on an intuitive, informal evaluation
base. The SPU evaluation paradigm attemtps to formalize this intuitive pro~
cess and combine the relevance of the developer's approach with the expli-
citness and rigor of the scientific approach.

The SPU Evslustion Paradigm places emphasis on formative evaluation an
and veflects a philosophy of evalustion which ' olde .

1) The ultimete purpose of evaluatie: is (v imgerove éducation

2) rnetttt;:toa of program development through formative evaluation

1s more dirvect and immediate than through an approach of summe-
tive evaluatien.

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 mode! combirvs formative end - «tive evaluation as compli-
mentary strategles for . unitoring the pro an educational transition,
from the old instructional process to th. ! tue assessment of the
effectiveness and efficiency of the new p= terms of global criteria

and in comparison with a known standard.

The Evaluation Training Center pers. «e experienced the effi-
ciency and relative effectiveness of desi a evaluation model within
the context of a general developmental mode« '1is developmental model
assumes the following as the salient steps . sgram development:

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

I1. Planning and Development

A. Derivation of otjectives

B. Establishment of criteria sad si.r- 3rds

C. Design of instructional mehsi

D. Design of plan for implemamtsay ¢ model

E. Consistency analysis

F. Feasibility study of the p.as 'r ‘mplementing the model

G. Design of formative evalua-.a the developmental and
implementation stage, sutmmma-~ saluation at the opera-
tionsl stage, field testing #s tne diffusion stage.

H. Design of the dissemination serstegy

I1I1. Inservice training and orientation

A. Knovledge
B. Attitudes
C. Skills

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

V. Operation
A. Program effectiveness
B. Documentation of side effects
C. Cost snalysis

Vi. Diffusion
A. Diffusion
B. Dissemination
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PU Evaluse’. on Paradi, :or ! lexible staf‘! -z patr..ns has 1its

:: the gener jevelopmesta. .. 1 the previous page Each step o
e -+ el reflects a correapes wvalopmental stmme.

Gap 4Analysis is the firsr the SPU design and focuses of the
snawmsd f SPU project goal- e -ent here is tc ammlyze the goals

and pre- 8 project pmrscmmm -4t formation relewmst o goal revisions
for thm ~arpose or clarity epmc=ficvee and better cemmmsication. Goals are
also s .tted to 3 mest 0 "weewance 0 determine wvamther they reflect the
wamth and priorixies establisssst bv mwOject personnel

A Process Ewmluation for piammdeyg and decision-making makes up the

samsnd step of the SPU Paradigm. !m.uded in this step is the analysis of
the pmocess of gosl selectimw. ami sther decision-making processes. 1In this
swmp project persemnel are swwempel W determine:

4) to what extent thes asm secimions are being made by the right
people;

2 to what extent thes. fes Ther influence decisions;

1) to vhat extent thes wmsmad sthe to change their role in the
decision presess;

«) the relative qualscy of 8w vericus decisions beimg made.

The Model Eygluation is mmx usmithe the gosl evaluation in its analysis
of the staffing mmiel develepesd » a WU Project. Here the concern with
detesmimxing vhether a nodel extisss or set, evaluating its asdesquatessss
agajiant a concaptmal model of staffliae wariables, and dewmlaping a profile
of shegmrticuler ssaffing sadel Sxasmms of steffing veamtafiies common ts
sl gepjects. T evaluation dois @ Tl Suck to project laadesuilly end
Sasmnsus is serivec at sagEltuyg the Elldls :ocus, it vertams .issesiens

and M8 strengtiv ed veshnaumws
Quggueting t' : lapspliggnt gy is she next step of the paradign. This



component attempts to make explicit - . tr:ueqi-s and techmigues which

project leaders :ntend to use to inst. . cheir scaffing model!. here the
wmodel focuses on the consistency of =rw miar +i'' the mode. and with pro-
ject goals. Also of importance in this ste is 1e considerarica of the

legality, legitimacy, the practicabiliey, a4 tt balance c the plan.

The Evaluation of the Installar-sm P ¢cess "as three maior objectives.

1) to momttor the implementatiew of im@tal lment >.an

2) to provide the information smmded r .anned decusimmm: juring
the installation stage of deseslepmes

3) to document the extent of imstaliustess shich has talse nlace.

The Evaluation of Outcomes Relassd ¢c Jear Attitudes, Ski. .8, and

Projects is a type of summative evalustiem f: .sing on products ef an izple-
mented staffing model at a given point 3« twme. These products me consid-
ered under “our classifications:

1) products related to structural seriables

2) products related to staff knosliedga. sxftudes, smd skills

J) organizational climate variables

4) varisbles of unanticipated outsmmes.

These four categories of wvarisbles will séald informastion about the
staffing pattern, suthority structures, cvelwstssm policies ami teacher arri-
tudes and skills. In addition, they will provide indicies of the climmee for
continued imnovatiom, and indicate the smengssted prodblems ams—benefits wmikich
have resulted from the installmamt of the wmedml
Application of SPU Juradigm

Instruments and precedures were dowsfinped %0 operastiommites eash ot “he
SPU Evelnstion Puvwiign sCeps. P [1 of Volume V, vhich sapwes Ws <Ge
of shess procedures end fmstrummmts, is owtlissd belew.

No attempt will be made to summarise the setul desn gettumed fres twe



-27~

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

e use of four SPU Evaluation instruments: form Ol and 02 which describe-
teacher perception and receptivity toward the flexible staffing concept,
Samws 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
bmmn implemented in their projects. In addition, the participants’ response
cmscerning their own school's needs are obtained and compared to the goal
prisrities and levels of implementation.

Decision Analysis covers the important decisions made in each project

frem its inception to date, Forms 08 and 08Q were used to obtain the decisiem:
mmking 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 analysss 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 utiliszation.

A variety of instruments and procedures was used to evaluate the
fmetallation process: Forms 01 and 02 were used to derive a measure of staff
attismdes and basic ability to deal with the concept of flexible staffing;
fesm 03 was used to obtain gesl implementation status data; and form 12
was employed to ferret out preseing problems of the installatiom process.

The last step of the SPU paradigm, Outcome Mesasures, relied heavily
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on three ETC developed instrumserts, the 04, 05, and (~ series, ~hiih measure
tiee variables of self-concept, :oliexiality, and profesme.onalisn; Form 12, a
mructured interview concerning starfing and structura. variables; and form

08, used here as a product rather than a process measwre:.




