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AN ACCOUNTABIﬁf%?uﬁESIGN FOR SCHOOL SYSTEMS

Abstract

A comprehensive plan for acéoﬁntabilitv in elementary and secondary
schools is described. The primary purpose of the aCcou;tability system is
to promoté student development. During the first phasé of aécouﬁtabiiity,
éﬁ‘QSSéésmént is made ofhscudéﬁt performance. Results can be expressed in
‘tefme of both thé percentage of students scoring bélow minimum performance
Standards and the Student Development Index, a deviation measure of per-
'formahcé'bgééd on longitudinal student data. In the diagnostic phase a
é?stematic study of process variables is iﬁitiétéd to identify those process
variables that Shouia become the focus of corrective action Plans. Corrective
action must then be taken. Suggestions for implementing the accountability

syStem are also presented.
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An Accountability Design for School Systems1

{ .
The word accountability means different things to different people.

This ambiguity in the use of the word has undoubtedly contributed to the wide

popularity of the term. If accountability is to be more ‘than a slogan and
. become a useful plan for a schonl system, a carefully planned and comprehensive.....
operational statement of the concept will be required. -~

‘This article proposes a working statémént of the meéaning of accountability ‘.

&
x
5
i3

o for:.a school system, The principles and concépts that will be describéd are

méafit to apply to any reasoiably large school System, ranging in size from s

sevéeral s¢h6615 to hundréds of schools. This, set of schooié-couid~iﬁ61ude ) =3
X % thééé within the same school district or it could be expznded to include . E
schodls from any nuiibér of school districts as long as the participating . -
schools use the same data éollection system.
The pgémgrx;pé;pose of an accountability system is to promote student
achievement. The system is built around the following four premises:
1: To the extent that each member of the school system has his
respohsibilities well-defined and is supplied with the necessary
resources, he should be held accountable for carrying out these
responsibilities within a rational and practical decision-making
framework.
. 2. Changes within an educational system should occur gradually
within a planned and reasonable time schedule. The proposed

changes must be allowed to develop over a long enough period

of time to allow them a fair trial to produce the desired

results.
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3. The‘schoél staff should be held acccuntable for educating

~

the students rega%dless of the social setting in which the
school operates.}

4, The school staff should bé held accountable for making
changes in the educational system, not only on the' basis
of informed opinion; but also on the basis of information

i collected for the purpose of identifying effective

components 6f the éducational process,

—

Inseért Figuré 1 about here

Within the framework established by thése premises, a functiqningiaccount-
ability system, like the one illustrated in Figure 1, can be built. This
syStem is essentially an information system for making decisions about what
actions should be taken to change the educational process for the purpose of
improving student achievement. The system consists of three phases: (a) the
assessment of s:tudent performance, (b) diagnosis (the identification of factors
related to this student performance), and (€) corrective action (including.‘

design, implementation, and evaluation).

The Establishment of Minimum Standards for Student Performance

¢

The first step in designing an accountability program in a school system
is to identify the performance objectives for student achievement; that is,
to identify levels of performance that are considered acceptable for each

age level. As used in this article, minimum performance standards refer to

the lowest level of acceptable student performance within a criterion area

"o
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of knowledge, subject matter, »r-educational skill for all of the students

/

in the edunatiénal system at a given age level attending regular classes.

Students who are attending special classes, such as bilingual or special

B

. . 2
-staffs in that school or school system.

‘tional system. Mininmum acceptable performance should not mean one thing for

Al

education classes, would be excluded. Minimum performance standards could,
of course, be ¢stablished for these special groups.
The acccountability plan réquires that there be one Set -of minim: 1

performance standards for all of the regularly taught students in the educa-

%

&

students in one school and another thing for students in a different school.

Wy
i o 10

s
W

iﬁdividual schools within the school System can expand on this core of common E
ﬁigimqm performance standards to fit their own'situation as long as all of 7
the schools within the educational system agree to the common set of minimum

performance standard§.7WWhéneVer a significant percentage of students in a

school or within the SChool system fail to achieve minimum performance

/ .
Standards in a criterion area, corrective action should be taken by the :

Yt

Ideally, these minimum performance standards would be made public by the
local school bondrd, based on the recommendation of the school superintendent
and as the result of a working §ocumeﬁt developed by representatives of the
parents, professional staff, school board, and citizens. Public disclosure
is an important feature of an accountability system.
The establishment of minimum perforimance standards would ultimately be
the responsibility of the local board of education and the superintendent. -
For the purposes of establishing reasonable standards it might als¢ prove

useful if a Task Force could be formed to advise the local board and the

superintendent on the establishment of these standards. This Task Force
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should most likély be composed of representatives of the school board, the

central administration, the teachers, the administrators, the parents, and

the concerned citizens in the community. It woald also be helpful if

kcurriculum experts and measurement specialists could be included on this

Task Force from the beginning so that their input could help to shape the

resultant recommendations concérning these minimum standards. .
The process by which this Task Force would function would be critical

to its success. The most practical way to initiate the function of the

.

Task Force would be to limit its initial recommendations to a féw grade 4
. o - B

leveiéiénd subject areas (e.g., reading and maéheﬁatics) so that it does not

start -out with the grand hope of trying to establish minimum standards for'

all of the subjects across all of the grade levels in the school district.

It might also prove useful to_forﬁ subcommittééf_githin the Task Force to

allowVworki;g subcommittees to meet at times different from the regular

meetings of the entire Task Force. -
Undoubtedly the most promising place for the fask Force to begin-its -

work would be by the study of the individual test items on whatever standardized

achiéyément'gesté are currently being used within the school district. This

s tudy ﬁight‘very well lead to the recommendation of specific cutoff scores -

within subtests or across the tests based on the items within the tests that .

seem to measure the instructional objectives whichk are considered im%ortant

to the goals of the school district. Technical procedures for deriving cutoff s

scores have been suggested by Nedelsky (1954). To the extent that these

- recomimendations become a matter of discussion in public meetings and eventu-

ally become public policy within the school district, the entire community,
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including the professional staff of the schools, can work together toward

.

common objectives,
The Student Development Index

An essential element in a functioningvgccountability plan.is a data
analysis precedure that allows the staff of each school to compare student
performance in their school with that of all other schools in the educational

Tistem at. each age level and in each criterion area. There are many ways in

average reading scores 6f all of the schools in a city at selected grade

levels. Thé major difficulty with such a procedure is that the scores ignor;

completely where the students were in their educational development to begin

with. The school staffs should be held accountéblé not simply for where

t@éir students are at the end of the school year, but also for how much the

students have impro;ed during a particular period of time. The important

émphasis should be on the amount of ipgrbvement in student performance. -
The work of Hilton and Patrick (1970) and Dyer, Linn, and Patton (1969),

as well as the work of other researchers, makes a strong case that a measure

of the longitudinal development of the same students would be appropriate if

such a measure could be found. The most desirable procedure appears to be

one whichtakes into account both the initial and current achieveément of the -

same students in each school so that a truly functional measure of student

development across schools can be generated.

Tﬁe purpose of an index of student development is to identify schools

most urgently in need of corrective action and to facilitate the development

T
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of intelligent and coordinated plans for corrective action. Once the indices
are produced, the relationship between these indices and the educational
process variables can be studied as a first step toward developing intelligent

plans for corrective action for each school.

-t

Such an index of student developmént should not be considered as an
alternative to minimum performance standards. Minimum performance standards .
are an essential element within an accountability plan because they help to

identify those students and thouse schools which most urgently require cor-

rectiVe action., Minimum performance standards, ther-fore, represent absolute E S

T o vl
il

stanidards of performance for all Students in the system at a given age level
- - m *

s Uk

andfﬁfovide an answer to the question: '"How well is each student performing
now in a given criterion area?" |
The index of student development, on the other hand, is a relative
standard that allows the performance of the students in a school to be compared
to thé performance of the studengs in any other school in the school system., !/j
It,pibvidés an answer to the question: "How much has the performance of the
stqdénts in this school cﬁanged over a given period of time relative to the
performance of theistudents in other schools?" 1t therefore allows the
school staff, in certain instances, to understand that, while the overalil
performance of many of their students is still not up to minimum standards,
they nevertheless have improved substantially from their earlier performance.
Similarly, it may be used to single out those, schools which, €ven though .

they do not have a significant number of their students performing below

ric.imum standards, perform poorer than other schools.




— = R o i R TR, BT R R ke s e h eyl TR ot e T
o A AT S W BTNl o B R R A T R e N R o 8 PR g ; e = -~ p
o e e -, - s = =

[ p——

-7=

The Meaning of the Student Development Index

The student development index is a number that describes how much the

students in a certain grade of a Particular.school have developed in a given
. criterion area over a period of time., A Studgﬂt Development Index is a
longitudinal measure of studen£ development whicﬁ is intended to summarize
the development of students who are in the same school for a given period
of time; preferabiy, this would take place over t;; or more years to allow

the school a reasonable period of time during which to influence each student

g o 1

s B ‘ who is includgg in'its average score. The Student Development Index should
‘ . l

s
&

bk 9o

:bg computed for a given school using only the scores ¢f the students who

AR gt b

were attending that school for the time pétiod under study and who participated"
in both the initial and current testing programs. Although those students who
have transferred into the school during the time period betyeen the initial

and current testing would not be included in the computation of that school's ‘
Student Development Index, they could be included in the description of the

school that lists the proportion of studénts who are performing below minimum -

standards in a given criterion area during the current testing program.

*+

- Note that student stability is of primary concern in computing a Student
Development Index, not student mobility. The typical measure of student
mobility, tbe ratio of transfers in or out to the total enrollment, does not
give an accurate picture of student stability, since in some schools the
students who transfer in often aiso transfer out. This phenomenon can produce
a mobility factor greater than 100 percent even though a substantial number

of students have remained in the school during the two testing periods.

Whether the two-year periol for computing the Student Development Index allows




S P z. P Nt S Sty
o = R 7. Mg R Yoty o e TS S A7 6 o T A7 i B o a5 e e < e R T
N e DR F ot % o Pt B i e B o 1 S e SR 5 e T ) EA—fiesn % Aoy st d e R = = o = K = S s

-8-

a sufficient number ;f schools to be ..presented in the computation of the
Student Development Index needs to be carefully studied in each school
system. ‘In some cases, the period of time over which the gtudent Development
Index is computed may need to be shortened to one year.

The purpose of the Student Development Indices is to establish preliminary
indicators of student developmeat Jor eack school in the educational system ) .
across certain grade levels. The Student Development Indices can then be used
to identify educational process variables which appear to be %ikely candidates

for corrective action strategies. Schools with higher Student Development Indices

U bl 01 1

% can' be used as nwdels for what the schools can accomplish, while schools with

Fg
—a
=

lower Student Development Indices can be singled out for intensive corrective

-—

fi& action.

Theicomputation of the Student Development Index

The Student Deveiopmentilndex is a deviation from a fégéession line.
The method proposcd for computing the Student Development Index is the regres-
s;ﬁn of individual student output on individual student input; this is one of
the four methods studied by Dyer, Lin~, and Patton (1969). The regression line
is defined by the performance of all students in the educational system at an
initial point in time and at the most recent testing. The Student Development
Index for a school is the positive or negative deviation of that school's - ,
current mean sc;re from that point on the regression line corresponding to its
initial mean score.
An example of the computation of a Student Development Index might help

to clarify its meaning. Suppose that a school system was interested ih studying

the development of its students from the end of third grade until the end of
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fifth grade in the area of reading. For those students who wexe in the school
system for both the third grade testing and the fifth grade testing, the first
step would be to compute the equation for the regression iine formed by regress—
ing fifth grade reading scores on third grade reading ;cores. The regression
line produced might look like the one given in Figure 2. The numbers along

the axes in the figure are arbitrary and used for illustrative purposes only.

~

Insert Fij -2 2 about here -

 ——

1f only the third grade reading score for a group of students were known, the
best est:lmate3 of their fifth grade reading score, on the average, would result
from substituking their third grade reading score into the regression equation.
For illustrative purposes, the hypothetical performance of two schools is also
in¢ ‘uded in Figure 2. School A had ar average third grade reading score of
15 and an average fifth grade reading score of 30 for the same students,
while School B had an average third grade reading score of 32 and an average
fifth grade reading score}of 53 for the same studeats. Since the point
réprésenting School B's pgrformance falls above the regression line, School B
would have a positive Student Development Indux. Since the point representing
School A's performance falls belos the regression line, School A would have
a negative Student Deveibpment Index.

The formal steps for computing a Student Development Index at a given
grade level for each school in the system are as follows:

1. 1ldentify rhe students in the school system who have both

initial and current test scores in a selected critericn area.
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2. For these students, compute the regression of current

individual student scores on initial individual student

. 4 . . . .. g
scores, This regression equation is of the form:

Y=a+ blxl + b2X2 + o0 o+ bpxp

where a = a constant number defined by the Y-intercept,

b

i the regression coefficient for predictor i ,

: the initial test score for a student on predictor

>
"

i

i, and

¥ = the estimated current test score for each student ;
3., For each school, computé the estimated average éurrent
score, ?i , by substituting the school's mean initial

score for those students who were éenrolled in that school

for both the initial and current testing peériods into the
. systemwide regression eéuation computed in Step 2.
4, Let .?i be the actual mean current score for each school..
The Student Development Index (SDI) for a school is:

SDI, = Y, - Yi

-Onée the Student Develupment Index is computed, it is a simple matter to

tranéform it into a standard score or percentile rank.

If we were to apply these steps to Figure 2, we would discover that School

B has a Student Development Index of approximately +6 while Schunl A has a .

Student Development Index of approximately -7.

0'Connor (1972) claimed that this method for computing student development

indices is biased. However, his argument is based on the assumption that the

Studént Development Indices should not be correlated with mean inputs. But
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schools from wealthier districts often serve highur-achieving students and .
generally have more experienced, better trained teachers and better physical

resources than schools from less wealthy districts. If these condit;ons are

associated with more effective schools, then one would expect a positive

correlation between mean student inputs and the Student Development Indices.

Whether or not the quality of the student body, as measured by mean achievement,

1s related to school effectiveness is an empirical question and needs to be

studiéd. It should not be assumed that they are uncorrelated.

faith e ot

Further Clarification of: the Student Development Index

it

L4
‘L

By now the earlier statement that the Student Development Index is not a

= A . : =

substitute for minimum performance standards should be a little clearer. Two
schools could have identical, positiVe.Student Development Indices and yet
have quite different proportions of their students performing below minimum
standards, since minimum performance standards apply only to current scores
and ignore initial scores. Similarly, two schools could have negative Student
Development Indices but differ dramatically in the proportion of their

s tudents pgrforming below minimum standards. One of the properties of the
Student Developmenct Index is -that it allows the performance of the students

in any school in the system to be compaved to the performance of students in
sgher schools while taking into account not only where the students are in
thei: current testing but alsq where they were in their initial testing. Thus,
the Student Development Indices provide a wayrof comparing the performance of
a group of students in a school with the performance of students in any other

group in the school system. This group could be all of the students in the

school system or it could be composed of students with similar levels of

S IR g AR T
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*

initial perforimance. The Student Development Index and the minimum perform-
ance standards are, therefore, complementary in the type of information that
they provide.
A Student Levelopment Index for a school represents the total influence
of the school, the home, and the community on the educational development of
the students in that school. A Student Development Index is not an account- p e -
ability index; that is, it is not a measure of the degree to which the school
staff has been accountable for their performance. Important aspects of an

accountability program, such as participating in the goal-setting process,

L
ottt L st 1

in thé establishmént of student performance objectives, in the diagnostic

analy$es, and in the implementation of corrective action strategies do not

3

5ty

enter into the computation of the Student Development Index. We have tried

to stress throughout this article that each school staff should be held

accountable, not for what its student development indices are, but for what

“they do about them. This is an essential principle within an accountability

system. The development, implementation, and monitoring of a corrective
action plan are the most important aspects of an accountability system.
A Student Development Index has two impoirtant functions within an
accountability progrém: (1) It supplements the information provided by
student performance in terms of minimum performance standards by allowing
the development of the students in each school to be compared to the development
of students in other schools in a given criterion area at a certain grade level. ’
(2) It provides a measure of student development that can be related to
educational process variables so that intelligent hypotheses about useful

change strategies can be incorporated into plans for corrective action within

the school system.

. Q
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Other Ways of Defining Student Development Indices

The Student Development Index as defined here is the deviation of the "
average performance of students in a school from the performance of ;Edé;hts
in the school system who are like those in the school on init;;l achievement,
The students in the school system constitute a reference group for the school
in the sense that the performance of students in the school is compared with
the perforganéé of all students like them in the schéol system.
There are other ways in which the Student Develépment Indéx might be

definéd. One way is simply to change thé reference group., For éxample, one

could uée students in schools judged to be fostering student development at
an acceptable level as a reference group instead of using all students in
the school system. In this sense a different réferendg"é%oup would redefine
the Student Development Index. e

There are other methods of defining the Student Development Index that
depend upon ldngitudinal data. One of these is the school residual method
proposed by Dyer (1970). A School Residual is the differénce between the
mean output score for a school and the mean output score estimated from the
regression of school mean output scores on school mean input scores.

Another way that has been used to define a Student Development Index
wheén longitudinal data are available is by means of the mean difference score
for a school; or, where data are avéilable on a reference group, the mean-
difference score for a school minus the mean difference score for the reference
group.

The definition of the Student Development Index does not even have to

depend upon longitudinal data, although the Dyer, Linn, and Patton (1969)

and the Hilton and Patrick (1970) studies indicate the desirability of
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longitudinal data. For example, the Student Development Index could be defined
in terms of cross-sectional comparisons or comparisons with a national norm
group.
These other ways of defining a Student Development Index were consideredr
- but rejected in favor of the definition used in this article. Which defini-
tion is "best" in terms of validity and stability over time is still an open
‘ question. Marco (1973) compared several school effectiveness measures based
7 on longitudinal data. 0;hér studies showing\hpw different kinds of Student
Devélopment Indices behavé, particularly over time, are needed before a "best"

definition ¢an be formulated with confidence.

Forsyth (1973) recently studied the stability of the growth indices
(which he termed performance indicators) at the secondary school level from
year=to-year using Iowa statewide testing program data from the Iowa Tests
of Educational Development (ITED). This study utilized a random selection
of 50 of 320 schools for which matched-longitudinal data were available for
ninth and twelfth grade students in two time periods: 1965-68 and 1966-69.
The School Residual Model (Dyer, 1970) was utilized. School means were used
as the input and output scores instead of individual student scores. The
correlation between the residual scores for these two independent groups
of Students ranged from .11 (Vocabulary; Quantifativé) to .50 (Social Studies)
with a median correlation of .28 for the 10 output scores which were predicted.
The correlation between the residuals for the Composite ITED scores for the
two -groups was .32. This study implies that the growth indices produced by
the School Residual Model are not very stable, and therefore might not be
appropriate for isolating school effects, A similar study needs to be done

for the method of computing a Student Development Index proposed in this article.




1
'

LRTrET I i

N

-15-

The Base-Year Student Development Index

An important extension of the concept of the Student Development Index
is the use of the base-year Student Development Index. If the Student
Deveigpment Indices are computed each year based on that year's student
" performance in the school system, there would be ho way for each school to
know if }t had improved in its performance over the previous year. There.

would also be the problem that those schools with the lowest Student Develop-
ment Indices each year would have to make tremendous improvements in order

to achieve positive Student Development Indices the subsequent year, assuming
that the school system as a whole would improve,

One way to permit each sSchool té answer the queStionl"Has our performance
this year improved since last year?" would be to define the.first system~
wide regression equation for a given criterion area at a grade level as the
-base-year equation, Using this base-year equation, each school could plot
its performance over a several-year period by substituting its mean current
score into the base-year equatiod in order to obtain a Student Development
Index relative to the base year.

Each school could then receive two different types of Student Development
Indices each year in each criterion area at each grade level: (1) a Student
Development Index based on its current year's performance compared to all
other schools in the system, (2) a Student Development, Index relative to the
base-year regression equation. Once a regression equation had been used as
a base-year equation for several years, say five years, a new base-year

N
equation could be computed to serve as the base-year i:quation for a second

five-year period. If each school plotted its Studen:. Development Indices

relative to the base year along the Y-axis for each /ear along the X-axis,
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it could obtain an easily interpretable picturé of its performance profile

over a several-year period in each criterion area at each grade level.
Process Variables

Once the Student Development Indices are computed; the next step in the
accountability plan is to’relate the characteristics of the school staff, .
programs, facilities, students, and policiesto these Student Development
Indices. This information will be used to select those characteristics of-.
the educarional system which are likely to be important in developing piaqs

for .correntive action. The characteristics that are to be selected for

corréctive action should be those that are at least moderately related to

the differences in Student Development Indices among the schools. We have
called these sthariacteristics of the educational system process variables.

A process variable as defined here includes what Dyer (1970) called

" "easy~to-change surrounding cenditions" and "educational process." Educa-

A T

tional process, according to Dyer, refers tv activities designed to improve

pupil performance, such as lessons, counseling, and recreational activities.
Surrounding conditions represent those conditions within which the school
staff must operatej for example, level of family income, school physical
facilities, and degree of industrialization of the community. Dyer divided
surrounding conditions into easy-to-change conditions and hard-to-change
congitions. Easy-to-change surrounding conditions are those that can readily
be altered by the school or some other educational agency. As used in this

paper, process variables refer to those easy-to-change surrounding conditions

and educational process variables that are (a) thought to influence student

development and (b) can be changed by school personnel or representatives of
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the school system. Thus, process variables include some of Dyer's easy-
to-change surrounding conditions and all of his educational process variables.,

A process variable, therefore, is any characteristic of the educational

system which is hypothesized to affect student development and over which the
school staff members or representatives of the school syster can exercise some
reasonable degree of control, This latter raq&itement is an important part

of the concept of a process variable. It w.ujd make very littie sense to hold
someone in the educational system responsib}e for something over which he can

-
i<l

exércise little control,

Suppose, for éxample, that a school sysiém has decided that it would ‘ ,% é'
like to hire more!;xperienced reading teachers because that chéracteristic

was consistently and substantially related tc the reading Stuéent Development

Indices. It woulq make no sense to hold the local school board accountable

for not hiring more experienced teacher:z if a school bond issue neéessary to

raise the necessary monies for this purpose had been defeated by the taxpayers.

Similarly, it would make no sense to blame the teachers for not increasing

per pupil expenditures in reading, since teachers :ypically have very little

control over this characteristic of tli¢ educational system. Each responsible

person in the school system-~teacher, administrator, supervisor, curriculum

specialist, school board member, suparintendent--should be held accountable

.

for those characteristics which he cr she can directly influence to some

reasonable degree. A

Process variables can Le grouﬁed into five major categories: (1)
¥

student-body characteristics, (2) staff characteristics, (3) other school

characteristics, (4) school district characteristics, and (5) home and

community characteristics. Som= examples of process variables are presented
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in Table 1, The examples given in Table 1 include characteristics which might
be related to s;udent deveiopment and, further, which are potentially change-
able in some meaningful way by the school staff or representatives of the
school system. The examples are not intended to provide an exhaustive list

of process variables, since it would be possible to geuerate a list of several

hundred process variables without much difficulty.

Insert Table 1 about here

The most efficient way to collect information about these processvvari-
ables would be to collect them at the lowest level within the-school system
and agpregate the characteristics to the larger levels within the hierarchy.
For example, information about the training and experience of teachers could

be collected at the level of the individual teacher and aggregated to the

grade, school, and district levels.

Student-body characteristics are useful as process variables for describ- - -~
ing groups of students rather than any individual student. Some student-body
characteristics can function as input variables, as process variables, or as
criterion variables, Student attitude toward school, for example; could be
used either as a process variable or as a cFiterion variable worthy of
attention by itself if the school system had as one of its goals the fostering
of a positive attitude of the students toward school.

Staff characteristics are those personal and professional characteristics
of teachers, administrators, supervisors, aides, counselors, and special

service staff that are hypothesized to be related to student development.

Since the Student Development Index is computed at the grade level within the
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school ratﬁgr than at the classroom levél, it is not.necessary to retain the
identity of any individual teacher in the accountability file used to relate
staff characteristics to student development.

Other school characteristics is the category reserved for characteristics
oﬁﬁthe programs, facilities, materials. and policies of ihe educational system.
Whenever students an different schools differ more from each other in their
educational development than they do from students within the same school,
1§ is reasonable to expect school characteristics,'including the quality bof
th§ curriculum, the quality and types'of instructional methods, the school
atmosphere with regard to learning, and the like, to be related to these

differences among schools. It is important to remember that the accountability

plan is intended to focus on that part of student development that is concerned

with the differences aumong schools, not the differences within schools.

School district characteristics refer to the aggregaied characteristics
of students, staff, and schools across schools and to those characteristics
that make sense only at the disirict level. For esample, the experience and
training of the superintendent, the central office staff, and the school
board make sense only at the district level since these characteristics are
assumed to be applied equally to ali of the schools.

Within the context of this accountability plan, home and community
characteristics are those aspects of the educational setting outside of the
formal school program and which the school staffs or representatives of the
school system can influence to s;me.reasonable degree. This posture toward
home and community variables is an important aspect of the accountability
plan. While certain types of research studies might be interested in studying

the relative influence of home, community, and school factors on student
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development, such_an approach is quite different from that which we envision
for an accountability program.
A basic principle of the accountability plan that we are proposing is

that the school staffs and the representatives of the school system should be

held accountable for the performance of their students regardless of the

setting in which the school operates. This means that factors such as the

background of ‘the students, the socioeconomic status of the parents, the“
unemployment rate in the community, and the like cannot be used to rationalize
the performance of the schools. The best way to guarantee that this problem
will not be a serious one is to decide in advance of the data analyses which
variablés can be influenced to a reasonable degree by the school staffs or
the: representatives of the school system.

There is no question that home and community factors do influence student
petfbrmance. Variables such as parental education or income, size of the
family, the unemployment rate in the community, and the physical condition of
the home are undoubtedly related to student development. We strongly recommend,
however, that variables such as these not be used either to compute any of the
Student Development Indices or as process variables to be correlated with the
Student Development Indices, since the school.staffs and the representatives
of the school system cannot reasonably be expected to produce substantive

changes in these conditions.

The definition of the Student Development Index required that only prior
performance was in any way controlled in computing the Student Development Index.

Socioeconomic status and other variables over which the school has no control are

not used as predictors in computing the Student Development Index. Dyer (1970) has
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argued that both student input and hard-to-change surrounding conditions
should be used as predictors in computing Student Development Indices. Some
proponents have asserted that since the school cannol be expected to change
these variables, their influence should not be reflected in a Student Develop-
ment Index. While this line of reasoning can be persuasive, there is a valid
reason for not controlling for these variables, Controlling a variable such
as SES forces students from a given background to be compared only with

students from the same background. Such comparisons may lead one to conclude

"that a school is doing a relatively good job in dealing with such students.

However, the performance in the school mighﬁ be low compared with students
who are from different backgrounds but who have the same initial performance
levels. It seems desirable from an accountability point of view to identify
these schools and to require them to take corrective action in an attempt

to break the ties that seem to bind poor background with poor achievement.

The school staffs and the representatives of the school system can,
however, influence some home and community factors. If the health of the
students is being seriously impaired because of a lack of nutritious food,
the schools can offer a free breakfast program, Similarl&, if the students
cannot find a quiet place to study outside of school hours because of Crowded
conditions in the home, the school staff might decide to organize a parent
volunteer program to manage a study center after school hours and on Saturdays.
If the parents do not provide adequate support to school activities, the school

staff might decide to undertake a systematic procedure to improve the level

of parental participation and support.

o ki
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~ is to select those process variables which, when emphasized within a coordinated
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The basic principle in guiding the selection ofiprocess variables to
be included in plans for corrective action is that the selected variioles
can be included i a plan for corrective action designed to pruduce sub-

stantive changes in student development.
Diagnosing Student P.ifrrmance

Once the Student Develorzent Indices have been generated and the process
variables ideniified, the decision maker within the edicational system is faced
with deciding amonig many possibilities in planning chanéés in the functioning
of the’schoois. Should teachers who have had special training be added to » y
the staff? Should a special type of curriculum be instituted? What is the ! =
best way to involve members of the local community in the operation of the 7
schools? The problem that every participant is faced with at every level oé

the educational system--teacher, administrator, supervisor, board member--

plan of corrective action, will be likely to produce desirable changes in
student development. This selection process becomes especially important when
it is considered within the enormous constraints of the available budget for
staff, materials, and facilities.

The exercise of profes;igpal Judgment is necessary and proper within
such an accountability system., It is likely to be most effective, however,
when it is done within the context of a useful information-processing system.
The better the information that is available, the more responsible and valid

can this professional judgment become.
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It is necessary to study the ‘relationships between the process variables
and the student development indices in order to create sensible hypotheses
for planning corrective action. The key questions to be answered by such a
procedure are: "Which process variables are most likely.to influence
positively student developrent in each particular situation? What are the
characteristics: that discriminate between schools with higli and low Student

Development Indices?" .

‘This systematic study of the process variables can proces ] in twc

-directions: {1) a szudy of the correlations between the process variables

or a reduced set of procéss variables and the Studer.t Development Indices,
and (2) the comparison of high and low performing schools using systematic
case study methods. Correlations may not necessarily point the way toward
truly causal factors, but they provide a good starting point in the search
for likely causal process variables,

The use of formil case study methods becomes especially important in
the search for important process viriables tiat either are not being measured
adequately within the informatiox system or which need to be added to the
information system. For example, measures of '"teacher morale" in terms of
the teachers' perception of the rules and regulations of the schiaol, their
participation in voluntary teacher-student activities, and their perception
of student interest and motivation may be discovered through case sgudies
as an important dimension to be added to the information system. Or it might
be discovered that the attitude of the teachers toward learning may not
be measured adequately by the current paper-and-pencil test that is being

used in the school system.
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If a large number of process variables are measured, it is usually desir-

able to reduce the number of such variables into -a sma.ler, more manageable

“

set. The first step in reducing the process variables is to form logical

A PR TNyt 1 g I8 o e

groupings of the variables into major and minor categories. We are suggasting
that five major categories be used: (1) student-body characteristics, (2)
staff characteristics, (3) other school characteristics (such as program,
policy, and facilities), (4) school district characteristics, and (5) home:
and community characteristics. Other major categofiéé could be added or~\\

substituted for these as necessary for the particular information system.

Doyt e
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The next step would be to form logical subgroupings of variables into minor
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categories. For example, one of the minor categories within staff char-
acteristics might be "teache? preparation" which could include such character-
istics as the number of college credits in reading instruction, the number
of in-service hours devoted to development.in the teaching of reading, and

so forth.

Methods for checking on the appropriateness of the logical groupings and
for refininé and adjusting the combinations of variables are available. Such

methods involve the use of component and factor analyses. By applying these

techniques to the data in the Equality of Educational Opportunity Study it

was possible to reduce some 400 variables to 30 or so more general variables

(Mayeske et al., 'ndated). ¢

The indices produced by such a technique can then be correlated with the
Student Developmen. Indices in an attempt to select variables likely to result
in improvement in sctudent development when emphasized within a corrective

action plan. It is not obvious what indices should be used to measure the
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importance of the various process variables. The Mayeske study used as an
.index the percent of variance accounted for by a variable, including its
unique contribution ¢:d its joint contribution with other variables. Raw
regression coefficients or path coefficients could also be used, as could
. : . zero-order correlations. The choice of technique would make no difference
if correlations did not exist among the process variables. The existence
of multicollinearity in the data makes the éhoice difficult. Work on the

problem of choosing an appropriate measure of importance when independent :

%

a
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: variables are highly correlated is still going on (see, for example, Darlington

; & Rom, 1972).
The problem of selecting process variables to be included in the plan
for corrective action is further complicated by the fact that while some
: ] process variables are apparently related to student development across the
schools in the educational system, they may not be practically useful in
the plan for corrective action for a particular school. For examgi;; :}
amount of teaching experience seemed to be moderately correlated with the
Student Development Indices in the school system, it might not be a character-
. istic that is practically susceptible to change in a particular school. If
there is a turnover of only a few teachers every year in a school, it might
teke several years before encugh more experienced teachers could be kired to
. . replace the teachers who leave‘the school even if the ones who leave the
school are the less experienced teachers. Further, the staff budget for any
particular school or school district may not permit a widespread hiring of
mcre experienced teachers since these teachers are more expensive to empley.,
An zlternate plan would be to provide intensive jip-service training for the

cusrently employed teachers.
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The use .of systematic case studies by trained observers and interviewers
might lead to the discovery of prccess variables that seem to produce observ-
able differences between schools with high and low Student Development Indices.
Such procedures may help to discover why schools with very similar profiles
on the process ;ariables have very different Studént Development Indices.

The purpose of the case studies is to obtain information that can be used to
imprﬁve the instructional program, not to evaluate the staff at the respective
schools. Teachers, administrators, parents, citizens and others could be
trained to collect information through these case studies and could visit
selected schools for several days at a time. Such case studies require
careful designing and planning, careful training of the observers and inter-
viewers, and intensive pilot testing of all of the procedures. The task

of these case studies is to describe the characteristics of the school as

completely as possible, to identify potentially important process.variables,

and to suggest ways of measuring these process variables.

Designing Corrective Action

The procedures described thus far in this article have dealt with
information about the educational development of students. The collection,
analysis, and interpretation of information are necessary but insufficient

components of an accountability plan. The key component of an accountability

system is what is done with this information to design a comprehensive plan .

for corrective action, and later to implement, Monitor, and evaluate it.

In a particular school, either the occurrence of low Student Development

Indices or the discovery of a large percentage of students performing below

minimum standards signals a serious deficiency in student development. Either
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of these situations will cause concern among parents, professional staff
members, board members, and interested citizens.

An intelligent plan for corrective action requires that the professional
staff and the representatives of the school system carry out complex and
coordinated activities. There are no simple solutions to the remedy of
serious deficiencies in student development. Firing some teachers or removing

plan for corrective action, but such simplistic attempts to solve deficiencies

in student performance are not likely to be successful in the long run. The

C pfoblem—solving process in a particular school within an accountability system
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is carried out by identifying the potential causes of educational deficiencies,

s
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proposing potential solutions, devising means for effective changes in the

functioning of the school program, and requiring that the resulting strategies
be implemented and monitored oﬁ a regular basis.

To achieve effective corrective action, each member of the school system
must accept responsibility for the implementation of those aspects of the
corrective action plan for which he is responsible. The staff of each school
and each central administration should devise a detailed plan listing the
responsibilities of staff members which capitalizes on their special knowledge
of the local situation. This plan for corrective action should define who

will be responsible to whom and for what actions, and should include a time

schedule and a Ludget that will be required for the successful implementation

of the plan.

Guidelines for Corrective Action

The Board of Education and the Superintendent of the school system should

be responsible for preparing a document listing guidelines for corrective action
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based on the results of the accountability analyses. These guidelines provide
a means for coordinating the corrective action plans across the schools in

A

the educational system. These guidelines would summarize the results of the
accountability studies a;d set priorities for decision-making within the
accountability system,

An important aspect of these guidelines would be a checklist for the
design of corrective action plans. This checklist would assist the school

staffs and administrative staffs to prepare a plan for corrective action.

A sample checklist is presented in Table 2.
s,

Insert Table 2 about here

The guidelines for corrective action would also present profiles of
selected schools on important process variables. These profiles should
compare not only schools with very different Student Development Indices, but
also schools with similar Student Development Indices and very different scores
on these important variables so that the school staffs do not oversimplify

their plans for corrective action.

School Plans

Each staff member of each school should accept the responsibility for
planning his own professional activities within the school. A coordinatedk
plan for corrective action for each school would be the responsibility of
the school principal who, with selected staff members, would summarize and
organize the individual plans for corrective action into a school plan. A

coordinated plan for corrective action across the schools would be prepared

ot e e e oty
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school or district plan. The plan for each school and’ district should list
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under the direction of the district superintendent. This coordinated plan
at the school district level would undoubtedly require some negotiation with

the various school principals.S

Staff performance objectives have meaning only in the context of a

the expected performances of each staff member. Each staff member should be
in agreement with these expected performances. If the implementation of a
éb?rective action plan is to be successful, it should occur within a sup-
portive atmosphere. An information system that includes a.public commitment
to implement a specific plan and the régular reporting of progress toward the

implementation of the plan can be a useful aspect of communication within a

school system. To the extent that the atmosphere is punitive and threatening,
evasion and obstruction will be the likely consequences. An accountability
system requires mutual cooperation and support by the interested parties.

A plan for corrective action within eacﬂ school should concentrate first

on applying available resources to‘those students performing below minimum
standards. Obviously, this does not mean that those students who are performing
above minimum standards should be neglected. Since minimum standards and
Student Development Indices are applied to each criterioﬁ area at each grade
level, it is quite possible for students to vary in their performance within
their own school in different grades and in different criterion areas.

Maximum attention within each school, therefore, should be given to those

grades and criterion areas in which the student performance is most deficient.

Across schools, the plan for corrective action should give first priority

to those schools in the educational system which have large percentages of
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students performing below minimum standards and second priority to those
schools which have low Student Development Indices.

Every school can improve its performance. Those schiools which have
neither low Student bevelopment Indices for a substantial proportion of
their students performing below minimum stanaards should focus on either
trying to improve their performance even more in those criterion areas, or
should extend their plan to include criterion areas™for which Student
Development Indices are not generated. Whenever plans for corrective
action are not urgent, plans for improvement become iﬁportant.

All aspects of the school--the performance of the various staff, the
programs, the materials, the fasilities, the organizational arrangements--
should be cons@dgred in developing a plan for corrective action. The entire
staff of each school should contribute to the development of the school plan
under the leadership of the school principal. The plan should sumharize the
individual plans of the school staff and should describe who will be account-

able to yhom for what actions,

District Plans

Once the school plan has been prepared, it should be submitted to the
district superintendent. The plan should include a brief rationale for the
changes that are needed, a specification of these changes, the assignment
of responsibilities for tnese changes, a schedule for implementing the
proposed changes, and a method for monitoring the implementation of the
plan. The superintendent and the central administrative staff may decide

to suggest changes to the school staffs or to require additional justifica-

tions or description of a school staff's plan. The superintendent and the
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central administrative staff would then be responsible for preparing a coordinated
district plan which would summarize the plans of the school staffs and would
specify the actions required by the central administration.

The local school board would then be responsible for adopting a district-
vide plan as a result of a wo;;ing series of discussions with the district
superintendent and the central administrative staff. This district-wide plan

might cause the plans of the staffs at some of the schools to be modified so

that a coordinated plan for all the schools can be produced.

bt f ol
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Adopting a plan implies a commitment to implement the plan and to supply
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the necessary resources for the carrying out of the plan. Once the resources
are allocated, those responsible for the implementation of the plan should
be held accountable for using these resources in the manner specified in the
plan. The district-wide plan, which presumably would become a matter of
public record, should also include a time schedule for the components and a

procedure for monitoring its implementation.

Monitoring the Corrective Action Plans

The corrective action plans for each school and for each district should .
include lists of specific performances for members of the various school and
district staffs. Such performances might include the administration of
special diagnostic tests to those students scoring below minimum standards,
the organization of special tutorial classes for students with particular
deficiencies, and the scheduling of special meetings with parents of particular
students who are performing below minimum standards. A schedule for the pro-

duction of learning aids or for in-service graining sessions for particular

teachers may become essential parts of a corrective action plan. In all cases,
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specific and definite tasks should be included with the names of staff members
responsible for carrying out these tasks and the dates by which these tasks
are to be completed.

The monitoring of the corrective action plans will include the submissiop
to the district level of progress reports which should indicate whether or
not the responsible persons are carrying out their specific tasks in accordance
with the time schedule projected. If activities projected in the corrective
action plans are not being carried out, then those persons responsible for
the particular tasks are accountable for explaining why specified tasks are
not being accomplished. This information should be included in the progress
reports and should be communicated to the public.. it may be that additional

resources are needed for carrying out the plans properly. Or, it may be

that overly ambitious plans need to be adjusted in the light of actual
experience, In either case, appropriate information to support a plan of

action or an adjustment must be made available.

Evaluating the Corrective-Action Plans

The ultimate value of any corrective action plan will depend on the extent
to which student performance is enhanced. The evaluation of corrective action
plans will not be a simple process. The monitoring process will provide an
indication of how well a plan has been carried out. Studen; progress will be
indicated by the Student Development Indices of the schools. 1f particulariy
effective corrective action plans are identified, then these plans should be

tried out in similar schools to see if their effectiveness is independent of

the particular school in which the plan was implemented.
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No two schools will be exactly the same, and thus plans will be constantly
modified. No sample, single, master plan will provide a penacea for the myriad
problems cf a school system. But, valuable information can be collected and
stored as the necessary first steps in the development of a reasonable
decision-making process which will hopefully lead to the improvement of the

entire school system.

The Planning and Operations Committees .

Each school and each district should have a Planning and Operations
committee which would serve in an advisory capacity and which would make

recommendations about the corrective action or improvement plans to the

school principal and district superintendent, respectively. The composition
of the groups represented by these committees would be expected to vary from
school to school and from district to district, depending on the local circum=~
stances. The school principal would be responsible for appointing the school's
Planning and Operations committee, while the district ;;;érintendent would
be responsible for appointing the district's Planning and Operations committee.
The Planning and Operations committees should function as working committees
with advisory status only. They should not have the power to direct or mandate
the activities of the school principal or the district superintendent. They
should provide a mechanism for assisting the principal and the superintendent
in developing a corrective action plan. It is essential that these committees
work harmoniously so that they can provide a constructive source of suggestipns
to the principal|and superintendent. An example of the composition of these

committees is presented in Table 3.

Insert Table 3 about here
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In addition to the Planning and Operations counitteés for the schools and
the school district, we suggest the formation of a district-wide accountability
advisory committee. This accountability committee would be expected to
advise the district superintendent and the local school board regarding matters
of policy in the accountability plan, to assist in the development of sysiem—
widé minimum performance standards, and to provide suggestions for the guide-
lines for designing corrective action plans. This accountability advisory
committee should not in any way infringe upon the powers and responsibilities
of the local school board or the distiict superintendent and should limit

its functions to making recommendations to the local school board and the

superintendent,

Planning Cycle

The cycle for a school and district plan would most likely include the
following componeats: (a) a spring testing in the designated criterion areas,
(b) the preliminary analysis of the accountability data by the following fall,
the development of a tentative plan and the implementation of whatever aspects
of the plan can be implemented during the fall, (c) the coordination of the
school plans at the district level by the following January or February,

(d) the approval by the local school board in the spring of a district-wide
plan, and (e) the full implementation of the plan by the following October.
Each year this cycle would be repeated based on the current performance of

the students in the system.
Implementing Accountability

If a school system tried to implement a comprehensive accountability system

like the one described in this article, the implementation would be most likely
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to succeed if it took place in gradual, planned stages. These stages are
outlined here. These plans would operate concurrently, but there does exist

an important distinction in their function and purpose.

The Short-Range Plan for Accountability

The short-range plan for accountability includes a field test of the
information system, the development and use of training materials in the
comnunication of the accountability plan to the interested parties within

the school system, and the preparation of prototype reports of case studies

of selected schools. . .
The field test for the shdrt-range plan would be based upon student
performance data that are already available in the school system. In addition,
it can be used to test the feasibility of data collection procedures within
an expanded information system; to test the various statistical models that
could be applied to the data; to provide more precise estimates of the cost
of establishing and maintaining an accountability system; to provide pre-
liminary data regarding the relationship between process variables and the
Student Development Indices; and to test the data reduction procedures.
Whether a sample of schools within the school system should be chosen for
the field test, or all of the schools in the system shou;d be included in the
field test, depends largely on the nurber of schools in the system. Regard-
less of the number of schools selected for the field test, however, the data

should be treated according to the following principle: For the purpose of

the field test, each school's performance should be treated as confidential

information and should be revecaled to no one outside of one or two members of

the research staff. This principle is essential to the successful implementation

of the accountability plan.
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Once the schools have been selected, the next step is to focus on student
performance in specific grade levels and criterion areas. Thq\individual
student record file that is maintained for each student in each school is
the most lihely source of information about student performance in most
school systems. The data in these files could also be used to help answer
several critical questions within the accountability plan: Are there ways -
to approximate the computation of the Student Development Indices at less
cost? Which process variables seem to be related to the Student Development

Indices? What are the advantages and disadvantages of various methods of
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relating process variables to student development? \\

Perhaps the most iwmportant aspect of the short-range plan is the use
of the data from the field test to develop realistic training materials for
the accountability program. The development, field testing, and subsequent:
implementation of these training materials may be the most critical component
of the short-range plan. These materials would be used to communicate the
purposes, use, and means of interpreting the data supplied within the
accountability program. Professional staff mexhers, parents, school board
members, and interested citizens would be provided with the opportunity to
learn about the functioning of the accountability program through these
materials and about how the program can help them to improve the functioning
of the schools in the system. Any attempt to implement an accountability
program on a large scale that does not include an extensive use of such

training materials is likely to result in a dismal failure. Such training

materials are not a luxury, but rather an essential component within the

implementation of an accountability program.
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These training materials would include prototype reports of case studies
of selected, anonymous schools. Information about these schools could Le used
in conjunction with the information about the relationship between the process
variables and the Student Development Indices in order to have the participants
in the training program practice preparing a plan for corrective action for

) khese selected schools. The participants would be asked to prepare a plan
for each school as if the data applied to their own school. The prototype
reports would have the advantage of supplying data about actual, but anonymous,
: ? schools in the system and could be written to span a wide range of situations

,7 l and problems within the system.

The Long-Range Plan for Accountability

The short-range plan for accountability would operate concurrently with
the long-range plan for accountability. The long-range plan would include the
establishment of minimum performance standards; the preparation of central
data files that can be used to study s° dent performance in a lcagitudinal
manner; the expansion of the data system related both to process variables

' and criterion variables; and the development, ;mplementation. and evaluation
of school corrective action and improvement plans. During the long-range plan,
each school's performance in tcims of both the proportioa of students scoring

. below minimum standards and the Student Development Index might very well be
made a matter of public record. If the schools were not jdertified during
the long-range plan, the accountability program would be unlikely to contain
enough clout to inspire the intensity of corrective action strategias that

will be required in some schools.
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The preparation of data files is an important feature of the long-range
plan. Their establishment will undoubtedly Faise questions about the confi-
dentiality of data. Since the accountability system applies to the performances
of schcols rather than individual students, it .- not necessary to retain the
identity of any individual student in the computer files used for the account-
ability analyses. A good way to protect the confidentiality of the information
about individual students is to maintain two computer files in the account-
ability system. One file would contain the name, birthdate, sex and a unique

file number for each student; a second file would contain that unique file

- Sl K

number and the corresponding data on schools attended, attendance, test scores,
and other information about each student. Only the latter file should be used
in the accountability analyses. 1Ideally, these two files would be maintained
separately under the supervision of two different members of the tech—ical
staff.

Similarly, two computer files should be created and maintained for
information about staff members. One file would contain the staff member's
L, name, birthdate, sex, and a unique number, while a second file would contain
that unique number and information about that sta’f member’'s training, experi-

ence, and so forth. Onc2 again, .nly the latter file should be used in the

accountability analyses since it protects .he confidentiality of information

about each staff member. These two files would also be maintained by two
different members of the technical staff.

The long-range plan would also include the establishment and maintenance
of computer files containing information about each sc10ol's programs, policies, i

materials, facilities, standing on criterion variables _ercent below standard;
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Student Development Indices), and standing on the process variables. This

file would be used primarily as the basis from which the accountability reports

would be written.

Summary and Conclusions

A comprehensive plan f;r accountability has been described in this
article. The plan describes an operational statement of the meaning of
accountability. The primary purpose o the proposed accountability system
is to promote student development. The system consists of assessment,
diagnostic, and corrective action phases.

During the first phase an assessment is made of student performance on
important criteria, such as reading achievement and mathematics achievement.
Results could be expressed in terms of both the percentage of students scoring
below minimum performance (as established by an acceptable procedure) and the
Student Development Index.

The Student Development Index is a number that describes the average
development in a given area of performance of students in a certair grade and
school over a specified period of time. It is a longitudinal measure ard is
computed only on students who attended the school during the period of interest,
preferably two or more years. Computationally, the Student Development Index
is the deviation of actual school mean performance from estimated school mean
performance. The estimated score is computed from the equation resulting from
the regression of individual criterion scéres on individual initial scores for
all students in the school system. Substituting the mean initial scores for

a school into the regression equation gives the appropriate estimated score

for a school,
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The Student Development Index is used: (1) to describe the performance
of students in a school relative to students throughout the system, and (2)
to provide a measure of student development that can be related to educational
process variables,

Diagnosis, the second phase of the accountability system, begins where
assessment ends. School process variables play an important role in this
phase. A process variable is any characteristic of the educational system
which is hypothesized to affect student development and over which the school
staffs or representatives of the school system can exercise some reasonable
degree of control. Process variables include student~body characteristics,
staff characteristics, other school characteristics, school distriect char-
acteristics, and home and community characteristics. A systematic study of
process variables is initiated to identify those process variables that
corrective action plans should focus on; The proportion of among-school
variance accounted for by various combinations of process variables can be
studied. In addition, case studies of high~ and low-performing schools can
be conducted,

Once assessment and diagnosis are completed, corrective action must be

taken. The key component of the accountability system is what is done with

the assessment and diagnostic information. School staffs are accountable for

what they do to improve student performance. The corrective action phase
begins with a document issued by the central administrative office on guide-
lines for corrective action. These guidelines should summarize the resulcs

of the assessment, identify important process variables, and present profiles
of selected schools on important process variables. A checklist for designing

corrective action plans should also be a part of this document.
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Utilizing information from this document, staff members of each school,
under the direction of the schoel principal, would organize individual plans B
of corrective action into a school pian. A coordinated plan for corrective
action across schools is in turn prepared under the direction of the district .
superintendent. The plans should state as clearly as possible staff perform-
ance objectives, agreed upon by all parties involved. The objectives would -
specify the responsibilities of the various staff in implementing, monitoring,
and evaluating the corrective action plans. The plans would focus first of
all on those students performing below minimum standards; and secondly on
those criterion areas in which average student performance (as measured by
the Student Development Indices) was most deficient. Schools and districts
performing satisfactorily with reference to the Student Development Indices
or percent scoring below minimum standards would also be required to submit
plans--improvement plans--for trying to improve their performance even more
or for extending their activities to criterion areas for which assessment
information was not generated.
For advisory purposes, each school and district would have a Planning
and Operations committee, which would make recommendations about corrective
action or improvement.plans. An Accountability Advisory committee would
also operate at the district level to advise the school board and superintendent
on policy matters, to assist in the development of performance standards, and
to provide suggestions for guidelines for designing corrective action plans.
Both short- and long-range plans for implementing an accountability system
of this nature are necessary. The short-range plan inciudes a.field test of

the information system, the development and implementation of training materials,

and the preparation of prototype reports based on case studies. A sample of
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schools in the system could be selected for study if a large number of schools
were in the system. The long-range plan would include the establishment of
minimum performance standards, the preparation of central data files, the
collection of additional information about process and criterion variables,
and the initiation of corrective action.

The accountability system is based on the assumption that its implementa-
tion will lead to improved student development. Its ultimate value will depend

on the extent to which student performance is actually improved.

E
e
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Footnotes

1A number of colleagues contributed to the development of the concepts
discussed in this article. In particular, we would like to acknowledge the
valuable suggestions of Henry S. Dyer.

The reader should note that setting a minimally acceptable level of
student performance does not mean that a student can be ignored as soon as he
reachkes that minimally acceptab1e~leyel of performance. The professional staff
of a school system should understand that these are minimum standards, not
maximum standards. Obviously, each student should be encouraged to develop
tOWa;d his maximum potential as a human being within the educational system.

3The word estimate is used strictly in the statistical sense of predicting
a score based on a group of other scores, and it does not in any way refer to
any type of arbitrary, subjective judgment.

AOther predictors besides the initial test score could be used to form a
multiple regression equation. For example, grade five reading scores could be
predicted by a weighted composite of grade three rggdipg_gpd mathematics scores
instead cf just the grade three reading scores. The use of a single predictor
in the example is the simplest case.

5Perhaps a word of caution about the intelligent planning of resources would

be appropriate. Obviously, one way for each participant in the educational system

to avoid taking seriously his own responsibilities would be to blame the next
successive level of responsibility for giving him insufficient resources to do
an effective job. Thus, the teacher would blame the school principal, the

school principal would blame the superintendent, the superintendent would blame
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the local school board, the local school board would blame the mayor, the mayor
would blame the governor, and the governor would blame the federal government.
If the accountability system worked in this way, it would be dysfunctional.

A creative use of resources requires the application of reasonably available
resources at each level within the educational system or the entire process

would degenerate into a fiasco.
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Table 1.

Some Examples of Progess Variables

Student-body characteristics

Attitude toward school

Reading habits

Study habits

Interest in continuing education
Self-concept and self-esteem
Desire to learn

Absence from school

Achievement test scores

Staff characteristics

Age

Amount of teaching experience

Amount of supervisory or administrative experience
Amount and type of education

Amount and type of in-service training

Salary

Grade levels taught

Type of certification

Absence from school

Attitude toward students

Other school characteristics

Teacher-pupil ratio

Number and type of facilities

Type of classroom arrangements

Organization and scheduling operdtion

Number of dropouts

Availability and type of summer school program
Availability of compensatory programs
Expenditure per program

Stability of enrollment

School district characteristics

Training and experience of central administration
Amount and type of education of central administration
Expenditure per pupil and by program

Stability of enrollment

Salary of central administration

Training and experience of members of board of education

Home and community characteristics

Level of parental support
Availability of study centers
Quality of nutritional care
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Table 2

A Sample Checklist for a Plan for Corrective Action

Identification of Needs & Goals
Student target population

Personnel required

Staff performance objectives
Additional materials, equipment, facilities required
In-service training requirements
Schedule of activities

Scheduled periodic progress reports
Additional budget required
Involvement of parents and citizens
Monitoring and evaluation plan

List of activities and a rationale for the changes
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Table 3

An Example of the Composition of the P & O Committees

" Accountability
Advisory Committee

District
Superintendent

s oy,

a0 e

District P & 0 Committee

Superintendent (chairman)

School principals selected by the
principals

Teachers selected by the teachers

Parents selected by the parents
associations

School board representative
appointed by the president of
the schcol board

Community representatives

School
Principal

School P & 0 Committee

Principal (chairman)

Teachers selected by the teachers

Parents selected by the parents
organization

Staff members selected by the
principal

Community representatives
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Figure 2. A hypotlatical example of a system-wide
regression equation.




