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A SELECTED REVIEW OF RELATED RESEARCH

______ ;A new ‘concept in the structure of education with a prom-
1se for a better management of learning, and recognitlon of a
teacher' sAcompetence, potential, and professional attmtude is
explained in differentiated staffing., Differentiated staffing.
broadly perceived oan.change the structure of education by
authorizing teachers to create more responsmve educational pro-
grams, and to transform an obsolete admlnlstratlve structure.

Though there is no one definition of differentiated staffing, one

of the premises underlying the concept is that teachers should

. carry 1noreased decmsxon—maklng powers in the. planning and exeou-
tion of currlcula and lnstructlon. Therefore, a new definition
 of the teacher's role Wlll have to include different kinds of
wcareer patterns that ere7more diverse, and would consrder dif=-
fusing the decision-maker's role throughout the teaching ranks;
Innovatmve forelgn 1anguage programs stressing Indlvrduallzed
Instructlon through mult1~med1a small groups, mult1~level group~
ing, or a non-graded program emphasmze the changing role of
teachers and the use of paraprofessionals.

The problems confronting the teaohing of foreign lan=-
guages necegsitate:

1. A reassessment of its learning objectives,

conditions, and methodology
2. A-reexamination of the role of the lenguage

teacher in public education -
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3. A_restructuring of foreign language programs
- to meet the needs and interests-of all students.,
,' .

‘In View of the added dimensions and growth of foreign

language programs, the need for’ieadership cannot: be over=-

Stvessed. A foreign language trained leader at the local level
EE requlred for expedltlng chanqe dnd giving it dlrectmon. t
Purthermore, there is a need to explore the varlety of tasks
assumed by féreiqn language supervisors, as well as teachers.
Each school system should recognire the importance of having
its own coordinator or director of foreign languages, for the
development. and maintenance of a‘weil oxganized and,carefuily
articulated program. |

In determining the strengths and characteristics of a
foreign langdage staff, it is advised thét the competencies
and skills of professional members be analyzed and used'in such
a way that a maximum number of pupils would benefit from theée.
special'talents. Theréfére, in order to effect significant im-
provement in foreign 1angﬁage education, pfiority should be

given to the developnent of various staffing patterns.

SURVEY OF FOREIGN LANGUAGE STAFFING PROCEDURES

As one aspect of an investigation a survey was aonducted "
.on forelgn language staffmnq procedures and patterns in 120 se~L o
| lected secondary schools. Two thirds of the schools were ran-
domly chosen from a list of progressively oriented systems. The
other third was chosen from. a list_prdvided by the Resource

Center on Staff Utilization at the Uhiversity of Massachusetis.
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 The list contained the names of school systems fund@d by the
U.S. Office of Education, undeéxéchool Personnel Utmllzatlon
Projects, 1971-1972. )
. The primary purpose df tﬁé‘investigation was
1. To £ind out to what extent foreign ianguage
teachers are responsible for curriculum planning
and instructional decmslan~mak1ng
é. To 1nvestlgate the duties, respOnsmbllltles, and
tasks of foreign language teachers ' =
3. To discover to what degree the services of para-
:profe391onals (teacher aldes, ndtlve informants,
etc.) were belng utilized. |
- The resultsAof this study showed that there is a need to
develop a differentiated staffing model;'whe;éb§ the competencies
and pfoficiencies of prdféséionals and paraprofessionals he de-
fined in relatién to their duties and responsibilities.

TRAINING AND CERTIFICATION CONSIDERATIONS FOR
DIFFFKENTIATED ROLES

In any prdposal for a dlfﬁerentlated sﬁaff_fhére must be
"7 some kind of gtructural design or framework diffefentiating t@e
responsibilities and duties of those involved in the educational
process. AL present, schools lnvolved in converting to‘difQ
ferentiated staffing require the use of consultant assistance
and their Supervisory staff to train teachevs for this process.
A California system reporteé that it divides its in-service

training in two major phasesg: leadership and staff workshops.
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Administrators, senior and master teachers are trained, who, in

turn, train the total staff. The latest instructional techniques

'V'_and'content are communicated within the school system and deveLé.

i
-

oped into training sessions, taught by master and senior teachers.

It is evident that there is need for teacher education pro-
grams to make proyisions for . the training of teachers for differ~

entiated roles. Pre-service and in-service education for teachers

- and paraprofessionals should include éomponents on taskranalysis}

design of models, curriculum development and modification, désign ’

of resource centers, organlzatlon of horlzontal and vertical

differentiation, and human relatlons cf teachlng in hlerarchlcal

~ teams.

In its concern for improved certification pfocedures; the
Massachusetts Advisory Council on Education (MACE) presented a
propcédl keyed o a plan for differentiated staffing. The plan
recommends four levels of licenses:

Internghip Licenses for those in Eraining

Associate Teacher Licenses for beginning teachers

lPTOfGSSlOnal Licenges for those who demonstrate ability -
to handle professmonal asgignments or supervision. .

Specialist Licenses for high level teachers and those
with particular kinds of specialization.

The existence of the four distinct levels of certifica-
tion would call for specifie¢ role definitions, clearer behavior
expectations, concrete understandings of interrelationships

among various staff roles, and new thinking about salaries.
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DEFINITION(OF A MODEL | e
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would provide the impetus.of & new kind of school ‘structure
which includes: hierarchy of éuthority,_specialization, rules
for -incumbents, and procedural specifications. A distinction

can be made between vertical and horizontal differentjiation
. . - - l.m e

<

in explaining that a vertical model holds promise of a career . e
~ be equal or surpass thatfbf somé”éaministrators in matters per-
. taining to curriculum. . Therefore, if teaching is to come of

age, reform models of_differentiatéd_étaffing ﬁust increasé the

line staff structure of the educatiéﬁal orgahization with

teachers involved in fhe decigion~making process.

A BASIS FOR A MODEL IN FOREIGN LANGUAGE
TS TAFY DIFFRRENTIATION

Though effective foreign' language programs exist in
numerous schools, it is believed that a conceptual'modél for
differentiated staffing mayiggﬂponstructed which would enhance
£he effectivenesé of these programs.

| As the purpose of this paper is to present an-prganiza~ )
tional framework focﬁsed on staff assignments, an attempt has .
been made to conceptualize a model accounting for professional
and péraprofeséional responsibilities of staff members ih a
foreign language program, with a component for teaching
preparation. | =
The continuous problems in foreign léﬁguaqe education

and information on current trends with relation to staffing

'y ]




arrangements serve as a basis., It is assumed that thig frame~

work can eliminate many of the present problems, provide better

instruction, and enhance the quality and professional status of

. the teacher.

Staffing considerations involving teachers in activities

Yand responsibilities beyond the ¢lassroom, may be a possible

.aspect in the solution of problems and needs in the fleld.

Therefore,

it seems logical to hypothesmze that dlfferentlated

.staffing can be appropriately implemented in a foreign language

program to
l For

o

developed,
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inprove the effectiveness and'efficienCy of . instruction.

the purpose of this plan, a vertlcal prototype has been '

for rt lS believed that through this framework a break-

.the teaching of foreign languages and the general sta-

foreign language profession can be realized.
following are oﬁide;ines on which the model is based:

That the model involve the professional staff
in the decision-making process of instruction

That the model ewbody a hierarchy based on
three levels: professional, pre-service, :
and paraprofesgsional ;

That through the vertical hlerarchy, provisions
can be made to insure a career incentive for
attracting and retaining outstandlng foreign

language teachers

That leadership be incorporated in the total

structure of the plan, with a coordinator at
the top of the hierarchy, followed by three
professionals of equal status who will teach
and perform other professional duties -

That articulation and coordination of each
course and level be a major function of the
program, encompassing philosophy, methodology,
and content matter

&
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6. That the structure accommodate the individual
needs, interests, and abilities of students

7. That the’ plan provide opportunities for teachers
and regource personnel to express’ their- specmflc
talents, interests and competencies, \

8. That aspects of the components. to the model be
adapted to meet the needs of a given language
oy Co progran of any size, and in any school environ-

' ment, tradmtmonal or flexibly scheduled

9. That a component{for the clinical tralnlng of
pre~-servicde teachers be. incorporated, in an
effort to prepare better future foreign
_language teachers under the direction of a.
clinical professor and that of master teachers
involved in teacher preparation

10. That proflclencles and competencies suggested
for the performance of duties by professmonal
staff members be baged upon the criteria
established in the Modern Language Assoclatlon
Guidelines. _

In essence, this plah presents opportunities for leader-
ship. It provrdes coordlnatlon, artmculatmon, group decmsmon-
making, and teacher responsmblllty for other professmonal
tasks. Furthermore, it is assgumed that the quality and status
of the teacher should improve, since a career ladder'is incor-
porated, permlttlng upward mobility in the classroom. Through
the clxnlcal and inservice compohents, progress and lmprove-
ment in teacher preparation and training may be projected.'
Paraprofessionals will absorb the non-teaching chores of the
teacher, and permlt the professmonals to concentrate their

efforts on lnstructmonal matters. .
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TASK ANALYSIS

In the organization of a foreign language teaching staff.
particularly where several teachers are engaged in teaching the
'sgme language, diverse patterns may be organized. Assignﬁents.
and tasks may be divided among mémbers of a teaching team to
enhance efficiency and éffeétivehessf | o

Therefore, a brief task analysis describing the positions

on the plan will be summarized on the following page.'

.r
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PROFESSIONAL CATEGORY

COORDINATOR
(system-wide
,1/5 teaching)
12 mos.
CURRICULUM © MASTER a  SNCLINICAL
- RESEARCH TBACHER : . PROFESSOR. -
SPECTALIST . (2/3 teaching, (1/3 teaching
(system-wide supervising in- _ ' system-wide
1/2 teaching : terns-student . . liaison--
10 mos, teachers) o school -and
 1Q mos, college)
. 10 mos,
 STAFF (LANGUAGE o
" TEACHER LABORATORY DIRECTOR)
~(full-timeLesn (1/5 teaching)
teaching) 10 mos,
- 10 mos,
ASSOCIATE
TEACHER
. {(non-tenure
full-time teaching)
10 mos,
PRE-SERVICE TRAINING
STUDENT TEACHER INTERN
(3/5 teaching - 10 weeks) . - (4/5 teaching - 5 months)
PARAPROFESSIONAL CATEGORY
NATIVE INFORMANT TEACHER ASSISTANT LABORATORY TECHNICIAN  STAFI SECRETARY

10 Mos. 10 mos. 10 mos, 10 mos,

RESOURCE VOLUNTEERS

11
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PROFESSIONAL CATEGORY

e

‘Professionals should be certificated according to the
proper certification‘requirements of each state. They should
also meet state requlrements at whatever levels of certlflca-
tlon for dlfferentlated gtaffing that may eventually be de-

veloped, in terms of assmqnmentq in. forelgn language teachlng..

COORDlNATOR OF FOREIGN LANGUAGES
f The coordinator will function as»the,adminisﬁrator of the

foreign language program in the school or sdhdels, and will be

responsible only to the Superintehdent:or asgistant superinten-

dent of schools in charge of instruction;v'

He teaches one class and lnsures coordination and artlcula~-

‘tion of the/forelgn language program on all levels of lnstructlon.

FOREIGN LANGUAGE CURRICULUM*RESEARCH SPECIALiST

The Curriculum-Research Specialist will be responsible to
the coordinator and .will work closely with the professional
category. ohe of his functions will be to:

1. Introduce new concepts in learnmng, nhew materlals,

' ideas on curriculum innovations, instructional

media, and technology

2, He will also initiate and promote research pro=
jects in the program, and conduct pllot studies.

12
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CLINICAL PROFESSOR

The clinical professorship is a. joint appointment with the

- public school system and a nearby college or university in-

volved in.a teacher training pfogram in foreign languages. Its
purpose is to establish a closer prcfessxonal relationship be~
tween the two ingtitutions in an effort to provide a more
qaphlstlcated pre service training expurlence for student

teachers and/or interns.

MASTER TEACHER

- The master teacher is responsible to the coordinator. He
may serve as lnstructlonal leader of a language or be respon-
sible for a particular level of achievement. This would depend

' on the overall size of the program, number of languages, levels,
and sections offered. |
He will plan with staff teachers to adapt instruction and
innovative procedures adcording to the physiéa; environment of
the school, i.e. the functioning of large andwﬁmall group in=-
-gtruction, team teachiné, or individualized instruction in a
flexible schedule, open classroom, or in a conventional struc-

ture of organization.

STAFF TEACHER

The largest group of professional members of a differen-
tiated professional hierarchy are staff teachers who teach

full-time ) and

o 13
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1. Implement the curriculum as designed and pre-
soribed A

2. They may participate in large, small group, and
individualized instruction, and in the develop-
ment of behavioral objectives, learning packages,
instruments for evaluating performance, and dlag-
nosis of learning problems.

THE ASSOCIATE TEACHER

The duties of the associate teacher are similar to those of

the staff teacher, though his responsibility for curriculum

~ planning and major decision-making-is on a smaller scale.
1 .

THE LANGUAGE LABORATORY DIRECTOR

The language laboratory director is basically a foreign

language teacher who can evaluate instructiopnal media and new:

methods of applying technology to linguistic'ﬁraining. He may

1. Teach at least one class, "and raordlnate all
the activities of the laboratory.

IHE PRE~SERVICE TPAINING CATEGORY

" STUDENT TEACHER

The student teacher spends eight to ten weeks of his senior
year in Eraining) under - the direct supervision of a skilled
master teacher. He teaches three classes and observes two other
ciasses of skilled language teachers in order to gain further
insight into various teaching techniques and activities involved

on all levels of instructior.

THE INTERN

The inteyn has a one-genester teaching assignment in the de-~
partment, for which he isg pamd a salary established by the schocl
system, He works undex the direction of a master teacher and

the elinical professor., 14
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THE PARAPROFESSIONAL CATEGORY

The purpose of a paraprofessional category is to free
teéahers from taské that can be performed adequately by non-
professional assistants, Iﬁ ig o method to improve efficiency
and effectiveness, by allo&inq teachers time to concentrate on
professional activities. -

'NATIVE INPOXMANT

The native informant is a'resoupae person who assiéts-pro~
fessional staff members in various activities. He égupﬁﬁined
by_teacheré, and works under their direction. He may serve as
 a drill-master in swall groups to reinforce the learning of
material presented by the teacher: guide students in correct o
pronunciation; initiate .conversational practice; stimulate small~
group discussion in advanced groups, and prepare cultural ine
formation of current interests to be integrated into the courses
or to be used in the'resource centexr.

THE TEACHER ASSISTANT

.The teacher assistant will serve on a pért~time or fuli-time
| basis, He may‘classify aﬁa file instructional materials; prepare
visuals; assist in operating A/V equipment; keep inventory of
equipment, booké and supplies; keep bulletin board updated with
colorful posters and realia to help make the language classroom
.a cultural island; and assist in the scoring of standardized

objective-type and criterion-reference tests.




THE LABORATORY TECHNICIAN

The laboratory teghnician will be responsible to the labora- -

tory director, and will wock with professionél staff members und

\

' native informants in fulfilling their requests for_time{ equip-

|

ment, and materials. He will operate on a full-time basis,

THE STAFF SECRETARY

The staff éecretary will serve on a full-time basis, and

perform professional and administrative clerical tasks.

RESOQURCE VOLUNTEERS

Resource volunteers may be teachers from other departments
or local residents with special talents; knowledgg, or traval
experiencetm‘rhey may be ﬁhsiness or proféssional men and women,
artists, museum lecturefs, musicians, former newspaper corres-

pondents and retired educators.

k ok ok ok ok k ok k k k Kk ok k Kk Kk % &

A feature of this model is that every professionél staff
menber must teach. Thus, anyone moving upward on the career
ladder does not necessarily move out of the qléssroom. The
modél also illustrates that at the master teacher level the
positions of curriculum-research specialist and c¢linical pro-
fessor are of parallel importance, though their tasks differ..

In applying this theory to a sitﬁation a basic assumption

must be made: that staffing considerations of a foreign language

‘program are contingent upon:
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1+ The size and socioéecpnemic structure ., of the
communi. ty
2. The geographic situatic . of the school

3. The ability, interest 1d needs of students
enrolled in the forei¢ language program

4, Thé avallability of h' ian and cultural resources.

CONCL! }IONS

In conclusion, it is belj .wved thatir—— -

* The inefficiency of ' 1e pfesent organizational struc-
ture necessitates a .hange in the deployment of manw-
power in terms of - ofessional responsibilities

*. If the efficiency and effectiveness of the entire
public school process is to make substantial gains
in responsge to challenges and .demands, those with
the expertise and knowledge should be permitted to
raise the quality of foreign language instruction. -

* There is a need for gtronger leadership, closer
supervision and group decision-making by those
involved in the instructional procedure.

*  Studies in'innovative procedures reveal that
present thinking ig directed toward differentiat-
ing staff agsignments,

* Differentiated staffing would offer greater
opportunities for coordination, articulation,
decision-making, and more efficient management
of learning.

* Individual differences of learners would be
accounted for, as provisions are made to fulfill
the needs, interests, and abilities of all foreign
language students. : :

* A more comprehensive and effective clinical train-
ing program for pre-gservice teachers should emerge
from the cooperative efforts of clinical professors,
master teachers, and the college or university per-
sonnel respongible for the preparation of language
teachers.,

o 1 v;i
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* A career incentive should enhance professional and
sodial status and further the retention of out-
standing foreign language teachers in secondary
education. : :

IMPLICATIONS OF THE sSTUDY

TEACHER EDUCATION | “

The implications of this ‘study would indicate that teacher
edugation(programs'Sﬁculd recognize the néed to reorganigze thgir
curriculuﬁs in order to prepare future teachers fér differen~-
tiated roles. The creation of more extensive alliances bhe-
tween teacher~traihing institutions and iocal schools for. this
purpose wduid necessitate organizational changes on the part of
both. A possibility of providing prqper training for foreign
language teachers entering a ‘differentiated staff would be to
analyzé roles and establish criteria for performing particular
tasks and duties. This would be essential to the further de~
velopnent of;innovative teacher training procedures, and to the
designing of responsibilities associated with differentiated
staffing. |
| With regard to the support of clinical training for future
teachers, the state should subsidize proyrams and school systens
willing to develop clinical facilities for the proper training
of student teachers and/or interns. This would encourage a

i closer proféssional partnership and role definition for those

involved in teacher education in the schools and colleges,

18




3

CERTIFICATION

As ror certification, the existenae of levels in staff
differentiation could'éncourage new measures in the licensure
.of teachers resulting in changes of certification patterhs and
.requirements. Therefore,'if perfgfmance, competence, and pro-
ficiency are to be considered in this proceés, criterié for
professional'performance ghould be d~veloped by representative
lgaders in foreign language education and teachers of foreign

languages.

FURTHER RESEARCH

‘Any proposal or theoiétical study should be submitted to further
research and exﬁéfimentation. This model was.deﬁeloped for the ~
§urpose of éiimiﬁ;tihg‘some of the problems in foreign language
education; to improve learning and teaching conditions in
secondary foreign language programs; and to enhance the pro-
fessional status of the teacher. Theféfore, its degree of use-
fulneés in the profession would be determined by its measure of
success in situations willing to implement the concept or to con-
duct pilot studies in an effort to promote knowledge in Foreign

Language Education.

14
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