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L _INTRODUCTION SRR ‘ SR TRUEE T

R | In today s complex’ educatlonal w0rld the task of effectlvely
* .managing a school gystem is 1ncreasingly compopnded by sugh critical
problem. areas as teacher militancy, student unrest, Federal prdgrams,

~and-the demand for accountability. A need. exists - for effective . "
management at the 'local school district level-to:plan, organize, ' _
L d1rect and evaluate the educatlonal system.. , . ' ‘ .v'-

1 . .-
" N . A

In the fall of 1970, the ‘Boatd of Trustees of the East. Allen T
. : . School District asked’ the Superintendent to 1n1tiate a study to make o
©an. extenwive survey of -the admlnlstrative salary structure. and present -
. some possible ways. to ‘increase sophistication -in. arriving at final . ,
. _ dollar,cost. A committee, appointed by the Superintendent, met on ’ *
" numerous occasions reviewing thie present situation,and ‘some possible" +
'alternatives to facilitate the study. The conclusions. of the committee '
led to the recommendation- that - the concept ‘of "Wanagememt—By—Ob1ectives
.- ‘would be the most approprlate framework within which to. develop an
»1mproved management organizatlon for the East Allen County Schools. e
The sﬁggested apement—By—Objectlves (HBO) concept represented ' ]
~a systems approach té educational management and was designed to prov1de » AR
‘a rational basis for implementlng a plann1ng—programmino—budgetimg s
" evaluation system in a school district.. In view of .the recent mandate .

- by the Indiana leglslaturc for.dll sc%o\i districts to. begln 1mplementing
PPBS in the near future, this propospl has ‘profound. implications as a - A
i " model for other districts to follow in- the adoption of PPBS. With tliis. . //—vff

« . - -in mind East Allen County Schools applled for Title EII funding.

The gcneral ooal of the project was to design and implement an =
'accountabillty model utllizing participative management as a tool for’
development. There are three organizational phases involved in the
Design.of a¥ Wanagement—By—Objectivev System. .Phase T (11-73) of this .
project identified the needs of the school district and organized the -
administratlve functions in line with these needs to develop a system -
“of accountabllity Phase II (72-73). of this project identified the _
~ educational program of. all grade, content and- ‘special areas in’ behayloral e
terms. Phase III (73-74) complements Phase I and Phase II, but-is” ..

directed toward the development of the supportive programs into an. _ .
"operationalized Management—By—Objectives System. , . : . : o

R4 i {

"PHASE R

e . .

‘ _ - . The major objective of ‘Phase I was.to develop a Hanagementjgy— ’ ' 'i

A ~+ . -Opjectives program for the East Allen County $chool's management ‘staff. ' :

- : To accompllsh this major ob1ect1v§ ‘the’ follow1n0 activ1ties were 1n1tiated. .

. . L . | ' R “. ’S," i ,

. . A. planning committee-was organized to’ represent all facets of . S E

' ‘the administrative staff, ineluding elémentary and secondary ’ ;

principals, ‘central office personnel the Superintendent and o ‘ y

‘a member of the Board of School Trustees.} . i o ' e

) L . ' ' . . o

. . ‘ - ) - : ] D ~
- T —1 _ 4 1 ) ) ‘




v, - ’ \'\' N

| ' An assessment. of ‘the educational/progfﬁmmks\conducted
*’// ‘* throughouy the East Allen County ‘School di\tri\t involving -
- :Board members, employees, parents, .students and p patrons
”. to provide information regarding the educational progr: m\\\\\. e

of the. schools. The ques§ionna1res were developed and

prepared by’ the Battelle_ nstitute: Center for Improved , ‘,~\*¥"’ -
‘Education. The instrument was designed to identify o '\\T5\g\
recognized educational needs throughout the school district _ 2 SN
“by providing respondents with opportunities to’'react to- -
tducational statements from ‘the perspéctive of what actually s

(‘exists and what is. actually desﬂ(ed This questionnaire was ,
tabulated, processed and analyzed by Battelle. Data were - L ' -
submitted ‘to the Planning Committee:for intensive ‘review and : o
recommendation., The committee identified the' following major Lo
areas of critical neced as the result of the Needs -Assessment: ' ;
(1) Human Relations,’ (2) Communic tion, (3) Evaluation, '
©(4) Curriculum. , . i o S .o

v ~ [ , : » . .

- C. An Ultimate Goal ‘and System—w1de20biectives ‘were identifitd N

-/ , " to reflect what the real mission of the East Allen County s

[ . _ © Schools should be in-the future. The System-wide Objeéctives’ ’ , ‘

' B o are ‘the major areas. of growth and development of students ., = ¢ v

- Lo : which must support the. Ultimate Goal of the schiool system. . ; D

o T . "+ 7 The Ultimate Goal and System—wide Obiectiveq contribute e,

: A - knowledge cqneerning ‘thé future goals of the school sy§tem SR

'ﬂ: L '.' ' - to members df the educational community - . ‘ .

-, c‘. * . . . ~ e

- . 71

A D. Tfe Planninp Committee performed an analysis of the adminis-
/_ D . " trdtive, ‘activities and functions in’order to develop a
-/ » R - fdescr;ptive program structure, Once the committee arrived
/ . - ' s at@a program structire describing management functionss,. Battelle .~
: aff members interviewed representatives of -each management
: S d ) . & - position; examined existing job ‘description$, and analyzed -
' = ~ the program structdre. As a result, a .desériptive program
g . '\V"" structure was developed by Battélle. Each program has a broad
;;"~" ~ -/ .- objective which specifies dts contributiou to the common °" , _ ]
’ . VA obJectivos of the school system.. - | ; _ ST )
,/ - . E. Performantt Object1VE” for each nrorran uere, developed to provide :
a bacis~For—estabiishinG—the—ﬂueﬁerity—and—qecountability~relat1on—*»~
ships. Tie objectives were categorized as: (1) maintenance ~ * AR
BRI - a repetitive; onooinp objective mecessary to the achievement of ‘
~ ~ the district's domnon objectives; (2) dévelopmental - these are * - o
- of two natures: (a) problem-solving - leads .to the correction B e
of a discrednncy of deficizncy in the .current level of-performance '
o o _ in the maintenanée ob1ect1ves and (b) creative - may lead to.
P . improved or expanded program .results; dnd (3) ‘personal - obgectives
ooy ' designed to. enhance the 1nd§¥;dual manager's improvement of his = ..
i L profesgional or managerial skills and career growth. The develop—'
‘mental and. oersonal objectives were written byﬁthe individual
: managers in ‘cooperation’with their: immediate supervisors. -

-
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F. Organizationa} structure was designed to direct the act1v1t1es ’
- of 'the personnel and Ffunctions, of the various programs. These - -

coordinated functions .and activitles vere grounded in authority
and responsibility " The- organizational, structure: attempts to .
S L make leadership, responsibility, spec1alized skills, and the. SRR
- R . exercise of authority operate according to the accepted Ultimate‘0 p
' _ ‘and Systen—wide Ob]ectives of the East Allen County Schools‘
SyStem. I ; . ‘0 e ) N ) o h _9.' L 0'
= o G. An appraisal process was developed to enable the administrators
SR N _ .to see the requirements of their jobs. more clearly, know the .
: e “limits of their freedom of action,~ﬁelp them attain -self- ~improve-’
, ok \‘Qés\ment, and let .them know "where they stand" in the. performance
o PO '\?ﬁ7tmni jobs. Job expectancies‘were used as a basis for. self- .
et appraisal\andsis; appraisal by the appraiser. The appraisal . :. L
. process, - therefoie:\\\ﬁera;edisgfg?ratively and 1ointly defined’%.' L
Tt developmental objectives. The appraisallrrgcess involved four
' " basic steps: (1) self-appraisal, (2) mutual establishment of -
. S developmental objectives, (3) interim progress meetings, and

R e (W) year—end appraisal ) A . _ . .

"~ H. The Planning Committee developed a salary schedule in the Spring _~_%?_
of 1973.. The following variables ¢(experience, training, decision~- . .
making, aurhority,,supervision and length of contract required .

S to carry out the responsibilities as defined in the job’ description)
‘were incorporated into a nimerical responsibility factor. -This .
-factor was a manifestation of position responsibility relationk Ce

'ship and tbe mid—point salary of each position. ‘

‘ Phase I of danapement-By—Objectives is progressing under ‘the

o : U leadership of the Plannitg Committee.. Review, improvement, and

S ; o 7 communication of MBO-in the management ‘drea appear:to be the: ,

o N , main functions of this Committee during ‘the establishment of _;, e

: MBO implementation. , . . o . . o o
o S v.' S .vi .
. PHASE II, 1972-73 I S |

l. . . vs

Hhase”IT”(1972=ﬂB)"began—as~an~outgrowth*of—the*needs~assessment n
- conducted during‘Phase I, After the needs assessfiéent was conducted duxing -
Phase I, it became apparent- that' the curriculum of East Allen County S
~ 'Schools needed to be reviewed. Discrepancies. existed between what was. 7. <
' being taught and what was desired.’- Before any, changes were made, the entire
staﬁf needed to ideﬁtify the present curriculum. -

et
.

‘;. ‘ T ) e A committe of teachers’ representinp all grades, subjects and special -

. areas was. appointed the) task of writing "Program Objectives'" for their”
©. respective areas. Prog am Objectives are defined as long-térm, predicted.
: outcomes of the schools educational system.” All of the Program.Objectives
SR “were directed teward the Ultimate Goal, and System—wide Objectives developed
. during Phase 'I. This group of; thirty teachers (Steering CommitteerYere .
: ‘_instrumental in achieving the objectives of Phase II. . o ,
-~ : LN
' o ,\, . ‘ ‘ v o . . f\ \ o .- - . .
- \‘l ' . -.'n‘ ) . " . .“t' . ) . . .~ - . . ‘, .. "

o ¢
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The Steering ‘Commi ttee was _ invdlved in in—service training pro?rams

»'throughout the 72-73 school’ yeat., The ‘wdrkshops were organized 'té provide
" tralning in understanding the,Wanagement—By-Obieotives s8ystems approach,

training in the writing of: instructdional objectives, and procedures for
classroom mamagement usin? instructional’ objectins. Dr. Raymond -Bernabei
was contracted to conduct.the workshops for the.c
‘trative personnel\ He also” provided individual consultation to. each
N member and critiqued the Propram Objectives as tlev were” being developed.
“>._ . >- ,’v
. Throughout the, school year, Steering Committee members met with their
respective ‘curriculum groups to act as catalvsts for change, They were

responsible for keeping curriculum groups informed on experiences and.

progress ‘toward goals. Only the objectives appr%ved by all the. teachers

]

from each: curr1culum yrdup were accepted .

Phase II activities resulted in the development of Propram Ob1ectives

for all grade levels, sub1ects, and special areas,. Program Obiectives, 1

long~term, predicted outcores of the educational systenm, are directed
toward the Ultimate Goal and Sys tem-wide Objectives which were identificd
througl d needs assessment conductod during Phase I of the WBO PrOJCCt-

. Proniam Objectives ‘were distri)uted to all personnel: «within East
‘Allén County Schools. Since the Program Objectives were written to
~describe the existing state of  the. various educational programs witl
East Allen County Schools, they are somewhat 1ncomplete. Plans have
been developed for the analysis of Program.Objectives at- the building
level  for the purpose of reviewing the quality of the written Program
Objectives and revising accordingly as part of the- continuation of Phase-
IT in 1973-74.  Tuturc revisions of Program.Objectives will be fnctuded
in the textbook adoption process which is discussed later in' this paper.
However, it should be noted that gocial ‘Studies 'is the content area for

‘textbook adoption this year and in the proéess of revigwing Program -

‘Objectivés, edidcators who.serve on the Social Studies: Curriculum Committee-

©

. .feel a needﬁto write and/or select "Content Area Program: Objectives )
‘The Content”Area Program Objectives would tie in with the Ultimate Goal :
and System-wide Objéctives but-would be broad statements which the . - -

" -already written Program Objectives would reflect. <Content Area Program

Objectives provide a base for scrutinizing the existing Program Objéctives

{fi-tetmy of what—should-be rather than the existing-state-of the-program.
' This process of review on a- textbook adoption cycle would assure the.
,.continuous development of goals/gbjectives which better reflect the
'changin? needs of society . ‘ N :

oy ’

[ [

| PHASE II, 197374 - B R

- ‘45

The PrOJect Director, Mrs., Julie. Bauer, resigned in Occbber.of 1973

" 'which resulted in a-period of slow growth while a replacement was sought.
“ ‘Mrs. Kathleen Gorgone accepted the position of Project Director on
November 26, 1973 N :

mmittee and the adminis-

e




Phase II, related- to instructional outcomes, has continued in'
l¢73 74 with provisions for “in-service training for teachers and : o
development of building plans for implementation of MBO. Building o
principals have desighated a.Task Force member. for the respective = - R
buildings. “In planning sessions, theij rincipal Task Force member, < o
Curriculum Director, and Project Director ‘have developed a building ‘
plan appropriate for ,staff development and project implementation. - ° ' >
The primary components of .a "Building Plap" ‘are: . {1) Building - -
Philosophx, (2) Building Staff Management¢0b1ectives, (3 Instruction ="
Crading ‘Philosophies, (4) Form B Five Year Plan (see Appendix A), and ,
(5) Form C Building. Education Plan (see Appendix B). 'Since the needs . T
of buildings differ,’ future plans ﬂnd present progress have varied
accordingly. o . v e

’ : .

N

* . -

. .

There ‘are certain requirements, however7 regarddng Form c, Buildinp -
Education Plan. The folloW1ng items have beén included in, the develop- °
ment ‘of Building Education Plans: (1) prioritizing systemnwide objectives, P
(2) reviewing program .objectives, (3) writing and/or selecting instructional . .
‘objectives,-and (4) establishing a. rationale for the ,use of ob1ectives. T
The prioritization of system-wide objectives at the buildino level is
bcing/acconplished through the use of an indivddual cardwsorting technique
and a ‘small group interaction activ1ty Tne prioritization activity -
providcs an opportunity to familiari7e educators in East ‘Allen County . .
Schools:with system-wide -objectives’ ‘and to promote discussion regarding '
personal philo?ophies of edycation. The priority-ranking may ‘be used as '

a beginning, point in the development of'instructional objectives at the .

*building level. A review of -the program objectives is, for the most part,' l:‘ ,;
B accomplished internally at the building level. 'To assist schoqls in the . .

_accomplishment of items #3 (writing and/or ‘'selecting instructional

‘objectives). and #4 (establishing a rationale for the use of objectiVes),,
in—service training programs are presented in the following areas: (1). h
rationale for Manapement-By—ObJectives, (2) writing East Allen County -~ - o

- Schools instructional objectives, (3)" writing and/or selecting instruCtional

.

obJectives ‘appropridte to meét the Program Objectives, ang (4) writing and/or
sélecting test,/ items to megsure instructional objectives. -Other topics for

" in-service training are!’in development accord;ng to the needs of- the

PN

buildings as specified iQ~building plans. o

A glossary of terms is. in the _process.. of being developed, for dis- -~
semination to 1nstructional personnel ‘A definition for "ingtructicnal
objective" has -beén deVeloped wRich will represent an "East Allen County

- " * 3chools Instructional Objective' rather than any particular author's

instructional dbjective. The instructional gbjectives developed in

. East -Allen County Schools ‘will include: (1) who--the’ léarnér, (2) action--

the behavior verb, (3) whatZ-the desired product, (4) conditions--givens, . - = 5 =
.and (5) expéctation——perlormance standard. Currently, the expectation in

“most cases will be represented by a-blank to- (1) allow teachers flexibility

in«setting pemformance standards, (2) provide opportunities for teachers

to think about what the performance: standard should be, and (3) to allow

for individual student and teacher differences. :

‘

~

‘ . ~ - . .
2 ’ ':3 » , o .. v

-
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: dev1ces in the form of evaluationx

DISTRIGT LEVEL KESULTS, PHASE II . ., R S
‘ ab‘ 1 . ) ’ . ) .
. Certain distriet level results are expectedcduring Phase II

- (1973-74) - as follows: (1) adoption of a model for implementatiOn of
‘Instructional’ Management*By—Obiectives and (2) adoption of a curriculum

development model for 'East Allen County Schoold. -A tentative Curriculum

- Development. Wodel (see Appendix C) has been.developed - for East Allen
- County Schools. Based upon the f1ve—year book adoption cycle, each
-content area can be plugged in" to the cygle to tgincide with the - .
- Xt adoption year. Activities to bhe. perform .each year prior,*during, \
--and after text adoption fgr each content area are specified.” An Instruc-
~‘tional Program Development Model (see Appgndix D) has been- tentatively
" developed. This model- assigts in providing direction and . checkpoints/

for the averall development of instructional Wananement—By—Ohiectives.

. “f—

" Data regarding the status of Staff members in regard ‘to instructional
objectives have been gathered through the!distribution of a questionnaire.
Resurlts are not available at this time sinde the questionnaires were *

"recently distributed and- are currently being submitted to the central

office.’ In—service training components also include data—gathering ' -

. : N ’
s . . . N L.
"

Change in an educational setting appears to move cautiously and
“slowly. Apprehension exists -among many teachers, and the direttion
from central administration' and principals. ig to proceged at a slow rate
to avoid resistance to the MBO project. The intent for the: instructional
phase is” to have the followlng goals accomplished by 1977

' 1.
1. .Decision—making in- se1ecting materials and planning teaching

methods fcr‘the written and/or selected 1nstrubtional objectives.

A

. ;Q. Selection of appropriate evaluation measures to. determine if
o ‘outéomes meet instructional objeﬁffves. C ©

'-3.H.Analysis of discrepancies which may exist when outcomes do not ]
achieve instructional obJectives.

'

- P4, Development of record~keeping systems for classroom use when.

instructional objectives are utilized&

.r_ s

_5.1 Creation of effectiv reporting of achievement to parents,(

"o .

... 6. Selection of additional materials ‘and. planning of changed
’ ~ teaching methods in order’ to provide appropriate instructicn
for program and in%tructional objectives. .

-

v

J. Adoption of a continuous curriculum development model for East

Allen County Schools. - e e )

’ [ T ~" . » . ' . .
& . "m. R \4.-~. - X . A,

.'administrators, and oard members. * . -

)n
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: : " For 1974~ 75, certain activities are antic1pated shOuld thls - . ]

“project receiwe funds' for’ continuation. At the building. level,- . o ]

_the Form: C Bui ding, Plan 'will be updated and additional requirements o o

A - for implementation will be included. Various schools will serve o N

. - las-pilot schools #or dissemination of information regardin? the. ' -

- ’f 'Title III‘Wanagement—By—Obﬁectives Project. At the district level
- . three developments should accrue as a result of continued fundin

¢ (1) implementation of the curriculum development plan, (2) deVelop—

. . - ment of the left side. of the Instructional Program.Development Model : :

R for district—wide evaluationl and (3) disseminption of information té ¢ e '
: ) o otﬁer school districts. .o . . - . , . )

R ;PIIASE i, o732’ o e T

- : {/ .
- s

o Phase ITI (1973 74) is directed toward- the development of the Coun ) -
et ’ supportive programs within. the Nanagement~By—0bjectives system. A s * N
' planning’ committee has ‘been identified andwis comprised of represent- . ‘
{.atives of the support programs: _ (1) Food Services, (2), Transportation,
-7 (3) Secretarial --(4) Health Services, ‘and (5), Maintenance and Custodial.
e . . The-activities.of the planning committee at: this time involve ‘the. _ _
..~ " identification and. description of support services of. the total educa- =~ . s ¢ .
i_ tional program of East Allen County Schools. _ - i ! o

v S

S a . —

v The prpject will define important activities of each - program. These . = .
. . -objectives will support ‘the Ultimate. Goal and System-wide Objectives as ) ’
. © 7 .defined in MBO, Phase I. Each program will then develop specific pers
- e formance objectives that support objectives of the programs and ultimately,
L . -]? - the total educationpl program of the school district...,

A ' . o . A s

« 7. . _The planning committee will develop evaluation proéedures for the o
o T support personnel which will. agsist in a more effective implementation = . “

. .of program objectives. The final activity will involve—recommendatiods

". to the Board of School Trustees' regarding the implementation of this

\, |« .program, - oo , o - R
o . v " N E L e . . .
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