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- ABSTRACT | N

-

The purpose of this practicum was to develop an effective
i . s

teacher and administrator evaluation system for a small school
district in accordance with a State Mandate. . A narrative
evaluation form was developed for tcachers while a rp‘anagement—

by-objectives plan was mltlatcg at the administrative level.

AN
~

The clinical supervision process was utilized as a means to ’

initiate improvement of instructional practices as separate

v

from evaluation. A pre-post supervision/ attitude opinionnaire

was devised and administered to indicate change in attitudes

~ o~

toward supervision. The CIPP model pf evalyation served as
AN
the format and general evaluation for thig p agticum.
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INTRODUCTION

The problem was to develop an effective teacher and
) ‘A

administrator evaluation system for a rural community of
less than 10,000 population.

East Hampton, Connecticut, was a small summer resort

community located only 30 minutes from the downtown

metropolitan area of Hartford. It is the fastest growing

community in Middlesex County. Residents of the c.lty of
HAartford are m_ovlng to thé neighboring suburban communities
displacing these suburbanites who in turn are relocating in
towns such as East Hamptaon.

Different socio-economic neighborhoods are developing.
These residents vary from upper-middle class executive and
middle management types to the low income unskilled laborer.

At the onset of this practicum, the Board of Education
was comprised of members who were moderately progressive
toward the educational program as well ad the initiators

$

of a multimillion dollar school building program. The newly

elected Board of Education tends to be more conservative with
its emphasis upon basic educational skills. However, this
board continues to support the building program as evidenced
by a recent bond issue in favor of a high school additjon’

\ , .\‘"
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As a result of a rﬁandaté Iro'm the 11973 Generél Assembly
of the State of Connec'“tic'ut, the Board of Education directed
the superlntenden{ of schools to develpp an evaluation device
that would not only meet the mandate but also satisfy the
Board's desire to imp'lement their incentive pay plan.

The superintendent initiated \the formation of an evaluation
committ®e which was comprised of teachers and admlnlstfators.
This committee researched the literature on evaluation, solicited .
staff input, and developed an evklbatlon tool suéported by the
o.verwhelmingmajorlty of teachcrq in East Hampton. As a re.sult\,
the superlntenéﬂent delegated-the responsibility t6 the committee

‘ s .
to present it to \‘.\he Board of Education for agfoption. The Board
will react prior to\ the gpd of the '73-'74 school year.

After the Boaryd of Eéucation mceting on evaluaﬁ%n, th
superintendent emphasized his ‘obllga‘tlon to do all in hls‘power
to help the teacherg\improve their 1nstruction prior to the act
of eval&atlon

Prhe Boarﬂrected thésxsuperintendent to establish a
supervision model that wdul "have the characteristics of ®
being non-threaténing and d{avold of evaluation. Although ¥

\
many supervision models met\§hesc criteria, none did as

\
thorough a job as did clinical sts\pcrviston.

[N
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wo clinical supervison practitioners from West Har_‘tford
deglgned and conducted numerous activities for the orientation,
training and monitoring of a randomly selected group of 30
teachers from within the school system. These teachers
we‘re administered a pre-post oplmonnélre o;x attitudes toward
supervlsﬂlon to‘determine attitudinal change.

Cohcurrently, while developing a teacher cvaluation
modelv, there had .t; be a method devised for_ evaluating the \
administrative staff. A consultant from West Hartford pre-
sented a plan to the administrators for Management-By~-Objectives.
A Management-By-Objectives system was developed that alldwed
administrators and department heads to state their annual
objectives. The evaluation of the administratogs'and department
heads by the superintendent would be based on the degree of
success attained. A time frame for the objectives for the school
year 1974-75 was initiated.

Due té the complexity of this practicum, many decisiorls
had to be made. The Board of Educatior;, as the decision-maker,
needed to act on the recommendations of the evaluation ‘ {
coOmmittee regardlng the evaluation device. ‘(‘Thc-superinte‘ndent,

also a decislon-maker, needed to act upon the results of the

clinical supervision component of this practicum as well as a




~

Management-By-Objective format. :

The highlights of the decisions are as follows:

a) a narrative evaluation tool W}/,acc pted by the super-

-

e
intendent as devised and presente the Board of Edugation;
U

b) a modification of clinical supervision was aﬂ’opted to

meet the needs of this small town; c) a Management-By-

Objective formatwas accepted as presented with its imple-

 mentation starting immediately.




CHAPTER 1

THE COMMU NITY

Background of thg Community

1

The population of the cbmmunity of East Hampton is
8,000. It is a rural and agricultural town. There are no
large congested areas of housing classified as standard
or substandard, ex'cept for the Lake Pocotopaug area,
the town center and the Middle Haddam-Cobalt areas.

Past census data show the number of dwelling units
at 1,301 units {n 1940; 1,724 in 1950; and 2,497 {n 1967..
This indicates that some 48% of the dwellings are less
than 27 year; old.

'The neighborhood analystis map (Page1t1) shows the

‘ , .
general outlines in town areas outside of the lake ccnt%
section. The map indicc"ates neighborhoods with a heavy
broken line and the statistical districts which compose
them wdith a light broken line.

Neighborhood A comprises the sparsely populated
residential area north of the high density developm%nt

around Lake Pocdtopaug. The Clark Hill, Black Ridge

and Cobalt sections of East Hampton are in'the northern

. [
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half of the western side of the town which is designated as
-Neighborhood B. The Lake Pocotopaug district was once a
seasonal community with easy access to the lake for summer

- time activities. .

+
~

The Town Center contained more year-round residential
structures and a few singl,e?}muy seasonal cottaggs. .One of
the most sparsely settledjareas of East Hampton is Neighborhood E,
ﬂ composed mainly of steep hills and swamp land which hl'r;derS‘
development on a large scale. It includes the neighborhoods of
the Flanders, Tartia and Salmon Rivc;'. .Commercially speaking,
this neighborhood depends on the Town' Center.

Neighborhood F comp-riscs the southwes_tern center of the
town including Hog Hill and Haddam Neck areas with a portion
of tk;e Middle Haddam setflemcnt. A gonsldcrable amount of
construction has recently taken place in this arca. This is due
’ ts the sizeable amount*of land for butlding.

Lake Pocotopaug Is congested with many small summer

cottage facilitles. These dwellings are slowly being changed

into year-round homes. Low income families are moving into
this community bringing along with them the attitu and values
generated by people of this income level. These families are’

faced with financial problems as well as prescnting some new ‘

-
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ha; caused serious defects in the scwage system designed to
\ accommodate a sparsely populated ncighborhood . As a result,
| the lake is bncomir;g polluted. | .
4‘ Several of the large summer resorts have recently been
demolished to allow space {or the new large apart'mv.nt’ con-
glomerations prcsently bquq construlcted. These facilities
will attx;act families with fewer childreu'due to the limited
) number of rooms in the dpartnxcntsr The Mid:Statc Regional
Planning Agency prcdicts that this lal'cc aic—za will quickly
3 emerge as a major apartment commdmty whenever the sewage
and drainage systems arc _redosigncd and rccoy!tructed.
' Tr;c Centxjal part of East Hamgton is very congcstéd with
many abandoned puildings in need of demolition. Lower’rrjiddle

income typc famtlics are livihnq 1n this part of the community

-

and ‘con'sequently éutnumbcr the other residents. Historically
spec';king this area of t‘own is rich with tradition.

( The professional pcople reside in homes in the Middle
Haddam district. Many Wesleyan University faculty rr;cmbers
and 'e>’<ecut1ves of. the American Lducation Press resldr? 'ln the’
Aaffluent portion of the Middle lladdam community.

- *

The rural agricultural arcas of East Hampton.are currently

problems to the educattonal system. Congestion of thesc homes

-
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heing devaloped by the hbusing authority as residential areas.

People with a wide income rahge are moving into this community

)

bringing withlthem"different i‘deasz on how an educational system

should opefate .

4

. ° \ . NI
attitudes with therr} as they arrive from the City of Hartford and

o

its surrounding communitiés. The educational objectives of

4

_ : ) _ o,
East Hampton are beginning to.place more emphasis on the ’
- individual needs of stu%%nts. The population has been steadily
B S . . i
-_,"":ising to éqgh numbers that additional facilities had to be con-

structed to meet the current demands for space.
. -

Demands, by the newcomers have made the -superintendent

Lo * \

.

of, schools look for new methods cff improving the learning

) eﬁv_i_rbn;r;ggf for children.
T g

L
/

New emphasig for more accountability

has persuaded the school board to direct the superintendent to
secure new methods of improving the perfd;mance of teachers in

. , C
the classroom.. With more adequate supervision throughout

the school.system, the board felt that more relevant téaching
methods anditechniques would result. Students in the classrooms

SN
will ultimately

»

receive better instruction and the educational
climate in each class will be more conducive for improved

student performance. ana}

42
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Not too far away from this rural community are the cities
]

cif Hartford and West Hartford. The capitol of the state of

Conneccticut, Hartford, is a densecly populated community with

. over 160,000 people. The educational system is confronted'

" with all the urban problems facing most metropolitan areas.

I

This school system has a population of 28,000 students whose

racial breakdown has radically changed within the past eight

€

to ten years.

West Hartford is an upper middle income community

currently called the "bedroom" suburbag town of Hartford. It

is one of the wealthiest towns in the state of Connecticut.
\ . ’ .
The educational system is a progressive one with many

T
‘J§ - Al

innovative programs for improving the instructional programs
d

for its students. Both Hartford and West Hartgoxfd have built

ééveral new educational facilities designed to better méet the.

needs of the individual students in their systems.

Superintendent William Mullin of East Hampton was

directed by the Board of Education to seek methdds to improve -

the instructional programgs and evaluate all staff-members

~employed by the system. The location of Hartford and West

\ 'Hartford_ anng,x'/'vith\its advancéd educational programming

encourage"d/Mr. Mullin to approach administrators in these

i

-5~
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two c{itics for assistance in developing an improved super-
visory and cvaluative system.

Recognized as the fastest growing community in
Middlesex County, the Last Hamptqn ‘Community lbpment
Action F‘rogram stated that its major educational qoai {s to
maintain a continual research stydy to improvcﬂ mecthods of
providimj a dyna‘micw: cducat'tonal system within the lim}ts
of the town's resources.

~ .
Background on the Teaching Staff of Fast Hampton

There are five educational facilities in this fast-growing °
rural community. Three elemecntary schools, Middle Haddam,

Center and Memorial, house all the elementary grades K-6

in buildings considc{red' to be standard or traditional structures.

—'\‘1
One new'Iy bﬁlilt junior high school houses the superintendent's

office. This faC1l1ty is equlpped with modern materials
designed for junior high students \‘The Fast Hampton High
School will be expanded with morc space for physical
education and science. Last Hampton is demonstrati@ng to its
qit.izenry that the school system is making the necessary
preparations to mecet the above stated goal recently established
by the CDAP planning agency.

There are onc hundred tweclve tecachers employed by the

-6-
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East Hampton Board of Tducation. T[ifty of the staff have the

Bachelor's degrce. Twenty-six of the staff have becen teaching
for 15 years or more. Forty-two percent of the staff are over

| 30 yearé of age. Of the 112 tcachers there are 51 males on
the rost’er most of whom are teaching on the junior and senior
high school’levels.

»

A comprehensive survey of t,h“e'teach'ing staff was con-
ducted to obtain 4a comple'te picture of their background. both
from the educational and 'sociologicé’l aspects. This study

- should be‘_done in aﬁy small Cérﬁmunity interested in develop-
ing a new evaluative technique for \ifcs educational system.
Compared with the socio-economic background of the com-

munity, certain problems or conflicts can be averted if there

stically/opposing viewsﬁ from the community and the

staff of the school system.-

#eOne aspcct of the study of the staff centered upon the
té;acher,—}rg;ining institutions tosexamine where the teachers
of East‘“&{ampton were trained. Did'most of them receive
their'eduéati/on in the state of Connecticut? Or, did they

1

migrate int ‘.:‘t\he state from institutions in other states of
. »
_ . . .

the country

o

. '&’5;,{ [N
>




ven percent of the primary teachers_ attended
. ‘e

onnecticut State College. Another local state

4
O

llege has contributed to the staff in Ea\t Hampton;
Eas\em Connecticut State College in Willimantic has ten
\ grad%tes working in the primary grades. Seventecn

\ collegé\s are represented by teachers on this K-3 grade

level. Fifty-two pertent of the primary teaching staff was

Ih addition\to the two institutions already mentioned,

St\ Joseph's Colle'ge, the University of Connecticut,

Quinnipiac Co\{lege, Southern Connecticut Sta te College

and e.Univers\ty of Hartford arc institutions that have

prepared teachers, to teach students who are in their for-

mative $tages of their educati_onal:rcareers. The other 48%

@ e el

of the tedcher tr@ni g institutiBns for primary teachers in

East Hampton are located in the New England States.
Teachets in the middle grades (4-6) come from twenty
colleges and \universities. Eight of these institutions are

located in the state of Connecticut. Of the other twelve

Pennsylvania. The cNI.ementary tcachers in East Hampton

colleges cleven\are situated in New Lngland and one is in




'arc' prcdominately locally trained professionals who have
e 7 graduated from™Connecticut schools which are considered
- by many authorities in education to be amongst the better

teacher training institutions for the clementary grades.

Modern mcthods and current trends are bc{ng taught by these

(I

, local institutions to kecp their graduates prepared to me{a\t ‘ ,\
the educational demands currcntly‘l;oinq mad‘b by com- ‘ . -
) munities such as'Cast Hampton. : , ]‘
The junior high school teaching staff consists of =

|
. !

graduates from 14 post-secondary schools. Fifty-percent /

-~ of these tcachers received their training in the state at o

r

Connecticut State College in New Britain, Southern and

Eastern Connecticut Colleges and the University of

-~

Connecticut., A foW of the tcachers at this level arc from
colleges locatéya_ in ‘California and Ohio.

High school te%‘chcrs in Last Hampton have graduated

%

from thirty—fi"\/c colleges located throughout the United States.

L]

The University of Connecticut has more graduates tecaching
in this level than any of the other institutiorﬁ.. This wide x
distribution of collcgcslmay have, to some degree, a signi-

<

ficant bearing on the attitude of the teachers towards a new

A

1
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method of evaluation or supcrvision to-he instituted at’ the

secondary school lcevel. *

.
Twenty tecachcers of special arcas such as Art, Reading,

Music, Guidance, Learning Dis.abiliucs, Spanish and
Physical Lducation are grad-ua‘tcs of clc_vcn Connecticut
colleges. All of the Reading, Learning Disabilities and
Guidance ‘peoplc arc from colleges in Connecticut. Ten -

colleges across thé United States have scnt the other ten
.
teachers of special areas to the town of East Hampton.

o

"+ There arc‘\tcn administrators on staff, Five of these
educators rceceived degrees from the Unive’rsity of
Connecticut. The rapport among-the administrators is one

thws\\positive‘and educatianally centered. 'T-hc rapport

-
<

among teachers throughout the system is also 5ositivc
. which results in cooperation with cach other under most

circumstances.

In.summary, the community and the school staff have

the same objéc'tivcs}n mind, to upgrade the cd\;cational
% .
system and to 1mpro?/é the cducational climate in the
‘ schoo;s . This can be broughi about by assisting‘teacher;,
to improve their classroom téchnirc’]uos along with thve cooperative

support of the East Hampton community.

-10-

A 14

[




AATORAUSY e y ( v j

_ o./ ¢ . ‘ ' |

.\‘

J
yuarsa pwrecn MOGeoean QUG
m Wty Been

D rrenews A 5]

QP s b

S
t
o 0N o
(3]

) wesewey - @)
(2] toeng  Vroet e ‘D(D g
6Y  Cheswma em
A F ®ow
09  reede ‘wismy
[ R ~7\ (¢} PDODO
/ 3 '!ar('{,\a
— & B0
{:A } mantorocos »
R T R L T ) &

m PALOCRANANTLY POTLI®Yia SLIONT
2 sty --v-uv-m-c-us

"/ emenseasmss 0 YR R*TYTY

MuRe ! AP IERE BPLAME wp 408 bumord B0 P00

(2]

EAST HAMPTON NEK;Heo%HO'OD ANALYSIS

-
b o 2U




¢

LN
N CHAPTLR 11

~ . o
-

. .—‘\\
LVALUATION MODS;
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The 1973 General Asscmbly of the State of Conneccticut

RN

amended Section 10-151 of the General Statutes to require

that each local superintendent of schools
shall annually evaluate or cause to be
evaluated each teacher and report the
results of such evaluation and makKe
recommendattons to the fown or regional
Board of Education. Such evaluation(
shall be based upon minimum performance
criteria established by the State Board of
Education and such additional performagce
criteria as the local or regional Board of .
. Education may, by negotiation, establish. N

hS
Y

’ ‘;['he report -of the advisory COmmitteé to establish mini
performance criteria set down the following guldelines for the
development of an evaluation plan:

1. Each professional shall cooperatively determine

with the evaluator(s) the objectives upon which
his or her evaluation shall be based.

.

¢

2. The evaluation program is, opﬁratlvcly’pianned,

carried out and-evalGatcd by all levels of the
staff.

3. The purposes of the cvaluation prog am are clnarly
stated in writing and are well knowno the
cvaluators and those who are to be cvaluated.

i

PAR R E S g s Loy iah Bt
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11.

The East Hampton School System did not have an evaluation
instrument that met the minimum criteria as suggested by the
advisory committce. The instrument being used was developed

a numb @ of years ago in a cooperative effort with the teaching

staff and a\aministration.

as the frame of reference for evaluation.

The general responsibilities and specific tasks
of the tecacher's position should be comprehen-
sively defined, and this definition should serve

The accountability relationship of each position
should be clearly determined. The teacher should
know and understand the means by which he or she
will be evaluated in relation to that position.

Evaluations are more diagnostic-th’féﬁ%*‘judgmental.
The process should help analyze the teaching and
learning to blan how to improve. v

Evaluation should take into account influences
on the learning environment such as material

and professional resources.

Self-evaluation is an esscntial aspect of the
program. Tea&hers are given the oppeortunity to
evaluate themselves in positive and constructive
ways.
The self-image and seif—respect of téachers sh‘Quld .
be maintained and enhanced. Positive self-concepts
can be fostered by an effective evaluation plan.
~ . .
The nature of the evaluations is such that it ~.
encourages teacher creativity and cxperii'nentation 4
in planning and guiding the teacher-learning ’ *
exp?/riepce,s-,provided children. ’

The program makes ample provision for clear,
personalized, constructive feedback.

-

Y




The method used was a check off list of 1téms (Appendix A)

relating to various aspects of teacher pbrfdrmar;co. The

problems this method .presented ﬁc nuﬁerogs anéj complex. ‘\f\,\\
The Board of Lducation in the corﬁmunity is very cogni-

zant of the nced for evaluation of performance. During the .

last negotia tions, the teaching staff reluctantly agrced to

N _

an incentive pay plan. The numerous constraints on the

budget prevented the incentive plan fr'om having any rc_é% ) <L IO R

,Z/
¥
&
'
&
-

substance. An arbitrary figurc of $5,000 was added to

Ve
thé budget to cover incentive pay.

A
The administrative staff was then.assigned the res-
. D TN
ponsibility of determining the members of the tcaching
. . ' . J

staff to be granted incentive pay.

. .The administrators met to determinc the course of -
L

-~

action necessary to implement the desire of the East

Hampton Board of Education. ~ , o ‘ : y
The following concerns cgninatcd from several brain-

storming sessions:

1. Last Hampton does not have an evaluation system ) S
satisfying the State mandate.

N

2. The prgent model is unsatisfactory.

3. The Board of Education has implemented an
incentive pay plan and this must be carried out.

»

-14-




Mdny other facets of svaluation were discussed, analyzed,

- ~ wnd defined during the sessions the administrative staff devoted

e

to the topic. . S

In order to determine decisi alternatives, it was decided
~t 4:/)%00 ‘
to delineate, obtain, and'provide as much useful inforn\ation
as possible concerning the arca f tecacher evaluation .'

This baselinc data is sumnfarized as follows:

- One of the factors that determines the quality of’

of the educational program is th@quality of the clasgroom
. ' ) .
instruction or the professional cfficiency and skill of the

developed and tested through classroom observation and

the interaction between pupils and the teacher.
I ¢ .

Teacher evaluation bggins before the.tcacher appears

on-the job because ncw teachers must be employed to

.k

replace those who leave for varjous reasons. 'In fact,
b4 ‘a ’

*‘x; the school administratog begins the process of teacher
evaluations with his recruitment procedures.

A'ssuming'thatthe’school administrator has used

-

his best professional ]‘udgmcnt in the sclection of new
teachers, it i{s important that the process of cvaluation
3

be continued for both the ncew and the old members of

-15-
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teacher. Tgchniques for judging teaching skills.have been -




the staff. The evaluation of a tecacher 1% a process in
which judgments are made regarding the teacher and
his work. Desirably, the evaluation of a teacher is
a cooperative and co\ntinuing'proccss for the purpose
of improving the quality of instruction, a process

in which the teacher and others who work with him

in the evaluation review the teacher's general and
specific responsib:@ities, examine the conditions

L
under which the teacher is working, determine

whether the tcacher is meeting the responsibilities

satisfactorily, and decide upon changes, if any, .

that should be made in the responsibilities, the
conditions, or the teaching.

0
I3

The evalﬁation of teachers is made more
impérative because of the State's tenure law. ‘T‘he
teaching profes siﬂon has a right to protect itself
from incompetent teathers on the one hand; on the
-oi'.her hand, the 1nd1vidual fcacher has the right to
know the basis on which an cvaluation of‘his or her
work {s made.

An evaluation,instrument should be prepared by

the 'school administrator which contains items

»
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m\.ltually agreed upon by the administration and the
A ‘
8 teaching staff. This becomes a written record of each -

evaluation and should bhe made fwailabl,q to the tegcher,
and agrecd tO‘Aby the tecacher, boefore becoming a pa}t | " .
of the tcacher's personnel file.

Tcacher cvaluation may be both formal and
informal. - Informal evaluation is a result of the
lmpréssi 0;1 created by the teacher in the casual,
day-to-day r.elationsklips‘ln and\ﬁbout the SChO;)l. /
There are some teachers who, by the nature of their -

s

,_kpc"r;;sf'@",h’“ality, arc lepders and who "carry the ball,*®
3 , S

3 Eoe e
o .

« They may not be those who hold office in the tcachers' .

. y -

organization, nqr always scrve as chailrmen of com-

N T miftecs; although these are indications of the respect

in which they are held by their fellow teachers. S.tL'xdents

who may not be in their classes recognize and grect Q ' ’
them in the corridors. Theoy are a part of the community N

and accéptcd as such apart from any professional s'kllls

they may po'ssess.' Their opinions aré respected by the

administration and the staff. They "get thinqa‘dc'mc. "
‘ -
Formal evaluation'is confined to classroom obser-

vation where the prefessional skill of the teacher s

4
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d—is'played through the classroom activities. Herc an . | . "

’ -

cjassess,inent is made of teachihq methods or techniques.

-

- .- The devolopm’cnt of the actual evaluation instrument
1is left to the. individual school adminis’gratdr in coopera-
tion with the teachers. It may be all-inclusive orres- .

. / .‘ IS ) :s‘ . o
tricted to a few major-items. If it is all-inclusive,

.

individual classroom observa‘tibns should be confined to
- only a portion of the items with ‘sﬁbs'equent visits | N
devoted to any observation or evaluation of those ztems
not hoted in any prior visit. N
Itemare inclﬁ&ed in the e'valuatir.;n i‘nstrument L _
should be demonstrated and a means of irﬁprovemept
7 should be established. In other words, the tea.cher
. v o , - \
should have the opportunity t_o improve by knowin{%;rhow

improv&ment can be obtained.

~
1

Tcacher evaluatioh, as determined by classroom

observation, should be followed by a conference between
the _teacher%nd the evaluator. ' ol
‘. ‘ i 'r . v
o The teacher should have the opportunity to express

his own self-evaluaion. From the exchange of evaluations

should come a course of action for improvement, if

I

necessary. The evaluation rccord should be acknowledged

]
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‘by the tcachcr, not necessarily as an agreement of the

evaluation, but as an acknowledgment that the evaluation

has been made. ¢ T

In evaluating teachers, the emphasis"is on making

judgments in rclationship to objectives; ot on judging .

\ . the personal worth of people. -
i ‘ e A g ' !
Good evaluation is preceded by e

“
% o ; .

1. A determination of whaf is important 4criteria)
2. Measurement '
’ v 3, _’Analysis
4, 'Interpretation - - ‘ 2 ’ .

»+ Formal cvaluuations‘ shoﬁld be analytic xi.ather than

T~ comparative, establishing whether the teacher reaches

various standards but avoiding attempts to compare the

tcacher with other teachers. The emphasis should be on

‘ \

- helping individuéls"impro_vc their contributions to the
learning of school children rather than on taking punitive

or motivation techniques.

1

- There is some evidence® that teachers welcome

evaluation if:

s -
-

1. The major focus'is on improving rather than .
J fault-finding; ‘ ‘ 2

Do
e




The information produced is meaningful
to the teacher; and o

3. The principal takes the necessary time
to collect information that is adequate
and to discuss it with the teacher.
ﬂ . This research implies the need to have agreement .
’ . i
on purpose, and this can occur only when purposes
and procgmes are specific. T
. ' ‘ . \

Considerable resistance to discriminatory , —

evaluaiion of teachers exists in spite of the
PR
advantage of such evaluation.

Changes in goals and procedures of evaluation
are resisted by various forces, and teachers'
organizations are one of the strong forces opposed to
discriminating evaluations or evaluations which
.expand beyond the single éurpose of improving

»

instruction. , . X

Removal of resistance to evaluation depends on
clear organizational goals, resources adequate for
training evaluators (and providing adequate time for

A them to perform tasks required),”and clarit;f of the '

relz{sionship of the organizational goals and the task

of the evaluator. - .

~




The basc linc data was obtained by a careful analysis of
14

materials prévided by an ERIC secarch #740009, "Teacher

Evaluation-Theory, Goals and Instruments."” This search was

conducted by thg Arca Cooperative Educational Services of

North Haven, Cognecticut. o %ﬂ

[N

The base linc data will scrve as a basis for determining
objectives. But these objectives cannot be realized if the

community or the school personnel are unable to éccept them.

-~

In another section of this report an analysis of the

communit presented. It is also intercsting to note that

the community socio- nomic profile seems to be changing.

In the 1960 census the community s one of the highest in

frequency o_f low-income families in the coun The 1970

census projects a turn in this area with a 25% drop in low-

income familics. This is quite cvident in the reflection of
“ , ;

community values. .

The administrative staff next turned to the problem of
identifying objectives to meet the following goals:

1. The State mandate for an cvaluation system.

2. To satisfy the Board of Education's des{re for
accountability.

3. To develop a model tha‘t will satisfy -both the

3
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teacher group and the administrative group.

4, To determine the compatability, if any,
between evaluation and,.knc‘cntive pay.

It was determined that the following improvement oriented
¢
objectives should be pursued in order to meet the needs that

have been identified.

1. To'determine the purposcs of teacher evaluation
in the community of East Hampton, Connecticut.

2. To dectermine the possiblc; problems that might
exist in implementing a tcacher evaluation
model in East Hampton.

. 3. To determine what criteria should be used in ~
the development of an evaluation model, )

4. To determine the methods to use to collect
information in order to implement evaluation.

5. To determine the measuring instruments to be
used in the evaluation model.

6. To determine the method to use for clear and
precise communication between the evaluator
and the evaluatee. .

Input » ..

~

Over two years ago the Board of Education had requested the

local teachers' organization to begin to design a more adequxate

* 4
model of evaluation that woulg be accepted by(the staff and the

administration. The teachers' organization gave only lip service

to this request. It therefore became the responsibility of the
%

-
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supcrintcndcnt.to implement procedures to design an evaluation
model that wouid.be acceptable to all parties and still be within
the minimum criteria as cstablished by the Stgte mandate.

It was of 'utmog't importance that the selectior; of personnel
to serve én this'; .committcc be handled in a democratic fashion.

The administrative staff met and discussed possible ways of
sclecting committec members . It was decided that a notice would
be sent to ali staff members ecxplaining the need for the cstablish-
ment of the committec. and tr;c purpose it was to serve and then ask
" for voluntecrs. A faculty meeting would be held in eac;h school to
explain the purposc and objectives of the committee.

" It was hoped that at least two pcople would volunteer from
cach school. This was acc;omplishcd quite readiiy.

The administrative staff_;",clc.ctcd two principals to serve on /
the committee. The supcr;ntcndcht also served as an cx—officio
member of the committee,

The first mceting of the committee sclected a chairman and
a s;ecretary. The d.i.scusslon centered around the method to use
to accomplish the committce's goals. The administrators on
the commilttee prescented to the committce a summary of the

irflprovcmcnt oriented objectives that they had previously determined.

* .
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The_gommittee as a whole acceptod the objectives as the

" method of achieving the overall goals.,

The objectives now having been 1<§§cntificd, assessed

-

and acceptced the committee turned to t\'le problem of
determining procedural designs and strategies to accomplish
its purpose. The committce felt that they necded all

available rescarch they could 'find to help them {n their

delibepations. LRIC search #740009 was conducted especially

for thejwork of this committec. This scarch copstitutes the

e

r . 1

major research data uscd in the dEvclopment of an evaluation

model fbr the Cast Hampton School System.
Thd evaluation committee representatives would hold

¥ .

mceting‘\ in their respective buildings and discuss with each

staff their thoughts concerning evaluation. Results of these

meetingg would be reported back in order for the committee

to deter ine a philosophy of tcacher cvaluation.
Thislphilosophy would then be distributed ar%ong the staff

for furthe; refinement. The teacher representatfves would be

given a guide to use in their discussions witﬁi staff members.

The guide for the committee members cove’?é"d“fl ﬁe following
. i
points: ¢

-24-
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To improve tcaching, including out-of-classroom

activitics as well as classroom instruction. (This
purpose is not limited to teacher behavior but
implies any action taken to improve teaching

A

systems, the tg_aéhing cnvironment, or tcacher
beha\;lor) . ‘

To reward superior performance.

To Supph? informatton for modification of assignments
(including placement in another position, reductlion of
lo;d, promotion to a leader ship position, or.termi-
nation of cmploymﬁnt) .

To protect individuals or the school system in legal
matters (including both the protectlgn of teachers
against a capricious new administrator aﬁd the
protection of the school district and children

against a harmful teacher).

To validate the selecti:an process.

To provide a basis for carecr planning and indivi-
dual growth and development of the teacher |
(including professional dcgrec; and inservice

training programs). ™

«
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In order to determine EbS'sn)lo implementation problems a
9 : .

subcommittee would be appointed consisting of representation

Sew

of the whole committee and administrators t6 ‘B‘t'aig?torm
possiblef”proble?ms. Surrounding communities would be
contacted and é.skca if problems of implementation of an
evaluation model could be identified.

In determining the criteria to be used in an evaluation
model the E.RIC search would determine existing criteria

.

i)eing used in other parfs of the country. The Connecticut
Llementary Principalls Assoctation and the Natiqnél Education
Association Research Departments would also be used.

The teacher representatives onvthe committee would meet
with the staff in their individual buildings to receive input.
The cc;mmittee felt that involving tcachers as wel.l as (;ther
members of the educational community in the development of
criteria might help establish more accx.{rately defined criteria
and might improve the morale of the professional staff.

* The staff meetings would try to answer the following
questions as determined by the committee:

1. Who would decide on the criteria and their importance ?

2. What procedure would be used to acquire information
used in making this decision?

3. How would the data gathered be analyzed?

"26" L] .
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Process
" The prpcfdural designs and strategies having heen deterfhined,

/it is now necessary to provide data and feedback to monitor the
-3 ’
program., This data should be prov},ded on a continuous basis

and s?oulaube uscd to interpret the outcomes.

/

The first major problem was that of fselecting committee
members. This was extremely important in ordefr that prejudice
~ A .
against t‘hé COmmitte,é/would not arise. There was already a ol
feeling/amdng a small but vociferous groub of the _teachers
that they would not approve any form of evaluation model.
The administrators spent considerable time dt.Jring
the fall months discussing the best possible ways of makin;
the committee be truly representative of the scth’l system. Y
If was decided that each principal would call a
faculty meceting to discuss with the staff the state mandate
and the desire of the Board of Education to im;;lérckent a

~
school Year. This meeting would also ask the teacher

[y

workable and compatible evaluation model for the 1974

to select ways of sta ffing the committee. The principals
o . ,
{ . left the room and the group then determined its representation.

_ : )

The results were, two members from one primary school,
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one member from a small primary school, thrce membgrs from
the middle schovol, two members from the juniorqhi-gh §chool,
two memberé from the higﬁ school,' one member from the
spefcial areas, any the _;:'hairmén of the teacher negotiating
team. Twé principals were ch(;sen by the administrative group

and the superintendepnt as an ex officio member. ' | .
™ The superintendent callednthé first organizational meeting

and the group selected chairman a'\’xad a recorder.

Almost immediately it became evident that procedural

\appear. The small oppoosition group

began to start the rumor that the superintendent .had hand

Y "\barxjiers were beginning to
picked the committee and the chairman. Becoming aware of

N this the committee was determined to correct this misunder-

stanqmg. Each member returnied to his individual school, met

with the staff, discussed the rumors and clarified misunder-

standings.

gt

The comimittee accepted thelobjectives and strategies

as &etermined by the administrative group during the input

stage. They could see no reason\ why this should present any |
(- |
Lo~

constraints on the workings of the committee. The procedural

designs seemed to be what the committee hoped to accomplish.
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A questionnaire was preparcd and distributed to the staff.
(Appendix A) The results were comptled by the representatives
and then by the committee as a wholer. The results of ine

questionnaire are as follows: ’ .
1. What is to be evaluated? Teacher performance,
pupil performance, teacher leamning, pupil
learning, teacher instruction, etc." - ©

R. Differ&nt people mentioned different things, with
a different emphasis. All factors should be taken
" into consideration. Since each teacher is an
individual with hig own personality and his own
methods ‘he will be stronger in some areas and
weaker in others.

2. Who-and how many are to evaluate: principal,
department head, advisor, co-workers, student
polls? ‘

R. Most said principal; other townspeople; other
teachers.

3. Should we evaluate a tcacher's pcrfonnance or
lesson content and delivery?

R. The teacher and the evaluator should work
together to strengthen the weak areas.

4. Should the teacher be viewed as a human being
or a "professional”?

R. The pat answer as a "human professional" or a
"human teacher". ~

What are we asking in this question?
A tcacher'is a professional, but as a person he

does have faults and wecaknesses. However, as
’ a teacher he should try to correct them.

-29-
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- . ‘ . . ) 4
S...What purposc should the evaluation serve 7,
R. Consensus wés that evaluation should be & - ,
means of helping a teacher become a better’ - ) v
teacher through constructive, positive
criticism. « . . /
\

It was decided that the present evaluation che ckoff list |

did not meet the requirements as determined by the staff.
. L

Thxdecision was made to put‘akide the model and begin work
* % . » .

@mediatély on the development of a more suitable model.

F

T

o

A‘consideraﬁé"period of time was set aside by the

committee for the representatives to explore with the various -,

faculties their feelings and concepts as to the purposes qf

teacher evaluation, A

P

. The consensus of the e%lti're staff centered around the
following propositions: . * \Q
There 1s a general agreement among educators that the

most important purpose of evaluating teaching is the improvement

of instruction .2 . . ha

However, the staff was not willing to accept this deghiti'bn P

\

without certain stipulations: e.g. supervision can provide feedback -
\ - .

" regarding behavior to teachers; physical environment and mfterials
. /, ’ ) '
can be modified; self-evaluation can be used to improve diagno:;bc

skills of teachers, or information can be gathered by other

”e

teachers and discussed with the teacher.3
174
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v The committee did égree that usually, when a‘teqcher views

: <

V evaluation as a means to 1:((1prove his 1nstruct16n, he accepts it
as/c:part of the teaching assignment.

The teachers in the East Hampton Schools are rather con-

cerned about the incentive ﬁ%y i;lan. They feel it was imposed

LA
W -

upon them. As a result, considerable debate occurred \QS to the

'i‘h}s feellng was so strong that a great deal 6f effort went 1nto'
the ex‘ploring‘of resegrch in this area.

The teachers reccognize the fact that people outside 'of school
are asking why teachers shodld not be paid acc?)rding to the
g;ccellence of this performance, e.g.‘ h'0w will puplils 1earn.4§
However, this use of teacher ‘ev'aluation tends to meet with
cé:nsidcrable opposition from tecachers. These increasing

. pressures from the school board and certain aspects of the )
' e -

» community for rewafﬁding‘supérior performance seem to be in

g

MA_‘direct coﬁnﬂict"with many of the tcachers 1n'East Hampton.

"«

[The teachers stated that the major objection toward-this

~

prdposal was duc to the subjective nature of the evaluation.

They sug.g st the use of objcctively.pbtained measurements of

spe;ifi,c behavior which have been related by research to ‘the

-31-
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.

accomplishmen{s of specific pupil outcémes._ The teachers

’ also stated em_ph'a(tically that they f€sent being classified

3

into general categories of excellence, since excellence is
"specific to a situation as we€ll as a person.

The committee wished to go on record as stating that their

feelings concerning incéqtive pay could be summed up with the

o

e . 2 . s .
following conclusion: better staff morale and better instructional
. program will result from adequate and creative supervision

and orderly dismissal procedures for incompetent teachers.,

-

The evaluation committee concluded their work on this
phase by adopting the following resolution:
‘ The.purpose of evélu‘ation is to promote 1_mprloved performanc
Evaluation is a means for the attainment of this 'goa‘l, and an

end inJdtself. The focus of evaluation should be on the identi-

, : 4

& ,

fication of aspects of day-to-day performance that can and
. ) g . —;ﬂ

should be mproved. .To do this most effectively: '

D _ 1. Responsibility and standards must be clarified.

2. Specific performance objectives must be identified
et % dnd selected. ¢ '

3. Activities must be designed to achieve the objectives’,

4. Assessment must be made to-estimate accomplishment,

- 5.+ There must be communication to determine current
status and future plans.
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J ciﬁitatéd on the part of some teachers. It was determined that

g
o

One of the most important elements in the evaluation system

iy that-of self-evaluation. Every effort has been made to-insure

that evaluation is a process done with teachers. It is a coopera- ’

tive undertaking and it is carried on with mutualirespéct. Tt '\

must be carried on in a professional atmosphere between the

A}
/

individuals im’roived( ‘

A subcommittee was appointed to try to ::mticipate the |
possible problems that might preser_mt themseives in an atf.el’ribt
to implement a teacher evaluation model. Tl';ne co.mmitte'e con-
sisted of two teachers, two principals, and ‘jche su;;erintendent.

. , |

Discussion began concerning the human relations aspect
when one person e\}aluates another. When e%v‘aluation p}o—
cedures 1ncludelplacing people in categoriesj, e.g. "good" or .
"aiverage,“ an emotional response is quite li:kely to be pre- ° |
. ; 0
it might be necessary to provide psychologicPl support‘for some
teachers being evaluated. )

The subcommittee raised two queStions:i

1. Would there be a reduction of creativi&f;?';? )

There is a ‘tendency for the teacher to be shaped by a

rating scale regardless of whether or not the scale validly

- o -33- 4 .
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measures good teaching. He may conform even though the

' (T_\ v . :
measurement does not include necessary ‘behavior or includes

\be{ﬁ\avior not pertinent to the work. Link5 states’ th.c'at" especially
undqr\ situatipns of merit pay, "a rating scale becomes a shaping
dev‘i'ce no matter how supportive the Suf)ervisor, the principal,

or the systerﬁ. " | !
2.

How often should a 'teacher be e\;aluated?

Another problem of teacher evaluation is the feasibility.of

’ @

evalluating all teachers annually. .E:.vast Ha_“mpton, as with most
small districts, does not have sufficient number of administrafive
and super\{isorﬁr staff to do an adequate job of evaluating.
The purpose for evaluation has been stated by the teachers
as one to improve teacher £nstruction. Therefore, it is necessary
to have éoﬁtinuous evaluation of every teacher. This necess,itaies
a supeﬁisow staff effective enoxgh to handle the s'.upervisoxg load.
The committee now turned their efforts tbw‘ards development ;)f
criteria for tcacher evaluation.

|

The ERIC search material was carefully analyzed and dischssed .

Much of the materialk did not fit tht\a\o‘bj \ctives. of the committee and

’

N

therefore was npt used.
One administrator contacted the Connecticut Elementary

Principals Association for their research efforts in the State on
~
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Connecticut. This proved practically worthless. The organiza-

 tion is not equipped to handle research gathering materials at

this tirrie .

The National Educational Association presented.varying forms
of philosophy but not much more data than the committee already
possessed.
~ A Different members of the committee were asﬁsi_gn_ed\ the task

of personally visiting surrounding cqmmunitiee and discussing

with teachers and/or administrators their feelings concerning
~ T, !

evaluation and incentive pay. The results from this 'survey

indicated thaf (1) there was overwhelming agreement on the

individual philosophies from each school, and (2) that the
evaluation of a teacher should be a result of all efforts to provide
ﬁelp in making the individual a'better teacher. There was con-
siderable skept‘icisrﬁ that incentive pay will do very much to
improve teacher effectiveness .
The committee then decided to prepare an agenda for each
representative to take back to his respective schoels to obtain
the feel’ing s. of the staff as to the criteria thaf would best suit >
the needs of the East Hampton Staff. Three questions were to

) be discussed by the staff.
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1. Who will decide on the qriteria .and their importanc;,e?
The committee ‘reported that it was quite evident tjhat
the staff was very concerned as to th€ criteria to be used for
evaluation. The major topic of discussion dealt,with the assumption
that any criteria based solely or mainly on an individual's intuitive
judgment are built on tlhe weakest.of foundations.”‘The committee
pointed to research don;e by Ryans6 which indicates that criteria
decisions would be improved if based on the pooled judgments of.
'expert“s. Ryans péints out that the group of experts (jury or authorities)
may consist o'f:
a. The totality of the known group of authorities or
ex-pefts (e.g. all of the principals and supervisors
in the school district;/ALl\mcmbers of .a teachers'
professional organization, all college tcachers of a
specified subject matter, etc.). Of course, such a
proccdure usually is not fcasible unless the totality
of cxperts is rclatively small.
b. The random sample fr\om the roster or membership
list of a known group of authorities.
c. A purposive sample drawn from the totality of

authorities as defined.
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d. A sample of inéividuals who have been specifically
trained to make authoritative judgments regarding
the c.riteria (e.g., job analysts, trained observers,
etc.).

In education, method c probabiy is most often e;nployed;
howex)er, Ryans suggests that it is the wéakest of the four. He also
war;ls that methoc.ls a,b, and d do "nlat necessarily insure valid
.criterion description, but they represent distinct l-mprovements."

-Following Ryans theory thfa committee concluded that for the:
East Hampton School system the criteria determination should be
made by a combination of teachers, prlnc'lpgals, supervisors, and
possibly students. Therg was a reluctance to ‘include parents.‘

2. ) -What procedure will be used to acquire information

used in making thi.s decision? !

Again the committce .turngad to research by vRyans?
Théy printed Ryans-si}'f}qssible techniques, discussed each with
staff members and asked them to rate them, either very worthwhile,
worthwhile, or not worthwhile.

Ryan's six techniques and the results are as follows:

a. Free fesponse——statcmcnts of what is important and
the degree of importance, based bupon the general
impressions held by various members of the eciucational

community,

i Result - Worthwhile

e Y
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Checklist response--individuals indicate what is

important and the dggrce of importance on a previously

compiled_l}g; of desired behaviors and outcomes.
Result - Not worthwhile -
Position analysis--detailed systematic description

of what'is important for success and the degree of
importance by individuals trained in carrying out such

an analysis.

Result - Worthwhilg \

Critical incidents description--detailed descriptions of
actual incidents and behaviors that have been observed
by experts to be "critical” in learner growth and
development. (Note: This te:chnique primarily d'eals
with teacher behavior as _obposed to learmer oytcomes).
Result - Worthwhile

Time sampling--detailed tabulation of teacher behaviors
based u‘pon systematic observation and recording, with
special attention to the conduct of observation during
representative samples in time. ’

Result - Very worthwhile

Psychophysical methods——mcmbers of the jury determine what

is important and the dcgree of importance using such methods
_3 8..
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as rankinqg, palired cbmparisons, ctc.

Results - Worthwhile-

) .

One of the committee members had taken some graduate work in
)’ : R . . i .
Flanders' Interaction Analysis and the Superintendent had been involved

. It W o :
in a workshop designed around the work of Byers from the University of

il

Cormeéticut. ‘These two committee members were asked to pool their '

experiences and present to thhr‘n‘mﬁtée a summary of what might be .

’
L »

A

considered desirable teacher behavior.

It was pointed out ;@at teacher behavior beneficial for one group

A -~ -

of C;hi.ldren migr;xt not produce the same results wit;h another. There
are, however, some teacher behaviors that have precipit.ated desifable
. —puptl outcomes in a variety of éituations.
. ,Students; seem to profit from a teacher who:
a. Accepts 'and uses ideas and opinions of .pupils.

b. Is flexible and adjusts behavior and strategies -

to situations and students.

S c. Views teaching as a complex task which requires
goal setting individual student assessment, and
decision making in terms of immediate and long-range
~N problems. : .*. -

d. Provides students with a framework within which to

interprect information.
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Methods to be used to co(liléct information:
> . .
Y

The administrators presentcd to the committec the existing
admyinigtrative regulations (Appendix A) concerning class observations
and the colliecti\on of information that will be used in the determination
of an ev&aluation. Cc\ines were given to Ié“ committeq members for them
to study and make su.ggestions for any possible chapge. It wasG the

opinion of ‘the committee that the 'present administrative regulations -

were fair and complete. The committee then recommended to maintain

VL
Bz

the present system of gathering data in order to determine an evaluation
of a teacher. | )

The committee was now several weeks behind schedule. This
was due to the cancellation of some meetings; a severe ice storm and
bad weather, K\:’ication thc'_at closed school, for one month, and the

\
fact that the building meetings took longer to conduct that originally
planned. ' ‘ 7

The goal to present the findings toz the Board of Education was
delayed from March to May. During April, t.he committee chairmaﬁ
felt he could no longer assume the responsibility of chairman. This
delay in reorganizing was also costly time-wise.,

The committee was reorganized and set for its immediate goal

that of examining as many models of measuring instruments as they

woe

P




could possibly attain. The ERIC scarch9 proved indispensible in
this regard. The committee had available to it samples of measuring

instruments that were in use nationwide. -

Some of the committee members visited nearby school systems
and examined their devices.

The time seemed to have arrived that the committee would

A

organize all of its data and begin to construct an evaluation

instrument that would serve the heeds of East Hampton.

S

Caution was express:ed by one cbmmittee member in the
selection of an instrument. He cited the:'r'esearch tHone by Lyons’.10
that there are four pfactical cons:ic_lerations or restrain_ts in making
appropriate decisions regarding the kinds of measures to use or develop:
1. /Cost Factor--Priorities must be determined for the kinds
of data nee\deg and decisions mad;: to allocate moneyv
among these priorities.

2, Time Factor--Some measures take a great deal of tirﬁe

~

to use and to develop properly; and if not enough leéd

v

time is available, the use of such instruments will not
\
-

be feasible. o*

. 3. Source Factor--It docs no good to decide on a particular

instrument that would do the job, allocate appropriate

3
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- resources, and then fin\d out it.is: not possible
bto collect the data because no data source is
r available. -
4. = "Taboo" Factor--An otherwise .l‘satisfactory instrument

|
can meet with resistance if it ¢onflicts with local '

1
t

traditions or customs.

Product

The committee became aware of the starﬁling fact that they were
very much behind the time plan originally set E;T;d they must decide
. whether to continue, term'inate , modify, or recycle the project. The
Strategy was to reassemble the material avdilable, assess its worth,
devise an evaluation instrument, sct guidelines for its implementation
and prepare an interim report for the Board of Education for late in Me?y.

As a result &f the foregoidg, the completed guidelines and

accompanying evaluation tool .follo.w§ .

Guidelines for Evaluation

These guidelines are basod on the philbsophy that the primary .
goal of teachetr cvaluation is to help the teacher to improve his level
of performance in the classroom. It is not a punitive procedure. It

is to be done with and for the tcacher rather than to the teacher.

2|
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Because of this prlm/ary goal, Sections 1 and 2 will consitute
the major portion of the total-teacher evaluation. Sections 3 and 4

are avallable for comment but should be considered secondary.

\
!

1. Teaching Ability

Knowledge of subject matter .
Preparation for class le.ss’ons’
Stimulates anq maintains. intere-st
Makes clear and precisc explanations (clarIfies‘ by

examples and‘illt.;str;'ations) | S ~
-Evaluates puplil growth (both*subjectively anéj objectively)
Promotes good study habits |
Utllizes a variety of materials and techniques
Systematic and orderly progresston

)

Individualized program of continuous learning is being

- carried out with students of all academic levels

2. Classroom Management (pupil-teacher relationships)
Alert to physical and emotional needs of chi.ldren
Discipline N

Rapport with all types of students L

Shows patience, tolerance, and kindness in dealing with class

Students engage in mcaningful activities
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Students understand what is expected of them
LS
- Students able to work independently of the teacher, either
3
by themselves or with other students
\?Teacher prepared to mcet the demands of the class
. Students appear cager and interested
. - - f\
Students cooperate in the management of the classroom

Teacher is fair and impartial

3. Contribution of Teacher to Total Program

Participation of inservice and \Qt._hcr types of inhouse

programs, such as curriculum development committeésépetc.
Willingly accepts proféssional responsibillities for all |
school actjvities
Has a positive profcssional attituéle toward operational °
procedurcs /

Willingly takes on extra responsibilities

Cooperates with supefvision

4, Professional Qualities
Rapport with all types of students .
Attitude
Ethics
- . Y
Humor
Tact o
]
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~ ‘ \\‘: ks
\ Enthusiasm . ¢
" Self-Control
: . Ability to assumg responsibility and willingness to do so
The evaluator will use the fol instrumeht to carry out the
evaluation:
.2
. . ,, N -
“r
- ) 4
~—
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Teachef Evaluation

"f’

EFast Hampton Public Schools

-

Date

‘Teacher

Area’

School

1. Teaching 'Ability

-

!

2. w“ﬁlaﬁs‘sroom Managem‘s—:ht (Pupil—Téacher Relationshi‘p)

-
L

* M e .
- B

‘o Y
. : ~

3. Contribution of Teacher to Total Program

,f/
4. Professior_xalgualities ~
"‘ i /w lﬂ ‘f /.
R } . ” [

Summation:
Teacher Comments:
I have read the above evaluation‘teport on (date)

\'L" ~ Signed

(tea’cher)

(teacher)

I have reviewed the above evaluation report with '

on ___(date)

_(principal)

Y




The committee is also trying to determix;le if the objectives of the
brojec;t -were met. A review of the original.gééls se.emed to be in
order to make this determination. f |

1, To determine the p;u'rposes 'of teachér evalﬁation in East
Hampton:

The committee {egis they have made a fair determinatiop of the
| purpose, of evaluatior‘f"; They howcver fecl that a great deal of WOrk is

left to be done toEonvinCe the Board of Education that they do not

- ,

viev} evaluagion and incentive pay in a similar way.

2. To determine the ‘possible problems that might exist in
implementing a teacher e\}aipation model in East Hémp’?@m. A

The 'committec feels they have accbmplished this objective. The
several meetings wit‘}; staff brought out. many ‘seriogs problems. The
committes membﬁ,rs felt that they handled these problems and have ,
them under control. ‘ v *

3. To determine the criteria that is to be used in the evaluation
model. |

This has beé’r‘i '.témporari'li, accomplished. - The present guidelines

, s

for observation are consiciered adequate and f?:'air. ; he staff agrees to

the necessity of an evaluation model and the committee feels this \

. objective has been achieved.
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4. To determine the methods used to cc)ll‘(ect information in \

“
'

order to tmplement evaluation. K

There was no argument as to the present method being used to
accomplish this ebjective. The committee endorsed the method pre-

sently being used and cmphasized its\fatrness and gbjectivity. The

’

administrators oxrl.'he committce felt that they had set too ambitious
goals for themselves and hope to revise this aspect.

5. T? dete_rmi‘n'e the measuring instruments to be used in

the. evaluation model: ST S

The committee was not complctely satisfied with the obtaining’

.

of this objective. -An instrument was devised but it by no means is

the final one. The committee will point out to the Board that this

particular instrumerit needs to have a trial period and that it too will

+ undergo evaluation after a year's usc. .

A . To determine the mcthod to use for clear and precise
commun on between the evaluator and the evaluatee:

This particular objective is by no means accomplished. The

committee 1‘2 suggesting that another year's work be assigné‘"d to this

» ’

area.

It was determined.that this objectivé could best be accomplished

by the mutual setting of goals and objectives between the evaluator

&
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and the evaluatec. The committee formulated the following theory .

to be considered for study and possible implementatign. in the near

-
S
—

future.

Evaluation, through ;che identii{sg/tiqn and implementation of
goals can be an cffective, meaningful process if used propérly.‘
The purpose of setting goals is tlo'_fmprove' teaching performance.

As such, there are many positive elements to be considered: -

\ a.’ Goals focus attention'on specific areas in need
o ©
of improvement . ’“'““""Z
b. Goals are set and defined by teacher and evaluator in

accordance with the role of the individual teacher.

c. Goals can be reformulated for the next school year. )
- s
~d. Evaluator and teacher share in any success or failure.
e, Goals do not comprise the entire evaluative process.

In summary, "Goal setting” can be a valuakle tool for the
improvement of teaching ferformancc. Care should be taken to make

¢
oty

the\' process a shared one with open comrhunication and, most imporfant,
sharcd responsibility fo_r results. .

In the section of this practicufn dcaling Yvith supervision, the nead
for foal and objective setting is discussed. Through familiarity with this

rpocess, the committee hopes to continue its work towards an effective

and accepted method of evaluation.

. _ 0
. \/
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CHAPTER IT1
Supervision
Prior to establishiﬁg objectives, the practicurﬂ group needed
to deterimine what the community and teacher value;\ are co;lcerning
(
-+ supervision. The community values are important'in\*hat/the citizen
.‘finance the school syétem, have children attending.the public schools,
P
and consequcntly are very much concerned with the effects of super-
vision on teaching behavior. Teacher values concerning supervision
are extremely impof‘tant in that these values must first be identified
beforc prescriptive remedies to overcome attitudinal stigmas plaéed
upon supervisio-n can be achieved.
Since the board of education is the elected 6cal ag;ant of the
* community, it is neccsséry to determine what values the board members
have toward supervision. During the February, 1973 meeting on ‘e‘valuation,
»the Superintendcnt presented that the purpose of supervisiomis the improve-
ment of instruction through help to the teacher.y Initially, the board was
preoccupied with eyaluat‘ion and ac’countability, and wanted to know how
supcrvision cbuld be used to evaluatc teachers.

This concern with cvaluation was due in part to the newly

instituted merit plan for tcachers. The Superintendent stressed and




explained the difference between cvaluation and supervision, and
emphasized the school system's obligation to help the teacher

improve his instruction in every way possible prior to the act of

cvaluating him. /In his delivery to the Board the Superintendent stated

"Help should come from a supervisory model devoid of evaluation. "

e
k4

After much discussion, the board accepted the superintendent's
)
thesis, and commissioned him to establish a formalized supervision model
(devoid of evaluation) for East Hamptbn. After somé probing by the -
supcrintendent, cach board member candidly exposed his own personal

values on supervision. Several board members felt that the current

supervisory practice in Last Hampton had little effect upon the teacher's

[y

behavior and ulfimately upon the students. They felt a lack of con-
si{stency gconcerning administi‘atbr's practices of supervisfon, and a general
lack of administrative thoroughnass concerning visits into the classroom
P
~_— employing the established guidelines, (preand post conferences).
Admittedly, they associated supervision with evaluation, but came
. o~
away from the mceting with a good understanding of each. omitant
with the board's directive, one hoard member, @ principal in a neighboring

to'wn) suggested investigating Clinical Supervision as a possible model

for East Hampton.

1,2
Although the research indicatcs that teachers generally feel that

their expericnces with supervision are anything but productive, it was

Y
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nccessary to determine what the values and attitudes’ of the teachers
. in East Hampton were. In order to obtain this needed tnformation, a

pre and post opinionnaire will be devised and administered to teachers

.

(Apbeﬁdix B). The purpose of the opinionnaire is twofold. First, it.
will reveal the attitudes of teachers in East Hampton toward super-

vision at thse. time of testing. Second, the post opinionnaire (same
o

../qpestions) will serve as a measuring stick in terms of changing

attitudes toward supervision affer the treatment of a supervision mddel.
The East Hampton School System consists of one high school,

one junior high school, bne middle school, and two primary schools.

The system has a total of 112 teachers. In order to ultimately

affect all teachers in all schools, with‘a uniform supervi‘s;)ry moéel,

it was nécessary to select a number of teachers;, from each of the

ran ™)

{ive schools. Due to the restriction on professional days, and the
~

amount of time the practigum team members could spend in East Hampten,
it was decided to sele»%:t approximate lyt one-third of the teachers from
each school to participate in the treatment group. Randomly selected
(from the total staff) were 30 teachers. Larly in September 1973\';he
pre-opinionnairc was administered. Following this the teachers will

be exposed to a supervision model. When the project ends, at the end

of March 1974, the post-opinionnaire will be administeredv. What is




needed at this point is a bfef analysis of teacher attitudes (as a
resﬁlt of the pr-e‘—opinionnaire) to justify whether or not a change
ora s;lpplement to the current supervisory model (Appendix A) in
East Hampton is necessary.

The opinlonnaire consisted of thirty statements categorized

Into four subgroups as follows:

1‘. personal experiences with supervision

2. general teacher preceptions and attitudes about
supervigion -

3. evaluation and supervision relatlonships; and

4.  the role of the supervisor /

Each statement could be responded tq as strongly agreeing,
agreeling, disagreeing, ’strongly dlsagreeing, or of no opinion.
Responses were analyzed based upon a‘simple per cent of the total
résponses for each ltem‘.

After analyzing the pre_:-opinlonnaire, an obvlous conclusion
was drawn. Teacher's responses were inconsistent with one another.
" That is, teachers responded to similar questions lnconsistently.

For example, when it came to the question of vs;hether or not the
supervision process was of any value, fifty-four percent of the
teachers felt that elther the process was of no value to them, or

they had no op}‘n‘mn. The majority of the teachers did not have a

-54 -
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" of the teachers felt the supetvision process was a constructive use

positive attitude about being supervised. However, wﬁen it came
to the question, "‘my experience indicates that supervision is a |
waste of time," seventy-four percent of the teachers disagreed,

while ten percent had no opinion. Here, the overwhelming majority

of time. These two responses seem to contradict each other.

In another question, "the real purpose of supervision is to
improve the instruction in the classroom," ninety percent agrebed.
This response would tend to indicate that the teachers completely
understood t;1e function of stipervision as o.ppose.d to evaluation. -
However, in the question, "Formal evaluation is separate and
distinct from suﬁervisioﬁt " the responses were split. Porty—sh‘(
percent of the feachers agreed, while fifty-one percent disagreed.
A natural.cpnclusio'n one ;:ould dra\{v from these responses is that a
large majority of teachex:s confused or associated the process of
evaluation with supervision. »

Another question stated "the role of the supervisor is to
analyze specific teacher performances and strive to improve teacher
weaknesses, " an overwhelming elghty-eight percent of the teachers

Y
agreed. There seemed”to be obvious agreement and understanding -

of the supervisor's role. However, in the statement, "the role of
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"a supervisor should be clarificd, " ninety-two percent agreed. ma.] )
One can conclude here that the vast majority of she teachers
are unclear as to the role of the supervisor. This was another
obvious contradiction. '

As a result of the pre-opinionnaire, two needs can be
ldentified. First, thevre 1s a great need to clarify supervision
a‘nd its related functions, a% well as evaluation and its functions.
Second, as a result of the confusion and contradictions, there
seem sufficient areas thc';t can stand improvement. This improvement

process can be achieved via a formalized supervision model Lthat

is non~-threatening, that is devoid of evaluation, and one that

~—

N
affords the teachers an opportunity to supervise/t«hemselves.‘

Once the need to change or supplement the| current practice
° <

was established a search was conducted for a supervision model g

I

that would best meet the needs of the teachers in East Hampton.

Following the board member's lead, the practicum group investigated
Clinical Supervision as well as other effective models. It was found
that although some supervision models met some of the needs, none

did as thorough-and complete a job as did t_:linicalv supervision .

An ERIC search by Area Cooperative Educatlonal Services of North

Haven, Connecticut was conducted. Also, Dr. Morris Cogan was
_56_
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interviewed. A recent unpublished resea‘rch paper concerning
school systems that practice Clinical Supervision- was secured |
and revi.ewed.3 All of these sources revealed that West Hartford,
Connecticut is the o;lly school system in the country that s
uniformly practicing g:linical supervision in all its schools.

There was no need to further investigate the West Hartford model
“due to the fact that two membe\r\s of this practicum are supervisors
in West Hartford, and have used clinical supervision as their
ohly means of supervising teachers for over éive years.

In addition to East Hampton and West Hartford, 'Subpervisory -
practices were investigated in the Hartford and Farmington Public
Schools. In Hartford, a supervigor onld come into a classroom cold,
and unannounced. He =WOuld sit dOW;'l in the. back of the room and
Begin writing. He wouldﬁgo back to his office and translate'his
findings onto a sfngle evaluation form. He would then meet witﬁ
the teacher ‘and tell him how he could improve, and what he was
doing well. If the teacher agreed wuzh the supervision report, he
would sign one copy (that went dnto his permanent file) and would
keep one copy for his records; While part of the Farmington

schools used this supervisory model, other schools employed

clinical supervision. The stimulus for this research was the

-

-
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thought that teachers should be exposed to a variety of supervisory

-

practices in order to make intelligent dgcisions as to which‘onet
bent fit his or her own ;chool situétidni If representatives

from each school in East Hampton (anl_so part of the treatment group
randomly'selected) could visit and participaté in supervision
models in West Hartford,\ Hartford, and Farmington, they couh‘j
compare the strengths and weaknesses of each. model, and favor
parts of many or one model for their own situation\. Although th;are
is no plan to formalize a discussion, it is hoped that%hos'e‘téachers :
who visit the other school sYstems,woulci discuss’wha't the{/ say
with members of the treatment group within their own schools.
These subsequent discussions would 1m-/olve t/eachers in positive

”

role playing, and would involve those teachers of the treatment group

who were unable to visit the other systems due to the time and cost
% ;
AN

AJ

factors.
'Ciinical supervision as envisioned by [Sr. Morris Cogan, and
practiced by Westh Hartford consists of numerous stages which
constitute a.comglete cycle. The process can be performed by a
teache'r and pnother 1nd'1v1dual, or a teacher and a team of individuals.

The phases include: establishing the teacher-supervisor relationship,

plannihg with the teacher, pre observation session, classroom
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observqtion, étrategy session, analysis sesysion, post-analysis,
and renewed planning. A ccmplgte"cycle u‘sually encompasses
parts of two fu‘l% days. In the case of teams, individual téachers
need to Se freed frorﬁ‘cértaih clla’s‘s’es in order to participate in
~ different phases of the cycle. This means that a number of class(
need to be covered. This coverage can be accomplished in"
numerous ways: teachers can give (of their "free" time to cover
for other teachers, substitutes could be hired to teach these classes,
" or parent voluntee;s qguld cover the clf'assgas. This classroom cdverage‘

T
can easily represent a budgetary consideration, as well as negative /
. ?1 . ,,’
reaFtlons from parents. In addition, there may be nominal costs as

a result of clerical help, printing, and purchasing of reference-texts.

However, -on the positive side, clinical supervision can help teachers

—_—

improve their classroom instruction by creating a non-threatening
atmasphere, dealing with teachers as equzals, helpi%e teacher

synchronize his inward intents withihis outward¢ performance, helping

&

;
the teacher solve whatever classroom problems he wants to solve, and

ultimately really changing the teacher'8 classroom behavior in a positive

Al
\

\ HARSA Y

way.

N
. e
'

-

During the analysis session of clinical supervision’: thﬂe&_&‘analyst

is working closely with the téacher in the area of behavior modification.

A3
ar
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This.is a serious and important stage,, apd should.not be considered

S

amateur psychology. In addition, it‘is a very mentally taxing process

on the analyst. He has a set o}f. strategies that have been agreed to -

(if a tea:r"n was involved), yet he must not be tied to his data but

must be able to flow.with the conversation.: He needs to lay out

patterns in a non-threatening way, and must bridge the gap between
: . ) AN
patterns. He must listen carefully to the teacher's reactions, but

. must at the same time think of new strategies "on the spot" to

<

further discover strengths\a\nd weakne.sses:jh)x may lie under the

surface. The point is, that not ‘every_one can _successfully be the

‘analyst, and a device should be developed to predict the success a
) ' e 4

person could have as an analystv./ After some research, Wellers /;\/

system called MOSAICS was discovered Utilizing fne analyst's ,\/

“pgdagogi,cal m;rés MOSAICS can analyze his effectiveness and

‘}- 8
offer suggestions for improvement.

A com.prehensive observationa:l instrument that focuses on the
objectives and practices of clig‘lical supervision called MOSAICS

(Multi= demensional Observational System for the Analysis of

t

Interactions in Clinical Supervision.) This 1nstrument was developed

~

'
Al

primarily for student teachers, but it is applicable to individual or ’

groupslof teachers of different grade levels, subject areas and

teaching situations.

-----




’

Audio tapes are analyzed for pedagogical moves
relating to conference management. There are five

' "pedagogical moves" made during a conference between
: |

the two participants. They are: Structuring—STR,
Soliciting-SOL, Responding-RES, Reqctihg-REA and

Summarizing-SUM. These moves were recorded on a
form that portrays the patterns of these "moves.,"
|

The practicum group is now able ta operationally

state objectives for the supervision secﬁon. These

»

‘are: to adopt clinical supervision as a fnodel of

-

supervision to be employed and incorgorjated into the
East Hampton Public Schools; to develoﬁ and utilize
Weller's MOSAICS to predict the success an individual °

may have as the analyét in a cfycle, as well as providing
R ‘

V}l feedback for the improvement of the analyst's skills;

and to éetermine teacher attitudes toward supervision

before and after exposure to clinical supervision. .,

k4

Input

t

Now that the baseline data has been collected, ‘it is now

necessary to determiné how the existing staff and facilities can
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best be used to 1mplemeﬁnt /clini,cal supervision into the ast

»

!

- Hampton Public Schools.

!

Although some of the staff memk?ers and adminiétrative

personnel may have heard of or have had some understanding of

clinical supervision, none of them have practiced clinical s{‘.lpervtsion
‘ g

to the point where they could provide the expertise or leadership

necessary to initiate and 1mblemcnt'th1&5 model into East Hampton.

Consequently, East Hampton needed tq go to West Hartford' for

-

this leadership. As méntioned previously, two rnembers of this

\gracticum are supervisors in the West Hartford Public Schools,

I3 i

<

and have practiced clinical supervis'ion on almost a dalily nasis for
five ysars. Tf.u'o'ugh corresponéiengc between the superintendent

of East Ha'mpton and West Hartford, these two supervisors were
allowed five full professional days apiece.to spend in Esst Hampton.
These supervissrs woul’d uge these days to train teachers «and.

«

administraiors in the use of clinical supervision. In between visits,
' . .
teachers and administra t6rs in East Hampton would practice their

newly acquired skills in clinical supervision, and work outbossible

problems unique to-their own situations.

Since clinical supervision is mainly involved in in-class

observations, all that is needed in terms of facilities are existing

+




classrooms, and a small cqnférence room or vacant classroom for
a pre-observation, strategy, analysis, and post-analysis
sessions. The pre—observa_tipn session can take place before
school begins (usually takes about 15-20 minutes), consequently,
if the facilities were tightly scheduled, there would be no conflict.

Al

The strategy session follows the classroom observation. This
session usually requires 45 minutes to one hour, and'should be
conduct‘ed in a quiet room example, a vacant office, teacher's
lounge, teacher's ca'fe_teria (if conducted during off cafeteria
time); et’c. The analysis and post analysis are the culminating
sessions in the cycle, a'nd usually enc.:ompass an hour or so.
Again, all that is-required is a quiet room somewhere in the

¢
building. If need be, these last two sessions can be conducted

after school. 1 \

The collection of data during the classroom observation can
be- accomplished with paper and pencil, a tape recorder, or a
. video~-tape recorder. East Hampton has‘ an ample - supply of material.
However, the town owns only one Video—tape recorder. Video-taping
is especially helpful in the elementary schools, where it is some-

A

times difficult to free a team to observe the lesson. The absence

o

of additional video-recorders may prove to be a constraint. v
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What is now ncede-d is a design of how to accomplish each
of the stated objectives, and an assessment of the feasibility
of each of the designs.. The .f.irst objective is to adopt clipicai

. L)
supervision as the model of supervision to be employed and
incorporated into the East Hampton Public Scl:xools. A literatpre
review coupled with a total of ten years of practical experience
with clinical supervision'(the two supervisors in West Hartford),
should provide a thorough basis from which to proceed. It is
necessary to communicate these knowled_ges and skills to the ,
teachers and administrators in East Hampton. This would be
accompalished in a number of steps. First, orientation workshops
should be conducted in East Ham’p'ton. Workshbps should be
conducted for elementary teachers randomly selected on one
~given day, for the scconda.ry teachers randomly selected on

another day, and finally for all the principals on a third day.
The elementéry and secondary groups should be divided. since they
have different types of problems to contend with. Since every
effort should be made to divorce supervision from evaluation the

principals should have their own workshop session, and not

participate with their teachers. The purpose of the orientation

workshops are to simply introduce the concepts, goals, assump-
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tions, and procedurcs of clinical supervision, and answer any

and all questions. In addition, an overview of the entire plan

should be exposed and explained at this time. This initial
workshop should alleviate some of the anxieties surrounding

clinical supervision, and provide the participénts with a basic

understanding of the process.

e

The orientation workshop should be followed up b>y the
distribution of a. brochure on clinical supervision. This brochure,
written for teachers, should be ‘as brief as possible and at the
same time, fairly thorough. The brochure should not try to take

{

the place of a reference te ok, but simply provide enough

direction for teachers to begin experimenting™ith clinical
supervision. After the teachers Fave had ample opportunities

to read the brochure and review any additional references, training
‘Workshops should be s‘et up on each of the five schools in.East
Hampton. The two supervisors from West Hartford would conduct
a number of clirfi(;al supervision cycles utilizing a variety of

data collection devices, and employing as many teachers in the
sample group as possible.

After these sessions, the tcachers should be encouraged to

conduct or participate.in a total of at least three cycles. These

g
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additional céles (conducted by teachers) should. involve other
members of the sample group-that could not participate in this
first cycle. Every few weeks, of whenever t‘he teachers felt
there was a need, the supervilsors from West Hartford should
go ;co East Hampton and monitor the program, This monitoring
should involve a cycle, rather than a lecture or discussion.
The supervisors should refrain ﬁdm conducting the cycle, but
should simply be a member of the team, or possibly conduct the
post-analysis sessions., @&

Concomitant with the orientation and training workshops, , '
teachers within each school (part of the randomly selecte:d group)
shf)uld have the opportunity ;:o vwi sit other school systems to
compare their current experiences with clinical supervision
with the supervisibn models in Farmington and Hartford. Teachers
should also have an opﬁortur.xity to see apd participate in a clinical
supérVision cycle in West Hartford, as well as in Farmington.

The design to' acc;omplish tﬁis first objective, although
time consuming, seems feasible. There are ample reference texts
readily available to review the literature; enough information and
experience to write the broch\.xre} sufficient professional days for

the Wesat Hartford supervisors to conduct the orientation, training,
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and monitoring sessions; and enough contact administrators in
the neilghboring school systems to plan and conduct teacher
visits to the various _schools. East Hampton also has a
sufficient substitute budget to free teachers to particip/ate in
the workshops and visits.

- The second objective is to develop and utilize Weller's
MOSAICS to prédict the success an individual may have as the
analyst in a cycle, as well as providing feedback for the
impfovement of the analyst's skills. The practicum group
need to begin by obtaining Weller's book oﬁ MOSAICS, review\_

it thoroughly, and adopt some portion of the process to the

objective. MOSAICS analyzes the anal?st's conversation with
the teacher during the analysis session. In order to analyze
the analyst'frlnove, a record of the analysis session is needed.

This could be accomplished by tape recording the analysis

sessions, analyzing them, and givipg the analyst back needed

a
input for the improvement of his skills.

Y
The design for accomplishing the second objective,

although extremely technical as well as time consuming, seems

feasible. One of the Directors of Instruction in West Hartford

used MOSAICS as part of his doctoral research at the University

3
of Connecticut. He consented to meet with the practicum group,




and help us apply Weller's MOSAICS to meet our situation.
This additional expertise plus numerous tc"a‘pes should be
sufficient to accomplish this objective. ’

The third objective is to determine teacher attitudes toward
supervision before and after exposure to clinical supervision.
This ~c:an be accomplished by devising an opinionnaire, and
simply admlnlsteri‘ng it before and after the treatment of clinical
supervision. The opinionnalre- should{be administered to the
thirty randomly selected teachers and analyzed on a percentage
basis. The teachers should receive the opinionnaire, be allowed
sufficient time to complete {t, and hand it back at'the same time.

Here again, this design seems very feasible, and should
pre;;ent few problems.

The time schedules for the above designs are divided into
four phaaes as follows:

Phage 1: February'l, 1973 - August 31, 1973

a. Review the literature on clinical 'supervigion.

b. Review the literature on MOSAICS.

c. Develop an attitudinal opinionnaire for tea.chers
that will assess teacher attitudes before and
after their experience with clinical supervision.

d.  Randomly select 30% of the teaching staff from
cach of the five schools in East Hampton as the

treatment group. A total of thirty teachers will
be selected.




Phase

a.

Phase 2: September 1, 1973 - November 1, 1973 |

Administer the attitudinal survey to assess
initial teacher attitudes toward supervision.

Write and distribute an informative brochure
for teachers about clinical supervision.

Obtaif or produce a video-tape of a clini¢al
supervision cycle using an experienced clinical
team from West Hartford. This tape will be
used as a training tape in the orientation
workshops.

Conduct an orientation workshop with the
thirty-three teachers of the treatment group

for the purposes of initial exposure to clinical(
supervision. o

In consultation with one of the Directors of
Instruction in West Hartford (who is thoroughly
familiar with MOSAICS), a procedure will be
deVised for measuring the potential success of
anj/individual in conducting a clinical supervision
cycle in the role of analyst.

Encourage the thirty-threc teachers to ?({rm
clinical supervision teams and. participate in
at least three cycles.

: ‘November 2, 1973 - February 28, 1974

" Conduct teacher workshops (clinical supervision
cycles) for the treatment group of thirty teachers.
These workshops will provide the teachers with
the skills necessary to carry out their own oycles

in the absence of the supervisors from West Hartford.

Begin monitoring the cycles.

Begin collecting tapes of the analysis session
for analysis using MOSAICS.




Select nine teachers from the treatment group

- representing all five schools to visit, observe,
and participate in clinical supervision cycles
in West Hartford and Farmington.

The -same (nine) teachers will also visit
Hartford and Farmington to observe and parti-
cipate in alternative supervision models.

The (nine) teachers will inform and involve the
other teachers of the treatment group (in their
own butlding), what they observed as part of
their visits to these other school systems.

Phase 4: March 1, 1974 - April 12, 1974

Write up and submit‘the final report.
Administer the Post-Opinionnaire.

Decide whether to terminate or continue
clinical supervision in East Hampton.

Provide feedback to those analysts who
turned in tapes of their analysis sessions.
Submit a final report of this practicum to
the East Hampton Board of Education.

An important factor to consider is the potential costs and

benefits of each of the competl'ng supervisory models under

invegtigation and observation.

- East Hampton's current observation model contains elements

of clinical supervision, however falls far short of helping the
teacher really improve their teaching behavior. The model is really

designed for evaluation purposes, and helps the principals determine
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where each téachcr falls‘on the merit scale. No attempt is
. made-to establish peer relationships kggtween. tr;e teacher and
principal, and no safeguard is built into the system to help the
principal improve his skills at supervision as well as helping
him remain sensitive to the classroom teacher. However, the
éost of this type of supervision is nominal.

Hartford's observation model is ¥ery similar to East Hampton's
except that they do not incorporate the pre-observation discussion
with thé teacher. Here, as in East Hampton and Farmington, the
principal and/or supervisors place themselves in the role of
judge and jury. Teachers inadvertently become humble and docile
during the supervision—e\)\al’uation process, and consequently,
anxiety rise;s whille cre;'ativity falls. This supervisdry practice is
equally 1nexpensi\;~e.

Clinical supervision, as practiced in West Hartford and
Farmington is a very 'time consuming process. Time consuming
in that it requirss a number of tndividuals for parts of two consecutive
days to complete one supervision cycle; and time Conlsuming because

{t requires almost a religlous commitment on the part of all personnel

within # given building, for two or three years’, to develop the

success and expertise needed to keep the process healthy. Q

~71
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Consequently, it is a costly process. Ilowever, clinical
supervision can help teachers improve their classroom
instruction by creating a non—threatening atmosbhere that is_
devoid of cvaluation, by helping the analyst continually o
improve his skills, by helping each teacher synchror;lze his
inward intents with his outward performance. The choice is
between expcdience or performance.

With the exception of the Pre and Post Oplhionn;'aire, this
‘supervision pldn has no additional objective device for providing
info;matlon. This llmite:d number of avenues of information was
specifically designed due to the size of the system. Since the
system ‘1s comparatively small, an informal personal approach
to data collection, rather than numerous formal devig:es, wer'e
taken. The kinds of information necded to either recycle or
continue clinical supervision in East Hampton, can be obtained
by talkipg to people.

Process s
This stage in the evalu.atlon process is conce‘rned with

providing data and feedback to monitor the clinical supervision .

program. This data is provided on a continuous basis which

>

can be used to interpret the outcomes. Ft is necessary to begin

by determining if the program is on schedule.

4
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Phase One (February 1, 1973 - August 31,1\9?) included a
revléw of the lltera;ture on clinical super&islon and MOSAICS.
Although there were many reference books and papers on Clinical
‘Supervision, there was only the one book by Weller on MOSAICS.
The needed literature was obtained and reviewed by the practlcum ‘
group by the end of August. Thus, this aspect of Phase One wa_é
on schedule. This phas\e also in}cluded the 'development of an
attitudinal opinionnaire for teachers that would 8ssess teacher

Y

atiltudes before ahd after their experiences with,clinical
- i
supervision. As a result of the late acceptance of this practicum

project, the oplnlonr}alre was delayed until Phase Two.: The

opinionnaire needed to be based upon the review of the literature
on clinical supervision, and as mentloneé above, that was
completed in late August. The final aspect of Phase One was the

random selection of 30% of the teaching staff from each af the .

% »

Qg/s't‘r)c%’ion and printing of the

’ five schools in East Hampton. Z:otzrl of thirty teachers were to be

selected. Due to the c{elay int
opinionnaire, this aspect of Phase One was also delayed until
;aarly in September. In retrospect, the late acceptance of the
practicum proposal resulted in a slower start than was anticl;;ated.

However, those aspects of Phase One that spilled over into Phase

Two should not hinder the supervision program at all ?
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" Phase Two (September T, 1973 - November 1, 1973). Thirty
“ 7 teachér wére r_andorhly selected at the beginrﬁng ot the school

year tg serve as the treatment group. This process was simply

N

' 9 \ ' ' ]
completed by having one of the secreta ries in \the* Central Office

select names at random (using a table of random numbers). The

’su;.)e'ri.nt‘.-;and'c;nt:. then_ 'contacted thesehv thifty 'teachérs ,- ex;)lained
the fa‘;ct bhg;c they were randomli} selected to par.ticip.a*fe on;a
supervtéion c,omm‘ittee, and ;éque sted their act‘ive support and-
cooperation. During the third week in September, these ti"xirt)f :

teacﬁers were as‘ked to reépond to the 'pré—opinionnaiﬁﬁ. HovJever,
due to the normal confuéio‘n that exists in all schoolis during the

month of September, teachers co"mplefced the opinionnaires

/

individually, and duririgv \ leir own free time, rather than in one
! ‘ i YR : : ’

large group. For one re:

v . g ~ .

were received. Since teachers were not requested to write their

names or schools on theé opinionnaires, there was no way of
X \ ] : R . > %

determining what teachers failed to respond. Although the -

construction of tlge"opinionnaire'was out of phase, itwas . -
B : B

administered on schedule.
. A second corripone_nt of Phase TWWE writing and dis-

tribution Yto\téa‘c:hers (ran&pm\.ly éel_e‘t:ted) af an informative 'rochmre

N

»
N . ! i - . .
LT - -74- . . 1
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on clinical supervision (Appendix B).. The mechanics df assembling
. -

the components of the br(lé:hure failed to come together on schedule.
AY \ N n
It waéﬂalso rationalized, that the brochure would be of little value

to the teachers until representatives from each Building had an

opportunity to participete in a clinical cycle in West Hartford or

Earmington. Until they participated in a cycle, and talked it over

j/vith other members of the treatment group within their own schools,

) 4

there would be little motivation to re¢gadrthe: bi'ochure Although a
little late, the brocémres were finally distributed to teachers during

the second week of December. Additional copies were also placed

1

in the teachers’ l%)unge,s and given to eac}‘h building principal.
. /

l After the treatment gr0u'p hat corr{p/leted the pre-opinionnaire,
the con5ulténts needed to in’tro uce them to clinical supervision.
This was accomplished through a ‘serie‘s,of orienta/tion workshops
lasting app‘roximately two hojirs apiece. As mentioned earlier, one

- workshop was co\hducted for elementary teacher% one for secondary
teachﬁers, and one for the hilding principals. The workshops ‘
consisted of a pr%sent\ation cpncerning assumptions, dehnitio‘ns, .
cpnsequence\s, ar\[d phé es of clinical sunervision. This was.

R | + v B . . s
followed by the playing of a video-tape on an appropriate clinical ~
» .

PO ) \F_, .
.+ &+ supervision cycle. The cycles weretaped in one elementary and" .-
" *  one secondary, school in West Hartford ,\Qi were, obtained from_
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pne of the Directors of [nstruction i‘n West Hartford. Following
the pr‘esentations teachers asked a variety of ‘questions from,
"How-m~uch time do supervisors in West Hartford have free to
conduct cycles?", to,."How long, does it take to acquire the
expertise to conduct a cycle ?" Although there were a few skeptics,

all teachers seemed interested in the prdcess , and were willing to get
\\ N
involved. After the question and answer period, the overall practicum

N

plan was presented. The purpose of the visits to other school systems

“

to observe their method of 'supervision was explained, and further
. ‘ i
explained why the entire treatment group could not participate in

i

~ this process. However, the teachers were encouraged to share

their experiences with other teachers who could not participate in

°

these visits. The teacheré seemea to understand the financial
ramifications of these visits, and felt one or two re_presentati/ves
from each building would be sufficient. Each of the thi/rty tgachers
agreed wi_th the suggestion to participate in at least fhre.e' cy'cle"s
ap“iece. It was furtr}er explained, that only through a decjree of
invol\()ement, can an intelligent decision be made cpncerning
clinical supervision. These orienta tl)ion vs}orkshops were completed

( *
by tle nineteenth of'November, slightly spilling over into Phase Three.

L]

e workshobs went well, and all participants'genercl"ally _\had a positive

attitude toward the processes thus far. } °

4
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After many postponements, the practicum gfoup was finally
able to meet one evening, November 20th,.to discuss M?SAICS -,,‘
W'ith‘ one of the Directors of Instruction in West Hartford. Through
an ERIC sear_ch, this Director was t.he,,only person who has (outside
of Weller) used MOSAICS- in his own study. He explained *;l'_).at
MOSAICS has many facets, and suggested \;ve concentrate on the ‘
pedagogical moves. Again, due to many postponements, this
aspect of Phasé wa was slightly delayed.

Phase Three (Noveabér 2, 1973 - ﬁ'ebruary 28, 1974) included
the action part of the practicum. It began by. having the two
supervisérs from West Hartford go into\‘each of the fiven‘schools in
East Hampton, and conduct the initial cycles. Thé scpédule for \
each cycle was arranged prior to the visit. Tﬁe number of members ' {
on a team varied from three to\five' (the teacher beinci observed is
- a part of the team). These initial cycles included a p\\e—observation,
observation, strategy, analysis, and post—-analysis ses\Sion. The
West Hartford supervisor played the role of 'the analyst, and ‘other
members of the team either colicctcd data, or conducted the post-

o
analysis. Since these fii‘st five cycles could not possibL include
@ .
" all thirty teachers, teacher; participating in these initial cycles ‘

. % ) ' :
were eéncouraged to conduct additional cycles on their own, and

involve the remainder of the treatment group. from each building. -

>

-77- : '




=

These cycles varied from a typical cycle, in that they were |
constantly being interrubted to help the teachers learn the

required behavior, .and etiquette of a clinical cycle. The

14

emphasis was on acquiring new behavior, and having the
observed teacher leaving the process with a good feeling.

Teachers asked their fellow teachers to cower fof them when they

-

needed to be freed. When this wasn't possible, teacher volunteers

or substitutes were brought in. This phase received tbp Support

" - 7
from the superintendent, but some of the building principals were
less. enthusiastic. o : N

: After the end of these initial cycles, the teachers were asked

- to tape the analysis session for each of the cycles they conduct.

The purpose of this taping was not to be used against them in

| any way, but to be used in improving their skills as the analyst.

A}
S

After this was fully explained, the teachers seemed to understand,

e

and agreed to conduct this taping. Provisions for transferring the .

. ~ ’ ’
tapes were made. The initial workshops were completed during

& ’

the last week in November.
3

/

Concomitant with the initial workshops, nine teachers were

selected from the treatment group, representing each school, to

0 < . . . I&
visit other school systems to observe their form of supervision.

* A

. 3
=%
r




The clementary teachers visited and participated in a

", clinical supervision cycle in one of the elementary schools -

“in Farmington. In this situation, thé building principal
conducted the cycle, aﬁd included all phases except the post-
analysis sessions. The East Hampton velementary teachers
participated in the role of data collectors. While ;;1e group of
eleme.ntary teachers were in Farmington, another group of elementary
teachers was visiting a }:Iartford elementaryﬂschool. The Hartford
*building principal met the group, explained how pe conducts
supervision, a’nd had them sit in on a supervi_sion session with -
one bf his teachers. There was.ample time to ask qugstion:v, of
th.e i:Iartford principal and teache;. ) W‘hen bo*;h' elementary groups
finished with their first visit, they switchell yvith one another, and
the4proces;s‘began all over again. | ) - d‘
The secondary teachers from East Hampton visited and -

-

participated in a clinical supervision cycle in a West Hartford

o 4 Junior High School. These cycles included all phases, and wgs

!

conducted by one of the West Hartford supervis‘ors."‘As in-the

case of the elemgntary teachers, the secondary teachers assumed

A
.

the-role of data coll'ectors. Duc to a variety of problems, it was
: < 4

impossible to get the secondary teachers from East Hémpton into

* t

a secondary school in Hartford. .This component of Phase Three .

» -79-
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was completed during the first week of December., )

Although no structured scssion was planned, these nine
teachérs were encouraged to inform and‘ involve the other teachers
of the treatment group (in their respective buildings) as to what
they observed .as part of théir visits .to these ofher school
systems.‘ ;E

Once these visits to other school ’syste“ms, and initial
clinical cycles were completed, the two supervisors from West
Hartford began monitoring the system. One subervisor was :
responsible for the high school, and one of the primary schools,
while tlie other supervisor was rcspéns;_ble for the jﬁnior high
échool,\ong \p‘{'imary school, and one middle school. The purpose
of the monitqring was to supply additional support to the newly
learned behavior. This support ca‘mt'a in the form of additional
clinical cycles. The mohitoring procedure began during the last
week in December, and continﬁed until the last weéek in March.

By tixe end of March, the West Hartfgrd Supervisors had completed
a total of ten monitoring sessions. These sessions were purposely

_ extended an additional month over the projected time period in order

to subply the needed support over as long a period as possible.

@
L]

Shortly after the completion of the visits to the other

school systéms, and th’e_initial clinical ¢cycles, major procedural

€
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barriers began to surface. Thesé barriers necded to be identified,
and overc'ome as quickly as(\-:p;ossible, in order to achieve the
'stated objectives.

The first barrier seemed to involve communications. The
same composition of teachers 1nvov1ved in the initial workshops,
participated in the first monitoring sessions. Wpen questioneci
why other members of thé treatment_g'mué were not involved |
many responses were, "Who else i on the supervision committee
in this building?" The superintendent immediately seﬁt out a

w memo to each bullding, iisting the names of the teachers involved
in the supervision corﬁmittée, and exprggsed the hope that all
would quickly become involved in a clinical cycle. S’éce ‘in some
cases, the teachers w;are unaware of the other members on the
supervision committee within their own buildings’ they did not
shaﬂre their experiences concérning the visits to the other school
systems with anyone. P,"or one reason or another‘, this was aiso

¢

true in cases where the other members were known.
N
A second barrier, and probably the one with the nfajor !

consequence, was the question of class coverage. Who should

- arrange for class coverage? Can substitutés be hired? Can

\

parent volunteers be utilized? This class f:dverage was also




tled {nto the commitmoent of waj building principal, and how

much support thi\s new behavior recetved. It became obvious’

that the high schonl principal was against this supervisiqn process,
although he didn't admit so openly. He quietly discouraged teachefs
from covel;inq classes for other teachers during the cycle. He took

ubon himself the responsibility for arranging for{coverage (openly),

yet the required coverage was always late, or didp't show up at all.
Not one of the beginning cycles, with or without the West Hartford
supervisor went smoothly. The high school principal further

refused to use substitutes .to cover classes, while at the same time

quietly admopishinq proponents of the system. Those few teachers

“who achieved some degree of success witA clinjcal supervision,

soon learned not to \buc_k the a‘?:ﬁ'inistratLon_. When the high school
principal was confronted by the superintendent, he denied any role

In sabotaging th¢ supervision program in the high school.  Since

. no tapes were forthcoming from th\e high school, one of the Wegt )

Hartford supervisors tried numerous times to arrange additional
cycles. The contact teachers never responded, and no additisnal cycles

were conducted in the high school. By the end of March, a total of

(3

/ .
three cycles and one tape was produced which is hardly enough’to 1

reinforce, build, and support the new bchavior. ' )
/
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The junior high ‘lschool, and one of the primary' schools
exhibited the complete opposite behavior. In both these
situations, the building principals strongly supported the
supervision program. They arranged for class coverage, covered
classes themseclves, encouraged teachers to participate in the
process, and generally did everything.they could to support
the newly learned behavior. Conseqt.;ently, teachers in these :
respective buildings began giving up their own "free" time to
cover classes for their fellow teachers invlolved-in cyqles. What's
more important, the schools k;egan toﬁade\}elop a positive, helping
attitude about the process which is a must if clinical supervision
is ';o guccéed. A communications prpblgm, -or a feeling of mistrust

(possibly due to the forced merit pay scale) resulted in no tapes

L .
produced from the junior high scghool, and only four from the primary

[ .

- school. However, the number of tapes were not indicative of
the. number of cycles conducted. The.junior high school teachers
conducted eight cycles, while the small primary school conducted

five cycles. The remaining two schools fgll somewhere in

2

_between these two extremes in all aspects,

——

Concomitant with the class coverage problem, parents began

complaining to the superintendent about parent volunteers and

P -
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F—x ,
substitutes teaching their children,  Thear (:omplalpt was a “]
i

legitimate onc; .they paid for professional teache-rs$ to teach
thoir children, and that's just what they wantea. \S?nce parents
woere not tho'ro.uthy informed about the supr\:ﬁ\gsmn brogram,
they rbcoqnlzod no correlation between learning and sgporvlsion.
Consecquently, the superintendent could not ;con*cinuo to s'uppjbrt
~ the hirtng of substitute tcachers or inviting 1n"parcnt volunteers
to help support clinical supervision. As a re:s\i:it, thi}s‘-malp\fv
barrier could not bgv overcome during this currpnt"-y—oar. .
Another procedural barrier that may affect the objectives ‘ N
of this practicum 1s.thc actual l(enqth of time of this project.

¥

The d:hanqlnq of anyone's behavior is a difficult and time consuming

EIATR gy

process. A ncw behavior is 1ntrqgiucod; performance initially drops,

«

. >
. massive support {'s injected, pocer support over a prolonged period

of time is a necessity, the new behavior needs to simmer for a
while, performance begins to increcase, massive support is again

" injected, the whole proces's necds constant monitoring, a con-
- N i
structive attitude toward the new bchavior begins to build, "e{tc.‘;,

P
s,)"; fm .

/ . In order to’'build a clinical supervision program in East Hampqoh,

Ndu .

or in any‘school system for that matter, a minimum of two ygars'

under optimum conditl}g’)’gs\ are a necessity. This practicum had

essentially seven month's under anything but ideal conditions.

(3
-
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In light of this, an examination of the staff, to determine —

whether or not they understood their roles, and were equipped

— e -

-to.carry them out is in order. There is no objective data to
prove the total thirty tcachers completely understood their roles.
» When the West Har;ford supcrvisors worked with them duri‘ng the
clinical" cycle, it became obvious that they knew the mechanics
of the process. l\.Ione of them ivoro proficicnt enough to conduct
a flawless cycle by themselves, but many were enthused enough
to try. Throggh discussions *dﬁrmq the érientation workshops,

[

initial workshops, and monitoring sessions, the teachers under- .

-

stood, at least verbally, that they, notthe administors were to
E o
initia te the cycles, that they would each conduct at least three
cycles, that they would tape the analysis s¢ssions, that they
would sex;md the prachc-um group the tapes, and that they would
7 contact one of the West Hartford supervisors when they felt a
nced for a monitoring seéssion. These tecachers w_ere intelligent
professional§:~and the tasks were certainly within their reach.

It is not a question of rotrainin% or rcorienting the teacher (‘1n a

few isolated cascs this wouldn't hurt) it was simply a matter of

a ncwly lcarned behavior receiving little peer and administrative .

support.

~




+

By the ond of February, the resources avallable, namely .
the West l{artford supervisors, were not being fully utiliZed

with the cxception of one primary school. The West Hartford

e

supervisors were initiating the cycles, rather than the other way

around. The spark, interest and involvement that was evident at

*

the beginning of the program scemed to be missing. It would be,
safc to say that members of the trcatment group began to resent
the West Hartford supervisors goﬂtrxﬁding in their school, and

involving them in a process!in which they no longer had any

k]

interest. This attitude is certainly not true of all the members,

however the support for the program was dwindling.

"~

Product.

Now that the first three components of the CIPP evaluation

1)

model were finished, it was nccessary to investigate the extent

~

to which the objectives had, or hacf not been  attained. Before
the results of the objectives could be evaluated, it was a necessity'

to develop measurable criteria és's‘ociat‘ed with the objectives. In

-

this situation, these criteria are of the consequential type.

-

Consequential criteria are ‘those per“taini!ng to the fundamental
conditions being souc'ght. An example of a consequential criteria

| associated with the first objective of this practicum segment is as

rd

follows: to'what extent has the Last Hampton Public Schools employed

e




and incorporated clinical supervisloniaWdel of supervision?

To answer this one needs only look at cach of the individual schools

attained. As a result of a close examination of cach school, ft
has become obvious that this first objective has been acéomplished
in as many varying degrees as there are schools in East Wampton.

Onc of the primary schools has adopted clinical supervision
. ) /' , i
as initially designed and intended: The building principal believes in

‘the process, takes an active part in the process, and involves all

i . .
-of his teachers in the team \approach. Many teachers themselves

—

—~
have become quite adept at conducting the cycles, and being the
\

analyst. What's most important, a very positive school-wide attitude

exists in favor of clinical supervision.
. Y

The Junior'High School's original treatment group members are

’ continuing to utilize and conduct clinical cycles. However, the use

of clinical supervision has not spread to other staff member‘s. The
building principél approves of the‘ process, and cooperates with

'any and all teachets in arrar}gingﬂ’ class coverage to conduct the

‘cycles. Howeve;', \the principal does not getnhimself involved, <

votally support or eéncourage clinical supervis\on. Cortsequently,
4 \ 1

-

clinical supervision has begun to take hold in the Junior Hkigb School,

A
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-

but unless the process receives substantial support and input
in September, the process will eventually fall by the wayside,
The High School proved to be a frustrating and disappointing
. situation. The teacher;; initially welcomed clinical supervision, -

and not only began initiating and conducting their own cycles, but d

~ was the first school in town to tape (video and audio) the entire

\om‘fgs from.beginning to end. Although many subtle circumstances

\\
\

a‘)‘x,‘ have contributed to the sudded collapse of clinical supervision,
- 1t is th’e}\op on of this practicum group that the major cause of its - \

~-

emise was }ue( the building principal\. He created insurmountable
~ . \

ES

personnel/within his own building as to genera'l‘suppo ve meéetings.

, , )
Since the process is now dormant, it can only be revived at t High
School, by either a change in administration, or a complete charige !
- &
_{n attitude on the paft of th/e present High School principal. ‘ , _ ._‘

« The Middle School has had limited use with clinical supervision.

Although this building principal has had a history of being open to
, -

v
2

ideas aqd\pn"igrams, she initially viewed clinical supervision

~

N

(peer supervision) as a thre@'g to her authority. She felt her

¢
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cv'alu'atio.n' rcspon‘s}bilities wonld be diluted, Throughout
the course of thi.;, practicum, she begén to develop more
econfidence in the pr_océss, and cven conducted a few cycles
herself. However, cliniéal’ supfrvision procceded in a very
’cautious, Céntrolled environment in her building. If clinical
‘ r-sﬁpgrviesioﬁ ié to ever flourish in the Middle School, the principal
‘needs subs#tan.tial support for thc process, while at the same time
re_cbi.v,ing ‘consta'nt rewards (from the superintendent and her
t(‘,a‘ChCI"S) for ca'cfl incremental progrcss-made.
The other 'small_‘brimary school did almost nothing with

clinical supervision. This was:, due bgartly to the size of the staff.
The sir;xp'k‘ fact tﬁat.the school has only s‘ix teachers, preve

B
the team approach. " Teachers (ould not bo free to participaté

cycle if there were no 't(»achors available. Another factor con- .
tributing to th(\ lack of success in this butlding was the poor health

of the principal. He was out of b(‘hQOl quite often, and when he was -

/'

in, he wasn't.woll enough to bring together enough energy or vitality
t? support clinical supervision or any other"new‘program for that
rfxatter. In addition, he taught part of the/timc, and actually had.
little time to cover for another teacher if ho was u‘p to it. If

cliﬁié%l'supervision’is to succeed in this school, it must be done

T-89- _ J
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“to how they could improve their skills at conducting clinical cycles.

, . .
with the aid of a video-tapc recorder, a healthy supportive principal,

<

;oo .
and a willingness on the teacher's part to complete part of the cycle
! : .

before and aftcr school.

Another criteria associated wiEh the ObjeCti.VCSEIS , to what
extent did the practicum utilize Weller's MOSAICS to predict tbe
5uccessﬁln§iv1dual might hzve as the anal'yst in a cycle, as
well as providing fcedback for the improvement of the analyst s skills?
\;Vith the aid of W(‘llcr s book ,; and qupport f;om one of the West
Hartford directors of instructi/on, tho\practicum group was able
to adapt MOSAI S to fit this pra‘cncum s1tuati$n However, ‘due to
tcacher's fears anxieties, and possible lack of clcar direction, only

16 tapes of the analysis sessions were handed in for analysis. ‘I‘hc

-
L

tapestrwere analyzed, -and thos/teachers involved received feedback as

A complete e_malysis‘ of one of the teacher-tapes using MOSAICS appears

) ‘ :
in Appendix B. ’ 8

.

The final criteria is, to what extent,were. teacher attitudes
changed tov(/arc'l supefvision‘ as a result o;f their experiences(with
clinical 5upervision7 This ob)ectivo can be evaluated by the change
or lac;k of change of attitude on the ‘teacher s part as recorded by the
pre—plos;ﬁ opinionnair;e. The pre-opinionnaire was administered to the
thirty tca‘c.:hcr§ randomly sclected before they were exposed to .
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clinical supervision. They were then exposed and involved
with clinical supervision for a period of seven months. After
this exposure, these‘san.xe teachers received the post
opinionnaire (tﬁe exact same items in different order). A
complete analystis of the pre-post opinionnaire i{s graphically
presented. Abeve each vertical column (on the g/raph) is the
symbol, l}{, D, or NO. The letter "A" stands for both agree
and strongly agree. The letter "D" stands for disagree and
stroncjly disagree. The letters "NO" stands for no opinion.

\

Below each graph are the n‘umbers and the items found on
the opinio&maire. A summary a.nalyslls of the highlights of
both opinionnaireg follows the graphs. |
After tabulating the post opinionnaire and converting

the responses to percents, the change in percent was
determined.. In analyzing the significance of an opinion
chqngé‘; the factor of 15% o:greater has been taken. In

kview of the small sample involved this percentage can be
accepted c';s a minimum change.

Lach of the four categories of items are graphically

presented followed by the specific questions represgnted.
-91-
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k Graph 4-1a

Generalizations About Supervision

{
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9

The real purposc of supervision is to improve the
inst;uction in the classroom.

~

N

© Most teachers complain ahout supervision.

Teachers actually make the best supervisors.

H
g

Tcachers try to improve themselves in the classroom.

.

@




Gragh'tl-lb :
/ , ,

Ge_neralizatibns About Supervision

-

100 LA D A D NO AD AD AD AD N A DA D.N )
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10 ‘ 11 13 15-
Item . - .
10. Decisions to use new ideas or techniques are usually - ‘ -
those of the teacher. ’ -
% 11. A teacher should be encouraged to place his own value
oo judgment on his performance. .

13. Teacher's perceptions of their own tasks and functions
are of more value to them than that of their supervisor's.

1 4
15. Unless a teacher wants to improve, no amount of

supervision can be useful,

&
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Graph 4-1c

Generalizations Ah'outISupervislon u

4 .
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18, Every school system, large or émall, neceds a formalized
procedure for the supervision of the teaching process.

23, Most teachers feel threatened by their supervisor.

28, The teacher should make decisions about changes in
classroom teaching-learning procedures.

29. Supervision is basically a form of teacher harassment.

e, o «cf
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Graph 4-2a

Personal Lxperience

@
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Item :
2. As a teacher, my experiencc with supervision has beent
pleasant. (
6. My experience indicates that' supervision is a waste of
time.
8. Supervision ig a threatening experience.
My supervisor tends to talk down to me.
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Graph 4-2b

« Personal Experience

A3
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Item ; ,
14, Supervisors should have more patiencé when dealing with
v teachers. 4 '
ISR
i AT,

16. My supervisor tends to counsel me.

17. - After being supervised, I have been challenged to
improve my teaching. '
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Graph 4-2c¢

T~ . Personal Experience

.
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Item
20. My supervisor tends to deal with me as an equal.

25. The process of being supervised is an invaluable
experience for me,

N

27.. 1 feel threatened by my supervisor. .
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Graph 4-3a »

Supervisor's Role
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A supervisor should help a teacher to increase his
perception of his owr teaching.

The role of the supervisor is to analyze specific
teacher performances and strive to improve teacher

F&Neaknesses

The role of the supervisor should be clarified.

3¢
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Graph 4-3b

Supervisor's Role
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tem
26. (yLhe role of the supervisor is to help increase the
teacher's freedom to act self-sufficiently in the
classroom. ' /
30. The supervisor's role is to secure the commitment of
the teacher - not to coerce.
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\ Evaluation vs. Supervision .
L4
100 (AD A D NO’A D‘AD,N-O,AD A DNO
. ‘ d
y o ' o ' v | ! b
9. /\ /‘ ; ] |-\ ‘ ;~ - é i l . :-’.
60 o " ""“g
. N ‘ l p >..- " '
: 40 | i #lo
- . i - [N I
; 20 5 I T
o ol T [ Teo |l B
Pre JiPoi!lt'P Po iPre Post P Po Pre 'pPost'P Po
' . _ i .
RN : -5 19 .. 22
- N ; Q‘. P .
- 'l / ’ i . . . . . : ° . »
. tem . C =
5. Formal evaluation is separate and distinct from
supervision. ‘ ‘ : "
19., The authoritarian judgmental type of supervision
) inhibits the improvement of imstruction.
22, The evaluation of teacher performance is the same
%_ Y ‘as supervision. C ¢ . -
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Analysis of the preceding graphs indicates that‘onlfz one

-

of the inconsistencies observed in the pre-opinionnaire has been
wny - N ’

-~

1 N . t

\‘ ‘altered. One of the needs expressed as a result of the pre- : .
opinionnaire was-that of clarification of the role of supervision
T a

and its function as well as evaluation and its function. The

"

results of the pés.t—op‘in’iongaire show substantially that 20% more .

teachers agree that formal evaluation is sepdrate.and distinct .

. \*\\
. \
£l

> from supervision,

<3

However, inconsistengi‘e's in tedcher opinion or perceptions o

~
°

S “\ . . . - ,
. still exist. For example, even tho%i:x supervision is nqt considered q
a waste of time (grapfx 4—26, Item 6) there was a decrease of those . -

who positively valued a supervisory experience and an increase of

those who.had ‘nOvopinibn'(graph 4-2b, Item 25). Likewise, ) T
. > N B < . ‘
. inconsistent opinion regarding the supervisor's rolq still exists ) -

)

with little evidence showing that the role has been clarified. In

fact 8% more agreé thét the role should be clarified {(graph 4—3,a/

Item 24). L. .. a

H , -
. N LN

Purther analysis‘of the pre-post data indicate that some

significant changes were made. For the purposes of this practicund,

¢

these can be viewed either as positive or negative. Significant "

‘ positive change is evidenced by thé increase. in agfeementlbii
- B N .

L]
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' 24% that, rTeachers make the best supervisors” (graph 4—1a,2'""¢ &

Item 4).' Also the ovalue of a teacher's perception of his task
ol
“is seen greater than the supervisor s by 44% more agreeing

]

‘o (graph 4-1Db, Ite 13). There would seem to be evidence from these

two results that the peer grassroots approach to super iBign. 1s a

¥

to the item, "Most teachers complain about superv1sion,“

| . é*.
was a substantial increase of 24% more agreeing in the post-

opinionnaire than in the pre opinionnaire
° ‘ Although the opinionnaire was designed to indicate changes

n{ in attitude we would be remiss by not pointing out that even at the
s N _
~outset some definite positive attitudes were expressed regarding

R

Supervision and that these attitudes continued throughout the “\
A-practicum period. Continued agreement with such points as "Teachers

should be encouraged to place their own value judgment on their

A

performance, " or disagreement tha t supervision is a form of

teacher harassment or disagtgé;hent that supervision is a
B '
threatening experi'enfe, speak well for. the East Hampton Public

Schools . _' ~

It is recognized that acceptance of the interpretations of the

opinionnaire, results as absolute is impos sible. Many unknowr—"

o variables enter into the interprdtations by the treatment group of

N
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such as, §iz& o-f\sa?n\b‘“lg time of day opinionnaire v?as administered,
RSN * ek ‘

-

s\

| - statement meaning, Qefinitions of spéctfic terms, \etc. §\f'ﬁé¥but a : S
- '\‘ i =N ¢ ) ?‘:—"-";‘{"" o
? \\\ [N . »
.. few sourges of invalidity'tha .t could be considered. " Hewever,:

\
. : \ \
the- trex"xds\}?presented by percentage changes\aré sufficier}t to

”

serve as.indicators of changes in attitudes. ‘It is also recognized

.that with additional time and sampling, the items in the opinionnaire

can be refined, clarified and norrriediri order to produce an _ -

-

. ' opinionﬁaire that willfl or,e\signilficant in 'asgessihg attitudes
B » ‘, . \

r

toward supervision.

»
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CHAPTER IV
LY . /\

MANAGEMENT-BY-OBJE CTIVES =

While research and development of strategies for the -
, . :

evaluation and dupervision of the teaching staff within the East

<

Hampton Public Schools had been undertaken, it was also lhhererit
in the mandate of the Board of Education that the administrative

- staff be considered in the processes as well. It was therefore

\

»

supportive to the other processes being developed. This ché};‘ter

of th'e report incorporates the development of a management—by-—

& r

objebtives system into the evaluation and supervision model."

necessafy to develop a system that would be compatible and o

antext

N

~

I‘\

— e —— -

o

Beﬁng a small scho

«_.\

[-Blrector of Pupil Persdnnel

. ~,‘;‘: 3
o8

-

Figure 5-1
, 5 E

~

RN _ heirarchal ﬂikie\staff format as il.lustrated in Figure 5-1.

e

/ Org"énizatl,énégl paftern

E_‘ '_I-Boai'd of Education

--—' Superintendent —

-

%

oi district, the organizational pattern

' of the East Hampton Publlc Schools##s arranged in the traditional

.Business Manager ;
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Systemwide policy is established by the Board of Education
and 1tsl authority is delegated to the supetintendent for the
idministratioln of that policy. The amount of delegated
administrative authority and accoun‘i‘.;bilit); decreases in a 'line
relationship to the teachers.

\

Long or short .ranzged sysﬂteinde“goals repr%senting the
educational philosophy of thetown, vis-a-vis the Board of
Education, are represented\in the Statement of Purpose enacted i{n
1969“(1\1;ppend1,x C). In February of 1972, the Community Development
Actinn JPlan (CDAP) committee issued a report that contained goals
directed toward the Board of Education.

Any goals-that have been heretofore develnped by
administration have been based upon these documentg, as well as ‘
the specific needs Qithin the several.schonls as perceivedwby the
superintendent in Yonjunction witn ‘the respective principals.

A broliferat on of goals and objectives were produced by the.
principals and deparntment heads for theﬁ school ;ear 1973-74. Goals

were established in nine different administrative areas. These were:

administrative procedure, management of building, staff supervisibn,

'

inservice of s;aff; curriculum concernds, ‘p"ublic: relations, exceptional
children, p'ex:rson'aﬁl development and general areas. In some Instances
as many as five goals were established with multiple objectives set

for each gdal, all within just one category. In only a few instances

-106-

° ) —~ 115




were any of the specified goals of ?ny one school the same as that
" of any other school within..t'he sglstem. In fact, the nature of the
goal categories provided for s.uéh a broad interpretation as to be
confusing with regardto ts intent. For example, under the
category of administrative procedure, one principal stated a goa;l
as follows: "To open upbommunications among teachers about

~

the education of children." Another principal stated a goal in the

same categoryas "To expa,nd the scope of leadership and assistance
offered by the administration to the teaching staff and student body."

y
Yet still another interpreted administrative procedure to be curriculum

leadership byexpreséing a goal thusly, "To continually improve the

"
3 g ~

reading program in grades K-.3. " (Clearly, there existed.‘a differing
" interpretation as to what constituted a Z:;oa.l in that area.

1(15 granted that the goals may well have been peréfner?t to °
that particular school regardless of the categorizing pro,cedure but
any similarity or consistency of apprdach within the system seemed
to be‘ lacking as evidenced by the above example .% In facf; this pro-
cedure, if continued, mighg well lead to conflicting gogls betwéén
adminisn:ato;s or school personnel.

. The public demand is for accou-nta b_ility., whether it is
justtfiéd or not. The perceptions of’jthe taxbayers are such that

they want more visable evidence of student success for the money

they have invested. Hence, techniques for making the school
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a unit.

(O
<

administration more accountab/lc arc demanded along with teacher
accountability. In fact, ‘the definite trend is toward more

accountability by management. . S Q}

It 1s at this point that a Management—By—Objecﬁves (MBD)

approach seemed worth consideration. The MBO system:tends to

place a specific e‘f‘hphasis upon the administrative or management
process by whlch an organization reaches a particuiar goal. Any

school system is a unique organizati'on but it should function as

.

An MBO system."can be described as a process whereby the
superior and subordinate managers of an organization jointl{;
identify its common goals, defing each individual's major areas

of respon&ility’ in terms of the results expected of him, and use

these measures as guides for operating the unit and assessing the
. . 1 : A

contribution of each of its members."

This system can be more simply expressed by the notion that
the clearer idea one has of whatone is trying to accomplish, the
greater the chance one hag of accomplishing it. Conseq_ueﬁtly .

.
progress can be measured in.terms of what one is trying to make

progress toward. Unanimity of*purpose is strengthéned.
There axe several distinct strengths that MBO has for scho%l
ofganizations. First, it provides a process by which copordinated
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effort and teamwork are possiblec yet continues to involve the N

individual as a contributor and risk-taker. Secondly, the process

t

is geared toward achieving desired results for the school system N
: B
as well as the individual administrator. Thirdly, it assists in :

delineating specific areas of individual and group respo'n,sik.)iLvi_‘ty

within the organization. Consequently, the ty;}oal school -
/
administrator will be more productive if he understands and accepts .

the fact tha.t his functioning is related directly to the organizavtional' ’
objectives and within the framework of his competencies.

: Th,;_a 6bjectives of this phase 6f the practicum were tw.ofola: ) e
First, a procéss by which a unified épproach fo syster\nwi.de_and - )
specific school "objectiveé that c‘ould be undertakeg by thej pro- |

-

fessional staff had to be formulated and , secondly, a process for the o

accountability. of the management team musdt evolve.”

hed e ~
»

Input s
2/

. The existence of a managément team, i.e. the superintendent,

principals, and department heads,, wq&suffiéient to introduce a process

i

oriented system of MBO. The size of the team would have no adverse

effect on the results, in fact, one might expect a more efficient

development ofithe MBO process with a small number of administrators

-

involved. ' -

A

Within this school system there was no need for any .

additional personnel of major budgetary considerations. Normal
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& inservice monics colild take.care ol any reference materials ar

. ‘ S ~ - \\
clerical aid throughout the development of a MRO system,
. The plan was to introduce the management team to the
concoept of MBO by dn oricntation work:;h()p warty in the fall of
AN

1973. Althouqgh the [ormulation ol individual MBO should take

< ° place in the fate spring ptiog to an ensuing year, the process A

05 - ¢ ' .
. \_ {Z,could be updated by using the objectives already decided upon as

W “\35% } .

) a.basis fo/r (J(:vulo‘pmont ol workable objectives under the new

process. Thr workshop would be conducted, at no additional

“ ~

~cost; by a:('eprr:sugt(\tivv“frr)m West Hartford who had school

WF
El

" sytem oxpericnce witthT’.G)
Without systemwide objectives, 1[‘vwnul(!.:;r'nm f(.-’asiblo to “ \
: L

abpron’r:r} the development of MBO from the individual -school
perspective.  However, during the process of M‘l;’._(? development

a procoaprc [.or daveloping a :';ys'u-m:vid(\. MBO I:;‘truvtur(: should
be devised in order that the individLnal s;hool cffort could
ovontuallyifit' into & master plan.

Th'(‘r'zv arc three csscential stages in the formulation of MBO.
Tirst, the staff and tHe a'&ministration dot:ormln(\‘, agree upon and
state very pracisely their objectives together with the specific
results that are to be accomplished by' some {uture date. Then
’_Mthoir offort is cohcpntratnd on achieving the objectives Q{ith

. . '
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—frcquent checkpoints to test interim progresg. Finally, at some
- predetermined time, a review is held to test the results achieved
as mcasurcd against the objectives that were previously 'set.

A serics of steps were developed by which individual,

school objcétiv cs could collaboratively be determined. Figure 5-2

v
shows the stép—by—step process.
Figure 5-2
Y Individual Building MBO Process Y
Principal solicits from Principal relates these | Principal shares his
* staff objectives they objectives to those he perception of the

focus on define‘d'obj_e_ctivc_a

. Based on superintendent's Principal shares super- Principal shares
feedback, staff finalizes intendent's feedback -~ - | building objectives
MBO and begins planning with staff. with superintendent,

, for implementation, ) solicits reaction,

o T sugge stions and
% approval.
v 3 L
Final MBO and plan for Principal shares superintendent
implementation i{s shared| _|feedback with staff and they
with superintendent. finalize plans.

Feedpg_ck 'i_s:__s_olicited .

-
B

—
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The initial step would involve the school staff thereby
qgoetting a "grz}ss—roots" appro(u:h. Periodically throughout thoe

structure the staff maintain's its involvement through a fecedback

P

_procgess right up to the com pletion of the plans. Total interaction
; ‘
* petween cach- level of management is maintainced. This procecdurc

provides for a, better éhance for success by virtue of a vested
intercst on the part of the staff.
The format for writing an MBO would b partially based

upon the form that was alr('n(ly in usc¢ for the goal-sctting process

’

by the admlniqtration. The formﬂ t to be foltowed consisted of an

Oporational statement of the objectivey including the targcf date,
under the heading of "Manaqomcnt Objective, " followed by thc

number assigned to that objective. The second scction of the

format was cntitled, "Standards of Porformance."” This section
/

delinecated the measurable criteria and stated all school personnel

4

or others involved. The third and final section would be cn itled, -
"Méasuromcnts to be Applicd." This scction would dcal with the —

process by which the outéome would be ovaluated in terms of the -’

‘original objective (Appendix Q). - :
. ) -
Process o , ] .

The intent was to {ntroduce MBO concurrent to the evaluation-

supvatslon proécss with the priority being upon the evaldation-super-
/ .

- @
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vision phase of this practicum. Therefore, the MBO system was
introduced at a workz\‘-sahop held late in October, well after the

- Start of school. However, the MBO process was applied to a '

L4

representative few of the already established objective s*of the _

admiriistrative team. It was recognized that the.initial phase of

Loy .

MBO formulation must be eliminated in order to effect any hope of
completing the process prior to the end of the current school year.

At this initial wdrkshop, the total process and rationale of MBO

\

was explained and demonstrated with sample objectives written
as'applicablé to those objectives already established by the team.

With an already late start in the process, only one monitoring

1.

“ . l od ,}&' . \.\
sessidq was. set. This was held in January. The purpose for the

session wad\to review each principal's progress“and to determine -
if the goals were realistic in terms of their scope and timing.

-

\ Additional x‘ef\tnements wqere made at this time with concurrance by

'
-/

thé superintegdent. n addl;ional interim progress report to the

superintendent wis rquirea in March in lleu of another group
‘ . ¢
" meeting.
-

The 'administrative,.team'seerﬁed to understand their role

in the MBO process.-Questions at the sessions were basically

'opex;atioﬁal rathefr than conceptual. The, auocat;on of any

AR

additional ;esourc;es for the implgmentation of MBO was. not




N4

qutaih procedural barrier's were anticipated. One involved

"the danger of too many interim reports leading toward an overload \

b -

N . Y
of paperwork and hasis on that rather than°the objective to

be reached. Therefore, only' twointerim reports were sc’:heduledv one
in November and anothé;; in March. However, the report barrier

S 4/ . -
still existed sinchéﬂ\/l/arch the month when all teacher evaluations

-

are due. Thus th‘é'pap\ex.'wc:)rk became a_problem.

S The other potentiai barrier anti‘c:ipa;ted was the possible
tendenck:to sti'ess one objective at the expense of 'apnot/:her-. This -
fact wa's emph“asize& at the sessions and during the discussion of -
.the interim reportvsv.

There was one bafrier that was not anticipated. This was
the initiai relucténce of the high school principal and his department
heads "fuo get 1nvolvea. . They did ﬁot attend the first team meefing
Whi;h causgd a'delay 1r; reaching adrﬁinistrative tea'm' concurrence
‘Wifh.t.:he process of MéO. i However, the supkerit;ltendent eierciseé
his préragatives and rg\ctified the situation.

A tentative evaluation of eéqh principal's objectives was
made by the sui)erintendent in April. Ordinarily,. East Hampton's
evaluation of‘objec'éives 1s ma;de- during ;he month of August. E In
01"de'r to gecome mo}r'e_x"eaolistic in the MBO process, the target dates“

for objective terminétion and evaluation were shortened to April.

~114=
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. purposes of evaluating their performance.

Product " . o ¢

As a result, the superintendent mect separategly with e.a::hkprincipal,
’ o .

°

the director of pupil personnel and the busi"nesvs manager for the
. ‘ " .

w om =

" After the MBO process was completed a simple guestionnaire | .

'designed to assess the\administrators perceptions of MBO was sent

: /».

to all administrators (Appendix C). , .

)

. The administrativ.e team was able to concentrate on a few

precise objectives rather than be frustrated by attempting to

accomplish too many complex goalsg. The latenesS“of starting the
. 4

MBO process coupied with early termination presented a hurried

situation in spite of the G_ereful»d4termination of the individual

By . . o 0 ﬂ
MBO. However, exposure to the process of MBO by completing the

~

total cycle as tndividuals did. provide a basis for a realistic approach

to annual objectives.
. \
The administrative team responded to the Above-mentioned

questionnaire as perceiving the intent df\MBO as well as ascribing

@

to the MBO process. All the team saw their Tole &s leaders and

b

v

: facilitators within one level .of the system—wide Management by-

« vv”‘ - ' a
Objective process. : o P

Y

’ . : r
In the past the objective evaluation dates had-been in
August-'which'was well after the closing of the schopl year. Any
u; . -«

! ¥
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recommendations as-a result of these evaluations towdrd planning '

for modification or innovation for the approaching school year

_has lacked sufficient time. This is especially trug in relation

to revenue allocation or personhel adjustments. With the

-

evaluations chanoed to ah earlier time (May), ample time is
providedj-for better plannin‘g well in.advance of implementation.

S

With the total professional staff availableand with the experience
gained in MBO by the administrative team, a smoother first-’time
operation of sy”stem-wide MBO is possible.

l I is w_orthy torecall, however, thatthe East Hampton
Schools lack any recent systemwide goals, If the board of

education and the superintendent establish a district philosophy,

current policy and accompanying goals, the MBO approach to

'implementing them can bezundertaken by the professional staff.

Yigure 4-3 represents one process that will enable all staff to
. v
become involved.

Figure 4-3 .

Development of Systemwide Management-by-Objectives

s e e - _.._—_.'___'-!

School District's Entire Professional : Building
Philosophy, Staff Help Develop L 5 Administrators
Policies; and Systemwide MBO To i And Staffs-
Goals ' Achteve Policies | | Develop Plan
] Anc_l_(ioal_s__ L For Implementing
MBO

-116-
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- A
Superintendent:
Réviews Building
Administration Plan,
For Impl‘ementing
MBQ And Provides
Feedback

4

= pu—

|- Outcomes Against

Building Staffs
Evaluate Program

Building
Adm1ﬂ1«§tratlon
And Staff Consider

Building
Administration

£ARY Staff Submit .

" Input and ‘Make

-Supefintendent's “f

Revised MBO .
To Superintendent

Revifions if For Approval
Necessary s T
Building . Superintendent

. Administration Reviews Building
And Staff ' { Administration
Implement Plans Plan For

- For Achieving
MBO

Previously Agreed

Upon MBO And

Provide FeedBack

To Superintendent

) SR

"Input to .Sugperinteﬁd.én‘t .

Regardx ‘ L
Personnel

Program Devefgpihent

Budget R
~ Facflities

Implementing MBO
And Approves

It is mandatory that systemwide goals be élearly estqbl}éh‘ed

prior to the 1m91émentation of the above process. Interaction of the

' o» 4

total staff is ‘an integral .part of this process.

The objective to develop a prdcéss for a unified approach to "

systemwide and specific school objectives has been accomp‘lished

» in-go-far as the exposure to an MBO process has been-undertaken.

This included all stages of the proceés within a ‘shortened period of

time.
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Inherent in the MBO system is the accountability factor of

evaluation of the objective outcomes. Hence, the second

6bjective has beep met, This was accomplished by the'

"\ development of terminal objectives and how success of .these IS

¢ ’ . B o - 8

objectives was to be determined. . '




. i 3 " FOOTNOTES

1..‘ ‘Odiorn, G. S. Management by Objectives, New Ybrk, Pitman,
© 1965 p. 55. o : \
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CHAPTER 5

DECISIONS
— '

w

1
According to Stufflebeam, "the making of any single decision

-

is always a complex process. It includes four stages: (1) becoming

aware a decision is needed, (2) designing the decision situation,

A

(3) choosing among alternatives and (4) acting upon the chosen

alternative."” As a result 6f the application of the CIPP model to the

&

practicum, the above four steps-in decision-making will be applied to

the areas of evaluation, supervision and management-by-objectives.

-

o

EVALUATION

Awareness

The East Hampton Board of Education became aware of the need
to develop an evaluation syStem as a result of the passage of Section

10-951 b the 1993 General Assembly of the State of Connecticut.

. Concomitantly, the board of educatioj was seeking-an evaluation

5

~device to gvaluate all teachers for their incentive pay plan. The

board was not comfortable with the evaluation toql-;hey were presently

P

using. Consequently, the superintendent was directed to research and

develop an evaluation tool to meet both the state and local mandate.

.
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Design . -

Is i? possible to design an effel‘étive evaluation tool utilizing
{ .

a democratic process mclutdmg teachers and administrators ? The East

-~

Hampton Board of Education will make the final decision based upon .

the recommendation of the superintendent. His recommendation will
be the result of an eight-month study conducted by a democratically
.selected evaluation committee. .A formal presentation will be made

to the board of education by the evaluatton committee.

The board of education has three alternatives to this recommendatien.

o

»

These are to accept, to reject or to modify. The criteria for assessing
these alternatives will be;(é) Does it meet the state mandate? (b) Does
it ’satisfy the board of educations' desire to evaluate all teaghers for ’
the {ncentive pay p.lan? In addition, the superintender;t must bé_
satisfied by the cénséiehtious and thorough effort put forth by the
evaluation committee. The decision must be made px:ior to July 1, 197.4,
. \whic'h is the‘beginning of the 1374—75 fiscal year. ) ,
Choice

In making the final choice of an alternative, the following

criterion variables must Be taken into account.

To Accept {+) or Reject (-): o

Ao« The design meets the state mandate. +

2. There was a collaborative grass-root and administrator

- .
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involvement and input to the devii:e..(ﬂ

3. The device is a narraﬁtive report form using guidélines
e:sta‘blished‘iby the teachgrs . (+)
4, It has been accepted by a vast majority of the staff. (+)
h 5 ' The teachers' association did not take an active
lpart as a unit. (-) '

6. VNon—involved teachers may, QUestion the selection

and/or composition of the committee. (-) o,

7. The superinténdent and two principals served on

-

the committee . (+) \ R .
8. Thﬂe _C().mmuniéy will Lodk fc';vorably upon the board df.,

ec‘lucat‘ion’_flor moving towards teacher accountabtlity. {(+)
9. The b(;afd (;f-educagion Tchanged due to an election ..

during the course of development of the device. (-)

o

To Madify:
1. No overall category rating appears in the evaluation

tool which 1s, however, one factor in the incentive ,
o )
pay plan.

\

7

2. The plan must be personalized to meet the present

board of educations desires.

2

3. The tool may be too subjective.
4. The board may wish to consider the desires of the

\J

non-participants. ,
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Based upon Interpretatidn 6f the criterion variables, it is the

N

.recort'amendation of the superintendent to the board of education of iy
Easthfampto‘r; to accep;t the evaluaiion tool as presented by the
,committée.
Action *

Tr‘te.B‘oard of Education of East Hampton WHI delegate the
resppn’slibili'ty and required actions to the superintendent to implement
the selectéd‘evlaluation tool. In order to Qperptionalize the selected

.

alternati;/e, the superintendent will delegatg specifj,’:cyprocedures to
his subordinate; who will in turn 1mplem‘ent them. \
SUPERVISION

Awareness

Duri;l_g the February 1973 board of éducation meeting on evaluation,
the superintendent presented the purpose of supervision as the improve-
ment of instruction through help to the teachers. The board accepted
the superintendent's thesis and commissioned him to establish a

formalized supervision model that would be non-threatening and

devoid of evaluation.

Design
D

Is it possible to design a supervision model that is non~threatening

to teachers, devoid of evaluation, teacher 1n1fc1ated and incorporating

o

self-improvement techniques? The superintendent has the sole
. l “ ‘ :%

3
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responsibility for deciding upon the sup(:rvlsibn modlc] tha‘t mecets this -
design. His decision will be based upon the results of an cight-month
pilot utilizing the processes of clinical supervision.  The superintcndent

has three alternatives from which to choose. These are to accept, reject

i 5

b

or to modify the clinical superv'ision _mbdel.

The criteria for this decision muét be based upoﬁ the following
‘points: (1) Is 4t in rec';lity' non-threatening? (2) Is it devoid of

evaluation? (3) Does it improve instruction? (4) Does it incorporate

self-improvement tec_hniques? _(S) Is it manageable in a small school
district? (6) Doe s it create a trusting relationship among pa&icipants?
- (7) Is there a commitment to c}inlc;;al supervision by th(_a staff and
bﬁilding brincipal? (8) Does clinical supervision a'ffect positive
attitudinal change toward sppervision? This decision must be made

i . _ ‘ ’
prior to July 1, 1974, . .
Choice |

In making this final deciston of an alternative, the following

criterion variables must be taken into accognf:.

To Accept (+) or Reject (-): SR ’ ,
1. It maintains a positive attitude toward the precepts
L : of clinical supervision as evidenced by the pre-post

opinionnaire. (+) -
2. The process is acceptable by 2 out of 5 principals

who be"came positively involved. (+)

_124_ Y ]
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3. There was difficulty in obtaining class coverage
for teachers involved in cxcles. (-)
4, Comptaints from ‘community parents about

substitutes taking classes for teachers in 'cycle )

teamS. (_) - - . ’

. t . N
S. There was difficulty in teachers becoming self-

initiating in the clinical processes. (-)

"

6. Some staff désiréd involvement in the process. (+)

7. The worlgshop's exhibited positive attitudes. (:r)

i
-

. q
8. ~ There were favorable impressions from teachers

o -~

visiting other dystems using the clinical

- 4upervigion process. (+) . L RN

. 9.. There was insufficient time to schedule full Y

‘teacher clinical teams. (-) .

5 . - o I T
10. Teachers' exposure to clinical supérvision was’
insufficient to develop la‘s'ting commitment, (-) ' ' .
, 11. Teachers wanted to introduce video-tapirg of
classes for data gathering. (+) )
12. Teacher clinical team$s were too large. (=)
Td Modify: , ’ ’
1. Decrease the number of team members.
$ .
2. The model can adapt to individual school heeds, i.e. .. .
scheduling, technology available, commitment. o
= ’ _. \ * )
. ’ ~125- . o C -
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3. Thc components can be condensed in tr}e clinical

cycle. ’ . . . v

4, Clinical supervision concentrated on the nen-verbal

[

"behavior of the teacher.

5. Positive attitude towardd)supervision will be

»

‘maintained. o : .

1

6.  Model can be adapted to a sthall school system. E

\. Based upon interpretations of 'the4 criterion variables, the

decision of the superintendent will be to implement the clinical
' " Elady,
" supervision model in a modified form t6 meet the needs of the East”

‘ Hampton Public Schools. , ' | s

J 3

THe modifications incorporated in this decision will be the .
de'crease'in the: number bf team members, a more active involvement C -

\9} the principal as a team member, and the rescheduling of special

f

classes to provide time for teachers to participate’in th{e clinical

P o . a : ’
cycle. The strategy and analy®is sessions W\i,ll ‘be combined to shorten

—-

Ve

the process as well as decrease the arﬁtiety '6n\the part of the observed

teacher. - ' : . )
Action e -
The rAesponsibility‘ for 1mplementatibn will be assigned by the - L

superintendent to the adminirlstrative staff who will in turn utilize the

Services of previouslf;trainad teachers. . : ;
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MANAGEMENT-S§Y20RJECTIVES BT
. | ’;‘ ‘
Awareness ' ! C ~ P ..
. —_—_—— s . R % : e .
In order to establish a system -by which the administrative ’

e

] .
staff could also be evaluated» under the state and local mandate, the

superintendént sought’'a system‘that would be applicable. The MBO

et

process was invcstigated.

*

Design

- Will MBO 'proviclic a process by which the administrative team

. * ) .
can be evaluated? The superintendént will make the final decision

regarding the {mplementation of MBO. His decision will be based on
) \ . ) . . 1 . ‘ . . 4 .
SR 'tLJ‘e results of a six-month'trial period. The superintendent has two

v

’

‘alternatives.'. These are to cither accept or reject the MBO process.

The criteria 'for,:assessinq thesc alternatives will be: (a) Is

-an MBO system fea‘sf*_ble for a small town? (b) Docs an MBO system
\

'providedor'admlnistraitivc evaluation based upon results? (cl, Is this

. systém performance on;;iented? ’ Sd) Does a positive administrative
i 2 \ -

team attitude toward/ MBO exist? _This decision must be made prior

" toJune 1, 1974.

.Choice -

In making this decision, the following criterion variables .
Vs T :
N must be taken into account..

Y

‘s PO
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January 23, 1974

N
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APPENDIX A

In order to assist the »évahiation committee would you please answer the f'ollowing

questions . ‘

, 4

Please be specific with your answers.
Return these forms to your building- representative ]ackie Boyd ‘or Mary Jane

/-

No need to sign your name,

‘Larson by the close of school on Friday, January 25,

your cooperation.

]

. To define teacher evaluation.

.

What is {t?

1974. Thank you for,/

”

I. What is to be evaluated? Teacher performarce, pupil performance, teacher
learning, pupil learning, teacher instruction, vetc.?

J
III.

v.
V.

VL.

VII.

Who and how many are to evaluate’r‘ Principal Department Head,

"Advisor”, co-workers, student polls.

!

/

-

Should we evaluate a teacher's performance or lesson content and

delivery ?

»

’
¢

Should the teacher be viewed as a human being or a "brofessional?,"

~

What purpose should the evalluation}serve ?

N 2%,
t

-

- Additional, comments:

.13

e

{

P

s

-

/
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1 .
To Accept (+) or Reject (=)

1. The administrative team has positive rcactions toward-
. . [
and familiarity with the process. (+)

A systems approach involving the total staff has

been esta biishcd. .(+)

It provides for joint teacher—adm.ini:;trator planning
and implementation. (+)

No recent systemwide.goals exist. (=)

5. The MBO system is action oriented. (+) e

N

Based upon the interpretations of the criterion variables, -the
decision of the superintendent will be to 1mplement a systemw1dc MBO

process in Ea Hampton as a proccdure toward establishing and

¢o°

.

i

impiemen}ﬁ ystemwidc goalgi R

Action_ . : -

o«
~ ®

-

The superintehdent of schools will assume the major

+
N - >

responsibility for initiating the MBO process. All administrators v;/iii

. Y]

operationalize the process, utilizing the precepts and systems of '
Coa. ’

~Management-by=Objectives.




e . APPENDIX A ~ Administrative Practice 4117.2

=

.  TEACHER EVALUATION

‘Schoal o : . K Date_

s

j This form is distrlbuted to all teachers by Oct. 1, each year./ The building Principal

! will meet with~each teacher to discuss thls form and the formal -teacher evaluatian

{ by Feb, lst. .. ' : ‘
Definition of Categories: ’

NOTEVORTHY : - Doserv:mg of recognitn.on for performance in
. this area,

SATISFACTORY: Porformance is similar to that of a majority

_ of teachers in thls type of teachlng position.
IMPROVEMENT o &
NEEDED ' Solf Explanatory.

- | 3
5

If an area is not applicable for a specific teacher leave blank,

b

*’

IMPROVEMENT
NEEDED

BATISFACTORY

1.-fggneral‘Appearénce of the Room

a. Creative ag;angement of classroom furnishings......... -

b. Effective housekeeping habitS..eeeeeeeeeeeenseeenns ..
Ce Bulletin Boards attractive...........................

d. Teacher‘adjustsvthe physical features of the room to

provide healthful and attractive environment..........

Comments:

8. Teacher iS fair B.nd impamial............II.......'....

~b. Pupils are happy and.cheerful at work and play.........

c. Puplls are met in a friendly and sympathetic manner,.. . . g -
d. Pupils exhibit an attitude of mutual respect and - .|, -

tOlerarlce.......lll......... ...l.b....Cl.l‘...li.....‘..

e. Pupils ‘and teacher share the enjoyment of humorous N N

Situationsoo......-. .0-...0.-...0...oooillocf‘;'t"t::\'.:.o‘.o.

f..Teacher is calm, poised and selfcontrolled.....;.¢a....'

g. Presence of adequate and accurate record of pupil ' "y

’accompllshment ANd WETBKNESS e savrueessoesoncennnosennns

h. Teacher records of pupils reveal growth................

i‘ Pupils are orderly and businesslike in school room;

show pride in achieyement ; cooperﬂte in group

Q . a(,tlvj.ties...........-... ----------- ®Pe0cevs0s et essnensnr




ot Ce EffO(‘thC uae Of I‘“p.’l:ii\‘v} "«\i"‘.'"lmr.'t"-l"y'..».-.....-....-..-
R v .

\ -

o

O« fuplLs an1 teecher topcther, OVﬂlJO stardard of conduct,

c. Pupils raise hand 1or permisscion t0 SpuoKeseeosesscesese}
A . - ) .

——

d. Teacher in ablc t~ ;"1 coglroe w.' hout JellinCeeeeunaonhe

Commentg: r _ : )

6. Dircciing Stuly
- T.acher chows respoct, for pupils' opinion and

‘;L.‘_":;‘(\"‘Jtior)q.h’..;....OQOII...J..i...i.l..-.n..._......lloll

a. Definite prosi~icn in m=dn LAr Tw\~fl%ion,_§pvicw and

»
3

recall cf barcic 171 v s thr.on variety of C

activities.eeenoneans

e 0 e~ Thees000sasss 00t ash

h. Teacher cemcngtratcs initiativ: énd sdap’ability in - ' .‘
adju ‘ting praodetermined rlans {o'circu;stanccs and ,
S RECL R ALYy R TR S :
c. Through teacnor-gui e »uiTanad+-is ard diagBOSis of. :
o “aterests and abili‘ .~ ard o’ rcient énd future needs,‘
) pdpils and Lgrchers~;ﬂéﬁlA AN ~npr6priate goals......
.d. Programs and tzcimiv ~ e suw g o~ rosult in active )
spzrticipstion of L I PP i
s ¢. Tcacher helns pupils to analyzn study habits and to )
devise and uso more efficient study methcds.ieeesaesane.
f. Pupils demonstrate ability to find and use materialéi
rolatcd Lo Ahcis ProblemS.eesee sieivnsvnadososnnnssnasaal=® . -
g. Toacher shows adaptability ond broad undejstahding of '
’ techniques in his proscntation of new materialS...e....s? - _
h, Pupils parbﬁcipﬂte ~nd cooperate ag lerders, paftnars anfi o
follewnrs in tho dcvelopment of activ{tics in onl out o )
tho clnss...............:.:?.....,.......;.....uf....,.. —
L. T2 Lupilu are proupzd for inatrU"ti;n'on the baasis of )
t'iz information the tcacher lLo- ;béut them. . eieereennan. )
Ry gthnr'eﬁcourﬂacs the interests of individual pupils,..
Commentzo: = A . %
A . ¢
7. Review of Previcus Liec:ne fop lrdnortandin: .

‘bo BI'ief I‘C\fi(‘w of }“"’?V (""‘/)"‘. - o..ﬂ.....o..'..oh.n...lL

Comments: _ ' . - -

8, Ditficulty of T.cinon’

a. Materirls and techniquos are adaptued to meet {ndividdal%f

-

diffcrcncc?"l..‘..n....-....-..l-n..............Il‘......r

ERIC. -~ 141

Aruitoxt provided by Eic: o

4




v, e Yy - % ®
N ar ) i—ff‘i‘%ﬁ - \.:7(‘» ) ...‘{P'&'vr
B : - ’ o ‘ . .
5.2 Commentss. ' -
« I h . . . a , - . & -
ave read the above evaluation report on . _(Date) . . .
. R . ° o ‘& i v >
. o - ’ . . 0 ’ Rl
bes . Signed . - - (Teacher)
4 . : ® o '
I bave revieweved the above evaluation repoit with, " (Teacher)
. @ . '
on L (Date) 7. v S N
- Signed . (Principal)
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APPENDIX A

January 23, 1974 . i : ) . : e

e

Plegse be specific with your answers. No need to sign your name,

Return these forms to your building r(\prnscntati\)c, Iackie Boyd or Mary Janc

Larson by the closc of school on Friday, January 25, 1974. Thank you for

your cooperation. ' . : . )
. . . - .t

To define teacher evaluation., What {s it?

°®

) . °

/

What is to be cvaluated? Teachor performance, pupil performance, t&acher
learning; pupil learning, tégchor instruction, etc. ?

'v
°

.
0

Who and how mdny afe to cvaluate ? Principal, Department Ilead,
"Ndvisor", co~workers, student polls. -

u

Should we evaluate a teacher's performance or lesson content and

wdelivery ?

’
’

Should the teacher be viewed as a human being or a "professional 7"

[

o

What purpose should the evaluation serve?

L]

Additional comments:
[

In order to assist the cvaluation committee would you please answer, the following
‘questions. ( : LS

¢

-

i

o




APPENDIX A _— |
| L ADMINISTRATIVE REGULATION . g
o » _ Classroom Observation Reports ’ . .
1. Rationale | ‘ _—
Observation of classroom behavior is an intergral part of any evaluation process, The

ebserver must bear in mind that analysis procedure of classroom intéraction is basically
to help an individual develop and control his teaching behavior and to discover how to
. explain the chain of events which occur in the classroom. - 7 K

2. Schedule of Obaernggohl , o

To satlsfy mogt purposes, each teacher shouid be observed in the classroom environment
several timqs‘annually at different times of the day or in varying types of instruction.
Such observations can be a mixture of observation procedurés and may be made by appointment
or not. e ~ _

Observation of teachers should be carefully spaced over time to yleld the best apprai-
sal results. . I

»

The goals. for observations will be: : . .
minimum of Elg per Tenure Teacher ‘ :
minimum of (3) per new and non-Tenure Teacher
All teachers will be observed at least once by December 1. °,
Second observation will be completed by February.l.. g :
Third observation will be completed by May 1. .
4

o

oCROUM

hY

K

3. Prerequisites to Good Observation .
Some purpose neaas To De identified. A person does not just observe; he observes Icr

something. He does not just look; he looks for something specific.

The more specifically one identifies what he is looking for, and the more gystemet L
cally he plans for observation, the more likely it is that he will know something followin
the observation. Al . o

What is observed needs to be subject to checks and controls, in order that sore
determination can be made of the validity reliability, and precision of the observations
L. Observation Technigues ’

e observers' mental set during observation is quite important. Otherwise he cannot
interpret gestures, expressions, etc. This means that he must know something about the
context within which he is observing, and implies that he should: :
.a; Discuss the situation which he will observe with the teacher prior to observing;

b) Confer With the teacher following the observation to check his own understanding of th
context; and g ' :
¢) ‘Develop his own understanding of the impact of contexts on both students and teachers.

Because an observer is usually responsible for knowing something about the situationa
context, the interaction among people, and individual behavior, he should attempt to ine
crease reliability of observation by:
ag Adequately defining what is to be obsorved;

' b) Exemining his own background and experience to determine whether it might be distortir
his pearception; - oo
cg Establishing categories which assist in recording behavior; and o y

d) Comparing observations with others to help establish and maintain reliability. Ty

i

a

.

5., Guide lines _ A
new teachers should be oriented to the total procedure used, as woll -as the forms
and reports that will be used. , S .
y The observation reports will be in narrative form using the following outline as
(merely) a guide: . ; |
a) . General Appearancd of the Room : : ' .
b) Classroom Management _ ' _
~) Pupdl Motivation . ' :
[ERJ!:Awareneaa by the children of purpose and specific objectives of the lesson
e Dlecipline 1 44
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Directing Study , : .
Review of Precious Lesson : . 417.3
Difficulty of Lesson

Dulmination of Lesson . ' :

Explanation: of Homework assignments (if given)

Planbock . ' : -
General Cgmments : ’

PXG IR M

Provisions will be made on all observation reports for a space for the teacher to sién
that he has read the report. . . .

0

v Teachers ‘will be given an opportunity to make comments on the observation report.
These may be either oral or written. If written, Form # 4117.3 1s to be used and attached w
to the observation report.

.Capdes of all formal cbservation roports and any comments are to be sent to the

Superintendent's office by the scheduled-date.
)
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On the following pages are some statements that express an
opinion about teacher supervision.
"may seem similar, each has its own meaning.

Draw a circle around one of the five letters that represents

INDIVIDUAL TEACHER SUPERVISION OPINIONNAIRE

.
Y

APPENDIX B

should be considered separately.

Read each statement care%ully.
experience, rate each of the following statements.’

your opinion.

m O a o >

. f
Strongly agree
Agree‘
Disagree

Strongly disagree

No opinion

144

Although some statements :
Each item

"In terms of your belief and-




The real purpose of supervision 13 to

-improve the inMdruction in the classroom.

As a'téacher, my experience with supervision
has been pleagant. :

4

Most teachers complain about supervision

-

Teachers acfually make the-best supervisors.

1

. . Formal evaluation is separate and

distinct from supervision.

. 7

My experience indicates that supervision'is
a waste of time,. '

w

A supervisor should help a teacher to

. increase his perception of his own teaching.

Supervision 1s a threatening experience.

Teachers try to improve themselves in
the classroom,

Decistoms—to use new ideas or techniques
are usually those of the teacher.

A teacher should be encouraged to place
his own valye judgment on 'his performance.
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12. My supervisor tends to talk down to me. | A .B C D E

13. Teacher's perceptions of their own tasks and A

functions are of more value to tpem than that - e

of their supervisor's. . . - A B C D E
)

.1h. Supervisors should have ‘more patience :when

dealing with teachers. A B € D E
- . A
15.° Unless a teacher wants to improve, no amounf ) . .
: of supervision can be useful. . A B C D E
-’~v . Q
16. My supervisor tends to counsel me. + . =~ A B C D E

h%s

17. After being supervised, I have been chailenged :
- to improve my teaching, . ‘ A B _C D E

< A X

e

18. Every school system, large or small, needs 'a
. formalized procedure for 'the supervision of

the teaching processes. A B .C D E
19.. The authoritarian judgmental tjpe of -

supervision inhibits the improvement —_ -

of instruction. , ‘ . A B C D . E
20. My supervisor tends to deal with me as ; g

an equal. _ g . A B c D E
21. The role of the supervisor 1s.to analyze

specific tedacher performances and strive

~ to impruve teacher weaknesses. A B C D E .
//
/




22,

23,

-teagher harassmént.

The evaluation?of teacher performance 1s the
-'same as supervision. . -

-
Most - teachers feel threatened by thelr
supervi sor, o ,

4 J

The, role of a supervisor should be
clarified.
)

/

The process of being supervised 1s an
invaluable experience for me.

The role of the supervisor is to he 1p.
increase the teacher's freedom to act
self-suffieiently in the ‘classroom. -

I feel threatened by my supervisor.

The teacher should meke decisions about
changes 1in classroom teaching-learning
procedures.:

Supervision 1s basically a form of

l

The supervisor's role is“to secure the -
commitment of the teacher - not to coerce.

149
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APPENDIX B
W

e

‘ INDIVIDUAL‘TEAGHER'SUPERVISION OPINIONNAIRE

On the following pages are some statements that express an
opinion ‘about teacher supervision. Although some statements
mgy seem’ similar, each has its own meaning. Each iten
should be oonsidered geparately. - )

Read each statement carefully. In terms of your belief and
experience, rate each of the following gtatements.

/

Draw a circle around one of, the five letters that represents
your opinion. )

N

STRONGLY AGREE

AGREE e
DISAGREE
STRONGLY DISAGREE

@

® U o w >

NO OPINIGCN
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’ 1. The teacher should make -decisions about N N R
changes’ in clasaroom teacher—learning N TR

procedures. A B c D B

2. Most teachers feel threatened by their o o
supervisor. _ A B ,.C D E

DN

& % ' o
PR ; ; o
Rty . /

3. Every sc?uool system, large or small, N .
needs a formalized procedure for the ¢ . °

supervision of the teaching prooesaes. ‘., A B c D E
: . ' \ ) . - “'.‘MY v -
L. My super¥isor wends td counsel me. A B c D E
. i B ° ;l'(_:r:‘

5,-’?§Moqt teachers complein &bout éupervision. Y § B C D E

Jl. N ! ] \; .
" 6. Teacher. try to improve themaelves in .. : :
. the olasaroom. RES A B c D E
7. The role of the supervisor should ,be : \ '
© clarified. g A B C % E
N . % ' - . k .
8. Unless a tedcher wants to improve, no .
amount of superviatdh asn ha nseful, A B c D E
» b, ’ \ :
9. The role of a aupervisor 18 %o a.nal,yze : . ‘
specific teacher performances and strive ’ - . =
to improve teacher weaknesses, ' A B C D E
i ‘ @ . a °
. 10, The real pmpo%superviaion 18 to )

. -~ iaprove the inat ion in the classroom, A B C D E

e

} 11, Formal evaluation is npu-ato and distinet
, from auporvia:l.on. , , A B C D E

3




16,

7.

Strongly

After being supervised, I have been
challenged to improve my teaching, A

The supervisor's rols is to. secure the
cammitment of the teacher = not to coerce. A

- The authoritarian judgmental type of

‘supervision inhibits the improvewsmt cf
instruction. . , A

."As a teacher, my éxperience with super~
‘vision hes been pleasant, ‘ _ A

My supervisor tends to talk down to me. A

- Supervision is basically a form of
teacher harassment. A

My sxperience indicates that supervision

18 a waste of time, - A

Teacher's perceptions of iheir)un tasks
and functions are of more value to them than

- that of their Supervisors, _ A

The evaluation of teacher performance is
the same as supervision., A

'v"’ . <
Teachers actually make’ the best supervisors, A

:
L]

Agree

Disagree

(o]

- Strorgly

o

Disa.gree; h

No opinion




g N ) q
6l | B | 38|13
S Bl o - 1
E el al B2l | -
A |<S A a4 =2
| . . .
22, My supervisor tends to deal with me a8 ’ ' -
* an equal, A B . C D E
. 23. The pr'éoeas of belng supervised 1s an B
‘ invaluable experience for me, , A B c D  E
24, Supervision is a throa.ten:lng : ' o
experience, : A . B c D E
25, The role of the supervisor is to heij:
" 1inorease the teacher!s freedom to act , , »
self-suffiociently in the classroom. . & B c- D E
26, Supervisors should have more patience : _
when dealing with teachers. A B c D B

27. A teacher should be encouraged to place \ :
his own valuq( Judgment on his performance, A B C D . B

28, A supoervisor should help 4 teacher to A B c D E
.increase his peroeption of his own teaching, C ’

29. Decisions to use new ideas or techniques .
are usually those of the teacher, A B C D _ B

30, I feel threatened by my supervisor, A B c D E
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mmost professions, we learn to be teachers by imitating examples of teachers

from our ow;x education. Our parents were our first teachers. They taught

.. younger brothers.and sisters. Thus, our teaching behavior began to be

graduate school; so we might have been twenty-six or so before we completed

TEACHING AS ESTABLISHED BEHAVIOR

Did you ever ask yourself how do people learn to be tea(_:hers? Unlike '

P
P

us right from wrong, hbw to dress, what foods to eat, etc. We picked up

4

these teaching styles and begari‘ imitating and practicing them on our

formed. At about the age of five, mos’cw. began our formal education,

and continued until we were twe\nty—one or twenty-two. Some of us

continued our educa-ﬁion beyond that, still le'arning from other teachers in
Il ‘ '

the. education we felt necessary in order to teach. All together, we spent

twenty years in school, during which time we learned informally what the

models’ of teaching are. We learn what a teacher is, in about the same way

as we learn how to be a parent .l That is, we pick it up by living; by being

in it six hours a day, for one hundred and eighty days a vear, for twenty

«

years. As a result, when the teacher comes to the professional portion of

his education, that portion that is Specifi‘gally designed to give him a push

that will make him a teacher, he gets about thirty credits of professional

education (of which six or eight are generaily student teaching). How much

chance does one have of changing one's chqild rearing habits through thirty

hours of collegiate instruction? Continuing this thought to our professional

156




teaching, how much change do you think your principal or supervisor can

.make in how you treat children, with his one or two yearly visits to your

-
-

classroom? [ submit that it would bé the rare occasion, rather than the

.
>

rute, that clgssroom instruction would be improved through this traditinnal
form of supervision.
What is needed is a different form of supervision,, One tnat will

provide, tur systematic, in-class assistance for teachers over a sustained

period of time. One that will approach the improvemént of insiructidn

n a fruly professional manner, and will take place between two
professionals (teacher and principal), each of which having equa: status
vis-a-vis the other, and each having some personal investment in ‘“he

planning of ncw teaching strategies. One that will be devoid of evalvaiwon:

(as much as possible), and based upon mutual trust. It is believed Clinical

~ Supervision can be that, 'for‘m of stipervision. It can, by creating,: vory

special environment, prdvide the necessary input that can help teachers
replace the 36}‘0 and comfortable way of teaching we know so well (only

where desirable, and decided upon jointly), with new and untried patterns

‘e

of behavior. : .

~

We heéd no economist to tell us that the prép_aratlon and employment
of enough clinical supervisors to make a real difference in teaching and
learni.ng in our schools is bound to be costly.

But, c¢ould anything be as expensive and w;asteful ag the incffective
suﬁr:wxuion nr';w being practiced in our schools, resulting in the ineffective

g

teaching so many schools are now paying for?

-2-
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WHAT DOES CLINICAL SUPERVISION MEAN ?

The term "Clinical Supervision" was chosen by Dr. Morris Cogan to

describe a particular method of carrying out supervision in the classroom.

The word "Clinical” has been in wide use and has some previou'sly

established connotations, with many allusions to sickbeds, hospitals
and mortal illness. Dr. Cogan chose the word Clinical specifically to
denote dependence on direct observation. (According to Webster's Third

1.
New International Dictionary). The dictionary further supported arguments for

©

the appropriateness of the word Clinical by referring to "the presentation,
analysis and treatment Qf actual cases and concrete problems in some special
field." In brief, the word Clinical was chosen to draw attention to the
emphasis placed on classroom observation, analysis of in-class events, ‘and
the focus on teacher's and student’s inv—class behavior.
According to Dr. Cogan, the following are some of the basic values and
rationales for Clinical Supervision:
A. Respect for the teacher as a human being is the first principle
of Clinical Supervision.
B. The Sup(-3rvisor"s role is to secure the commitment of the teacher
not to coerce. De.clsiorq”to use new ideas: or techniques are
the teacher's.
C. ’I‘hAc supervisor's role is to help increcase the teacher's freedom
to act self-sufficiently in the classroom.

[>. Clinical Supervision is primarily concerned with the teaching act,

with the improvement of instruction as its ultimate objective.

4. 15y
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E. The supervisor bases his prc':actice first of all upon objective
data about classroom interaction, drawing intérpretations,
assumptions and hypothescs from this data.

r. Al 1nd1vidﬁals are idi'osyncratic in terms of individual likes
and disiikes. The supervisor is no.exception. Therefore, he

must present what he sees and hears-to the teacher. The

teacher makes decisions about changes in classroom teaching-

learning procedures, not the supervisor.

WE{AT IS THE PURPOSE OF CLINICAL SUPERVISI'ON?
Th; purposc of Clinical Super\}ision is the improvement of
instruction through help to the teacher.
Some specific ways that supervisors can give this assistance are:
A. Helping the teache‘r to expa‘nd his perception of his own teaching
so that he may find his own strengths and weaknevsses

more rradily.

B. Helping the teacher to scientifically view his own teaching so

that his outward teaching behaviors are synchronized with his '
own inward intent.' (Helping the teacher to reach-his own
objectives more effectively.)

(.. Helping the teacher to solve whatever classroom problems he
wants to solve.

Help given by supervisors is sometimes intended as a catalyst for

~hanges in teaching behaviors. It {s not amateur psychology.

o 158 -4-




4 11OW IS IT DONE?

A Clinical Supervision Cyc.le may be performed with a teacher who
is giving the lesson, and one other.person who is observing. This other
perSon.may be:

A) A-Teacher or

B) A Principal or

C) A V}ce Principal or

D) A Chairman

In addlﬁon’, a Clinical Supe;'vlsion Cyc,:le may be pérformed with a
teache‘?r,' and a supervisory team. This team may include:

A) Teachers or

B) Administrators or | B

C) Chairmen or

D) Teachers a;xd Administrators or

E) Admimstrators and Chairmen or

F) \4/eachers and Chairmen.

The supervisory team should be limited to five persons.

It {s obvious that each arrangement has both strengths and weaknesses.

The following is a brief description of each:

THL TEACHER - SUPERVISOR ARRANGE MENT

Strengths:
A)-  Only onc person is in the classroom observing the teacher.
B) A good arrangement to begin introducing teachers to Clinical

Supervision for the first or second time.

-5 -
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C) In the event that all mer;xbers of a team cannot be released at
. \ the same time, CLlnicai Supervision can %till take place.
Weakn‘ésses: B
“A) The data collected from the lesson may bé incomplete. -
B) The data collected from the lesson may‘be idiosyncratic in nature.
’ ;
- C) The person running the Analysis Session jttends to be less Careful
v o with his choice of words and/or 'strategieés because no one is
v 'obserVing him.
-~ D) There can be no Strategy Session.
I} There can be no Post-Analysis Session.
As a result, the person running the cycleg does not have thev
opportunity to further develop his ;kllls in conducting a cycle.
THE TEACHER AND A SUPERVISORY TEAM
Strengths: o
A) The data collected tends to be more complete and objective ..r_\.
B) During the Strategy Sessian, many more teaching patterns are ..
discussed by the team. . ‘
C) The str\ateqy.for the 'Analysis Session tends to be bétter
organized. ) ‘ . .
D) A Post—Analyéis Session can be conducted. )
Wcaknésses: ﬂ
’ —) . It sometimes becomes difficult to free five people at the same time.
! ‘B) Many more individuals in the classroom observing at the same time.
161
Q
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It is not desirable to always be the supervisor, since_one must be

superviséd to understand how it feels, and to stay sensitive to thosé feellngs.
In thaf line of thought, a great deal could be ac:compllsheé towa}rd de/;/eloping
a r'good workmq'relatlonship and mutual trust with teachers, if principals and
Lrﬁa"lrmen gave ;he lesson once in a while, and had the teachers obserye them.
_ In order for a system of Clinical Supervision to grow and prosper within
a given school, a number of vglr\.ynimportant things lmua(t first take place:
A) The principal must understand how Cllmzzal Supervision works,
. | and must actively support it.
B) Teachers should want to improve\their instruction. .
C)' Teaqhers_ should believe in the Clinical process. -~
'D) The prlhncipal must create and encourage a school a;mosphere
*where teachers V\;o/uld be willing to cover fér other teachers
:An\m]ved in a cycle. g
II)_“ Thve results of Cllnicﬂal Supervision Cycles should -periodically be
discussed at faculty meetings.
') Clinical inteArd’ivsclpllnary teams shoAuld be formed and remain

active, . . _ . -

ANXIECTY AND SUPERVISION

In the Unitqd States, being a success in what you do for a living is véry
important.- For mest teachers, imbedded in the work ethic of our civilization,
the possibility that you might be a fatlure {s very, very destructive, It is more

destructive for men that it is for women. If you are going to work with teachers,




»

e o -
you heed to understand that you may be hurting them or rewarding them, but

the hurt is alWays the greater possibility. When you walk into the classroom,

you are going to generate énxiety wmilthin' the teacher. 'i‘h'iS genération df
' b ’ ' v

anxiety is a direct result of the lethal ;;ossibilitiés (_especially if you are the

principal or vice—princuipal).‘ that ride with y"‘ou: upoor evéll‘Jation,' loss of a job,

loss of an increment, iow merit rating (.if‘ suuch\g system exists),'iossof -a“

- transfer to a school the teacher wants to go to, loss of pride,, etc. Consequently,

o« Py

:;‘uper{/ision takes plkace under an enormous increment of anxiety. That anxiety

tends, to.be above the level of usefuk learning (in order to learn, a safe level
w . & ’

of anxiety m.tjs,,tvexi'st). The result is.that teéghers devélophways of dealing-’

, with that anxréty. That is, they develop strategies for aéaling with
supervlsors (being_someWE\at of an unknown or unpredictable) . Théy may

show a film, give a test, turn the lesson over to the supervisor, give a

s

specially prepared lesson designed for such an occasion,-etc. Thé teacher
' o ' - . < 4

tries to give the supervisor what he Wants; he becomed docile, imitative,

-

and tries to read the supervisor's mind. All of these things develop anxieties

o a

that work against any f)ossible productive relationship.

L3

Yo v
b

A Clinical Supervisor's strautegy is not to go into the clas8rodm ung_i“l

-

he has established a relatiopship and an understanding with the teacher, that
Q . < !

helps the teacher to contain that anxiet;y within a useful dimension. That is,

where his anxiety tends to motivgte him to change his behavior.

1
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THE CYCLE OF CLINICAL SUPERVISION ‘ _ -

‘Phase I. Establf‘sﬁing the teacher-supervision relationship | ST

® o

The first pﬁase of Clinical Supervision is the period in which the

“

Supervisor:w? ,‘ /(— .
OA)? Establishes the cl,inica;l' réle;tion;',hip between himself ‘and N
hd .'the te'ache.r;q.' i L
N - . B) Helps the-teacher achieve some general unde:rstantriings about X
?;liinicar Supervlsi;n and a perspective on its sequénces; . 49
c) Béqin“s to induct the teacher 1;1to his new réle and functions
" . g 91{1“ superifis;on. These first phase operations are generally
. o '\_/;cl'l adv;'mcedrbefpre the supervisor or team enters the
E tea/crlxer‘s classroom to observe his téa‘chihg. .
Phas:'o 2. _Planning with the’ t‘e“acherv ' . - oL
“ The tea;:her a‘nd. SL;pervisor p@an a-le'sson, or\a series of;éssbns
2 ’ RS

together, Sﬁeéific objectives for each lesson are discussed. The objectives

~

>

» should be fatrly limited in scope and designed to be completed generally

- w’ - ‘ -~
withira short period of time (from part of a class period to a school day).

Strategies for accomplishing these goals are discussed, with the teacher

contributing a major portfen.. Whenever the teacher is ready, goals should be -
. : » 2 »

roken dewn into vhat the stuc!ents will leafn {content goals), and possibly

more important, how they will léarn {(process goals). Attitudlhal'goals may -
also“be cx\plored. Plans commonly include specification of outcomes,

b

anticipated problems‘of fnstruétion and provisions for feedback and evaluation.

o

2
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Consequences of planning with the teacher

¥

» The supervisor is accepting part of the responsibility for the_/l,ess’o’ri.

\

He can no longer say “your lesson was a bad one." He must say, "Qur

lesson.was bad." The proper way to approach a good or bad lesson is to

detach it from both individuyals, and examine it in a neutral framework.

L]

Thus, "the lesson was‘ bad." A potential denger may exist in the planning

. phase for the supervisor. He might lose some of his objectivity in analyzing

0 : . ~

t?he les-sbn because part of that lesson was his. The Clinical supervigor must

L4 o

be c.i‘isciplined not to make too big a contribution when planning with the .

teacher, because the 0;:'>lar'1 becoqe\s h\is , the teacher does.it,and notﬁipg“

M - m\%) S N
could be Worses__ N S

My, )

Establishing a history of success with relanonship - planning phase is

N ~.

- of pé"’ﬁambunt importance; Major change's will come later. Don't try to do too

i -

much the fir‘st or second time around. Move into clinical supervision
. ' gradually, not overnight.

°
N

Phaseé 3. Pre-observation Session ,

4 o

N If ‘the planmng phase has previousl”y been completed, and only one

N o

supervisor is mvolved the Pre- observation will not be necessary H\owever 1f a

o . ¢ Y

s team is involved in the ¢ycle (and have not taken part in the planning session),

1 . —
- -

then a Pre-_obser\}etion session will,,_,bé necessary. Thexpurpose of the -

Pre—ob.ser'vation sesyn/‘ts""fc;inform the observers what they will see wheri
" . ’ ' .
“® N 3

. they enter the classroom. More specifically, the intent of the lesson and

}

the\strategies that will be used to reach the obJectives of the lesson.



a

N 3

If the teacher has filled o6ut the pre—observation'workshe‘et ('s;ee appendix),

or has a prepared lesson plan available‘_. it hecomes the basis for the

v

discussion‘.. f{emémber , the supervisor or tear.n is '”Bro'viding the teacher with )
. o

a service. They should always voluntéer to clarify any éctivity for the

teacherm. xFor example: the teacher might want to know if sﬁe is spending an

equalvamount of time wi‘th each student, or if he is turning kids off by the way )

he is responding to them. If the teacher makes a specia'l request like this,

it's imperative that he be provided with this data, although it might limit

the collection of other forms of data. 2

Phase 4. The Classroom Observation
If a team is involved, they should meet before going into the classroom

(for five minutes) and decf¥eg who is going to do what. Who will collect data“
from the teacher (if an informal lesson is planned), who will ask what questions

of the students, who will collect data on the teacher's request, etc. Unless

-,

this is done, duplication of efforts might result. The individual or team should
, arrive in thea,clas.sfdpm"before the students enter, and stay for the entire period.

. @ 1}‘3 .

flow else can they comprehend the totality of the lesson? The recording

instruments are usad to.r

R’u

gister"digrectly observable actions and interactions

o

g instruments might vary from a video tape
R \
- recorder, to a tape recorder,\to\quirﬁx‘a,y’ pencil and paper. When pencil and

paper are used, the verbatim words of pupils an.a”'th@‘. teacher often make up the
N "o, . .

. bulk of the data. ‘Leaving the room at the end of the les: n can cause problems

later, if not done correctly. Wheén you pass the teacher on,your way out, you

166
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usually feel that you must say something. If you say "good lessoﬁ or nicé
job," ygou r;ave affécteci the .‘arialysis session in some way. The tec"acher will :
probably be expecfing mostly positive (strokes) remarks, and may be unprepared
to cxamine possible weaknesses. If on the o;her hand you say, "I'll see you
later, " or "i/vet'll. meet in room 2‘12 at 1:00 o'clock," you will probably raise

the anxiety level in the teacher to.such a high level, as to make the Analysis
session))nonbroductive. The best technique to use in l‘eaving the classroom after
the lesson is to simply say "thank you," or have a previous-agreenient with the

&

teacher that you will not say anything priqr' to the Analysis session.
]

Phase 5. The Strategy Session ‘ : ,

>

The Strategy session is the planning and preparation for the Analysis session. -
The supervisory gmd/or team returg to a quiet place to organize the data they
collected. There is no set format for proceeding, but one suggestion wo‘uld be to
f'irst identify specific tea‘c.hing Qatterris, and then identify the data that will
subétgntiate these patterns.. For example, one teaching pajctern may ' be - teacher
repeating the studen:c"s answers. The data to substantiate this pattern might be:
1) Teacher - Sa}ly, what.is an adjective used for?
_ Sally - An adjéctive modifiés a noun or pr?noun.
Teachef‘ - .Correct, ah adjecti.\h/;e bmo’difies a ﬁoﬁn or pronoun.
2‘\) Teacher - Bill, what is a noun?
Bilbl - A noun is the name of a person, placé or tﬁing‘.

Teacher - Good, a noun is the name of a person, place or thing, etc.

-

-12-
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“belief that patterns, repeatéd verbal and nonverbal teaching behaviors, have a

After all the .teaching patt_erns are di.scusseQd <"(’if a‘telar‘n is involved) and '
identified, the person runningj the Analysis segsion must organize these patterns.
If a team is involved, he has séme obligmation to use some of the patterns
identified. However, he has a faf greater obligation to the teacher. Therefore,
one shouid never be so cipsely tied to one's data fchat he couldn't.roll with
the conversation during the Analysis session.

The importance given to laying out patterns is based on the educational

much greater effect on pupils' I?eiérriirng than occasional, isolated teacher inputs. '

AY

Phase 6. The Amlysis Sessian (analysis of instruction)

The teacher and supervisor meet to analyze theAlessor’x. The supervisor
should prepare for th'e analysis as the teacher would prepare for a special
le:ssdn. During the analysis session, only the supervisor and the teacher ‘
will engage in analyzing the leéson. Ifla team i‘s. iﬁr)lvolved,_they will be
observing and gathering dafa on howAthe supervisor‘coﬁducted the Analysis
session. This data will be reflected in the Post - Ana;lysis session later:/
There is no s,ect way to proceed in the Analysis session. The supervisor will
wually lay out a pattern, and procered by discussing it with the teacher. The )
discussiom may ghift to different topic,s, or é nev; p.at;f(larn fnay be laid out when
the original discussibn runs its course. Here is an éxample:
Supervisor: What patte.rn -do you see in these sentences you spoke in

class at various points in the lesson?

"Give me one use*of a number line."

1,

"Who can tell me which of the numbers are even?"

16¢ |
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"Show me how you can solve this. problem."

"Do this honmiework to show me that you understand."

Teacher: I seem to be directing their activities toward me.

Supervisor: Do you think that's in line with your obj'ective?

Teacher: I don't think so, because I want them to be more self-

" reliant and not working for the purpose of showing me
wnat they can dp. - |
Supervisor: At one point you said, "W.ho-@:s a different solution?"
What do yéu gee in that statement? - )
Téacher: Well, that's more whét I wanted. It was a more open
\, question té begin with and I am removing the idea of
the puplls telling me as the motivation for their activities.
and so forth...... |
Strengthsr and/or weaknegses are explored. .The session should not be
one-sided or hurtful to the teacher in any way. It is sppbosed to be helpful and
generally positive, Q
It is not the function of the conference to make an indepth analysis of
what happened in éhe classroom, because no teacher is able to comprehend all
t’he complexities of a full analysis. It is also not the function to review the
lesson. It is g“enerally a good. strategy to focus in on the pupil"s\ behavior.
At some point the teacher might say: "That worked well, how ab@ut 1f 1 t;'ied

to do the same thing or improve it tomorrow." Whenever a teacher identifies

something that he would like to try, cut the analysis session, and prepare

164
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to move back to the planning stage. If the session ends with&?@xe teacher
identifying something he would like to try out, offer the te.acher?‘—tﬁévc.:onfére'nce
~worksheet (see appendix). The teacher,rﬁj’ight find this to be a ﬁseful tool in
identifying strengths or weaknesses he éxperienced. This worksheet is for
him, and not for anyone’elée. It shquld not be part of any record of the
conference. For that m.atter, it would be an excellent gesture to offer the teacher
all of the notes, data, paper, etc. everyone has in their possession at the end
of the analysis session . This will help reduce the teacher's anxiety about ‘
some kind of record of the lesson going intb his file:. All individuals involved
- in Clinical Supervision must bend over backwardbs to keep Clinical Supervision
and evaluation as separate and distinct entities.

Note: A supervisor or anyone runniﬁg the Amalysis session makes no
criticisms. He never says, "Yoﬁ should have ..... ," or, "Why didn't you...."

Any individual who says such things is not using Clinical Supervision.

Phase 7. The Post-Analysis Session (Analysis of the Supervisor)

The Post-Analysis session can only take place if a supervising team
was involved. During this session, the sgpervisor has the opportunity to improve
his skills in conductint; clinical cycles. The teacher as well as the team attend
this session. The role of the teaéhér is to shed some light on how the supervisor
imade him feel during ‘the Amlysis session. The person running the Post-Analysis
session wil{ lay out a pattern, and proceed by discussing it with the supervisor.

During this session, the supervisor should not be criticized, or told, "you should

have done this," or "why didn't you do ---." The supervisor grows through

)
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discovering the opportunities he missed during the Analysis session, the

effect his words had on the teacher, and by seeing more closely his own
fdiosyncrasies, strengths and weaknesses.

Phase 8. Renewed Planning

The value of Clinical Supérvis@on is helping the teacher see his own
Strengths and weaknesses. If the cycle was producfive at all, the teacher
will walk away with something he would 1i%e to try out: At thiymint the

teacher and supervisor plan another lesson to enhance a particular strength or
~.

‘eliminate a particular weakness. The resumption of planniﬁg also marks the

resumption of the sequences of the cycle. ’

| Phases of the cycle may be condensed or combined after 1nd1\)1duals
have had' ample experience with Clinical Supervision. However, if this
condensation occurs too early in the training period, Clinical Supervision
will deteriorate beyond recognition and become ineffective.

CLINICAL SUPERVISION AND ITS RELATIONSHIP TO EVALUATION

Evaluation is inevitable and necessary to all organizations concerned with
growth. Ho"!ever, if the person who evaluates and supervises is one and the
same, some part of the relationship betv;/een the teacher and supervisor is
destroyed. The teacher's anxiety is raised, and he finds it more difficult to
view himself as an equal in the relationship. On the other hand, if a teacher
must be evaluated it would seem probable that he would prefer té) be evaluated
by the Clinical Supervisor bec'ause he at least doesn't come in onqe; walk away

and write an evaluation. If the teacher has torun that horrible risk that someone

171 o
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will come into his room and watch him for half an hour, instead of making
a sequence of visits, he would rather be evaluated by a clini¢al supervisor

who knows him well, who he understands, and with whem—t& has a relationship.

The teacher who can depend upon the Clinical Sy sor's understanding,

relationships, etc. will very often prefer to be evaltuated by that kind of

person. However, it will interfere with the trust relatiopship to some degree.

o | 172
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Contents:

A. ‘Cycle of Supervision - a form used to organize the cycle. The

principal and every member of the team gets a copy. At the
bottom (under note), the names of teachers covering for other

teachers are recorded.

B. Preobservation Work Sheet (2 sheets) This inclndes a short
statement on Clinical Supervision, and work sheet that
should be completed by the teacher prior to, the Preobservation.

C. Analysis Work Sheet (2 sheets) This inclu'debs a ‘short description
on the importance of identifying strengths and weaknesses and a
helpful work sheet for the teacher's use only.

’




Appendix A

TO:
CYCLE OF SUPERVISION. E
o
TEAM:
Teacher
) Analyst ahd Strategist
Data Gatherer, Strategy Planner,
Post Analysis Participant
Ditto
Ditto
Ditto
Ditto
( A
Ditto
SCHEDULE:
Stage Time/Date Place
"?fe;Cjbservatlon
.Observation

Data ordering and Strategy
Analyslis

Post—Analyslé

NOTL:

(Person in charge of cycle)

Date

174, :

-19-




Appendix B

A STATEMENT ON CLINICAL SUPERVISION: : ,
The process of Clinical Supervision assumes that whatever a teacher says or
!

does when waorking Withrchildren has inherent streng:t'hs and weaknesses. Durinfj

the analysis séssion, th—e'r?fore, the teacher, when. presented with data onv‘_th‘e J
lesson, should react with both posslbilities in mind. Since examination of a,ata '
frequnntlly requires profound thought, he shou;d not feel r\;shed to respond wifh |
the first thing that comes to mind. He should be encouraged to take- the time to-
formu]:afge his thoughts, even to think "out-loud“ should he wish to. R
Theore-tlcvally, Clinical Supervision can Be conducted by a single sixpervisor.

"The value of a"téam observét‘lon is that it t;ands to minimize the individual idiosyn-
crasics which can easily characterize the “one-on-one" sltu‘ation; The analysf

handles data collected and ordered 4byﬂ more than him alone. Although during the | -
.actual analysis sessloﬁ, he must at times decide whether or not to use certain
"fé‘items of data.. The initial declslons ari'collective ones. The analyst of coufse(

looks at data in terms of his own perceptions. What he must avoid is imposing T |

those perceptions on the teacher.

After a teacher has spoken to the strengths of a particular action, the analyst
may choose to tell him that the ohserving team saw it in like manner. This is to be

done, however, only after the teacher has reached his conclusions independently.
' )

Frequently, a teacher seems preoccupied with approaching data solely from a

neqgative viewboint. He may need to be reminded at times of the basic assumption

noted above.




o

Another assumption Integral to the clinical proceSé is that the level of
perceptic;n of a leamer;—not that of the feacher-—determines th;a real learning
which will Qccur and that such learnings cannot be fruitfully impovsed. i

What happens if the teacher does not see weaknesses in the data? If,
in the judgment of the analyst, the matter is a minor one, it is dropped. If, ,
on the other 'hapd,. he perceives serious inplications in tlhe data, he may pursue-

it further through a series of questions, or by bringing in additional data. If

the teacher stil’l falls to percelve the weakness, the matter {s dropped.
P ,

T
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PRE-OBSERVATION DATA SHEET*. /

1. _Teacher
2. Date of Observation
3. Type of ‘Lesson (Describe briefly below:) } L/
4., Qbijcctives: *

A. Content

B. Process

C. Other . .

5. -Teacher Request(s) of Observing Team

/

*To be completed by teacher prior to Pre-Observation Phase.

177 .
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Appcndix C 48
N

CONFERENCE WORK SHEET - A PLAN OF ACTION

-

-
»

The main purpo'se of clinical supervision is to help the teaéher improve his . | .

instruction. This is accomplished by identifying certain teaching patterns inherent
} ' . :
in every lesson, and presenting these patterns to the teather for his examination.

Some ‘patterns might contain certain strengths, that need to be reinforced and built

upon. Other patterns might contain certain weaknesses that need additional examina-
. - >

0

tion, and in time, might be eliminated. If clinical supervision is to achieve its

major goal, the simple act of identifyiri& strengths and weaknesses is not enough.

L
We (we refers to a jaint effort between two or more teachers, or-a teacher and a
supcrvisor) need to plan a course of action to accentuate the strengths, and eliminate

the weaknesses. Only if we plan for the future, can-the teaching act be improved.

Tcacher's Name wd e Y Date

. " ' Y 4
As a result of this clinical cycle, what strengths were yof%able to identify ?
// | "‘l 'A-
1) B
/ ) ’ -
/ ] - ‘;

2)

3) R

4) i ‘ /

: £,
What wecaknesses were you able to identify that you feel warrant additional examination?

1).

2)

What strategies might you employ to enhance.the strengths? -
174
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P <
I' . ° “”
What strategies might you employ to eliminate one weakness?
3 - : . a
- T . S Y . . .
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ke w0y : ‘ ¢
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. What help could your supervisor provide you with?. -
E Y © ¥ !
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§ N
Q
» ‘ \
I . " 4
*  When do you plan to initiate any new strategies? ’
y
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‘B
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APPENDIX B
MOSAICS o

(Multi—dimensional Observational System for the Analysis of
Interactipgns in Clinical Supervision) '

The analysis form used to code the interaction between

(

the ‘part.icipants ddring the enalysis con‘ferences held iq East
Hampton is attached for inforrﬁ‘ational purposes. The conference
was taped to identify and record the peeagogical moves made
d\iring the eonference. . A pedagogical move is an uninterrupted
verbal utterance serving the_function of structm&n‘g, ‘sollci“ting '
responding, or rea’ct'ing to the verbal interaction'between the

participants. Five-minute segments of transcript from each tape was ; -

recorded and coded.

L] ) .« 3
Coding these supervisory conferences was dMsing i

the following g"‘uxi\de'i-iiﬁes: (1) coding is from the viewpoint of the

obsgrver, with peda:j\or;icalgneanmgvs, inferred from the speaker"s’

s T g
verbal bahavior, (2) grammatical.form is-got

~~~~~~ "

not changed, (%) simple sentences are scored as one unit and complex

8

sentences are scored by multiple units, (6) noun anq)adjective clauses

v

are generally not scored unless the speaker's voice places unusual

- /




)

stress on the clause.

On the example form that follows the "A" and "T" under

N it
7Y

the heading speakers, s;an_d for aﬁalysti‘a’nd teacher respectively. ™
In the move category the SOL stands for ﬁoligiting, RES means
responding, REA is for ;eacting, STR is for structuring and RSM
is fo®summarizing. The "thoUght units" specifies the number
', of singular thoughts contained in thc; 1nteract“ion.. The inter-
: actioﬁs are numbered sequentially. |
Following Is an exampxle of a MOSAICS Analysis form
The first twp columns are the coding of the exact interaction between
o the analyst and teacher during this five-minute segment. 'I.‘his
proceeds sequent'ial!y on the form”from top to bottom and from
the left column to those on the right. The third colemn is a

5

summary of all the pegagogical moves made during a five-minute

@

#egment of the conference, . ‘ |

The beginning of the conference starts with the analyst

soliciting with threé thought uhits'(uppef“:‘kéft\hand corner of the

~

I form). The teacher responds :YIith an eight thought-unit answer.
The first five interactions reveal that the analyst solicits with

some very simple thought units. In interactions six throudh twelve

[y

the analyst asks more thought-provoking questions“which resulted-

in complex  thought units on the part of the teacher.

J

0




In Lntoractlon‘é thirtvoeniavnd fourteen the analyst begins
stru‘ctur}ng and the tcacher responds with many thought units.
Verbal 1nteract16ns fifteen, sixteen and seventcen show the
analyst continuing to sol.ic_it from the teacher some thoughts
'that attempt to makce the teaéhcr analyze her tecaching procedures
. ’ 'or methods. The teacher begins té show some reactions in .

.

number fourteen of the verbal interactions. This is a positive .

sign that demonstrates the analyst is making some improvement |

AFIowever, tvhls does not lasg long because the-analyst
quickly dominates the verbal interaction as shown in numbexl
elghteén. It vjoulq have beén to yhe t;:acher's advantage {f the
dnalyst had allowed her to continue talklnq‘ and eventually begin
to make soliciting pédaqoqical moves.,

a

! i
Verbal intcraction number nineteen shows the analyst

Thus the teacher may begin to perceive her own strategies during
the conference. This is one of themajor outcomes of the

conference. ' +

fifteen thought units. This can be too long for a teacher to bF

towards opening up the tcacher to some sell-analysis techniques.

structuring in brief thought units which allow the teacher to react.

LI

In verbal interaction eighteen, the analyst "structures" with




&y

able tq recapitulate the part{cular situatiqn. It would have
been more appropriate to "St’%uudture“ with fewer units. The
teacher "reacts" with seven thought units 1nd1catinq some
dilemma on the part of the teacher to react effectively and
perceptually. 4 : ’

Verbal interaction nineteé.n shows that the analyst
verbalizes three thought units and the teacher responds with
nine units. This analyst has the potential of developing i\nto
a proficient clinical analyst due to the fact that the teacher in
this conference is beginning to shift from "responding moves"
into "reacting moves." However, more needs to be done by'the

v.analyst to make the teacher talk and feel’ more cemfortable at the
start of the conferepce.

The analyst may need to build better hurﬁan relations with
the teachers. The feeling of trust will improve the verbal partici-
pation of the teachers as they engage in dialogue with the analyst
in the conference. The results of this improvement would enable

" the clinical supervision cycle to become more effective and
productive,

~

In this situation as in all clinical situations where tapes were

collected, this complete OSAICS form was given to the En%yst

and discussed with one of the practicum grcn,\p who has deveiéped
.

Eome/expertise with this techniqué >
7

x
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strengths and WWaknossos. e . N

In summary, there were nineteen verbal interactions with
' the analyst making vighty-three thouqght units and the teache

verbalizing with one hundred fifty-three units. The teacher

does verbalize almost 1007 more than the analyst.
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APPENDIX C

’ »

STATEMENT OF' PURPOSE

THE, CAST HAMPTON Board of Education operates the school system
. in accordance with Statc Laws.

THL FUNDAMENTAL PURPOSL of our school system is to develop
competency in the fundamental teols of learning, commonly called .
the three R's, that each child may have the ability to think critically
and to act responsibly, and to cffectively communicate ideas. It is
equally important to develop appreciation ot the arts and the desire
and ability for crcative expression through various mcdia, and to
acvelop the knowledge, skills, and understandings essential to
carning a living.

THE SCHOOL SYSTLM reccognizes the need to develop respect and
understanding of others, with the ability to live well with them, and
to develop moral and ethical values in all children.

IT IS NLCESSARY, in addition, to dcvelop an ability to copy ‘with the
complicated economic and scicntific aspects of our modern world,

not ncglecting the importance of an understanding of , and respect for,
our American heritage in developing appreciation of the duties, res-
ponsibilities, and privileges of citizenship.

FURTHLR CMPHASIS is given to the need to mantain physical and

cmotional health, and to create an {nterest in continuous learning and
self-improvement. A program of extra-curricular activities will serve
to develop interests and skills in worthwhile leisyre-time activities.

FULFILLMENT of thesc purposes requires maintaining a competent
teaching staff and adcquate school facilities. |

PUBLIC EDUCATION'is a service }o the indiwidual and to the community. ' "y

It is concerned with the personal worth and dignity of the tndividual DN
and with the strengthening ,_-fimprovinq, and- unifying the American Way of

Life. Thesall-inclusive purposc of the East Hampton school system is

the perpetuation and improvement of that American Way of Life through

achieving the fullest possible devclopment of all individuals, mentally,

morally, physically, and emotionally.
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FAST HAMPTON PUBLIG.SCHOOLS N
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v
GUIDE FOR RCCORDING A MANAGLMENT OBJLCTIVE

Principal School,

Date

Management Objcctive
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Performance Rating*

*To be completed {in April-May
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LAST HAMPTON PUBLIC SCHOOLS

‘ Management Objective

LY

Principal (Sample) ) _ School Junior Iligh School

[}

Date June 15, 1973

Management Objcctive ' (
By June of this school year, to cstablish a procedure for evaluating and

reporting science student progress based upon cognitive and attitudinal
behavioral objectives. :

Standards of Performance

The listings of objectives, both cognitive and attitudinal, will be written by
the teachers involved and completed by January 15, 1974, A report format and
completed form for each grade level will be completed by March 1, 1974, The
reports will be sent home to the parents of cach child as a mid-term report
during the fourth quarter. A response shect for parents will accompany the
report. \

Bé?ged upoh the returns of the parental responses and student responses", the
repart form will be finalized.

e -
DR
~

AN

Measurcments to be Applied . .

The degrece of responses of a positive nature from both parents and students as
well as the attainments of the set deadlines will serve as a measure of the

success of this objectivc. .

-
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APPENDIX C

OFTICE OF THL SUPERINTENDENT

Directive to: Principals - \\
From: William I'. Mullin, Superintengoent
Re: " Management by Objectives

O
Please answer the following questions in a concisc and truthful
way as we begin our planning for next year.

Return to me by May lst.
——

1. What is your perception of Management-by-Objectives?

T T
2. Bascd upon your answer to #1, do you ascribe 1o
Management-by-Objectives?

<.

-

<.
3. What do you consider your rolc 1nh"§naqcment—by—Objectives
Process in East Hampton?
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