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Duringthe era of the late 1960's and the esrly 1970's large sums of.

L)
S\ . -

npney were nsde available for the developnent of oociel programs. Huch of

this money went to education. Under the guidelinen of such ‘efforts e. the .
!lementsry and Secondary Education Act the National Follow Through progrsm .'1
and the Right -to-Read program, funds vere available for the development and
implementation of innovative programs in education.

- . In‘home instances these large scale programs included a “provision for

, . a local person vho would serve as the on-site trainer/implementer for the » °

'-innovative programs ‘ The onrsite iﬂglementers would train teachers in the
new curricula They would monitor the implementation Qf the new programs:
‘lhey would form a link between the site and the developer§ or sponsors of new
“programs The role of the on-sitedimplementer was, iﬁ\most cases, a new
role for the school systems involved &fd a new role for the individuals who .

Ve -
, .
~

took.it bn. 0 \
’ . + 3 . . : : 4

. The present study was concerned with two examples of the creation of . »
4 ' on-site if/lemenfer role. ~One was the role.kpown ds the Educational Special- -

ist, the on-site implementer of the Learning Research. and Development Center s

Individualized Instructional Mgdel under the auspices of the National Eollow-

] . \ . - . \
Through, program 'The other was the Team Leader roié, the on-site implementer'

-

of the Free Learnihg Environment Model in the Pittsburgh Public Schools under

the-auspices of the Elemeptsry and Secondary Educatilh Act Title I program in A

~
’ . N .

.. Pittsburgh . / , S

. }
- s - In each of the above cases one educational innovation--the on-site im-

W plementer role--was created in drder to.facilitate the implenentgtion of another
¢

s . -

A, innovation--a new curriculum model: The necessity for a supportive role sech

. aes the on-site implementer describedihere has befen citéd in the literature




- (Gross, Giacquinta & Bernstein 1971; McLaughlin, 1975).

'his role. Omne- umderly%ng assumption of this study vas that individuals who

concerning the 1mplementation of educational innovstions (Baldridge, 1974;

x

n .
HcLaughlin, 1975, Hileﬁ, 1964; Zaltman, Florio, & Sikorlki, 1977). In fact

the importance of on-site support personnel has been cited as onme of the

mnjor'factors contributing to the potential sguccess. of an innovntive effort

)

"In the two aases being considered here it has been observed that the role
sppears to he performed quite differently from one individual to snotder.\

This appears to be true even though the formal ‘role definition is the same

N

for all incumbents in each case apd even though a certain degree of uniformity

-
J

/.
of training can be assumed.for the incumbents. Such variation in individual .

performance of a common role is not unusual. It has been the subject of

study and has, in iacg, developed into a gpecial field of study known as

role‘theory . r . CL Car\ : ')

-

: ’ )
ind vidual'rqle variation. Since role theory has been primarily'a subject -

of sociological study, the explana ry concepts tend‘to be social #nd or-

N *

< L

,ganizational in nature. That is, such forcés as organizational sijucture,

> k4 a .
<o

administrative policy, resource allocation, and the like are assumed, to act
. ’gt"
on the individugl in such a way as to cause him to alter and adapt hi§ perq .

) sonality to suft the role requirements Most .of the explanatbry concepésfbf

, \J 2 e
role theory’have been derived by treating the. social system as a Bourcé og
~9

independent variables and personality as dependent (Smelser 41970)

°®

‘\nﬁ

-4

; f>From role theory has evolved an'extensive set of concepts for explaining .

This study was concerned with the reverse, i e., the treatment of per— ol

sonality as & source of independent variables and the socidl system ag’,  ~
T,
dependent In otherwords, it was concerned with the impﬁct of personality

vsriables on certain aspects of the individual's social eystem epecifically

>3

14‘

held the role of on-site inplementer may have altered, sdapted end shaped .

aé
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that role in order to make it noreuaéreeable'nnd consistent with their own -

personality cbaracteristics. This othdy ixaminad the intoriction between .
r

_certain personality characteristics of individuals and their intcrpretation )

[

and performance of the on-site implenenter role.

. v o . -
L) \
N ‘

.Concgptual Framework

The donceptualization of the problem under investigation is drawn from
« ot . » .

personality theory and role theory. . The study is'eoncerned with a point at

¥

which the two areas\mergé, that is, the interfacé'between role and personality.’

9 »

In order to clarify this interface as it is being conceptualized for this study

this section will pregégp-the specific’ perspectives on role and personality
- .“' B .

N

being taken for this regearch. -

3

- ’

Personality 7 - _ L
" The particular personality theqry which was used in this study was con-
[ Y ' .

ceptualized by Carl Gustav Jung in the early 1900's (Hall, 1973) Jung's

théory of personality types was later’ operationalized and somewhat expanded
he

K

by Isabel Myers and Katherine Briggs (Myers, 1962) It is the Myers-Briggs

A

dnterpretation of t?; theory which 4s used in the study.‘
> Jung's theory o personality tybes, or Jung's eypology, is a system for .

Qrganizing much of the appatently random differences in human behavior,
’ . p-
According to the theory, much of the behavior can be described and categorized

3

in a fairly consistent manner. The observable behaviors are the result of

&g

certain consistent differences in the. ways in which people select to use their

.minds. . T . ’ ‘

\ . s .
, 4 v 4 R ¢

The basic differences are a result of the "preferences" for different

»

;tyles which peo&le habitually select. Two of the preferences concern the

3

way people‘use perception. In this context perception means the ways in

which they prefer to become aware of things, ideas, events. Iwo of the

~ .
N ; s
>
V' . : " _ - . . \
B : - -
] . . R .
, .
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preferences concern the way people use:judgment. In this context judgment
ce _

' means the ways in‘which they prefer to make decisions. .

/ .

The two distinct modes of perception are referred to le leneetion and

RN

intuition.

experiences directly through the .senses:

‘When using the sensation node, one is perceiving conscious

'
N

O

Therefore, the type of information

collected tends to be concreté and epecific.

The aensation type sees all

of the details of | situation and 1is. Concerned with the practicalities.

The

4

sensation type. is oriented to the here and now, the p:esent.
Perceiving through intuition, on the other hand, is more of an unconscious

.

process. The intuitive type gets hunches or ideas from 'out of the blue.-

] p -
'The intuitive is less’ concerned with the details and more concerned with the
over-all 6icture;'with the associations and relationships of one idea to

another. ‘The intuitive is oriented to the pogsibilities of situationms, to

o
the future.

f

-

o

&

& While each person-can and does use both modes of perceiviné, the’theory

ot

.

postulates that. individuals enjoy one mode.over the other, use it more™\

frequently and thereby develop it to a greater degree.

\

It therefore becomes

P

their'habitual way of coming to know about ‘their world.

8

J

Just as there are two distinctly different ways’of perceiving, there are
I L]
P—’
two distinctly differenﬂ‘ways ofﬂjud%ing. Judgment 1s related to the way in

1

which individuals "come to conclusions"’
\/ 1

perceived. The two differeﬂ! modes are referred to as thinking and feeling,'

»
It tends to be impersonal.

Ebake\decisions" about what was

-

A
‘Thinking is the analytical logical process. It

-~

tends to lead to decisions which are ;hde in' terms of truo#false, correct/

ORI - ].
> . M .
I 1 . g
i (G _ .

"incorrecﬁ categories.
Feeiing, on the other hand, would tend to‘lead/to decisions made in’ terms,

gf good/bed right/wrong cetegoriee. Feeling type decisions would be based on

t eet offhighly pereonel valuea,and feglings.. The feeling type' person would

-3

-be intereeted in the hunan.aepect of ter "situagion. R '

’ \6 ‘. ’ o
. N . Yoe
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The different modes J& perceiving and j&dging combine together to .

form the four functions in Jungian personality theopy. ang delcribed

4

sensation and in%hition as the "irrational functions" because they require

1y

no reason. They are mental states of the individual which have:no parti- .

cular aim. This does not impiy that ' they are contrary~to réason but rather

\ P It

, that they have no relation to reason %nd as such are g?hrational. In conr
trast to this thinking‘and feeling are described as the 'rational functions"

because they require an .act of judgment (Hall, 1973, p. 99). According to the

theory, one d?'rhe four\fnnctions will dominate’ 'the other three and thereby

the personality of the .individuals.
/ .

In the Myers-Briggs interpretation of the typology similar distinctions

~

are made but instead of spegking in terms pf the dominance of one of the

rational or irrational functions, Myers and Briggs speak instegd of the

.

domiinance of one of the basic processes over the other. . That is, people
" develop a preference for the perceiving process or for thedudging process.
For example, some individuals.would rather go on collecting information in

N Ny . > B
their péeferred manner (i.e., éerception or P.-dominant) while others prefer
) t - - ) X
to bring the data collection to an end?so‘that they “can make the°judgment in.

their preferred manner. (i. e., Judgment-or J dominant) 'Since it is necessary

for all individuals to perform both th% co11ecti’ng and concluding behaviors,
\‘

the dominant process will be accompanied by the other in a secondary or
anxiliary manner. i_ 4 . T L

. /s C . ;oo

v ’ ~ - ) 7 ’
To help clarify the'way'in which the differentlcombinationb of perceiving .

~e

and judging go together, the fq}lowing graphic representation is .presented ~
» 1

(Bee Figure 1). ‘In Figure 1 the lensation (s) and intuiti«n ) preferences

o

are placed on opposito ends of: the. perceiving dimension. Then on the judging

' ﬁdimenlion, ene mdrf/ hbehd thinking ('r) and the other ig labeled feeling

17 | y

’
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(F). From this figure it can be seen that each of the four quadrants re-
presents one of four possible ‘perception-judgment combinations. Each com
bination produces a-unique personality which differs in fugdnnental vays °

from the other three.

‘an iad{vidual with T '
thﬂ oambination T »r .-
will tend' to: o - . K
. . o ) @_%F( —- "?\—N_‘%‘J;V
. Pocus attention on: Pacts Possidbilities
Bandle these with:  Imperscnal ’ Impersonal )
analysis analysis
+ﬂ.m be: Practical and logical and
matter-of-. |- * ingenious
- fact ‘ -
~~ .
o )
= .
~ ] PER N CRIVING
o
L3 5 ° i o>
' Pocus attention on: Pacts : -Possibilities . M
Handle these with: Personal Personal warmth '
. wvarmth
Tend to be: °  Sociable Snthusiastic and
and . insightful Lo /
. friendly
]
ur

3 . riguxc 1. h ption/Judgment Combinations el
. . . . (Adapud from Myers, 1962, p. 56)

A

—

There 1is onéqbore aspect to Jungian theory whioh néeds'to be b;ought to
bear on this discussion. It ooncerns~the too fundnmentally different attitudes
a person ohn have--either extraversion or intnoversion. ‘The tefms were for-
mulated by Jung to describe two orientations £5 life. Briefly stated, intro-
version refers to n orientation to the inner world of concepts anoéideas
whereas extraversion»r;fers to an orientation qo the outer world of people

and things. These orientations determine whether one will direct perception

or judgment upon the internal or the external environment.
To summarize the discussion thus far. Jungian theory postulates that
individuals differ along four separate dimensions of basic preferences for

/’dealing with the world. The dimensions are extraverlion/introveraion (E or 1),

lenaation/intuition (S or N). thinking/feeling (T‘Sr F), and perception/judg-.

».

ment (P or J). When thc diffetent dinensions are combined,"16 porq\nality

F MC co‘biﬁqtionl result. 8

vy o oo -
~ ]
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One of/ the advantages of the typology is that the types are, by definition,
free from ﬁmplications of intellectual or moral superiority. Each type has
its specipl talents, its usefulness,_aad-its linitations.
From this formulation of personality one can speculate tha;.there would
. be fundamentally different ways in which individuals of the different types ‘
would behave. - furthermore, one cdn speculate that there.uould be notable

3 differences in the ways in which different types would perform occupational

. roles. Th~\personality tﬁeory described here implies that different individuals'

would not only perform-the same role differenﬁlziﬁbut that they would have
fundamentally different ways of conceptualiz g the role and that they would

approach the same role with fundamentally different assumntions about it.

-

Role

.

Turning from theﬂtheory of personality selected for this stud&, this
section outlines the specific framework from role theory which this study
focuses on.

As stated in the introductor& section, role theory, as-it has been
defined and developed in the sociological‘literature, tends to regard "role"

" as the result of the social and organizational factors impacting on the in-

, dividual. The rational for this position is offered by Levinson (1920) in

h Y
-

the following statement: - .

T The organizationally given requirements will be internalized by the
bers and will thus be mirrored in thefr role-conceptions. People
wild know, and will want to do, what is expected of them. The agencies

of rolersocialization will succeed except with a deviant minority. . .
Individual action will in turn reflect the structural norms, since the
Appropriate role-conceptions will have been internalized and since the

— sanctions system reqards normative behavior and punishes deviant be-..

havior. (p. 475)

Le;Xsons points out that this "rationale" assudgg a unitary concept of
role. A concept_uhicﬂfassunes a. "high degree-of congruence" among the

structural norms of the role, the individual's conception of the role and ‘the .

individual's role'petformance. Bd\ergues'that while 1t may be reasonable to

9

I./ :



expect some congrnenqe anong these aspects of role, it is naiye and restrictive -

of/ our understanding to treat them as a discrete wnity. He suggests the |
. -

folloying'as separate role concepts which require inveatigation. : . :

..

"On the one side are the "organizationally given role-demands " -These

-~

are external to the individual. They derive frofh formal sources such as Job

* [

descriptions and organizational policies, and from informal sources such as
e P . “
féroup norms. ¢ o

»

On the other side are the "personaltrole-deiinitions" whichabevinson

~

defines as "the individual s adaptation within the organizatiop Leﬁinson
., poses a sharp distinction between two levels of adaptation, i.e., "at a more /‘

ideational level, we may speak f a role-conception; at a more behavioral\ ~\\/’
™~ \/ -“ . ’ ) '
level, there is a pattern of role-performance" (p. 418).

Levinson suggests that there will be varying degrees of "fit" between

¥

the formal role definition and the personal role-definition. ~o

7/ . ’ .

*
. [y

PerSonality,and Role ) o,

- . . . o

It was the premise of this study that Jungian personality theory could

~be a fruitful way of examining the "fit" or "misfit" as the case may be,

~

between formal role definitions and personal role definitions.

This conceptual framework suggests that the formal ro1e demands and ex-

pectations will be interpreted by .the inqividual through the dominant nrocesses

v

of his personality type. The individual's interpretation of, the role will
. represent his personal role definition. . ) g ) " ) . 5.

In the forqétion of his personal role aefinitiOn, the:individual_vill""

1

o enphasize or de-emphaaize certain aspeets of the role in a manner consistent

vith the basic preferences pﬁ\?is personality type. - when there is a fir be-

tween the demands or expectations of the role -and the charactéristics of the

/ N s




e

individual, the'e will be a fit between ‘oml role definition and the

'pereonnl role definition on both ibe ideatioznl level fthe role conception)

ard on the/peﬁ;yioral level (the role performance) ' Correspondingly, vhen _
. . 3 . . -
, there is a aisfit between the formal role expectation and the personality

-

‘characteristics amd{préferences, the peroonal role conception will reflect
it throug% the adaptations and llterationo ‘which are made. In this latter Ve
case it 4s to be expected that. the role which the individual actually plays

will be different from what the formulators of the role intended.

- -
\ «

N.

. The Study
: . C./ A ’ -
\\;\\ ' . The problem of this study was to examine the relationship between certain
AN ‘ ) '

&

. ) )
) personal characteristids of individuals and the manner in which they con-
R ~ i ) b
rceptﬁglize and performed a'particular educational role. The ovet-all in-

vestigatio asks; when. the role definitions, both formal nnd*personal. axe

adhlyzed in terms of the Jungian personality theory what interactions can

be observed.between the role and the personality of the incumbents?
’ The study investigated the following'fogr objectives and related\research .

. ¢ \ e
questions. - \ ) [
LY . Al ‘ <. . R

Objective #1. To desoribe the incumbents of the on-gite implementer role

in terms of their‘representativeness anong Junginn pegsonality types.

-

~ Question. "Are some personality types repres;nted in greater percentages:
than others? Are some types not represented at all? =

bjectdve #2. °To analYie the formal role definitione for each of the

L
2 two cases (educational specialist and team leader) and compare the role-demands

dmplied and expresged witﬁ epecific personality type functiona.

Question. 1Is the organizationally defined role 1ikely to ‘obtain a better
. » : . L
- - ]
- . £it with particular personality types? ) L. : -
Pl " ‘

- . . ' . -
» S - F B - -

o~ -
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"htilize time in the actuai petformance of the r

.~omn tasks which

' . . .
o b e o B Amemam R Y e A et

10

A
3

-

bjective 3. To examine {the ways in which different .personality types -

role of the on-lite‘inplementer’

will specific types report higherkpercentagea of time spent

v
© ggestion

/
are.consistent with their personality types? (For axample,

will thinking types report nore ttme on. tasks related to the curriculum suck

&s keéping records, designing materials, etc., wvhile feeling types report .

more time on'tasks which require interpersonal i{nteractions, €.8-» working
‘(

N .
- - ’ e

with teachers, students, etc.)

'\Objective #4. To examine the ways in which different personality types
. N v :

site implementer should be carried out,

describe the way that the role of on-

’ .
) r

 i.e 3 heir role-conception.’

L
will specific personality types project onto ‘the role those

Question
characteristics which 4re most consistent with their type?
' /f et . . ’ - K
. Subjects .o T Co L " oo '
. The subjects ‘of th tudy were the 32 incumbents of the two role cases,

"i.e., the: twowexamples of the onrsite impllenter role. Thére were'21

educational specialists who come frdm seven school disti?cés in widelya

distant parts of the cournty. There were 11 team\}e s who all come»from
3 ' ! ' v .

[l
>

the western Pennsylvania area.

»
4

. participation {n the. study was -voluntary- Table 1 ghows the individual
d used for the analysis. ' ;

' o

subject data'which was collected an

R . ' Table. 1
" Individual Subject Data o ;
." — - v - - e
_ Questionnaires - MBTI's ~°  Both Questionnairés .
) T Jand MBTI's .
26 S 1/ oA -

¢
. . .
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< 4 b * / .
 Data Sources ~ N ¢ . h .
* T ) . . . .
Individual Personality Characteristics' The source of data on individuak .
] . _Y_".\
personality characteristics was the Myers~Briggs Type Indicator, Form F. The

.®

MBTI is a forced choice, self-report inventory designed for use vith normal
subjects The instrument was developed by Katherine Briggs qnd Isabel Briggs ; ‘.f
Myers.. The revising and norming of the instrument s carried out by -ETS
uhiéh published“it in 1962 Publication and ditribu%ion of the Indicator was
taken over by the ConsultingaPsychologists Press of Palo Alto in 1975. ;
Reliability of the Indicator has been investigated through the usé of -
split-half procedures These measures_ of internal consisting show correla- -
tions mostly in the,.70.and .80 range "(Buros, 1970,7Pp 1126-1131)
Validity of the Indicator is provided by evidence on the co elations
of the Indicator to other tests, ratings, and empirical studiesr The reported
relationships of the Indicato; to other measures tend to be in th expected
direction for supporting its vdlidity (Hyers, 1962, pp 21-34) o
Formal Role Definitions. Job desc:iptions were obtained for each of the |
- role cases. The job descriptions were examined for statements of behavioral
expectations from incumbents The sets of behavioral expectation statements

were then analyzedaby—a—panel of judges- with expertise in the personality

theoryu The judges classified each of' the statements ih terms of the personality

¥

« - l ~' —‘.
The classifications by the judges were analyaed-for the percentage of

characteristics which are required to perform it. %

>

total tasks being given eachvof the classifications. This-procedure made it ’

possible to speculate on which of the personalityfhharacteristics might obtain

o

the best fit with the expectations of the roles. J S .
) 4 ;
Per' role‘definitions ‘me ideational level (what on¢ thinks his job ‘¢
/ 1
' Jshould be) was operationally defined for th&g study as the individual‘s role
o 2

r conception.l This was obtained by having subjects respond to a written. question

o asking them to describe the functipns that one in their role should perform.

’

i 13 v )
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The passages vhich the*cubjectc wrote were annlyzed by the panel of

Judges. The judges indicnted which perconality preferencec vere being

-

expressed and to what degree.

>

The resultant data was snalyzed to consider the'lxtent to which the

I
*

conception of .the role by the incumbents _matched the intent of the role as

"
.

incicated in the job description. ’ . LI
The Behavioral level (how one behaves in carrying out the job) was ’?

defined as the way in which the individual utilizes time in the performance

-

- of the role. This was obtained by having Subjects respond to a vritten
»
question asking them to indicate on a list of 19 tasks which tasks they’

performed and the percentage of time spent on each. The percentages of time

spent on various activities were explored through class-tabulations with

v

personality type. Chi-square and Spearman’s who ﬁere computed to test for
L 4

; significance between the time spent by individuals of different pcrsonality

’ types a various tasks-and on the rank ordering of tasks in termn of time spent.

.

? .
N .
S
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Results* ) - ’ ‘. ‘
The results of the data analyges are presented in relation to each of |

the ‘four research objectives.

N
. L4
e -

Objective #1: Represeni:ativenegs of
Types Among the On-Site Implementers . L “

.

By compiling the results of all :hg“individuaf Myers-Briggs Type Indi-

noor

-~ * cator profiles Table 2, showing the humber of individuals .repreéen}:ing each

of the 16 persenality types, was constructed.

. . - .
L2238 . “ .
Wt . »

Table 1'
. . Prequancy .of Types Among the On-Site lmplementers . - .
o = 27) N
o ‘ : ‘
{ . . . Summary of,
Types . ” Preferences
. . . - v § A
1573 ISFJ mrs ™T3 E=15 568
¥=3 =5 E=1 0 Is=12 “ , .
I8TP 1SPP . INPP e $ =17 630 .
, & 0 N=1 B=1_ W=l ., W=10 3 .
: ESTP ESFP ENFP XTP . T= 9 3N
- 0 Es=1 E=3 ¥=3 - r=18 668
' . ) PsTI 513 s T3 P=9 3N L
, W= 2 k=5 H=1 n-‘xk, J =18 668 .

v ~
. . -

' When the ovéral]; representativeness of edch of the eight dimensions is
" i o . » ' R
considered as in column 5, it can' be seen that there are more extraverts (56%)

than introverts (44%), more sensing types, (63%) than intujtive types (37%),\

)

-

more feeling types’ (66%Z) than peréeptive types- (33%).

s 'fk()ese data show that the most represented combination is the sensation-

i ' - ¥

feeling type (44% of the sample) foljowed in ordgr by the intuitive-feeling
. Y N

2

T - . . (™) ' 4
* type, (22%), the sensation-thinking type (18%), and the intui?:ive—thinking

>

type €15%). Theré are alsb more extraverts (56%)}tha~n ‘introverts (44%) and
more judging types (66%) than perceptive types (33%Z).

L2
~™. Comparison to other oqcupational groups showed thét; type represent.:ation-

£y < : .
"¢ . . '\

) . .,

« - : 15.
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“a

- over feeling judgment. i

_seek it out qr were ,they sought for it? -
- - \ .

.
- -

among the sample of on-site implémentere is similar to other educatioﬁallyl
related ,groups--particularly to elementary school teachers. .

~, < . . ‘
Analysis of the personality composition of each of the role cases-separ-

ately indicated that for the most part the preferred preferences are simifar ’

‘except that the educational specialist role has drawn more introverts than ’

extraverts while the team leader role has attracted more extraverts. Accord-

-

ing to the expectations which deriverfrom the typology theory, one might.

/
expect to find more extraverts. among the subjects since the nole, in both

L s
I3

of the cases, represents an outer-directed ofientation. It might ‘be of in- '

terest to inVestigate how and why the incumbents came to tﬁe role. Did they

+

n

S -Objective #2: Analysis of the Formal Role Definitions
s '5: [

£ -

The goal of the analysis for objective #2 was, essentially, ‘to map the

role demands onto the personality theory. The-results of the judges class-x .

ification of the statements from the job descriptions permits one to specu-

-

late that some of the personality preferences are better matched to the role

than others Therefdte, certain personality types should find it more natural

~

_to perform the role in a manner congistent with the.formal demands

The classification by the judges of. formal role demands for the feam
’ - +
leader role suggests the following st ements concerning the personality fac-

4

tors which best mateh the role demands:

»
s L

- s
~There is a greater demand’for the éxtraverted attitude than for

¢

the introvertqﬂ

-A preference for perceiving through either sensing or intuition

will@find outlets in this role. , " \

kY

-Almost, half of the behaviors cali on the use of thinking judgment
%

v v

.113 ; #,

X

¢

/(‘.



-Alnost hilf of the role demands are better matched to a

preferencé for thg judging attitude\which results in a planned,

.

orderly style more than»a flexible, ipontaneous-:E%Qa

The classificatIOn,by the judgea of"formal role demands for the educq;’
o5
tional specialist ro1e auggests the following concerning the personality
. - , 2 .
factors which best ‘match the role demands: . . ) )

K

—While most of the rcle behaviorsédo-not call ‘on a specific

pn%ferepce-for either extraversion or introversion, there is an ¢ { ‘
advantage amohg the remaining behaviors for one who prefers ex-~
¢ c 7 . ‘ N ,',-
* 1
traversion.
»

-There is a decided1y~gr£ater demand for the use of intuition
\ . .-

’ K
vver the use of sensation. : ;- .o

-There is a decidedly greater demand for ‘the use of thinking

? judgment over the use of feeling judgment.
-While.there is a slightly greater demand for the USe of the y
~.judging attitude, there are also many behaviors for which the 5 ‘
exercise of either attitude will be appropriate. " 'w k T -

-

.Objective #3: Analysis of Time Utilization *:
Among the On-Site Implementers °

o . .
* s

*As indicated previously the data on the use‘of time were obtained by

-

having\individual subjects report the percent of time they spend in the per-

3

formance of various tasks (19) which make up thé overall role.- . .
In order to perform statistical analysis using chi-séuare,~the‘tasks
needed to be grouped. This was necessary because the percentages reported

on individual tasks were not great enough to permit the uae ‘of chi-square.
Tasks were grouifd according to a task typology proposed by Seltzer (1976)
-
Por the purposes- of this otudy, this task typology has the advantage of being

. 5
/7. ’ ,

4

1 o
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o7 } \ ;@%?g .t 7 .ﬁ
- ' - »_:‘.-.e‘m - 16 v A
. : ?’ : '
. ‘ :o:’ ) . . ) «;’ ‘i
based on ths\dimensions of the Jungian personality. theory. .'\ianf~ ' - iy

Once the tasks were grouped; the combined data fdr.all tcsks~in¢the
group became the snbject of the,analysis.N~R§ the tasks Gere)é:bopéd? ac-"'
cording to the combinations of the four functions (sensation and intdition!
and thinking and feeling) 8o. too were :ﬁé sﬁijects grouped accdrding to the
MBTI results on the'function.combinations. . ) ' / ) V
Table 3 presents a cross tabulation betveen the four personality' ‘

\

gyoups and the four task categories. lAn examination of the ‘data in Table ‘ -
- . o .. .

3 indicates that the two*task‘categories which are commaﬂding the most time

by all types are the interpersonal (SF) and planning (NF) categories while

W
the task cluster commanding the least time is the prohlem solving (NT) category.
. —
., - - . w‘ 3 - ’ A >
7 . . 3 [} . .
."a : . Weumwnwxqmmumumm
: ' ' L ’ Y . ¥ . .,
! ' fask Catsgories
) ‘perwonality [ ] - - 8P Inters ¥7T Probles
Types -poutine Planning ’orooulL solving
3 7 N
w 17.33 N 2.7 /. d: 8.53 .
sr. ,22.92 29.42 37.33 . 10 . s
w 12,23 36.13 Y, 41.80 7.17 SR
sT 23.50  36.50 29.50 7 P
% = 8.65 n.s. - - ‘

Chi-square was® performed to test for significance between the time . °

spent by different pérsonality types on the_ different’ task clusters. For. }
- X' .
these data the obtained chi-square of 8. 65 is gpt statistically significant. ;

B

Therefore, the results oi ‘the tfst show that the time spent on the different ' .

\
task clusters is not'statigtically different for the different type gnoups.

It wasfgelt that a ﬁartial explanation for the Q-fk of statistical sig-
]
nificance might lie in the nature of the individual task descriptors. The ‘ -

.}

6%7 tasks were described for a questionnaire to heet the needs (and the constructs)
of another study (Hartnett, 1977). For that reason, the wording of the task ) )fJ
| r A

. .
Y, , ,
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~

descriptors was not designed to eliminate what, for this study, become
f

ambiguities. Therefore, it was.decided that a sf%setapf tasks which most
clearly met the definitions of'the task typology would be designated and

that a second applicatiqn of the chi-square would be conducted.

L3

In performing this yost hoc analysis ;f the data, eleven of the nine-
teen tasks were retained and used for the compilation of new data. For
Vt

these data the obtained chi-square of 19,33 is significant at ‘the 0.05 level
indicating that the/distribution of time spent: by different perSonaIi:§\\“
groups is statistically significant when a subset of tasks most representa-
tive of tne task category is considered.

A second analysis of the use or time data was performed by applying the

Spearmap rank order correlaz?on coefficient (rho) because it-was noted that
L

specific individual tasks appeared to receive higher percentages of time al- .

el , B,
4 ‘ ) : '
locations by different personality groups. It was decided that an appropriate

way to determine if different personality groups were implicitly giving prior-

ities (i.e., by their time allocations) to different .tasks was by testing the.

R

rank ordering of the tasks by different groups. *-

The first step in this analysis vas to order the nineteen tasks from

i

‘most- to least time spent fo} each of the personality type groups _.That data

is shown in Table 4, ” IS

A cursory examination of the rankings shows that there are, some differ-.

d

Nzinces from group to group. For example while the NF's, SF's and NT's all

A
spent the highest percentage of time on task 13, working with or tutoring

students, the ST's spent the highest perce tage of time on tasks 9, general

maintenance classroomﬁobseryations and task }8, collecting data. The SF /f

group spends the second highest percentage f time ;;})ecting data, but the
% ‘ : ‘ . . v
NF and NT grohps -show collecting. data to be tenth a & eighth in terms of time

spent.

S

N\

A




Table 4
lnnk ‘Orders of Tllkl in Terms of Time Spent by P.roonality
ENg Type Group

(s

w

Task pesqription ST's NF's Sr's Wr's
- ‘ M
L by
Pronotiﬁg or explain;ng program
to people not connected with
the program 13 . 18
Writing reports <1s 16
Desxgn;ng and conducting in- .
. service workshops. 13 8
-Designxng and- conducting ﬁre- N
service workshops..
Designing new curr;culum .
*« materials. - ¥ N 13
Designing supplementary or oo )
replacement materials. ‘8. 12
sorting, organizing, delivering ;
materials.
Check record keeping in class-
rooms. . @
General maintenance, classroom - i}
observations. -
General maintenance cohference
with teachers.
Pocused pre-planned classroom
observations.
. "Conferences following focused
classroom observations. '
Working with or tutor;ng
students.
Working with parent visitors
or volunteers.
Substituting for teachers and
aides. -
Working with school personnel
not officially part of the pio-
tram; such as administrators,
principals, elementary super-
visors, etc. .
wdrking with project personnel, :.
excluding teachers and aides, such
‘as other tean leaders, Project .
Director, peer teachers, th
18, Collecting data. & '
19. Traveling from school to- - &0
school . - -

15
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. Another interesting contrast is seen on_Task 7 sorting, organifing,

4

N delivering materials.

While the ST 8, SF s and RT's show this task to be .

h

t

1 %

fourth and fifth in terms of time.Spent,"the NF' ssshoy it to be,fifteenth.
In order to determine if the differences and gimilaritdes yhich are/
apparent in Table 11 are of any statistical siénificance,'the Spearman rank -

¥

2 N L.t S
order correlation coefficient was calculaged.

.- ‘ )
The personality groups vere

P -

8
paired for the analysis in.such a way that the most unlike types yould “be
N
contrasted to one another.

- K

Therefore ‘the rank ogder correlations w%re

examined between the sensation-thinking types and their oppositesﬁ-the in-

e 'S

tuitive-feeling types as well as‘between the sensation—feeling types and

their opposites—-the intuitive—thinking types. The analysis indicated that

the ordering of the sensation—thinking grouu and tﬁ‘\intuition—feeling

L 2

group are ‘not statistically,correlated ‘to one another, whereas the orderings
. ¢ . ¢

of the sensation-feeling group and the intuition-thinking group are statis-

'
<

tically correlated. * . 3

The analyses do.seem to indicate that the differenq personality types’
N \ o ©

are assigning different time allocations to different tasks. In the case of

. the ST group the five tasks which are receiving the most time (collecting

.

»

data; genmeral maintenance classroom observations; focused pre-planned. class-

Y

~vhjumm observations; sorting,, or'ganizing, delivering ’Mterials; a%d check re-

-

&

cord keeping in classrooms) are all tasks which are appropriate to- the .pre-

férences of sensation and thinking. Note, for instance that the ST group
] " .
puts classxoom observations? (tasks 9-and. 11) in ‘the top five tasks,. but puts
’ B

" the follow-up conferences with teachers in the ninth and tenth position. The

~

point is that follow-up conferences are interpersonal and interactive tasks.’
- 7

Such tasks, according to the personality theory will be "less preferred" by

L 4
the sensation-thinking type.

While it 1s not possible to make a clear case for the prdering of 4
A ;

- a

tasks by the other personality groups, there are enough trends ahd differences

-
¢ 221' R o ; .

R3

to indicate that the phenomenon is‘forthy of further investigation.

R
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L ° Objective #4: Analygis of Individual Role Conceptions, , ’ ,; )

- ¥ . . s - .
The majo:: issue being addressed in objective 4 is whether or not the in—

v

L d “ [ ’ »
cumbents of the on-site implementer role will project into their* deseription ~t
S,
Q
, - of the ideal role characteristics which are consistent with their personality -
- types. 'rhis /is a form of the question of. whether type (or rather,°specific
v - -~ >
, “dimensions’ of type), can be ﬁdicted from a content analysis of a written
< pagsage. . - L .
. T - - o5, = s, R
. » In order to assess this issue the data in the following table is presented.
. ) . - : =" )
The t\abj,e summarizes the classifications by: the judges of the individ,uaipassages.
> A ! ~ v ) i T -
© . - Table 5 . 25 ok
. . . 4
o Personality Preferences Prom Role Conccption - . i <
Punges 3 - .
N o . - v . , .
. - " Preferendes ., . ' »
. Sensati g iaxkae B = ~: :
. sation Intuition Thinking %ing . - . PR
o - v T3 W
‘ Number of S's -7 . s ~ ’ BRI ’ o
. . expresging prefer- : - o . .
ence on MBTI - - 14 . ? PEEE 16 . ; TN )
3 > ) N e
Number of S's . e H‘\ ‘ g v N
expressing prefer- - * .
ence in role con- *
ception (us . ° . i
judged by panel) . 12 9 13 8 .. Lt
\ L .
Y, < XuNumber of prefer- N .0 ‘ ¥ “ 8
. , ences correctly ) v /"
. identified by . o '
judges < 7 , 2 3 6 >
- ~ - " [ ®

< . “ . 3. . -
The table shows that t;he preference being most clearly prpjem‘q iQtO the

Jo / e B

ideal’ /role statements in such a way that it is id‘entifiable %y the judges Is

~

9 the preference for perceiving tha:ough sensation. In-all- other preferencé .areas .

\

the discrepancies between the MBTI data, the judges }:lassif’ical‘tions,' and .number -
g . . 2

of preferences correctly [identified are quite great. In fact_they are éreat h

-

/ enough to lead us to say that personality preferences yere either not being
v s 'y

projected "into the ideal role statements or that the techniques used to identify'

¢ o - P

’ and clas_sify the statenients is"inappropriate. ' ® . o
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*Sumnary’and Conclusions

r Referring back to the conceptual framewotk for the interrelationships
between formal role definitiona, personal role definitions,:lnd personality
preferences, the<fi;oings of this study suggest the following points.

The relationships between formal role definitions and the personality
characteristics of the incumbents show that the majority of the incumbents of
the Team Leader role generally possess the preferences which beat match the
formal role demands but that there are some marked discrepancies~between the

.preferences most required to meet the de::;hs :

T

role and ‘the dominant preferences among the incumbents of the‘role.

: of the Educational Specialist

In both cases the roles call more upon the exercise of impersonal
.analytical logic in decision making than the opposite form, i.e.,- personal
\ values-based logic. How&ver, the majority of tHe incumbents in both, roles, “
being geeling types, will according to the personality theory, turn instead

-~ toa perSonal values-based logic . :

The relationships between the role conceptions and the personalities o;
the incumbents indicate that the incunbents are projecting the characteristics
of sensation and thinking onto the role while the personality{data shows them
to be predominantly sensation feeling types. The differences suggest that in
one setting (the MBTI) the incumbents lean toward a personal, vaIues-baseé ‘
logic for deoision purposes but in‘another setting (the writing of the passage)
they indicat: that what they ghgglg_use is a more impersonal analytical logic
for decision making. ] o : _ -

If we fake these findings at face value they have implications for thﬁ

role in that they present a lituation where the 1ncumbent is in a double bind.

*  The double bind is bletween what the‘incumbent can do best and likee to do best

and vhat he thinks he should doﬁ !

’ . T
! N .
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The study suggests that there is a relationship between role performance
4 N
and personality. "The role performance, or use of time data, indicated that

L
the subjects are spending their time on the following task groupe from most

time to least time: interpersonal (SF) taska, planning (NF) takks, routine ¢ '
v I

(ST) tasks, and problem solving (NT) tasks. This is' generallyiconsistent with’
the personality types among the population in that the largest/group is the
SF's (44%), next are the NF's (22%), then the ST“s (18%) and finally the NT s,

(15%) . ‘ v

. i,
This does seem to indicate a relationship betwe’en the personality pre= o

- ferences and their allocation of a very special resource--their time.
- The data on the relationship between role conception and role performance

indicate that although the subjects described the roIe in ST terms they. are
k ; e '

spending moreoof their time in the performance of’ SF tasks. .

- THe available qua allow for comparison between formal role definitions °
and personal role conceptions of the S/N and T/F dimensions. The indication
is that the formal roleslask for‘the performance of both sensation andgintuitive

behaviors in the case of the team leader role and>predominantly intuitiv% tasks
4 N

in the chse of the’ educational speclalist role, the incumbents, however, con-

ceptualize their role more in sensation terms than intuitive terms These “

N L

findings suggest that ‘some differences between these components exist,‘or

o

éve been through training

-

persis(/ even though the subjects of the stmdy

, and have_been i

aspects of the formalrole definition, partfcularly those emphasizing fhe use
of intuition, need to-be exised or-tha débferent training activities need
to’ be devised. : ~ ““. ~
On the T/F 'dimension, the formal role behaviora are classified as calling

on thinking judgment and ‘1ikewise the incumbents concep&ualize their role as.

- —r
-

o ' 24 S

~

)

‘the roles for some time. On implication might be’that certain

x
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¥

requiring thinking judgment. This concurrence ia notable becaule the lljority
»

of the incunbentselhowed a preference for feeling judgment oVef thinking judg-

sent. ,In this case individual peraonality»preferences did not yervade the
/ -~
role conception and in fact the reverse is ‘trus. It appeere that otherfforces \

. imthe environnent, thoaelnore traditional to role analysis, have acted upon-
the 1ncumbents in such 2 way as to ‘cause then to coneptualize the role in a

mannér consistent with the formal definition rather than their personal pre-
. - "

ferences. . ‘ ' " ’ \

L3

- The data on thé relationship between formal role definitigns and role , %
performance indicate that the incumbents are performing the role more con- i

. W‘ ) - R .
sistently with their personality preferences than with the formal definitions .

y
&

of the roles. In: fact, in the case of the educational specialist role the

. majority of the role demana§<gere classified as requiring NT type behaviors,

but the role performance data ipdicate that the NT task group is receiving

"¢ the least amount of tiﬁerpy the incumbents. - A
_-Implications of the Findings for the On-Site Implementer Role l
e \ . )

' \ The fin gs of this studylhhve implications for the over-all conceptuali-

-

g’#F zati of this 1mportant educational support role. \For .example, since it was

A

o
NG possible to use the typology to analyze the ﬁormal demands of the roke it vould

~

ysis in order to determine whether or n:{ they have created a one-sided 1

, 1i.e., a role which draws 8o heavily o certain aspects of personality

egitimate outlets. : - L -
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In a certain oense, role\design may be the "role conception passage" of .
the ‘role designer, 1, e., it may be an expression of the designers "ideal role".

It should be the designer's responsihllity, therefore, to examine the role und

determine if he, has, in fact, projecfed his own personaIity preferences and )

trenghls into it. S oy o .
In another §Ense,-%nalysis of a rol;/attthe'design Eiage can lead to

better standards of expectationffrom the’ incumbents.: If the.role‘has been

designed in'snch a qay as to.require the exercise of all the personality

dimensions, it can be known at the outset that no ;;e incumhent will-of can—;
perform all role behavior%tequally \is this Study suggests different personal%Ez
types do alter the role throdﬁh the way‘they allocate time to different tasks.

-

, These points lé?d to a majot recommendation, the recommendation for a

- I

role design which calls for “the creation af onrsite Supzort.tepms instead of

individuals. This writer is aware‘gf the problemskof ) a recommendation

in these times of declihing funds for education , Howeyer, 1d be noted
that the recommendation comes Buzggf the thepretical implications of the study

. kS
The ‘writer thinks 3t legitimate Justify a recommendation th oretically
&4 N f
prior to justifying it pragmatically ’ '

3 .

The data have indicated that the on~site implementer role i‘\\and needs -
to be, a ﬁulti-faceted role. One way “to assure the treaﬁEent of all the facets
N /'\_, o~ ~ ~ . . ‘
is to organize teams based on the strengths which diffbrent individuals can

contribute. Efforts to use the personality typotzgy as é’framework for organiz-

ing teams is in fact already being explored (McCaulley, 1975).
There are also implications’for training on both the individual and the

,team lenela > The most direct impiication is that incumbents be made aware of
o
the conceptual framework of the typology and of their own measured preferences.
®
ot N ’




. / N
This amounts to using the typology as a tool for creating self-awareness,
€ N 4‘ , s J

The typology lendsritself well to such usé*becausexit is essentially a

o

measure of individual difference in which each type has strengths and
weaknesses while no one type is treated as superior or "noré‘healthy"" )
than the others. Part of the self-awareness t?ainingtwould be to assist.

incumbents’ in seeing the impliEatipns that their own preferencés might

»

have on their interpretation and performance of the roles 'NoE only could

,

they become aware of aspects of the role which they may have problems
; . .

with, they could also come to ackndvledge those aspects which they prefer .

. ¥
to do and will do best. This notion_ is supported by some of. the findings

v

from the research on leadershép (Fiedler, 1969). .
Implications of individual differences for the functioning of a team

could be deélt with through Quch training  devices as simulation, role pla&?

- ’

v

.ing, discﬁssion of research’;indings, and.analysis-of case studies. (The

4
13

reader will note the effort to suggest a range -of trainihg activities which

will appeal to different types.) - - '

Ultimately, of course, the framework can hglp team meﬁ§§}§ anticipate’

"and deél,more effectfvely with th} different pe%sonality types they will en-

«

counter among the teachers whom they support.
7’ .

In.summary, the findings of this study do have implications for the

3

4
design of the on-site implementer role, for the’selection of personnel for

.

Lthe role, and for the training o -inéumbentg. . s

”

. -

All of these suggestions.have' mplications for improving the process
[} - a
of implementing educational innovatiohs. And that briqgs us back to the

beginning of the study where it was noted fhat one educational innovation |

was crdated to facilitate the implementaticn of another innovation. The

Y
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_main point to be made here is that the segpndaty.innovation, in this case

*

the on-site implémenter role, requires and deserves as much research and
- - 4 > ” .

’

attCitiii\as the primary innovation. ‘ . : .

-~

Finally, the study shows that the findings of such research can con-

tribute new ideas to the design of and training for this innovation Support

role. Improvements in the system of suppSrfs for the implementation of

\

educational innovations holds the promise of improving the implementation

-’

process and thereby facilitating change in the_school.

.
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