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ABSTRACT 

A school s t a f f  concerned w i t h  the  qua1 i t y  o f  education faces quest ions 

about change: whether to ,  what to, and how t o  change. The search f o r  ways 

o f  increas ing a school s t a f f ' s  a b i l i t y  t o  cope e f f e c t i v e l y  w i t h  a changing i 

envircnment and t o  i d e n t i f y  changing needs i s  an area o f  study a t t r a c t i n g  

growi rg  i n t e r e s t .  The development o f  school-based needs assessment s t ra teg ies  

as onfa p a r t  of a p lanning p r o j e c t  i n  a la rge,  urban, Canadian school system was 

t h e  contex t  i n  which t h i s  study was conducted. 

The purpose o f  t h i s  study was t o  develop and f i e l d  t e s t  a se l f -eva lua t ion  

process f o r  use by school s t a f f s  t o  provide in format ion  on the  q u a l i t y  o f  i n t e r -  

a c t i o n  i n  t h e i r  schools. One o b j e c t i v e  o f  t h e  study was t o  modify and exp lore  

the  use o f  an inst rument  f o r  r a t i n g  dimensions o f  s e l f  renewal: Dialogue, 

Deci sion-making, Act ion,  and Evaluat ion (D.  D.A. E. ) . The School Prac t ices  1 

I nventory  inst rument  uses c r i t e r i a  statements, and a d iscussion scale. A 

second o b j e c t i v e  was t o  observe t h e  process o f  data feedback and d iscussion o f  

how school p rac t i ces  a re  c u r r e n t l y  operat ing,  and how s t a f f  would l i k e  t o  see 

them operate. The study sought t o  generate i n fo rmat ion  f o r  l a t e r  a p p l i c a t i o n  

i n  designing t h e  f i n a l  format o f  t he  se l f -eva lua t ion  component o f  t he  needs- 

assessment ma te r ia l s  under development. The usefulness o f  t he  Inventory,  the  

e f fec t iveness o f  t h e  d iscussion scale, and the  s t reng th  o f  t h e  feedback proces* 

were studied. 

Three s t a f f s  used the  Inventory,  discussed data a t  feedback meetings, and 

formed plans f o r  dea l i ng  w i t h  concerns. F i e l d  t r i a l  a c t i v i t i e s  were organized 

i n t o  th ree case studies.  Because o f  the  mul t i -d imensional  nature o f  t he  process, 

the  study used a v a r i e t y  o f  methods. Ethnographic and s t a t i s t i c a l  methods 

s u i t e d  t o  t h e  dec is ion-or ien ted purposes o f  t he  research emphasized p a r t i c i p a n t  

iii 



observations, key-informant in terv iews,  quest ionnaires,  and s t a t i s t i c a l  

ana lys i s  on t h e  instrument items and ~ u b ~ s c a l e s .  

Findings were: ( 1 )  t h a t  i n  schools w i t h  very d i f f e r e n t  types of 

c l imates p a r t i c i p a t i n g  i n  the  study, t he  use o f  t h e  Inventory fo l lowed by i 

discussion i n  feedback meetings a f f e c t e d  D.D.A.E. processes and engendered 

school c l ima te  change; ( 2 )  t h a t  Inventory i tems were v a l i d ,  h i g h l y  r e l a t e d  . 
t o  s t a f f  i n t e r a c t i o n  dimensions, and i tem-scale c o r r e l a t i o n s  were high; (3 )  

75% o f  t h e  c o r r e l a t i o n s  s i g n i f i c a n t  a t  t he  .O1 l e v e l  ; (4 )  t h a t  t he  

sca le  d i d  n o t  s t r o n g l y  support t h e  r a t i n g  sca 

appeared t o  i n f l uence  decisions about how and 

1 e as a d d i t i o n a l  , comp 

when t o  discuss s t a f f  

and ( 5 )  t h a t  o v e r a l l ,  s t a f f s  judged t h e  self-assessment process t o  

and t o  provide use fu l  in fo rmat ion  f o r  s t a f f  planning. 

t h a t  a l l  s i x  sub-scales were s i g n i f i c a n t l y  c o r r e l a t e d  a t  t h e  .05 l e v e l ,  w i t h  1 

d iscussion 

l e x  var iab les  

concerns ; 

be p r a c t i c a l  

P r a c t i c a l  i n s i g h t s  i n t o  essent ia l  change generated by t h e  study included: 

the importance o f  l ook ing  a t  contextual  f a c t o r s  when focusing on t he  s i n g l e  

school ; t h e  appropriateness and e f fec t iveness o f  ethnographic methods i n  

dec is ion-or ien ted studies;  and the  importance o f  fo l low-up mate r ia l s  f o r  core 

p lanning groups i n  s t a f f s  t o  ob ta in  s t a f f  p a r t i c i p a t i o n  i n  planning. 
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Chapter One 

BACKGROUND AND PROBLEM 

Background 

Concern f o r  change i n  the schools, and f o r  the processes e f f ec t i ng  change 

i s  growing among both professional educators and members o f  the pub l ic .  Much 

o f  the pressure on the school as a system embedded i n  the la rger  system o f  

cu l t u re  i s  re la ted  t o  two contrary po in ts  o f  view. Serious disagreement 

ex is ts  as t o  whether there i s  too much change o r  too l i t t l e  change i n  

education. The consequences o f  the dichotomy have been f e l t  i n  the area o f  

methodical i nqu i r y  as wel l  as i n  the day t o  day operation o f  the schools. 

Getzels (1970) suggests t ha t  the examination o f  what i s  meant by change 

has been somewhat neglected as has the p o s s i b i l i t y  t h a t  there may be d i f f e r e n t  

types o f  change. Depending upon the type o f  change a t  issue, both the 

perceived r i g i d i t y  o r  faddism i n  education appear t o  be demonstrable. A 

considerable 1 i tera tu re  has developed i n  support o f  each perception. 

I n  the midst  o f  such c o n f l i c t i n g  demands, the school s t a f f  concerned w i t h  

maintaining and improving the q u a l i t y  o f  education o f fered t o  pup i l s  faces 

questions having t o  do w i t h  whether changes should be made, and i f  so, what t o  

change, and how t o  b r ing  i t about. (Cul ver and Hoban, 1973). "Enforced 

change" has i t s  source i n  the c u l t u r a l  context o f  the organizat ion and 

''Expedient change" has i t s  source i n  the i n s t i t u t i o n a l  s t ruc tu re  o f  the 

organization. Both accomodation and reac t ion  as mechanisms o f  change are 

1 i ab le  t o  ce r t a i n  dangers. (Getzels, 1970). These a1 ternat ives t o  thoughtfu l  

planning f o r  change by an educational i n s t i t u t i o n  are cos t l y  both i n  terms .df 
* 

consequences f o r  pupi 1 achievement and f o r  s t a f f  morale. (pe l  l eg r in ,  1968). 

The type o f  change Getzels (1970) c a l l s  "Essential change" has i t s  source 



2 

i n  voluntarism w i t h i n  the personal dimension o f  the organization. It i s  no t  

merely an accomnodation t o  c u l t u r a l  o r  external pressure nor i s  i t  on ly  a 

react ion t o  i n s t i t u t i o n a l  o r  i n te rna l  pressure. Instead i t  has i t s  o r i g i n  i n  

the c rea t i ve  i nqu i r y  and comnitment o f  the ind iv idua ls  inhab i t i ng  the system. 
I 

Several important theore t i ca l  assumptions under l ie  t h i s  concept o f  

changing as self-renewal i n  a school organization. The work o f  Getzels, 

Lipham and Campbell (1968) gives i n s i g h t  i n t o  not  only the s t a t i c s  bu t  the 

dynamics o f  organizations l i k e  schools. They stress the necessity o f  tak ing 

i n t o  account nonl inear r e l a t i ons  among var iables as we l l  as the l i n e a r  

re la t ions .  I n  developing the idea t h a t  no t  a l l  r e l a t i ons  and interdepen- 

dencies i n  the e f f e c t i v e  system are balanced, symnetrical, and l i near ,  these 

w r i t e r s  po in t  out  t ha t  there are  forces impinging from w i t h i n  the soc ia l  

system as wel l  as those from without, and t h a t  v o l u n t a r i s t i c  behavior der i v ing  

from the personal i t y  and cogni t ive  charac te r i s t i cs  o f  the ind iv idua ls  i n  the 

system as wel l  as the s t ruc tu re  o f  the prescribed ro l es  a f f ec t s  the dynamics 

o f  the organization. 

Goodlad (1973) develops the idea t ha t  the s ing le  school becomes the 

appropriate ta rge t  f o r  i n te rven t ion  designed t o  develop sel  f-renewal 

capabi 1 i t ies ,  because i t  i s  an organic who1 e, a system made up o f  parents and 

pupi ls ,  a professional team o f  teachers w i t h  a designated leader and the 

necessary bui ld ings,  equipment, and mater ia ls.  

Bentzen and Tye (1973) suggest t ha t  achieving essent ia l  change i s  not  a 

one time phenomenon. Teachers, students, parents, and administrators should be 

encouraged and supported i n  t h e i r  e f f o r t s  t o  engage cooperat ively i n  the 

process o f  coping w i t h  the unique and changing problems and goals they 

i den t i f y .  This type o f  on-going process requires t ha t  any consu l ta t ive  o r  
C 

i n te rven t ion  s t ra teg ies should be designed t o  ass i s t  s t a f f s  a t t a i n  and 

strengthen an organizat ional  c l imate and associat ions w i t h  other organizations 



i n  which there i s  the capab i l i t y  o f  renewal. 

It i s  not  on ly  the formal ru les  o r  procedures bu t  ra ther  the qua1 i t y  o f  
7 

the human involvement, comnitment, and understanding exercised by profes- 

sionals, parents, students, and others t ha t  make a school e f f e c t i v e  in.,, 

meeting the challenges o f  a p l u r a l i s t i c  and changing society.  Schmuck, 

Runkel , Arends and Arends (1  977) be1 ieve the key t o  becoming a sel  f-renewing 

organizat ion l i e s  i n  developing i t s  s t a f f ' s  capab i l i t y  t o  ca r ry  ou t  

cooperative planning, decision-makingsand assessment. 

The major ro les  o f  consu l ta t ive  o r  change agent personnel w i l l  be t o  

t ransmit  necessary knowledge o r  s k i l l s  t o  the s t a f f  members o r  t o  provide some 

type o f  expert ise f o r  the organizat ion a t  i t s  request. A school s t a f f  w i l l  

take respons ib i l i t y  f o r  the on-going a c t i v i t i e s .  Planners w i l l  increas ing ly  

create the condit ions i n  which people can learn the competencies needed t o  

possess, master, discard,and invent new systems o f  act ion.  (Ziegler ,  1972). 

Although a school s t a f f  may be committed t o  an on-going program o f  

planned change, i t  may be impeded by a lack o f  understanding about how t o  work 

e f f e c t i v e l y  w i t h  the organization. L o r t i e  (1966) po in ts  out  the character- 

i s t i c s  o f  school organizations i n  which staff-members were t ra ined t o  e x i s t  i n  

a 'Robinson Crusoe ecology', and the school organizations which are s e l f -  

correct ing,  self-renewing systems o f  people who are recept ive t o  evidence t ha t  

change i s  required and able t o  respond w i t h  innovative, in tegrated programs 

and arrangements. Sarason (1971 ) has a lso contr ibuted an extensive 

observation upon the context o f  the school t ha t  r e s i s t s  and works against 

change. 

I t  i s  appropriate t o  h i g h l i g h t  two ra ther  lengthy and comprehensive 

studies t ha t  have been undertaken w i t h i n  the l a s t  decade. These have y ie lded 
* 

a number o f  productive s t ra teg ies which appear capable o f  increasing the 

school's a b i l i t y  t o  cope e f f e c t i v e l y  w i t h  a changing environment. One o f  the 
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research programs has been conducted by the Univers i ty  o f  Oregon's Center f o r  

the Advanced Study of Educational Administrat ion (now the Center f o r  

Educational Pol i c y  and Management) . This program i s  known as Organizational 

Development. The second research program was car r ied  ou t  by the I n s t i t u t e  f o r  
I 

the Development of Educational A c t i v i t i e s  (I .D.E.A.). The p ro j ec t  was known 

as the Five Year Study o f  Changing Schools. 

Oraanizational Develooment 

I n  1967, the Center f o r  Advanced Study o f  Educational Administrat ion 

(C.A.S.E.A. ) i n i t i a t e d  a program o f  research and development e n t i t l e d  

Strategies o f  Organizational Development. Over the ensuing ten years, the 

development and dissemination e f f o r t s  have been aimed simul taneously a t  

es tab l ish ing networks o f  Organizational Development spec ia l i s ts  w i t h i n  school 

d i s t r i c t s  and developing and producing aids f o r  consultants i n  the form o f  

designs, d iagnost ic and feedback instruments, learn ing games, s k i l l  exercises, 

group procedures,and audio-tape mater ia ls.  

The Five Year Study o f  Changing Schools 

Results o f  the I.D.E.A. study appear t o  have produced some major ins igh ts  

f o r  both the r o l e  o f  the consultant and f o r  the processes needed t o  operate 

self-renewing schools. The research program began i n  the mid-Sixties, a 

per iod o f  growing concern and d i ssa t i s f ac t i on  w i t h  the t r a d i t i o n a l  school 

system. The d i r ec to r  o f  the study, John Goodlad, thought t h a t  the f a i l u r e  o f  

many in te rven t ion  s t ra teg ies such as the non-graded movement w i t h  which he was 
* 

associated resu l ted because o f  a f a i l u r e  t o  take f u l l  advantage o f  the 

organismic who1 eness o f  the s ing le  school. 



I .D.E.A. decided t o  examine the  t o t a l  s e t t i n g  i n  which change takes 

place. The study was designed t o  i nvo lve  eighteen schools f rom d i s t r i c t s  i n  

southern C a l i f o r n i a .  The schools were i n v i t e d  t o  p a r t i c i p a t e  i n  designing and 

t e s t i n g  o u t  new s t ra teg ies  f o r  improving education, b u t  were no t  committed t o  
i 

implementing any s p e c i f i c  innovat ions.  

The communications model c a l l e d  Dialogue, Decis ion Making, Act ion, and 

Evaluat ion (D.D.A.E.) and the  League o f  Schools were two s t r a t e g i e s  t h a t  

appeared p a r t i c u l a r l y  promising i n  t h e i r  power t o  a s s i s t  schools t o  become and 

remain self-renewing organizat ions.  

Through the  use o f  se l f -eva lua t ion  instruments t h a t  d e a l t  w i t h  the  

func t i on ing  o f  the  organizat ion,  s t a f f s  learned how t o  gather  data they needed 

t o  d i r e c t  t h e i r  own self-renewal processes. Overman (1973) r e p o r t s  t h a t  t h e  

s e l f  -eva luat ion  instruments and the  feedback process s e t  around them t h a t  were 

developed by t h e  I .D.E.A. s ta f f  and the  school s t a f f s  i n  the  study provided a 

key p a r t  o f  a needs assessment s t ra tegy  t h a t  gave the  schools a powerful 

renewal capabi 1 i ty . 

The Problem S i t u a t i o n  

I n  1969, members of the  Development and Research Department o f  the 

Calgary Board o f  Education became aware o f  t he  renewal s tud ies  o u t l i n e d  above, 

and decided t h a t  some o f  the  emerging r e s u l t s  could be o f  p o t e n t i a l  va lue i n  

improving the  p lanning and eva luat ion  capabi l  i t i e s  o f  schools i n  t h e i r  

d i s t r i c t .  A p r o j e c t  was designed t o  explore, i n  a l o c a l  se t t i ng ,  some o f  t he  

s t r a t e g i e s  advocated by the  I.D.E.A. and C.A.S.E.A. researchers. 

The p i l o t  p r o j e c t  o f  an associated schools group (A.S.G.) operated from 
C 

1970 t o  1974 i n  a fami ly  o f  eleven Calgary schools t h a t  had opted i n t o  the  

p ro jec t .  The A.S.G. was made up o f  a h igh  school, i t s  two feeder j u n i o r  h igh  
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schools and t h e i r  e i gh t  feeder elementary schools. The leaguing o f  a K-12 

group of schools i n t o  an A.S.G. was aimed a t  es tab l ish ing an organizat ional  

and soc ia l  se t t i ng  i n  which t o  work w i t h  s t a f f s  t o  develop and assess improved 

s t ra teg ies f o r  school-connnuni t y  comnunication, consul ta t ion ,  curr iculum 
i 

development, s t a f f  development,and program planning. 

The A.S.G. p ro jec t  was managed and f a c i l i t a t e d  by the Development and 

Research Department from 1970 t o  1973 and subsequently by the Planning, 

Process and Evaluation (P. P. E. ) team. This P. P. E. team took over development 

and research functions a f t e r  the 1973 admin is t ra t ive  reorganizat ion i n  the 

Calgary Board o f  Education. I t  worked ou t  o f  a Curriculum Services Department 

i n  the Ins t ruc t iona l  D iv i s ion  and thus, some o f  the emphasis became more 

planning oriented. 

The P.P.E. group continued t o  observe and pa r t i c i pa te  i n  the formative 

evaluat ion o f  the A.S.G. p ro jec t .  These observations from the p ro j ec t  

included a growing awareness t ha t  techniques f o r  school-based planning and 

needs assessment, processes f o r  managing data feedback, and be t t e r  methods o f  

de l i ve r ing  consu l ta t ive  and s t a f f  development services were required i f  

schools i n  an associated group were t o  pa r t i c i pa te  competently i n  the planning 

process as self-renewing members. 

These needs were t rans la ted i n t o  ac t ion  object ives f o r  the P.P.E. team 

between 

schools 

the team 

teachers 

not keep 

planning 

973 and 1976. As the team worked i n  an advisory capacity w i t h  

n a l l  f i v e  admin is t ra t ive  areas o f  the d i s t r i c t ,  a recur r ing  theme i n  

s object ives was improvement o f  the q u a l i t y  o f  advisory serv ice t o  

The budget ava i lab le  f o r  consu l ta t ive  and resource personnel d i d  

pace w i t h  increasing demands from school s t a f f s  f o r  assistance w i t h  

and evaluat ion concerns. I t  was a time o f  r ap id  growth and change i n  
* 

the school system and i t  was essent ia l  t o  look ca re fu l l y  a t  the most e f f e c t i v e  

and e f f i c i e n t  use o f  the ava i lab le  personnel. The Curriculum Services 



Department Long Range Plan f o r  1973-74 which conta ins t h e  aims f o r  t he  var ious 

teams gives some background t o  the  p r a c t i c a l  reasons f o r  t he  focus selected 

f o r  t h i s  research p r o j e c t .  That document s ta tes :  

I n  order  t h a t  i n d i v i d u a l  teachers and admin is t ra tors ,  
school s t a f f s  and K-12 f a m i l i e s  o f  schools w i l l  have a t  t h e i r  I 
disposal  s u f f i c i e n t  workable s k i l l s ,  procedures, and techniques 
t o  be ab le  t o  deal e f f e c t i v e l y  w i t h  the  ever- increasing changes 
i n  education, t he  expectat ions and demands o f  t he  Department of 
Education, t he  Board o f  Education, o f  students, parents and t h e  
community, and so t h a t  t he  q u a l i t y  o f  education f o r  a l l  students 
i n  t h e  system w i l l  be maintained o r  improved, t h e  aim o f  t he  
P.P.E. team i s  t o  provide serv ices i n  educational planning, i n  
the  processes o f  education, and evaluat ion,  i n  dimensions which 
a re  ou ts ide  o f  t he  r e s p o n s i b i l i t y  o f  sub jec t  area teams. 
(Calgary Board o f  Education, 1973). 

The f o l l o w i n g  goal areas and s t ra teg ies  a l so  contained i n  the  above-mentioned 

long-range p lan  1 i n k  t h i s  research p r o j e c t  t o  the  area o f  educational p r a c t i c e  

o f  concern t o  t h i s  researcher, who was a member o f  the  P.P.E. team, and 

subsequently an Educational Planner w i t h  the D i v i s i o n  o f  Planning and 

In format ion  o f  t he  Calgary Board. 

Goal 1. To develop and provide a l t e r n a t i v e  designs i n  
school and cur r icu lum organizat ion,  t ime-tab1 ing,  
s t a f f  deployment and s t a f f  development, 

The team w i l l  prov ide assistance i n  the  design, 
implementation, and eva luat ion  o f  in-school p r o j e c t s  
and innovat ions.  

Goal 2. To develop and p i l o t  s t ra teg ies  t o  a s s i s t  i n d i -  
v idua l  school s t a f f s  w i t h  i d e n t i f i c a t i o n  and p r i o r i -  
t i z a t i o n  o f  goals, 

The team w i l l  develop programs f o r  school -based 
p lanning and evaluat ion.  

Goal 4. To develop and provide s t ra teg ies  and techniques 
f o r  t he  eva luat ion  o f  programs, processes and per- 
sonnel, 

The P. P. E. team w i l l  develop designs and procedures 
f o r  t o t a l  school evaluat ion,  g i ve  assistance w i t h  
t h e  eva luat ion  o f  system-wide and school-based 

, programs, and develop s t ra teg ies  f o r  t he  systematic 
c o l l e c t i o n  o f  eva luat ion  data i n  the  school system. 
(Cal gary Board o f  Education, 1973) . 



8 

The se l f -eva lua t ion  process under development i n  t h i s  research p ro jec t ,  

thus, responds t o  needs which emerged from experience w i t h  t h e  p i l o t  p r o j e c t  

i n  school -based p lanning and self-renewal (A.S.G. ) and subsequently e f f o r t s  

t o  develop school-based p lanning procedures. 
I 

Requests received by the  P.P.E. team dur ing  1974-1975 from schools which 

formed t h e  p i l o t  group f o r  the  Calgary Educational Planning System (C.E.P.S. ) 

p r o j e c t  t h a t  had been s t a r t e d  i n  response t o  Goal 2 s ta ted  above, requ i red  the  

development and f i e l d  t e s t i n g  o f  p lanning and renewal techniques t h a t  could be 

used i n  school-based planning. The P.P.E. team was working w i t h  s t a f f s  i n  

seven elementary schools t o  devise needs assessment procedures t h a t  would l ook  

a t  several aspects o f  the  school: student outcome object ives,  t he  enabl ing 

ob jec t i ves  which o u t l i n e  what the  s t a f f  w i l l  s e t  up and prov ide i n  order  t h a t  

l ea rn ing  w i l l  be f a c i l i t a t e d ,  and t h e  s t a f f  and school c l ima te  ob jec t ives .  

The work i n  1974-1975 w i t h  one of t he  p i l o t  schools, Bowcroft  Elementary, 

inc luded the  development of a process f o r  assessing s t a f f  c l imate .  The s t a f f  

and t h e i r  newly appointed p r i n c i p a l  were concerned about the  qua1 i ty o f  

planning and comnunication and about teacher morale. A process was needed 

whereby group perceptions could be noted and analyzed. The organ iza t iona l  

c l imate  d i f f i c u l t i e s  were a l so  r e l a t e d  t o  problems the  group was having w i t h  

planning and budgeting f o r  programs. The P. P.E. team advisors worked w i t h  the  

s t a f f  t o  apply some s t ra teg ies  from the  I .D.E.A.  study. The C r i t e r i a  

Instrument and the  type o f  feedback process used by the  group o f  schools i n  

the C a l i f o r n i a  study were adapted f o r  use i n  Bowcroft. 

The s t a f f  a t  Bowcroft  was en thus ias t i c  i n  i t s  response t o  t h e  School 

Based Needs Assessment process a c t i v i t i e s .  The informat ion from the  C r i t e r i a  

Instrument gave the  s t a f f  members an inventory  o f  school p rac t i ces  which they 
* 

could assess and review and use i n  p lanning needed changes. Areas o f  

disagreement were o b j e c t i v e l y  d isplayed and feedback from the advisors could 
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be included i n  the discussion o f  ac t ion  plans f o r  the fu ture .  Many o f  the 

ob ject ives t h a t  emerged i n  subsequent planning sessions w i t h  the school dea l t  

w i t h  the needs revealed through the self-assessment i n  the areas o f  morale and 

communications. (Process, Planning, and Evaluation Team, 1975). 
I 

Evaluation o f  the Bowcroft p i l o t  ind icated the need f o r  some refinements 

i n  both the o r i g i na l  C r i t e r i a  Instrument and the process o f  se l f -eva luat ion 

and feedback employed. I n  the l i g h t  o f  favorable response from the s t a f f  on 

the use o f  techniques from the I.D.E.A. and C.A.S.E.A. studies, i t  was decided 

t o  modify and develop the se l f -eva luat ion process w i t h  a view t o  inc lud ing i t  

i n  a manual o f  school-based planning procedures f o r  the C.E.P.S. p ro j ec t  t ha t  

was then under preparation. An addi t iona l  aspect o f  the se l f -eva luat ion 

process required invest igat ion,  i n  t ha t  p i l o t  use had been confined t o  

elementary schools. The ta rge t  group o f  schools needing such procedures 

included a l l  l eve ls  o f  organizations, K-12 and thus some experience w i t h  using 

the process i n  secondary schools was needed. 

The Purpose o f  the Study 

The purpose o f  t h i s  research i s  t o  develop and f i e l d  t e s t  a s e l f -  

evaluat ion process as one component o f  a school-based needs assessment 

strategy. 

Objectives 

Spec i f i ca l l y  the object ives o f  the study are to :  

a) Modify and explore the use o f  an instrument t ha t  w i l l  g ive  a 
+ 

school s t a f f  informat ion about i t s  funct ion ing as a problem so lv ing 

group and about the operation o f  various procedures and pract ices 



i n  the school. 

b) Design, imp1 ement and assess a feedback/di scussion/sel f -evaluat ion 

process t h a t  provides a systematic method o f  l oca t ing  areas i n  which 

there may be disagreement w i t h i n  a s t a f f  and gives people a means f o r  
I 

i d e n t i f y i n g  them. 

c)  Provide a strategy o f  minimal advisory in te rven t ion  i n  the 

f o l  lowing dimensions o f  the process: 

i ) development o f  the instrument, process and technique, 

i i )  p rov is ion o f  scoring and feedbackof  information, 

i i i )  observation o f  the se l f -eva luat ion process and 

documentation o f  the procedures i n  order t o  suggest 

modi f icat ions.  

d) Study the use o f  the process i n  three case schools and 

observe the r e l a t i o n  o f  the resu l t s  t o  ce r t a i n  var iables i n  the 

school organizations . 

Research Questions 

Spec i f ic  questions r e l a t e  t o  the usefulness o f  the C r i t e r i a  Instrument, 

the Sa t i s fac t ion  Index, and the operation o f  the se l f -eva luat ion process i n  

three case schools. The c r i t e r i a  statements from the C r i t e r i a  Instrument used 

i n  the I.D.E.A. study are included i n  the School Practices Inventory which 

forms the major instrument o f  the s e l f  -eval uat ion process. The Sa t i s fac t ion  

Index on the Inventory instrument was designed t o  g ive the s t a f f  members an 

opportuni ty t o  ind ica te  whether they f e l t  the i tem on the Inventory should be 

considered i n  the fol low-up feedback sessions and discussions. The re la t ions  
* 

between areas ra ted on the Inventory and top ics  t ha t  came up f o r  discussion 

during the follow-up sessions w i t h  the s t a f f  were observed. The feedback 
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sessions were an i n teg ra l  p a r t  o f  the process. The ob jec t i ve  of these 

sessions was t o  provide informat ion t h a t  might be he lp fu l  t o  the s t a f f  and 

t h a t  might  g ive them an awareness o f  the organizat ional  procedures, the 

communication processes, and the q u a l i t y  o f  

Other questions assess the ef fect iveness o f  

pa r t  o f  the needs assessment process w i t h i n  

self-renewing school . 
Question One 

s t a f f  i n t e rac t i on  i n  t h e i r  school. 
I 

survey feedback and discussion as 

the theore t i ca l  framework of a 

How d i d  the case schools compare a t  the beginning o f  the study? 

Question Two 

Has change occurred as a r e s u l t  o f  the use o f  the process? 

Question Three 

What i s  the over-a l l  evaluation o f  the s t a f f  se l f -eva luat ion process? 

Question Four 

Should modi f icat ions be made t o  the School Practices Inventory Ins t ru -  

men t ?  

Question Five 

What i s  the re la t ionsh ip  among subscales on the School Practices 

Inventory? 

The Scope and Del imi ta t ions o f  the Study 

Several fac tors  t ha t  narrow the focus o f  the study should be noted. 

1. The Exploratory Nature o f  the Pro jec t  

The re1a;ion o f  t h i s  study t o  the on-goi~ng developmental p ro jec t  o f  a 

" .  school system planning strategy has already been discussed i n  an e a r l i e r  pa r t  
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o f  t h i s  chapter. This study i s  l i m i t e d  t o  the development and f i e l d  t r i a l  o f  

one component o f  a more complex planning strategy.  The process being 

researched and reported upon i n  t h i s  thesis i s  p a r t  o f  a school-based needs 

assessment package which, i n  turn,  i s  viewed as pa r t  o f  a l a rge r  planning 
I 

endeavour. 

2. The Use o f  Three Schools as Case Studies f o r  the F i e l d  T r i a l  

Three school s t a f f s  used the se l f -eva luat ion process. They were i n  

d i f f e r e n t  locat ions i n  the lower mainland o f  B r i t i s h  Columbia, were o f  

d i f f e r e n t  sizes, and of d i f f e r e n t  grade 1 evels, elementary and secondary. I n  

the context o f  the planning strategy f o r  which t h i s  se l f -eva luat ion process i s  

being designed, a school s t a f f  would be using the se l f -eva luat ion as p a r t  o f  a 

longer planning a c t i v i t y ,  and would have requested the assistance o f  a 

consultant. The consultant o r  resource person i n  t h i s  study became the 

researcher, and thus, the request was made o f  the case schools t o  pa r t i c i pa te  

i n  the research. This f ac to r  v io la tes  some o f  the condi t ions advocated f o r  

use o f  the planning processes w i t h  schools. 

3 .  The Select ion of Variables f o r  Examination i n  This Study 

Only selected var iables have been examined i n  t h i s  study. Many others 

var iables t ha t  r e l a t e  i n  some way t o  the t o t a l  soc ia l  i n t e rac t i on  o f  the 

school organ1 zat ion might have been considered. Teacher values, comnuni t y  

goals and p r i o r i t i e s ,  school d i s t r i c t  expectations, the a v a i l a b i l i t y  o f  

resources, past experiences w i t h  planning, and a host o f  charac te r i s t i cs  o f  
C 

the ind iv idua l  school context t h a t  make each s i t u a t i o n  unique could have been 

looked a t .  I n  an actual planning s i tua t ion ,  such fac to rs  would possib ly have 



t o  be taken i n t o  account when developing plans w i t h  the school. 

4. The Lack o f  Genera l i zab i l i t y  o f  the Findings 

I 
The study i s  designed t o  be a 'decis ion or iented" research p ro j ec t  w i t h  

observations and analyses of the process con t r ibu t ing  t o  the informat ion 

ava i lab le  f o r  use by the developers o f  a school-based needs assessment 

package, and by the s t a f f s  which w i l l  be involved i n  the planning. The 

resu l t s  w i l l  be appl ied t o  spec i f i c  ends, and should help p rac t i t i one rs  make 

decisions about school organizat ion o r  programs. 

5. Selected L i t e ra tu re  

The l i t e r a t u r e  reviewed f o r  t h i s  study deals w i t h  perspectives on the 

change process most re la ted  t o  the process being developed. I t  i s  not  a 

comprehensive review o f  the whole f i e l d  o f  educational change. The mater ia l  

selected focuses upon the three major types o f  change ou t l i ned  by Getzels and 

p a r t i c u l a r l y  on the f ind ings o f  studies re la ted  t o  the promotion o f  s e l f -  

renewing capab i l i t i e s  i n  school organizations. 

Out l ine o f  the Thesis 

Chapter two presents some perspectives on the change process. The 

mater ia l  selected focuses upon reac t i ve  versus planned o r  essent ia l  change. 

The f ind ings o f  studies and theore t i ca l  work re la ted  t o  the promotion o f  

self-renewing capabil i t i e s  i n  school organizations are included. Chapter 
* 

three features the research methodsusedin the study. Major sections o f  t h i s  

chapter deal w i t h  the appl i cab i  1 i t y  o f  ethnographic methods o f  decision- 



or iented research pro jec ts  o f  t h i s  type, the r o l e  o f  the observer and 

researcher, a descr ip t ion o f  the populat ion observed i n  the study, the 

development and descr ip t ion o f  the instrument, and the procedures f o r  c o l l e c t -  

i ng , recording , shapi ng, and analyzing the data. 
/ 

Chapter fou r  presents the analysis and resu l t s  o f  the study. A descrip- 

t i o n  of the contextual fac tors  a f fec t ing the f i e l d  t r i a l  s i t e s  opens the 

discussion. The f i v e  major research questions are  discussed both i n  terms o f  

ob jec t ive  and subject ive data co l lec ted through such means as the observa- 

t ions,  interv iews, and other ethnographic methods. 

Chapter f i v e  presents a sumnary o f  the informat ion and impl icat ions and 

traces recent developments i n  the implementation o f  the f ind ings i n  a la rge  

urban centre. 



Chapter Two 

PERSPECTIVES ON CHANGE AND CHANGING 

Three types o f  change out1 ined by Getzels (1970) prov ide  a use fu l  s e t  o f  , 
categor ies w i t h i n  which t o  examine the l i t e r a t u r e  p e r t i n e n t  t o  the  research 

repor ted  i n  t h i s  thes i s .  The t r i p a r t i t e  scheme f o r  l ook ing  a t  change i n  a 

system focuses on sources, mechanisms and types o f  change designated: 

enforced change, expedient change, and essen t ia l  change. 

This chapter reviews selected items from the  change l i t e r a t u r e  bear ing on 

these types o f  change and examines i n s i g h t s  i n f  1 uenci ng the  development o f  t he  

school -based needs assessment process. 

Getzels (1970) made three important  observat ions about the  1 i t e r a t u r e  on 

educational admin i s t ra t i on  and educational change. F i r s t  he observed a grow- 

i ng  concern w i t h  organ iza t iona l  change from t h e  l a t e  F i f t i e s  t o  the  l a t e  

S i x t i e s .  The second observat ion was the  ser ious disagreement over whether 

there was too much o r  too l i t t l e  change. One body o f  l i t e r a t u r e  asserted 

t h a t  t h e  predominant character  of t he  school was i t s  r i g i d i t y ,  w h i l e  by 

contrast ,  another described a pervasive faddism. The apparent c r e d i b i l i t y  o f  

each b e l i e f  l e d  t o  such ser ious consequences as the  fo rec losure  o f  methodical 

i n q u i r y  and the  i n a b i l i t y  t o  d i s t i n g u i s h  among var ious types o f  change. 

E i t h e r  o f  t he  cont rary  pos i t i ons  appeared t o  be e m p i r i c a l l y  demonstrable i n  

the absence o f  c l a s s i f i c a t i o n s  o f  change t h a t  c l a r i f i e d  under ly ing  assump- 

t i ons .  The t h i r d  observat ion concerned a be1 i e f  expressed f requen t l y  i n  the  

l i t e r a t u r e  t h a t  more empi r ica l  data was needed t o  so lve  the  problems o f  

o rgan iza t iona l  change. Getzels proposed ins tead 

wha> i s  needed i n  t h i s  domain then are  paradigms 
o f  o rgan iza t iona l  behavior t h a t  deal no t  on l y  w i t h  
t h e  s t r u c t u r a l  o r  s t a t i c  aspects o f  o rgan iza t ions  
as cu r ren t  conceptions predominantly do, b u t  focus 
a l so  and more s p e c i f i c a l l y  on the  mutable o r  dynamic 



aspects o f  o rgan iza t ions- - tha t  i s ,  conceptions 
dea l ing  systemat ical  l y  w i t h  the  nature  o f  change, 
the  p o s s i b i l  i ty o f  d i f f e r e n t  types o f  change.. . (p. 72) .  

Getzels t raced the  development o f  t h i n k i n g  on the  organ iza t ion  and administ ra-  

t i o n  o f  schools through a  number o f  phases from the use o f  simple t o  complex , 
var iables,  through d e s c r i p t i v e  s tud ies  t o  experimental s tudies,  and from 

t h e o r e t i c a l  models o f  the  school as a  techn ica l  system t o  t h e o r e t i c a l  models 

of t he  school as a  soc ia l  system. 

The model o f  t he  school as a  soc ia l  system i s  described as i n t e r d i s c i -  

p l i na ry ,  i n c l u d i n g  the  f o l l o w i n g  elements: a  psychological  element repre-  

sented by the  cen t ra l  concept o f  personal d i spos i t i on ,  a  soc io log i ca l  element 

represented by the  c e n t r a l  concept o f  r o l e  expectat ion, and an anthropolog- 

i c a l  element representedbythe cen t ra l  concept o f  c u l t u r a l  value, a l l  embed- 

ded i n  a  p a r t i c u l a r  environment. Behavior i n  the  school as a  soc ia l  system 

i s  seen as emerging from the i n t e r a c t i o n  o f  these personal, i n s t i t u t i o n a l ,  

c u l t u r a l  , and environmental forces.  (Getzel s  , Lipham and Campbell, 1968). 

The same organ iza t ion  can be viewed as both s t a t i c  and dynamic. I t  i s  

mutable; i t  undergoes change i n  both i t s  i n t e r n a l  and ex terna l  r e l a t i o n s .  

Getzels c i t e d  the  nature o f  much cu r ren t  o rgan iza t iona l  and soc ia l  systems 

theory as a  reason f o r  the  d i f f i c u l t y  educators have i n  dea l ing  w i t h  the  

dynamics o f  changing organizat ions.  

The concept o f  o rgan iza t ion  founded i n  e q u i l i b r i u m  models (Parsons and 

Sh i ls ,  1951) concentrat ing upon the  s t r u c t u r a l  and s t a t i c  aspects o f  soc ia l  

systems theory produces several consequences. The f i r s t  i s  t he  b e l i e f  t h a t  a l l  

r e l a t i o n s  and interdependencies i n  the  e f f e c t i v e  sys tem are  balanced, 

symnetr ical and l i n e a r .  Getzels proposes t h a t  no t  a l l  c r u c i a l  r e l a t i o n s h i p s  

i n  soc ia l  systems are  l i n e a r ,  balanced and symnetr ica l .  A second consequence * 
i s  t h a t  t he  predominant mode o f  ana lys is  o f  o rgan iza t iona l  behavior tends t o  

become s t r u c t u r a l  r a t h e r  than procedural focusing upon s t a t i c s  more than upon 
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dynamics. Getzels suggested the s t ruc tu re  o f  an organizat ion i s  more eas i l y  

i n f e r red  from studying i t s  dynamics than are the dynamics from studying i t s  

st ructure.  He proceeded t o  develop some d i s t i n c t i o n s  among types o f  change. 

TYPES OF CHANGE 

A change t ha t  would not  have occurred i n  the in te rna l  system but  f o r  

pressures from the external system i s  ca l led  enforced change. The source o f  

the change i s  i n  the c u l t u r a l  dimension outs ide the organization. The 

mechanism o f  change i n  the organizat ion i s  accommodation t o  r e t a i n  congruence 

w i th  the re la ted  external systems. I t  i s  t o  t h i s  type o f  change t ha t  r e fe r -  

ence i s  made when i t  i s  sa id  t h a t  the impetus f o r  change i s  from the outside. 

Other theor i s ts  re fe r  t o  t h i s  type o f  change as ad hoc change o r  one-way 

transmission (Havelock, 1969). 

I f  a l t e ra t i ons  i n  the c u l t u r a l  values exer t  pressures f o r  a l t e r a t i o n  i n  

the i n te rna l  system o f  the school, counter pressures can develop. The i n s t i -  

tu t iona l  s t ruc tu re  o f  ro les  r e s i s t s  transformation and only a1 tera t ions t ha t  

w i l l  conserve the ex i s t i ng  organizat ion are made. This k ind o f  change t h a t  i s  

introduced i n  order t o  maintain the system ra ther  than change i t  on p r i n c i p l e  

i s  ca l led  expedient change. The source o f  the change i s  i n  the i n s t i t u t i o n a l  

dimension o f  the organization, the mechanism of change i s  reac t ion  i n  order t o  

circumvent more fundamental transformations t h a t  might otherwise ensue. It i s  

t h i s  type o f  change t o  which reference i s  f requent ly made by those who c la im 

tha t  school organizat ion i s  r i g i d  and i n f l e x i b l e .  

Transformations t ha t  are ne i ther  merely an accommodation t o  external  

pressure nor t a c t i c s  f o r  r e s i s t i n g  transformation but  spr ing from the needs, 
C 

i n i t i a t i v e  and imagination o f  the ind iv idua ls  w i t h i n  the school are ca l led  

essent ia l  change. The source of the change i s  i n  voluntarism w i t h i n  the 



F 
personal dimension o f  t he  organ iza t ion .  The mechanism o f  change i s  c r e a t i v e  

i n q u i r y  and t rans format ion  based upon p r i n c i p l e .  Th is  type o f  essen t ia l  

change i s  sometimes r e f e r r e d  t o  as genuine renewal c a p a b i l i t y  i n  the  organ- 

i z a t i o n .  (Gardner, 1967). 

Enforced Change 

Systematic concern w i t h  organ iza t iona l  change i s  o f  recent  o r i g i n .  The 

review o f  admin i s t ra t i ve  behavior i n  education (Campbell and Gregg, 1957) d i d  

not  deal w i t h  the  t o p i c  as such. While scholars have g iven increas ing 

a t t e n t i o n  t o  the  top ic ,  much o f  the  l i t e r a t u r e  o f  t he  past  decade has concen- 

t r a t e d  upon e f fo r t s  o f  schools t o  accomodate ex terna l  pressures t o  change. 

G r i f f i  ths  (1964), f o r  exampl e, exempl i f i e s  theo re t i c ians  o f  t h a t  t ime pro- 

ducing an extended formulat ion of o rgan iza t iona l  change. Drawing upon preced- 

i n g  theory he 1 i s t e d  some general p ropos i t ions  about o rgan iza t iona l  change: 

the  major impetus f o r  change i n  organizat ions i s  from outside; t he  degree and 

du ra t i on  o f  change i s  d i r e c t l y  p ropor t iona l  t o  t h e  i n t e n s i t y  o f  t he  st imulus 

from the  suprasystem; change i n  an organ iza t ion  i s  more probable i f  the  

successor t o  the  c h i e f  admin i s t ra to r  i s  from outs ide  t h e  organ iza t ion  than i f  

he i s  from i n s i d e  the  organizat ion;  change occurs from the  top  down, n o t  from 

the bottom up; the  more h i e r a r c h i c  the  s t ruc tu re ,  t he  l e s s  p o s s i b i l i t y  o f  

change; and the  more func t i ona l  t he  dynamic i n t e r p l a y  o f  subsystems, the  l ess  

the change i n  an organizat ion.  I f  these c h a r a c t e r i s t i c s  o f  o rgan iza t iona l  

change a re  i n t e r p r e t e d  i n  terms o f  Getzel ' s  (1970) category o f  enforced change 

w i t h  i t s  source o f  pressure i n  the  c u l t u r a l  dimension o f  the  organizat ion,  

ex terna l  t o  the  system, i t  i s  easy t o  see how the danger o f  over-hasty com- 
C 

p l  iance t o  outs ide  pressure and i ndi  sc r im i  nate acceptance o f  innovat ions could 

s be mistaken f o r  o r i g i n a l i t y  and progress and lead t o  the  accusation o f  faddism 
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i n  North American education. 

Watson (1967) res ta ted the theore t i ca l  propos i t ion described by G r i f f i  ths 

and made i t  i n t o  an empir ical general izat ion:  "By and large, most changes 

have been introduced ... by outs ide pressure ra ther  than generated from w i t h i n  
I 

the system i t s e l f  . " (p. 109) Change i s  seen as being forced upon an organi za- 

t i o n  t ha t  then accomodates t o  meet t ha t  pressure. 

Sources o f  Cul tura l  Pressure on Schools t o  Change 

The opinion o f  many people concerned f o r  the past two decades w i t h  a 

massive e f f o r t  t o  change school organizat ion can be summed up by Goodlad's 

(1973) statement: ". . . t o  remain the same i s  t o  become anachronist ic sometimes 

leading t o  revolut ionary solut ions".(p.20) The concentrated pressure from the 

pub l i c  and from educators t o  change schools has been ascribed, i n  part ,  t o  co ld  

war competi t ion w i t h  the Soviet Union. Evidence o f  the react ion t o  ear l y  

Russian achievements i n  space technology was seen i n  the American school math 

and science cur r i cu la .  But the concern f o r  improving schools arose a lso from 

a growing publ ic  awareness o f  the need t o  deal w i t h  d iverse and long standing 

socia l  problems. Ag i ta t ion  by minor i t ies ,  the poor, by youth, and by p o l i t i -  

c a l l y  motivated groups o f  many persuasions f requent ly  r e f l ec ted  back onto the 

seeming f a i l u r e  of the school system t o  cope w i t h  people's s h i f t i n g  needs and 

aspi ra t ions .  

The b e l i e f  pers isted i n  Amer 

solve some o f  the i l l s  o f  society 

i c a  t ha t  the schools could be expected t o  

. Some o f  the pressure f o r  change came from 

those who proposed rev01 ut ionary  solut ions t o  educational problems, be1 i e v i  ng 

the t r a d i t i o n a l  school system t o  be rap id l y  approaching the anachronist ic. 
* 

The vocal c r i t i c s  o f  the S i x t i es  examined and f requent ly  deplored the s ta te  of 

schools on t h i s  continent, advocating rad ica l  change i n  both the outcome goals 



f o r  education and i n  the means used f o r  achieving them. Such reformers as 

Thelen (1960), Goodman (1960) , Hol t (1 964), Friedenberg (1965), Goodlad 

(1  966), Leonard (1  968), Kozol (1968), Dennison (1  969), Kohl ( 1  969), Joyce 

(1969), urged changes be made i n  curriculum, i n  the organizat ion o f  schools 
/ 

and i n  the methods o f  teaching. They saw a need t o  re-emphasize learn ing how 

t o  learn, t o  r e tu rn  excellence and ecstasy t o  learn ing and t o  broaden the 

range o f  oppor tun i t ies  o f fered t o  learners. Some suggested a l t e rna t i ve  forms 

o f  education, but  a l l  shared the view tha t  what happens t o  the c h i l d  i n  

school i s  an end i n  i t s e l f ,  not  j u s t  a means t o  some fu tu re  end such as the 

acqu is i t i on  o f  spec i f i c  sk i1  1 s. (Averch, 1972). An irmense popular l i t e r a -  

t u re  a t t rac ted  much publ ic  a t t en t i on  t o  the c r i t i c i s m s  o f  schools and in tens i -  

f i e d  the external  pressure t o  change. 

Supporting the changing c l imate o f  expectations f o r  schools t o  t r y  and 

improve was a s i g n i f i c a n t  increase i n  federal  funding f o r  education i n  the 

United States. Leg is la t ions such as the Equal Opportunit ies Act, the Educa- 

t i ona l  Professional Development Act, the National Defense Education Act, and 

p a r t i c u l a r l y  the Elementary and Secondary Education Act  (1965, T i t l e  I), 

committed vast amounts o f  federal money t o  the improvement o f  education. 

Bai ley and Mosher (1968) a t t r i b u t e  t o  these acts an enormous source of 

external pressure on schools t o  innovate and change. State Departments o f  

Education, school d i s t r i c t s  and administrators expected school s t a f f s  t o  

adopt innovations and learn new techniques o f  teaching. 

The impact o f  the innovat ive t h rus t  o f  the S i x t i es  i n  the United States - 

was f e l t  i n  Canada too. The source o f  pa r t  o f  the pressure t o  change i s  

a t t r i b u t a b l e  t o  the dependence o f  Canadian educators upon the research, 

development and pub1 i s h i  ng capabil i t i e s  i n  the United States. Changing trends 
+ 

i n  Canada, however, are a1 so responsible f o r  the demands on schools t o  

innovate. It was a per iod o f  i n t ens i f y i ng  regional and cu l t u ra l  d i ve r s i t y ,  
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increasing mob i l i t y  and urbanizat ion o f  the population, growing economic 

d i s p a r i t y  among regions, and changing ideo log ica l  st ructures.  The impact upon 

the p r i o r i t i e s  of such an increasingly p l u r a l i s t i c  society was pointed out  by 

Burton (1972) and by S tans f ie ld  (1973), as wel l  as i n  the reports o f  such 
i 

i n f l u e n t i a l  p rov inc ia l  commissions as Hall-Dennis (1968), Worth (1972) and i n  

such reports as the B r i t i s h  Columbia Teachers' Federation study o f  teacher 

involvement i n  educational change (1968), the Human Resources Research Council 

(H.R.R.C.) study on educational planning fu tures i n  A1 berta, ( l972),  and the 

Organization f o r  Economic Co-operation and Development (O.E.C.D.  ) review o f  

National Po l i c ies  f o r  Education: Canada, (1975). Change f o r  the sake o f  

change was not  advocated by these publ ic  and professional groups. They 

pointed ou t  changing c u l t u r a l  values and the need f o r  becoming involved i n  

planning modi f icat ions i n  the organizat ion o f  schools t o  meet those changing 

needs. I n  the per iod fo l low ing  the major commissions o f  the l a t e  S i x t i es  and 

ear l y  Seventies, many innovations were attempted as schools began t o  implement 

enforced changes demanded by the c u l t u r a l  environment i n  which they worked. 

Results o f  the E f f o r t s  t o  Change Schools 

The resu l t s  o f  ex te rna l l y  motivated e f f o r t s  t o  change schools have been 

studied and cont r ibute  i n  la rge measure t o  the growing change l i t e r a t u r e  t ha t  

arose during the S i x t i es  and Seventies. Various studies have noted t h a t  

educators usual ly  d i rec ted and assessed change e f f o r t s  even though the i n i t i a l  

impetus and planning may have occurred outside the educational organization. 

Ins ights  i n t o  the process o f  organizat ional  change emerged from the work done 

the type described 

11 owing headings 

igh ts  i n t o  change 

by educators i n  developing and evaluat ing change ef for ts o f  
* 

as enforced change. These e f fec ts  are grouped under the fo 

for  the purpose of examining some o f  the more per t inen t  i n s  
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processes: t h e  increase i n  research and development a c t i v i t i e s ,  increased 

e f f o r t s  t o  1 i n k  innovat ions t o  improving achievement o f  s tudent  outcome 

ob jec t ives ,  increased e f f o r t s  t o  develop and implement educational a l t e rna -  

t i ves ,  increased e f f o r t s  t o  understand t h e  change process. 

Increase i n  Research and Development A c t i v i t i e s  

A1 though there  were many s i g n i f i c a n t  innovat ions developed p r i o r  t o  the  

S i x t i e s ,  no tab ly  t h e  r e s u l t s  o f  t he  cur r icu lum r e v o l u t i o n  t h a t  began i n  the  

preceding decade, Bentzen and Tye (1973) assessed the  pe r iod  t o  be one i n  

which the  output  o f  ideas and the  pressure on schools t o  adopt them acceler-  

ated markedly. As money became ava i lab le ,  new reg iona l  research and develop- 

ment centres (RD) were es tab l ished across the  Uni ted States. Chase (1971) 

prepared a background paper f o r  t he  Commissioner o f  Education assessing the  

opera t ion  and r e s u l t s  o f  the  centres begun i n  1966. He po in ted o u t  several 

c h a r a c t e r i s t i c s  o f  RD t h a t  con t r i bu ted  t o  the  cont inu ing improvement o f  

education, and were more f u l l y  exempl i f ied  i n  the  educational RD operat ions 

than i n  educational p r a c t i c e  genera l ly .  One o f  t he  most important  was the 

systematic attempt t o  work out  cyc les o f  needs assessment, s p e c i f i c a t i o n  o f  

ob jec t ives ,  ana lys is  o f  a l t e r n a t i v e  s t ra teg ies  and treatments, lead ing t o  

choices among a l t e r n a t i v e s ,  const ruc t ion  o f  p a r t i a l  o r  t e n t a t i v e  systems o f  

prototypes on the  bas is  o f  t e s t i n g  i n  c l i n i c a l  and experimental s i t ua t i ons ,  

and cont inua l  eva luat ion  and ref inement. Another important  f e a t u r e  o f  the  

work o f  t h e  RD centres was the  a t t e n t i o n  pa id  t o  a l l  t he  major elements i n  

1 earning environments resu l  ti ng i n  broader understanding o f  the  t o t a l  contex t  

o f  t he  school o rgan iza t ion .  Chase stated:  
C 

We have learned t o  d i s t r u s t  t he  assumption t h a t  
improvement i n  education w i l l  r e s u l t  f rom piecemeal 
reforms such as i n t roduc ing  new media o f  i n s t r u c t i o n ,  



r e v i s i n g  i n s t r u c t i o n a l  mater ia ls ,  regrouping learners,  
o rgan iz ing  teachers i n t o  teams, o r  adopting programed 
i n s t r u c t i o n .  The h i s t o r y  of innovat ion  shows t h a t  any 
subs tan t ia l  ga in  i n  e f fec t iveness depends on many 
f a c t o r s  opera t ing  t o  the  common e f fec t  ... invo lves  
he1 p ing  school personnel acquire needed s k i  11 s and 
competence i n  new r o l e s  as we1 1 as developing improved 
i n s t r u c t i o n a l  ma te r ia l s  and management systems. (p. 10) 

P o t e n t i a l l y  p roduct ive  innovat ions from a l l  aspects o f  education emerged. 

Through the  pub l i ca t i ons  and d isseminat ion network o f  t he  RD centres, the  

innovat ions and products competed f o r  teachers '  a t t e n t i o n .  P r o j e c t  funds were 

a v a i l a b l e  t o  support school e f f o r t s  t o  implement change. Chase i d e n t i f i e d  as 

a major weakness o f  the  RD centres the  poor p r o v i s i o n  f o r  d isseminat ion and 

implementation. I n  h i s  assessment, "...the process o f  change i s  f a r  more 

complex than the  purchase and i n s t a l  l a t i o n  o f  products" (p. 60) ; research and 

development must focus on these processes as we l l  as products. Some s i g n i f i -  

cant  developments described as products by Chase are: i n d i v i d u a l i z a t i o n  o f  

i n s t r u c t i o n  through such t o t a l  systems as I n d i v i d u a l l y  Prescribed I n s t r u c t i o n ,  

( I P I )  , and I n d i v i d u a l  l y  Guided Education, (IGE) ; improvement o f  teacher educa- 

t i o n  through var ious s t ra teg ies  such as microteaching, personal ized teacher 

education programs, and 1 earning packages from North West Regional Laboratory 

c a l l e d  Improving Teacher Competencies; the  development o f ' s t r a t e g i e s  t o  

improve e a r l y  chi ldhood lea rn ing  methods; and the  improvement o f  educational 

o rgan iza t ion  and admin i s t ra t i on  through s t ra teg ies  such as Organizat ional  

Development from the RD cent re  a t  U n i v e r s i t y  o f  Oregon, and the  M u l t i - U n i t  

School ma te r ia l s  from the U n i v e r s i t y  o f  Wisconsin RD centre.  

One s i g n i f i c a n t  r e s u l t  o f  the  ex terna l  pressure t o  change education, 

thus, i s  t he  increase i n  the  number, q u a l i t y  and a v a i l a b i l i t y  o f  educational 

products, mater ia ls ,  and research f i nd ings .  Clark and Guba (1967) p o i n t  o u t  an 

a d d i t i o n a l  e f f k c t  o f  t he  acce lera t ing  e f f o r t s  i n  research and development: 

there  has been an increase i n  the  number of spec ia l i zed change agents and 
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consul tants  i dent i  f y i  ng educational needs and problems and working on imp1 e- 

mentation o f  innovations w i t h  schools. 

L ink ing Innovat ive E f f o r t s  t o  Improving Achievement o f  Student Outcomes. 
I 

Despite v i r t u a l l y  unparal le led e f f o r t s  by nat iona l  o r  p r i v a t e l y  endowed 

funding and research agencies t o  d i f fuse  and implement innovations, a l l  too 

f requent ly  the resu l t s  were disappoint ing . Sarason (1  971 ) expressed the 

d is i l lus ionment  f e l t  by many reformers when he lamented: '. . .the more things 

change the more they remain the same." (p.2) Achievement o f  educational outcome 

object ives appeared not  t o  be improving. Opportunit ies t o  change and improve 

schools were not  being maximized by s t a f f s  despi te the pressures, supports and 

e f f o r t s  emanating from external sources. 

Another type o f  research emphasis grew out  of the enforced change type o f  

e f fo r t s .  The funding agencies, governments and foundations wanted t o  assess 

the effect iveness o f  the programs they were supporting. The pressure on the 

educational system t o  l i n k  q u a l i t y  o f  student outcomes t o  some o f  the types o f  

input  fac to rs  grew as the investment i n  improvement accelerated. Several 

la rge scale reviews done i n  the ear l y  seventies attempted t o  synthesize 

research f ind ings on the ef fect iveness o f  schooling. The Rand Report, Averch 

e t  a1 . (1972) and the National Assessment o f  Educational Progress (N.A.E.P.), 

Bryant e t  a1 . (1974) are two o f  the most comprehensive. 

The Rand Report. 

The repor t  was prepared f o r  the American President 's  Commission on School 
@ 

Finance and assessed what was then known about the determinants o f  educational 

effectiveness. Averch reported attempts t o  discover whether the resources, 



processes, and organizations being used i n  primary and secondary schools had 

any appreciable impact on student achievement. He looked a t  f i v e  major 

approaches t o  t h i s  question: input-output; process; organizat ional ;  evalua- 

t ion;  and exper ient ia l .  The i nput-output approaches t o  research were exempl i - 
I 

f i ed  by the Coleman Report; the process studies contained work done mainly by 

soc io log is ts  and psychologists researching methods o f  resource appl icat ion;  

the organ1 zat ional  approaches consisted l a rge l y  o f  case studies documenting 

the e f f e c t  o f  organizat ional  change i n  the school o f  such fac to rs  as h i s t o r i -  

cal ,  contextual,  soc ia l  , and admin is t ra t ive  demands; the evaluat ion studies 

focused on assessing the e f fec ts  o f  broad-based in te rven t ion  s t ra teg ies l i k e  

the federal  Elementary and Secondary Education Act and other la rge  funds upon 

student outcome achievement; and the exper ient ia l  approaches included the 

reform 1 i terature,  ac t ion  research by teachers and advocates o f  change 

describing how the school system works and f a i l s .  

The Rand reviewers concluded research had no t  revealed an approach t o  

education t ha t  o f fered substant ia l  promise o f  s i g n i f i c a n t  improvement i n  

student outcomes across the board. They stated the importance o f  non-school 

fac tors  i n  determining outcomes, emphasizing the impact o f  other par ts  o f  the 

school organizat ion upon student outcome achievement, and the i n t e r a c t i v e  

nature o f  the school as an organizat ional  system. They f u r t he r  suggested t h a t  

increasing expenditures on t r a d i t i o n a l  pract ices alone would have 1 i t t l e  

e f f e c t  on improving outcomes. Substantial  improvement i n  student outcome 

achievement depended upon paying increasing a t t en t i on  t o  the enabling means, 

the prov is ion o f  organizations, st ructures and methods t h a t  vary considerably 

from those i n  cur rent  use. 

f 

. The N.A.E.P. Report. 



Bryant, G l  aser, Hansen and Kirsch (1 974) ,  i n  a r epo r t  prepared f o r  the 

National Assessment o f  Educational Progress comni ss ioned by the Education 

Commission o f  the Uni ted States, reviewed the research 1 i terature,  studies and 

reports t o  i den t i f y  associat ions between educational outcomes and background 
I 

variables. Concern for  improving education, concern f o r  obtain ing equal i t y  o f  

educational opportuni ty fo r  m inor i t y  groups, and a need t o  show the e f f ec t i ve -  

ness o f  federal  funding generated the special i n t e r e s t  i n  student outcomes. 

N.A.E.P. concluded t h a t  one can expect t o  account f o r  between twenty and f i f t y  

percent of the va r i a t i on  i n  academic outcomes (as measured by t e s t  scores) by 

var ia t ions i n  sex, race, home and fami ly  background, school character is t ics ,  

and a t t i  t ud i  nal fac to rs  o f  i nd iv idua l  students . Student background, and 

school charac te r i s t i cs  are inter locked, and together account f o r  a la rge 

por t ion  o f  variance i n  student outcomes. School e f fec ts ,  N.A.E.P. noted, 

might have appeared more important i f  spec i f i c  school inputs f o r  the par t i cu -  

l a r  student could have been associated w i t h  the ind iv idua l  student scores 

used. They f u r t he r  noted, a great  deal o f  study was needed t o  inves t iga te  the 

d i f f e r e n t i a l  impact o f  teachers and other school inputs  on student performance. 

There was reason t o  be l ieve t ha t  such var iables might have appeared more 

e f f ec t i ve  i n  accounting f o r  change i n  achievement over t ime than i n  accounting 

f o r  va r i a t i on  i n  the l eve l s  o f  achievement a t  a po in t  i n  time. Informat ion on 

the impact o f  school inputs on improving student achievement i n  spec i f i c  cases 

was lack ing a t  the time o f  release o f  the N.A.E.P. repor t .  

Subsequent studies have explored other dimensions o f  school and teacher 

qua l i t y  and t h e i r  e f f ec t s  upon student achievement. As examples o f  these more 

recent endeavours, the three studies ou t l i ned  below provide some evidence o f  

the s ign i f icance o f  organizat ional  st ructures and s t a f f  var iables f o r  effec- 
* 

t iveness . 
Bidwell  and Kasarda (1977) reported a study examinlng the determinants of 
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o rgan iza t iona l  effect iveness using data from 104 school d i s t r i c t s  i n  Colorado. 

F i ve  environmental cond i t ions  , th ree  components o f  d i s t r i c t  s t ruc tu re ,  and one 

o f  s t a f f  composition are  1 inked i n  a causal model t o  the  median reading and' 

mathematics scores o f  h igh  school students. The environmental cond i t ions  are  
i 

size,  f i s c a l  resources, percent non-whi t e  i n  the  popu la t ion  o f  t h e  d i s t r i c t ' s  

comun i t y ,  and the  education and income l e v e l s  o f  t he  parenta l  r i s k  popula- 

t i o n .  The measures o f  d i s t r i c t  s t r u c t u r e  are  pup i l - teacher  r a t i o ,  administ ra-  

t i v e  i n t e n s i t y  and the  r a t i o  o f  support ing pro fess iona l  s t a f f  t o  teachers. 

The s t a f f  composition v a r i a b l e  i s  q u a l i f i c a t i o n  l e v e l  of t he  pro fess iona l  

s t a f f  expressed as the  percent o f  teachers w i t h  masters degrees. Organiza- 

t i o n a l  e f fec t iveness i s  de f ined as goal at ta inment  r e l a t e d  t o  the  academic 

achievement o f  students. 

Results o f  t he  study i nd i ca ted  t h a t  pup i l - teacher  r a t i o  and administ ra-  

t i v e  i n t e n s i t y  depress median l e v e l s  o f  achievement; whereas, s t a f f  q u a l i f i c a -  

t i o n s  f o s t e r  s tudent  achievement. Of t he  environmental condi t ions,  o n l y  

percent non-white has cons is ten t l y  s i g n i f i c a n t  d i r e c t  e f f e c t s  on median 

achievement l e v e l s .  Other environmental cond i t ions  such as resources have 

important  i n d i r e c t  e f f e c t s  on achievement v i a  t h e i r  d i r e c t  e f f e c t s  on school 

d i s t r i c t  s t r u c t u r e  and s t a f f  q u a l i f i c a t i o n s .  

Hanushek (1977) s tud ied the  product ion o f  education, teacher qua1 i ty and 

e f f i c i e n c y .  Using data from the Equal i ty o f  Educational Opportuni ty  study 

(Coleman e t  a1 . , 1966) and a d d i t i o n a l  data from C a l i f o r n i a  d i s t r i c t s  he 

examined some dimensions o f  school e f f e c t s  w i t h i n  a basic model o f  t he  educa- 

t i o n a l  process t h a t  s ta ted  educational output,  a mult idimensional f a c t o r ,  i s  a 

f u n c t i o n  of the  cumulat ive background in f luences o f  t he  i n d i v i d u a l  ' s  fami ly ,  

the  cumulat ive in f luences o f  h i s  peers, t he  i nna te  a b i l i t i e s ,  and the  cumula- 
* 

t i v e  school i npu ts .  

Hanuschek's study focused on school in f luences and looked i n  p a r t i c u l a r  



a t  t h e  a t t i t u d e s  o f  teachers and admin is t ra tors ,  a t  t he  verbal  f a c i l i t y  and 

general a b i l i t y  o f  teachers, and a t  t h e  q u a l i t y  o f  teacher 's  educational 

background and experience. From these analyses he concluded t h a t  teachers do 

genera l ly  make a d i f f e r e n c e  i n  the  qua1 i ty o f  achievement, t h a t  schools now 
I 

operate i n e f f i c i e n t l y ,  buying the  wrong a t t r i b u t e s  o f  teachers, and t h a t  

language i n p u t  o r  verbal a b i l i t y  as a proxy f o r  general i n t e l l i g e n c e  i s  an 

important  i n p u t  f a c t o r .  

Recent s tud ies  o f  o u t l i e r s  coming o u t  o f  a process eva luat ion  done by the  

Maryland Sta te  Department o f  Education Centre f o r  Research and Development 

(1978) i d e n t i f i e d  h igh  res idua l  and low res idua l  schools us ing  basic s k i l l s  

t e s t  scores gathered as p a r t  o f  t he  Maryland Accoun tab i l i t y  Program. Those 

school s w i t h  general l y  h igh  o r  1 ow student  achievement were examined more 

c l o s e l y  i n  an attempt t o  i d e n t i f y  subs tan t ia l  d i f f e rences  between t h e  h igh  and 

low res idua l  schools, c l u s t e r s  o f  f a c t o r s  t h a t  were i n f l u e n c i n g  t h e  achieve- 

ment o f  students a f t e r  removing the  student  background and socio-economic 

types o f  f a c t o r s  usua l l y  associated. 

Quest ionnaires were administered t o  teachers, p r i n c i p a l s ,  students and 

teacher aides and observat ion o f  t he  schools i n  process were made t o  note 

school s i t u a t i o n a l  f a c t o r s .  Comparisons and ana lys is  o f  t h e  school observa- 

t i o n s  and quest ionnaire data showed t h a t  c e r t a i n  f a c t o r s  appeared w i t h  regu- 

l a r i t y  i n  the  h igh  achiev ing schools, and o ther  groups o f  fac tors  appeared 

cons is ten t l y  i n  low achiev ing schools. The p o s i t i v e  fac tors  assoc ia t ion  w i t h  

h igh  achiev ing schools were: p r i n c i p a l s  exercised s t rong leadership, p a r t i c i -  

pated i n  t h e  classrooms and had h igh  expectat ions f o r  s tudent  and teacher 

performance; school s t a f f  had greater  experience, more v a r i e t y  o f  educational 

background, and read more educational journa l  s ; parent- teacher re1 a t i onsh i  ps 
@ 

were repor ted  as s a t i s f a c t o r y ;  teachers received h igh  r a t i n g s  from t h e i r  

i p r i n c i p a l s ,  were s a t i s f i e d  w i t h  oppor tun i t i es  t o  t ry new th ings,  expected 
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g rea te r  s tudent  performance, and repor ted  p o s i t i v e  a t t i t u d e s  about education; 

teacher aides were used f o r  non-teaching superv is ion,  and worked across a1 1 

grades w i t h  p r i m a r i l y  small ,  low-ab i l  i t y  student  groups; schools tended t o  . 

have open space f a c i l i t i e s ,  b u t  t r a d i t i o n a l  c u r r i c u l a ,  longer days, more team 
i 

teaching, and smal ler  classes. 

There has been some c r i t i c i s m  o f  t he  design o f  educational research pre- 

occupied w i t h  assessing outcomes and i d e n t i f y i n g  the  f a c t o r s  s t a t i s t i c a l l y  

associated w i t h  these outcomes. Underlying processes, t o  the  ex ten t  t h a t  they 

are  considered a t  a l l ,  become matters f o r  specu la t ion  based on the  pat te rns  o f  

s t a t i s t i c a l  associat ions and " . . . there  can be a l t e r n a t i v e  explanations a t  t h e  

l e v e l  o f  causal mechani srns . " (Bronfenbrenner , 1976) . He proposes an exper i -  

mental ecology o f  education, a broadened s c i e n t i f i c  perspect ive, a replace- 

ment t h e o r e t i c a l  model r e q u i r i n g  l i f e  s i t ua t i ons ,  focus on se ts  o f  fo rces  o r  

systems, and con t ras t i ng  systems. The research on the  ecology o f  education 

would r e q u i r e  experiments i n v o l v i n g  the  innovat ive  r e s t r u c t u r i n g  o f  p r e v a i l i n g  

eco log ica l  systems i n  ways t h a t  depart  from e x i s t i n g  i n s t i t u t i o n a l  idea log ies  

and s t ruc tu res  by rede f in ing  goals, ro les ,  and a c t i v i t i e s ,  and p rov id ing  

inter-connect ions between systems prev ious ly  i s o l a t e d  from each o ther .  

The Increase i n  E f f o r t s  t o  Implement A l te rna t i ves .  

Another r e s u l t  o f  ex terna l  expectat ions o f  schools t o  change has been the  

l a rge  numbers o f  theor ies  advanced about the change process, and an equa l l y  

l a rge  number o f  explanat ions i n  t h e  1 i t e r a t u r e  f o r  t he  school ' s  seeming 

i n a b i l i t y  t o  s i g n i f i c a n t l y  improve student  achievement o r  t o  change i t s  pro- 

cedures and o r i e n t a t i o n .  One major group o f  reformers us ing e x p e r i e n t i a l  
2 L 

:. 
L approaches t o  research such as those mentioned i n  t h e  Rand r e p o r t  have pro- 

posed r a d i c a l  ways o f  achiev ing change. 
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Case s tud ies  of schools at tempt ing a change program a re  repor ted  by 

Goodlad and K l e i n  (1970), Smith and K e i t h  (1971), and by Herndon (1971) among 

others.  They and more vociferous observers o f  t he  change e f f o r t s  such as 

Postman and Weingartner (1969), S i l  berman (1971 ) , and Kozol (1972) s ta ted  t h a t  
i 

t he  t r a d i t i o n a l  pa t te rns ,  and the  i n s t i t u t i o n a l  nature o f  t he  school pe rs i s ted  

even when p a r t i c u l a r  innovat ions were adopted by the  s t a f f .  I n  a d d i t i o n  t o  

t h e i r  c r i t i c i s m s  o f  the  schoo l 's  o rgan iza t ion  as such, the  reformers claimed 

t h a t  major surveys and assessments o f  educational outcomes f a i  1 ed t o  study 

c e r t a i n  kinds o f  unant ic ipa ted and, i n  t h e i r  opinion, undesi rable e f f e c t s  o f  

school ing. 

I 1  1 i c h  (1970) proposed t h a t  pub1 i c  education would p r o f i t  from deschool- 

i n g  o f  soc ie ty .  The hidden cur r icu lum o f  school t r a i n s  students t o  confuse 

process and substance, teaching w i t h  learn ing ,  grade advancement w i t h  educa- 

t i o n ,  a diploma w i t h  competence, and f luency  w i t h  the  a b i l i t y  t o  say something 

new. The major ob jec t i on  many o f  the  re fo rm is ts  had w i t h  school as c u r r e n t l y  

organized concerned the  i n s t i t u t i o n a l  i z a t i o n  o f  values lead ing i n e v i t a b l y  t o  

what I l l i c h  c a l l e d  ". . .physical p o l l u t i o n ,  soc ia l  po la r i za t i on ,  and psycho- 

l o g i c a l  impotence: th ree dimensions i n  a process o f  g loba l  degredation and 

modernized misery".  The process o f  school ing as i t  present ly  e x i s t s  t rans-  

forms nonmaterial needs i n t o  demands f o r  commodities and students l e a r n  t o  

become consumers r e l i a n t  upon i n s t i t u t i o n a l  treatment f o r  heal th,  education, 

personal m o b i l i t y ,  wel fare,  and psychological wel l-being. An increas ing 

number o f  parents and educators subscribed t o  the  ideas o f  t he  educational 

reformers and sought new ways o f  arranging f o r  c h i l d r e n ' s  education. 

The substant ia l  t rend toward a1 t e r n a t i v e  education i n  North America pro- 

vides evidence o f  t he  ex tent  t o  which people have been s t r i v i n g  t o  e f f e c t  some 
d 

essent ia l  chanLes i n  education. The t r a d i t i o n a l  o rgan iza t iona l  s t r u c t u r e  and 

context  o f  t h e  school, i n t e r a c t i n g  w i t h  the  content  o f  i n s t r u c t i o n  and the  



methodology, a f fec t  both qual i ty and q u a n t i t y  o f  learn ing .  The reformers ' 

be1 i e f  was t h a t  improvement i n  the  qual i ty o f  l ea rn ing  and the  c a p a b i l i t y  o f  

pursuing c e r t a i n  types of goals f o r  education could be obta ined on ly  through a 

r a d i c a l l y  changed form of school, o r  indeed, through e l  im ina t ion  o f  the  school 
/ 

as we now know i t .  

Even such s t rong ly  mot ivated change e f f o r t s  as those i n  t h e  A l t e r n a t i v e  

movement have run i n t o  d i f f i c u l t i e s .  Deal 1975(a) po in ted out :  

A l t e r n a t i v e  schools have been i n i t i a t e d  most ly  by 
educational i d e a l i s t s  who assumed t h a t  a new path 
t o  l ea rn ing  could e a s i l y  be found by removing 
b a r r i e r s  from the o ld .  They d i d  n o t  conceive t h a t  
t he  removal o f  these b a r r i e r s  would produce over- 
powering consequences. Ne i ther  d i d  they have the  
understanding, the  s k i l l s ,  o r  t he  organ iza t iona l  
sense t o  cope w i t h  the  problems w i thou t  r e t u r n i n g  
t o  t h e  system they had wanted t o  r e v i s e  i n  the  
f i r s t  place. (p.  16) 

Sarason (1971 ) too foresaw t h i s  problem. He thought t h a t  study was needed on 

how complex soc ia l  organizat ions work and s ta ted  t h a t  the  c u l t u r e  o f  t he  

school may assure the  f a i l u r e  o f  any at tempt t o  change education. The growing 

awareness o f  the  complexity o f  t he  change process i s  ev ident  i n  the  growth o f  

t he  body o f  1 i t e r a t u r e  on educational change. During the  l a t e  S i x t i e s  and 

e a r l y  Seventies, an increas ing number o f  a r t i c l e s  and books explored theor ies  

and reported on s tud ies  t h a t  sought b e t t e r  ways t o  plan, implement and f o s t e r  

educational change. This search has a number of t h r u s t s  t h a t  have produced 

f r u i t f u l  ideas f o r  those concerned w i t h  improving education. 

Increased E f f o r t s  t o  Understand the Change Process. 

These e f f o r t s  w i l l  be 

change s t ra tegfes ,  and i n s  

studies o f  enforced change 

examined i n  several categor ies:  change models , 

i g h t s  i n t o  the  process o f  change emerging from 

w i t h  i t s  major source and impetus ex terna l  t o  the  



school organization. 

Change Models . 

I 
Many change models emphasize d i f f u s i o n  o f  innovat ion and assume the 

source of change i s  external t o  the school. Such models draw heav i ly  upon 

experience i n  other d i s c i p l  ines and t r ad i t i ons  such as ag r i cu l t u re  o r  industry.  

Rogers (1962) reviewed over 500 studies and i d e n t i f i e d  s i x  major t r ad i t i ons  o f  

studies i n  the area o f  d i f f u s i o n  o f  innovation, among which, Education, 

although one o f  the largest ,  was o f  lesser s ign i f icance i n  i t s  con t r ibu t ion  t o  

the d i f f u s i o n  o f  ideas. 

Mi les (1964) gave two models o f  change, one s t a r t i n g  w i t h  development o f  

i n t e r e s t  i n  an innovation and ending w i t h  a p o s t - t r i a l  decis ion t o  adopt, 

adapt, o r  r e j e c t  it; the other s t a r t i n g  w i t h  c r i t i c i s m  o f  ex i s t i ng  programs 

and ending w i t h  ac t ion  o r  decis ion about the innovation. 

Gal laher  (1965) discussed the di f ferences between changes i n t e r n a l l y  

derived through invent ion and discovery, and changes t h a t  accompany contact 

among groups i n  a cu l t u re  such as d i f f u s i o n  and accu l tura t ion.  Out o f  the 

research focused on these l a t t e r  concepts came the d i s t i n c t i o n  between 

"non-directedn and "di rected" cu l t u re  change. He pointed ou t  t ha t  i t  was the 

l a t t e r  t h a t  was o f  most i n t e res t  t o  education. The "advocate" consciously 

selected elements i n  a " ta rge t  system" t ha t  was t o  be changed and st imulated 

the "acceptance" o f  innovations. With in t h i s  view o f  change, and using the 

terminology o f  d i rec ted change, Gallaher proposed a model t h a t  involved pro- 

cesses of: innovation, the process whereby a new element o f  cu l t u re  o r  com- 

b i na t i on  o f  elements i s  made ava i lab le  t o  a group; dissemination, the process 
e 

whereby an innovat ion comes t o  be shared; and in tegrat ion,  the process 

whereby an innovation becomes mutual ly  adjusted t o  other elements i n  the 
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system. With in t h i s  model, the discussion o f  advocacy became c ruc ia l  . 
Gal laher  deseri  bed "utopic advocacy", concerned w i t h  manipulat ion t o  gain the 

acceptance o f  an innovation. The concept assumed tha t  one could achieve best  

r esu l t s  by doing things to, o r  planning f o r ,  people ra ther  than w i t h  them. He 
I 

also ou t l i ned  "pragmatic advocacy", concerned w i t h  creat ing a  c l imate condu- 

c i ve  t o  acceptance. The l a t t e r  type o f  advocacy was recommended f o r  achieving 

genuine change. 

Although Bennis (1966) spoke of planned change, he went much f u r t he r  i n t o  

an analysis o f  change process, d i f f e r e n t i a t i n g  the power dimensions o f  

"mutual goal se t t i ng "  and "non-mutual" goal set t ing,  each o f  which could be 

e i t he r  "del iberate" o r  non-deliberate" on the p a r t  o f  e i t he r  "one s ide o f  the 

re la t ionsh ip "  o r  "both sides o f  the re la t ionsh ip " .  This paradigm of fered 

e igh t  species o f  change designated by Bennis as planned change, in te rac t iona l  

change, technocratic change, natural  change, i n d o c t r i  nat ional  change, soc ia l  - 
i z a t i o n  change, coercive change, o r  emulative change. The type o f  change he 

ca l led  " in te rac t iona l "  lacked self-consciousness, and lacked change agent- 

c l i e n t  re la t ionsh ip  and was non-deliberate. 

Havelock (1969) provided a comprehensive overview o f  the f i e l d  o f  innova- 

t i on .  An extensive l i t e r a t u r e  review o f  about 4,000 items covered the then- 

cur rent  s ta te  o f  knowledge about the processes o f  dissemination and u t i l i z a -  

t i o n  o f  innovation. He proposed three major types o f  models f o r  t h i s  type o f  

change: research, development, and dissemination; soc ia l  in teract ion;  and 

problem so lv ing s t ra teg ies.  

Bhola (1975) proposed a conf igurat iona l  theory of innovat ion d i f f us i on .  

D i f f us i on  i n  t h i s  model i s  a  funct ion o f  fou r  variables: conf igurat iona l  

re la t ionsh ips between the innovator and the adopter systems; l inkages w i t h i n  
* 

and between the innovator and adopter; environment o f  a  change event; and 

resources ava i lab le  t o  the innovator system t o  promote the planned change and 
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t o  the adopter system t o  incorporate t ha t  change. 

Overemphasis on ex te rna l l y  i n i t i a t e d  and motivated change has given r i s e  

t o  an extensive l i t e r a t u r e  on change agentry, and on creat ing cl imates con- 

ducive t o  acceptance i n  ta rge t  systems, t o  use the terminology o f  d i f f u s i o n  o f  
t 

innovation. The assumption t ha t  the change agent i s  the possessor o f  superior 

knowledge, t ha t  c l i e n t  o r  ta rge t  system resistance must be lowered, and t ha t  

change processes are qu i t e  l i n e a r  and sequential pervades much o f  t h i s  l i t e r -  

ature.  The f ind ings emerging from the research i n t o  change processes based on 

such assumptions encouraged some theoret ic ians and researchers t o  explore 

a l t e rna t i ve  assumptions. 

March (1973) discussed the f a m i l i a r  "myths" o r  speculations by which we 

deal w i t h  other people and which bias our models i n  soc ia l  act ion.  He pointed 

out  the need t o  r e a l i z e  t o  what an extent  our assumptions o f  (1)  the pre- 

existence o f  purpose, ( 2 )  the necessity o f  consistency, and (3)  the primacy o f  

r a t i o n a l i t y  permeate most theore t i ca l  and empir ical  observations. A l l  planned 

change e f f o r t s  imply a commitment t o  a ce r t a i n  view o f  r e a l i t y ,  and the 

acceptance o f  ce r t a i n  modes o f  r e a l i z i n g  those ends. Those assumptions con- 

s t i t u t e  the conscious o r  unconscious basis f o r  se lec t ing  spec i f i c  courses o f  

ac t ion and thus they precede a l l  t a c t i c a l  decisions. He urged the adoption o f  

the a1 te rna t i ve  model o f  " i n t e l l  i gen t  foo l  ishness" and other non-experiential  

forms o f  learn ing t o  overcome present const ra in ts  and biases. 

I n  a most useful  synthesizing work, Paulston (1976) ou t l i ned  competing 

theories o f  soc ia l  and educational change, Two basic soc ia l  change paradigms 

( the  equ i l i b r ium and the c o n f l i c t )  were se t  out, and s i x  reform theories w i t h  

operational assumptions accompanyi ng each elaborated upon. These were: 

ev01 ut ionary  and neo-evol u t ionary  ; s t ruc tu ra l  - funct iona l  ; systems; Marxian and 
* 

neo-Marxian; c u l t u r a l  r e v i t a l i z a t i o n ;  and anarch is t ic  and utopian. The f i r s t  

three theor ies o f  change grow ou t  o f  the equ i l ib r ium paradigm; the l a t t e r  
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t h ree  grow o u t  o f  t he  c o n f l i c t  paradigm. St ra teg ies  proposed w i t h i n  any o f  

these theo r ies  a re  in f luenced by the  a t tend ing biases. For example, the  pre- 

cond i t ions  f o r  educational change l i n k e d  t o  a u top ian theory have t o  do w i t h  

the  c r e a t i o n  o f  support ive se t t ings ,  t he  growth o f  c r i t i c a l  consciousness, and , 
soc ia l  p lu ra l ism.  Major outcomes thought cons is ten t  w i t h  t h i s  theory cent re  

upon self-renewal and p a r t i c i p a t i o n ,  l o c a l  c o n t r o l  o f  resources and comnunity, 

and t h e  e l i m i n a t i o n  o f  e x p l o i t a t i o n  and a l i e n a t i o n .  Paulston d i s t i ngu ished  

among concepts o f  change. "Reform" was used i n  the  sense o f  normative, 

na t i ona l  and broad s t r u c t u r a l  change. " Innovat ion"  was used f o r  r e l a t i v e l y  

low l e v e l ,  techn ica l  o r  programatic change. The awareness o f  how biases con- 

s t r a i n  one's a b i l i t y  t o  explore the  f u l l  range o f  p o t e n t i a l l y  e f f e c t i v e  

s t ra teg ies  f o r  reform was pointed out ,  and examples o f  t h e  a p p l i c a t i o n  o f  t h e  

theor ies  and models provided. To the  ex tent  t h a t  change agents cannot 

i d e n t i f y  the  types o f  assumptions both March and Paulston r e f e r  to ,  they a re  

unable t o  be f u l l y  e f f e c t i v e  i n  t h e i r  r o l e s .  

Change St ra teg ies  

Emrick and Peterson (1978) presented a synthesis o f  f i n d i n g s  across f i v e  

recent  s tud ies  o f  educational d isseminat ion and change. The imp1 i c a t i o n s  o f  

the s tud ies  f o r  p o l i c y  making r e l a t e d  t o  federa l  and s t a t e  d isseminat ion pro- 

grams were o u t l i n e d  i n  the  work. Conclusions drawn from the  s tud ies  inc luded 

the idea t h a t  some form o f  personal in termediary o r  l i nkage  i s  essent ia l  t o  

! the  d isseminat ion process, and t h a t  a r e l a t i v e l y  comprehensive support system 
! 

p i s  needed t o  provide c r u c i a l  ma te r ia l s  and in-person u t i l i z a t i o n  assistance. 
i: 
"his recent  overview i s  c h a r a c t e r i s t i c  o f  most work t h a t  takes as i t s  major 

L 

assumption the  idea t h a t  change i s  i n i t i a t e d  w i thout .  The s t ra teg ies  empha- 

s i z e  the  c e n t r a l i t y  o f  the  change agent. Indeed, the  r o l e  has a cont inu ing 
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and evolv ing place i n  s t ra teg ies more charac te r i s t i c  o f  essent ia l  change, bu t  

i t s  major app l i ca t ion  appears t o  be i n  s t ra teg ies o f  enforced change. 

Change Aqents. Such researchers as Guba (1967) and Havelock e t  a l .  (1970) 
/ 

analyzed a vast l i t e r a t u r e  repor t ing experiences o f  change agents working w i t h  

the d i f f u s i o n  o f  innovat ion and presented guides f o r  the change agent. Empir- 

i c a l l y  developed, these mater ia ls  enabled the change agent t o  p red i c t  a given 

i n s t i t u t i o n ' s  success i n  adopting innovations. Havelock (1971 ) provided a 

comprehensive study of change agentry . His typology o f  knowl edge-1 ink ing  

r o l  es included : conveyor ( t ransfers  knowl edge from producer t o  user), con- 

sul  t an t  , t r a i n e r  , 1 eader , i nnovator , defender, knowl edge bu i  lders  , p r a c t i  t i on -  

ers, and users. Seven phases o f  moving the c l i e n t  from the present t o  the 

desired f u tu re  s ta te  of a f f a i r s  were de ta i led  f o r  the change agent: bu i l d i ng  

a re1 a t ionsh i  p, diagnosing the problem, r e t r i e v i n g  re1 w a n t  knowledge, select-  

ing the innovation, developing support ive a t t i t udes  and behaviors, maintaining 

impetus f o r  change, and s t a b i l i z i n g  the innovation. A l l  these widely accepted 

change s t ra teg ies accepted the idea t ha t  there was some i d e n t i f i e d  body o f  

knowledge t o  be t ransmit ted from an outs ide source t o  the schools i n  such a 

form t h a t  the schools would use i t ,  o r  some s k i l l s  existed t ha t  had t o  be 

taught t o  the s t a f f .  

Other scholars stressed assessment s t ra teg ies useful i n  looking a t  organ- 

i za t iona l  st ructure,  personal i t y  and 1 eadership sty1 es, the nature and type of 

communications used i n  schools, the leve l  o f  usage o f  innovations, (Manning, 

lW4) ,  developmental readiness of the c1 i e n t  i n s t i t u t i o n ,  (Hal 1 , 1975), and 

depth o f  i n te rven t ion  ( ~ a r r i s o n ,  1970). Harrison made a case f o r  the s h i f t  o f  

consultant o r i en ta t i on  t o  the d i r e c t i o n  o f  accepting a c l i e n t ' s  f e l t  needs and 
* 

presenting suggestions a t  a leve l  i n  which the c l i e n t  could serve as a compe- . 

t en t  and w i  11 ing  co l laborator .  Change agent-pract i  t i one r  type o f  co l  labora- 
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t i v e  planning has been advocated by Cooke and Zaltman (1972) and by Kohl 

(1  973). These arguments endorse promoting change by improving planning capa- 

b i l i t i e s  i n  schools i n  conjunction w i t h  e i t h e r  cent ra l ized coordinat ion o r  

inter-school coordinat ion of change. i 

Sikorsk i  e t  a l .  (1976) reported on the process and e f f ec t s  o f  change 

e f f o r t s  and dissemination s t ra teg ies.  As p a r t  o f  t h i s  extensive overview, she 

ou t l i ned  the inf luences o f  change agents. She traces a  s h i f t  i n  opin ion i n  

the l i t e r a t u r e  on the r o l e  o f  change agent and discusses the po ten t ia l  use o f  

i n te rna l  change agents t o  move the focus o f  incent ive from outs ide t o  ins ide  

the organizat ion considering a  change. S ikorsk i  po in ts  out  the importance o f  

p a r t i c i p a t i v e  decis ion making structures i n  r e l a t i o n  t o  the loca t ion  o f  incen- 

t i v e  w i t h i n  the changing organization. 

Administrat ive Leadership o f  Change. The development o f  a  strategy o f  change 

as one o f  the prime respons ib i l i t i e s  o f  the i n s t i t u t i o n a l  leader, whether 

p r inc ipa l  o r  d i s t r i c t  administrator  such as a  supervisor o r  superintendent, 

was i d e n t i f i e d  by Selznick (1957) and i n  l a t e r  studies by Chesler, L i p p i t t  and 

Schmuck ( l963),  and by Novotney and Tye (1971). A major f i nd i ng  i n  these 

studies was the r e l a t i o n  o f  the p r i n c i p a l ' s  a t t i t udes  t o  innovativeness i n  the 

s t a f f .  

Findings reported by Ignatovich (1973) from study o f  three planning- 

evaluation p ro jec t  implementations emphasized a  recur r ing  theme: the manage- 

ment o f  organizational c o n f l i c t  was c ruc ia l  t o  the implementation o f  new 

s t ra teg ies i n  planning and evaluation. The source o f  p a r t  o f  the c o n f l i c t  was 

t o  be found i n  unclear r o l e  and task de f i n i t i ons .  (Tye, 1972). I n  a  comnuni- 

ca t i ve  school p l  imate, the p r inc ipa l  and others are able t o  deal w i t h  d i f f e r -  

ences i n  points o f  view whi le  maintaining a  common purpose. Tye proposed t ha t  

; the p r inc ipa ls  should monitor i ns t r uc t i ona l  decisions made by the s ta f f ,  serve 
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as f a c i l i t a t o r  f o r  t h e i r  decis ion making, and ac t  as a t ransact ional  agent 

between and among leve ls  o f  decis ion making. I n  h i s  opinion, some o f  the 

ro l es  o f  a change agent usual ly  ascribed t o  an external  consultant could be 

assumed by leadership w i t h i n  the school. The a t t i t u d e  most o f ten  required f o r  I 

the new leadership r o l e  i s  t ha t  o f  " r e l a t i ona l  leader" (Lobb, 1974). I t  

e n t a i l s  working w i t h  other s t a f f  members t o  es tab l ish  the condi t ions under 

which cooperative decis ion making can occur. 

Mann (1975) reported resu l  t s  from on-going Rand Corporation Studies o f  

change agent programs concentrat ing on s t a f f  development e f f o r t s .  A charac- 

t e r i s t i c  o f  the schools judged most successful i n  implementing changes was an 

in tegra l ,  h igh ly  committed management group t h a t  stayed w i t h  the p ro j ec t  from 

i t s  i n i t i a t i o n  on. Administrator t ransfers  were minimal and p r i nc i pa l s  were 

supportive. These ins igh ts  may ind ica te  the importance o f  having comnitted 

and support ive admin is t ra t ion i n  the school organizat ion i n  order t o  develop 

the communication and decis ion making s k i l l s  needed t o  support change e f f o r t s .  

Some researchers have of fered suggestions f o r  the t r a i n i n g  o f  middle 

managers, superintendents and p r inc ipa ls  as i n t e rna l  change agents. Although 

such personnel are sometimes ac tua l l y  o r  i n  r o l e  distance outs ide the school 

s t a f f ,  they may be c loser t o  the school organizat ion than change agents from a 

un ive rs i t y  o r  research and development agency imp1 ementing an innovation. 

Barr i leaux ( l975),  Radnor and Coughlan ( IWZ) ,  and Zaltman and Duncan (1977) 

a l l  described programs f o r  developing the s k i l l s  o f  leadership and change 

agent i n  admin is t ra t ive  personnel a t  the school o r  d i s t r i c t  l eve l .  

; Change Directed a t  Changing Administrators. The importance o f  the leadership 

of the school administrator  i s  under1 ined by the above-mentioned research. The 
* 

Problem o f  acquir ing and maintaining such in te rna l  change agents i s  great. 

March (1978) addressed two sets o f  questions i n  an essay analyzing 
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American pub l i c  school administrat ion:  what are the charac te r i s t i cs  o f  educa- 

t i o n  admin is t ra t ion as i t  ex is ts ,  who are the administrators, what are  t h e i r  

jobs, what are t h e i r  careers 1 ike, and what are the soc ia l  and bureaucratic 

s t ruc tures w i t h i n  which they operate; and what might be done t o  make changes , 
i n  select ion,  t r a i n i n g  o r  cont ro l  so t ha t  the prospects f o r  change i n  the 

i n s t i t u t i o n  could be maximized? March i d e n t i f i e d  themes f o r  considering edu- 

cat iona l  admin is t ra t ion t ha t  might i l l um ina te  issues connected w i t h  the selec- 

t ion,  t r a i n i n g  and cont ro l  o f  administrators.  Some o f  the fac to rs  he 

described make the suggestion t ha t  change agent r o l e  could be located w i t h i n  

the educational organizat ion and perhaps i n  the p r i nc i pa l  somewhat doubtfu l  

under present circumstances. 

For example, March ou t l i ned  features o f  educational admin is t ra t ion t ha t  

make N . .  .changing education by changing educational admin is t ra t ion . . . 1 i ke 

changing the course o f  the Miss iss ipp i  by s p i t t i n g  i n t o  the Allegheny." (p.219) 

Schooling i s  organized: curriculum, structure,  system, geographically, and 

does not  vary much i n  i t s  essent ia ls from time t o  time o r  place t o  place. I n  

addi t ion,  l i t t l e  o f  the i d e n t i f i a b l e  va r i a t i on  i s  a t t r i b u t a b l e  t o  the e f f ec t s  

o f  organizat ion and admin is t ra t ion as cu r ren t l y  analyzed. He judged, however, 

t ha t  almost imperceptible improvements are be t t e r  than no improvements. He 

c i t e d  as const ra in ts  on rad ica l  reform such features as the fo l lowing:  educa- 

t i ona l  organizations are soc ia l  i n s t i t u t i o n s ,  organizations o f  people, are  

labour in tens ive and have a technology o f  learning, bu t  are  r e a l l y  organized 

anarchies i n  which technology i s  unclear, goals ambiguous, and p a r t i c i p a t i o n  

f l u i d ;  admin is t ra t ive  func t ion  i s  h ierarch ica l  w i t h  personal prest ige and pre- 

requ is i tes  associated w i t h  pos i t ion,  i s  small i n  s i ze  and simple i n  structure,  

i s  only loose ly  l i nked  t o  a c t i v i t i e s  i n  the classroom focusing instead upon * 
management o f  accounts about peopl e, pupi 1 s and personnel i n  an author i tar ian,  

[ standardized and cent ra l  i zed sty1 e; admin is t ra t ive  jobs feature organizat ional  



i n s u l a r i t y ,  long work hours, and sub ject ive  misa l locat ion o f  time; educational 

administrators are demographical l y  conventional w i t h  other 1 eadershi p groubs 

i n  t h a t  they tend t o  be middle aged, nat ive born, male, married, white, pro t -  

estant, o f  non-urban background, from loca l  school systems, have teaching 
/ 

background, and are upwardly mobile i n  a profession they regard as sa t i s fy ing ;  

educational careers are order ly  i n  sequence, short,  and do not  appear con- 

nected from d i s t r i c t  t o  d i s t r i c t  by a network o f  appointments, bu t  ra ther  t o  

move w i t h i n  a d i s t r i c t ' s  hierarchy. March pointed t o  the pervasiveness o f  

t h i s  descr ipt ion,  not  t o  i t s  un i ve rsa l i t y  as the s i g n i f i c a n t  feature  about 

educational admin is t ra t ion t ha t  makes i t  necessary t o  at tend t o  the q u a l i t i e s  

l i s t e d  i f  changes are ever t o  be implemented. 

The soc ia l  and bureaucratic structures w i t h i n  which these administrators 

work a lso make change d i f f i c u l t .  March stated t h a t  the context w i t h i n  which 

educational administrators work i s  ambiguous, d i f fuse,  parochial,  and norma- 

t i v e .  The ambiguous se t t i ng  f o r  decis ion making i s  shaped by object ives t ha t  

are hard t o  speci fy,  a lack o f  know1 edge about the technology o f  schooling and 

d i f f i c u l t y  i n  i n t e rp re t i ng  and using past , xperiences ... as administrators gen- 

e r a l l y  do. This ambiguity combines w i t h  behavioral r i g i d i t y  inf luenced by 

norms about goals, technology and experience. The inconsistencies between the 

ambiguity and r i g i d i t y  create a f ee l i ng  o f  powerlessness. The system i s  

d i f f use  i n  t h a t  i t  i s  d i f f i c u l t  t o  r e l a t e  o r  detect  the impact o f  administra- 

t i v e  ac t ion  upon schooling. The admin is t ra t ive  system i s  parochial i n  t h a t  

most administrators are loca l ,  working near the place where they grew up and 

were educated. Administrators f o r  the most p a r t  are educators, sharing 

soc ie ty 's  version o f  educational r e a l i t y ,  and pa r t i c i pa t i ng  i n  i t s  elabora- 

t i on .  The i r  background and pos i t i on  make them adhere t o  the norms, and have 
* 

l i t t l e  c o n f l i c t  w i t h  the basic a r t i c l e s  o f  f a i t h ,  as March described the 

nature o f  education. 



The proposed s o l u t i o n  t o  the  d i f f i c u l t y  i n  changing education posed by 

the  above-mentioned c h a r a c t e r i s t i c s  o f  educational admin i s t ra t i on  i s ,  as March 

stated:  

. . .heroic, b u t  simple: a  s e l e c t i o n  procedure t h a t  
r e c r u i t s  b e t t e r ,  more ambitious, and more cosmopol- 
i t a n  admin is t ra tors ,  promotes the  good ones and 
e l im inates  the  others; a  t r a i n i n g  program t h a t  
teaches them how t o  l e a r n  from t h e i r  experience, 
de f i ne  goals c l e a r l y ,  and move toward achiev ing 
them s t ra igh t fo rward l y ,  developing and us ing such 
s k i l  1s as a re  necessary f o r  t he  job; and an organ- 
i z a t i o n a l  s t r u c t u r e  t h a t  enforces a c c o u n t a b i l i t y  and 
g ives admin i s t ra t i ve  con t ro l  over a c t i v i t i e s  i n  t h e  
schools. (p. 232) 

March advocated elementary competence i n  organ iza t iona l  l i f e ,  t he  a c q u i s i t i o n  

o f  basic competence and commitment: increas ing the  dens i t y  o f  good administ ra-  

t o r s  through the  system r a t h e r  than by focusing on a  small e l i t e ;  l ea rn ing  

s k i l l s  i n  " i n t e l l i g e n t  fool ishness", cons t ruc t i ve  aesthet ics,  and nonexperiental  

forms o f  learn ing :  encouragement o f  good admin i s t ra t i on  by good ideas and the  

development o f  soc ia l  and professional  norms; a  wor ld  view t h a t  recognizes the  

l i m i t a t i o n s  o f  i n t e n t i o n a l  l i f e  as a  bas is  f o r  embracing t h a t  l i f e ' s  contra-  

d i c t i o n s  and absurd i t i es .  

March broadens the  understanding o f  o rgan iza t iona l  change w i t h  h i s  over- 

view 

t r a  t 

t r a  t 

have 

o f  t he  problems and c h a r a c t e r i s t i c s  o f  contemporary educational adminis- 

ion.  He assesses the  f i e l d  and po in ts  o u t  changes i n  aspects of adminis- 

ion, and i n  the  se lec t ion ,  t r a i n i n g ,  and con t ro l  of admin is t ra tors  t h a t  

p o t e n t i a l  f o r  making education b e t t e r .  A major change i n  the  t r a i n i n g  o r  

o rgan iza t ion  o f  educational admin is t ra tors  described by March has t o  do w i t h  

change i n  b e l i e f s .  A major s h i f t  i n  the  wor ld view o f  admin is t ra tors  i s  i n  

h i s  view des i rab le  and necessary i f  they are  t o  be capable o f  lead ing change 

e f fo r ts  i n  t h e i r  schools. Though "education changes when be1 i e f s  change: 
* 

(March, l978), b e l i e f s  are  in f luenced by o the r  soc ia l  processes - a  compre- 

hensive range of soc ia l  v i r t u e s  and s k i l  1s a re  needed. March be1 ieves the  I 
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present system o f  p ro fess iona l  ism and u n i v e r s i t y  t r a i n i n g  o f  admin is t ra tors  

"has increased the  b e l i e f  concensus ... and made the  d i f f u s i o n  o f  new ideas i n  

education and admin i s t ra t i on  more r a p i d  and general." 

Emerging from the research and t h e o r e t i c a l  work based on the  assumption I 

t h a t  t h e  source o f  change i s  i n  the c u l t u r a l  dimension outs ide  the  school, and 

d i rec ted  a t  t he  type of change Getzels (1970) c a l l e d  enforced change, a re  

r e s u l t s  c h i e f l y  i n  the  areas o f  increas ing numbers o f  we1 1 researched innova- 

t i o n s  - both  products and processes f o r  improving educational p rac t ice ;  

increased awareness o f  methods o f  assessing educational outcomes and increased 

moni to r ing  o f  e f f o r t s  t o  improve education; increased i n t e r e s t  i n  and e f f o r t s  

t o  implement a l t e r n a t i v e  educational programs; and increased e f f o r t s  t o  under- 

stand the  change process. P a r t i c u l a r l y  i n  the  areas o f  more use fu l  theor ies  

and models, more comprehensive s t ra teg ies ,  and a changing view o f  t he  change 

agent 's  r o l e  and l o c a t i o n  r e l a t i v e  t o  the  organizat ion,  have more r e a l i s t i c  

and comprehensiveviews o f  change emerged. 

Expedient Change 

Those who c la im  t h a t  school o rgan iza t ion  i s  r i g i d  and i n f l e x i b l e  a re  

l i k e l y  r e f e r r i n g  t o  the  type o f  change Getzels (1970) c a l l e d  "expedient". The 

mechanism o f  t h i s  type o f  change i s  r e a c t i o n  t o  main ta in  the  s ta tus  quo w i t h  

as l i t t l e  essent ia l  a l t e r a t i o n  as poss ib le  i n  t h e  face o f  a changing environ- 

ment o f  e i t h e r  i n s t i t u t i o n a l  o r  c u l t u r a l  dimensions. Any change would be 

token, o r  an e f f o r t  t o  circumvent and i n h i b i t  r e a l  change. 

@ Factors That I n h i b i t  Change 

Some researchers observing the  d i f f  i cu l  t i e s  i n  imp1 ementi ng change pro- 



43 

j e c t s  have sought t o  d iscover f a c t o r s  t h a t  could exp la in  how change processes 

a re  i n h i b i t e d .  Such f a c t o r s  are  o f t e n  t o  be found i n  the  very nature  and 

c h a r a c t e r i s t i c s  o f  the educational i n s t i t u t i o n  i t s e l f  . Bentzen and Tye (1973) 

i d e n t i f i e d  seven fac tors  t h a t  i n h i b i t  change: inadequate f inance, vested 
t 

i n te res ts ,  bureaucracy and adherence t o  norms, value dilemnas, leadership 

vacuum, confusion about dec is ion  making prerogat ives,  and the  l a c k  o f  imple- 

mentat ion s t ra teg ies .  They diagnosed the  educational i n s t i t u t i o n  as being 

severely hampered by both  personal and organ iza t iona l  pa t te rns  t h a t  encase i t  

and make i t  impervious to. many attempts e i t h e r  t o  change it, o r  f o r  i t  t o  

change i t s e l f .  O f  t he  f a c t o r s  i d e n t i f i e d  by Bentzen and Tye, several m e r i t  

c lose r  examination. The cons t ra in ts  i d e n t i f i e d  as "bureaucracy and adherence 

t o  norms", "decis ion making prerogat ives" ,  and "implementation s t ra teg ies ' '  

r e l a t e  c l o s e l y  t o  the  process of se l f -eva lua t ion  and feedback t h a t  i s  the  

t o p i c  o f  t h i s  research paper. 

Bureaucracy and Adherence t o  Norms 

Bureaucrat ic  s t ruc tu res  i nsu re  the  accomplishment o f  i n s t i t u t i o n a l  pur- 

poses and have the  v i r t u e  o f  main ta in ing  order  and c o n t r o l .  Schools have 

become h i g h l y  bureaucrat ized u n i t s  w i t h i n  bureaucrat ized d i s t r i c t s  where 

standards o f  attainment, much o f  the  c u r r i c u l a  and pedagogy a re  standardized. 

Po l i c ies ,  r u l e s ,  and regu la t i ons  order  the  opera t ion  o f  the  school system and 

d i r e c t  a c t i v i t i e s  w i t h i n  the  school o rgan iza t ion  o f  each b u i l d i n g .  Mi les  

(1964) observed several examples o f  t h i s  e f f e c t  i n  schools t h a t  were s e t  apa r t  

w i t h  system encouragement and a mandate t o  operate d i f f e r e n t l y .  They tended, 

a f t e r  a time, t o  conform t o  the  norms o f  the  l a r g e r  system o f  which they were 
* 

a p a r t .  

B i d w e l l ' s  (1965) review o f  t he  school as a formal o rgan iza t ion  attempted 



t o  abs t rac t  from the  l i t e r a t u r e  on the  organ iza t iona l  na ture  o f  schools cer-  

t a i n  gener ic  a t t r i b u t e s ,  and t o  show how they might  be r e l a t e d  sys temat ica l ly .  

A1 though he admitted t h a t  there  were great  d i f f e rences  among the  var ious 

types of schools, Bidwel l  s ta ted  t h a t  the  most generic organ iza t iona l  a t t r i -  
I 

butes of schools should be equa l ly  ev ident  i n  schools o f  any type. H is  

ana lys is  was l i m i t e d  t o  schools w i t h  c h i l d  and adolescent s tudent  bodies, 

pa ren t -c l i en ts  who d i d  no t  pay fees, and which were day schools. Three bas ic  

assumptions about the  nature o f  p u b l i c  school systems were made: t h a t  school 

systems a re  c l i e n t - s e r v i n g  organizat ions,  t h a t  there  i s  a  fundamental d i cho t -  

omy between student  and s ta f f  ro les ,  and t h a t  schools a re  t o  some ex ten t  

bureaucrat ic .  

Schools a re  considered bureaucrat ic  i n  t h a t  they d isp lay ,  i n  a t  l e a s t  a  

rudimentary way the  f o l l o w i n g  c h a r a c t e r i s t i c s :  a  func t i ona l  d i v i s i o n  o f  

labour, t he  d e f i n i t i o n  o f  s t a f f  r o l e s  as o f f i c e s  r e q u i r i n g  m e r i t  and compe- 

tence and l e g a l l y  based tenure, t he  h i e r a r c h i c  o rde r ing  o f  o f f i c e s  p rov id ing  

an a u t h o r i t y  s t r u c t u r e  base on the  l e g a l l y  de f ined and circumscribed power o f  

the o f f i c e r s ,  and opera t ion  according t o  r u l e s  o f  procedures which s e t  l i m i  t s  

t o  the  d i sc re t i ona ry  power o f  o f f i c e r s  by spec i f y ing  aims and modes o f  ac t ion .  

The school system, t o  func t ion ,  demands a  degree o f  r a t i o n a l i z a t i o n  made 

necessary by two kinds o f  f ac to rs :  i t  i s  responsib le f o r  a  un i fo rm product o f  

a  c e r t a i n  q u a l i t y ,  and so sets minimum, b u t  n o t  maximum l e v e l s  o f  s tudent  

standards, and i t  deals w i t h  students over long per iods o f  t ime i n  complex and 

massive sequences o f  serv ices and s o c i a l i z a t i o n  tasks. Both k inds o f  f a c t o r s  

r e i n f o r c e  t h e  professional  bas is  o f  school system a c t i v i t i e s .  B idwel l  noted 

t h a t  bo th  the  looseness o f  system s t ruc tu res  and the  nature o f  t he  teaching 

task seem t o  press f o r  a  pro fess iona l  mode o f  school-system operat ion, w h i l e  
@ 

the  u n i f o r m i t y  o f  product desired, and t h e  long t ime span over which groups o f  

students a re  t ra ined,  press f o r  r a t i o n a l i z a t i o n  o f  a c t i v i t i e s  and thus, f o r  a  



bureaucratic basis of organization. He pointed out  that :  

. . .the school i s  t o  a substant ia l  degree a s e l f -  
contained organizat ional  un i t ,  w i t h  a defined 
populat ion from which students are drawn ( t he  
school d i s t r i c t  i n  a one-school system o r  the 
attendance area for  each school w i t h i n  a m u l t i -  
school system). The p r inc ipa l  and teachers 
usual ly  r e t a i n  a t  l eas t  some cont ro l ,  o f t en  
substant ia l ,  over cu r r i cu l a  and teaching methods. (p. 976) 

School administrators thus balance three c r i t e r i a  i n  determining l i n e s  o f  

act ion:  professional norms and standards, pub l i c  wishes,and f i s c a l  e f f i -  

ciency. The l a t t e r  

the l oca l  and s ta te  

bodies and t o  a pub 

funds provided f o r  

two are re la ted  t o  the f a c t  t h a t  the school i s  an arm o f  

o r  p rov inc ia l  governments and i s  responsible t o  these 

l i c  constituency f o r  the e f f e c t i v e  and e f f i c i e n t  use o f  the 

t h e i r  operation. These external  pressures are appl ied t o  

the ind iv idua l  school i n  t ha t  i t  deals w i t h  an i n d i r e c t  c l i en te l e ,  the stu- 

dents, whose parents are the const i tuents along w i t h  other members o f  the tax- 

paying publ ic .  

Bidwell  concluded t ha t  school systems faced two major funct iona l  prob- 

1 ems : 

... the coordinat ion o f  the i ns t r uc t i ona l  a c t i v i t i e s  
o f  classroom teachers and ind iv idua l  school u n i t s  i n  
such a way as t o  maximize the sequential a r t i c u l a t i o n  
o f  these a c t i v i t i e s  and insure reasonable un i fo rm i ty  
o f  outcomes. The other i s  the maintenance o f  s u f f i c i e n t  
l a t i t u d e  v is -a-v is  the pub1 i c  consti tuency and i t s  
agent, the board o f  education, f o r  the exercise o f  
professional judgments regarding, f i r s t ,  what kinds o f  
spec i f i c  educational outcomes best  serve the students 
and the constituency and, second, what procedures are 
best  adapted t o  these ends. (p. 1012) 

In te rna l  coordinat ion means mai n t a i  n i  ng some ra t i ona l  procedures i n  the face 

of tendencies toward debureaucrati za t ion such as those caused by c l  i e n t  v a r i -  

a b i l i t y .  To avoid the seemingly i r r econc i l ab le  a1 ternat ives o f  e i t h e r  t o t a l  

professional d i sc re t ion  o r  t o t a l  re1 iance on lega l  au thor i t y  and rules,  

Bidwell  pointed out  the po ten t ia l  o f :  



. . .the professional s t a f f ' s  opera t ing  as a "company 
o f  equals," i n c l u d i n g  the  school system's admin i s t ra to r -  
professionals;  of t h e i r  c o l l e c t i v e  determinat ion o f  
standard ru les ,  l e g i t i m i z e d  by c m o n  consent; and o f  
the  transference of admin i s t ra t i ve  a u t h o r i t y  from the  
bas is  o f  o f f i c i a l  superordinat ion t o  t h a t  o f  sen ior  
c o l l  eague s ta tus .  (p. 101 3)  

The professional i za t ion  of teaching s t a f f s  presses f o r  admin i s t ra t i ve  adapta- 

t i o n s  i n  the  d i r e c t i o n  o f  co l  1 eg ia l  i n t e r a c t i o n  between admin is t ra tors  and 

teachers. 

Communication processes among the pro fess iona ls  i n  the  school acqu i re  a 

specia l  importance i n  t h i s  type of organizat ion.  The comnunications has t o  be 

cont inua l  r a t h e r  than i n t e r m i t t e n t  , and occur 1 a rge ly  through face- to- face 

i n t e r a c t i o n  o f  teachers and admin is t ra tors  which minimizes h i e r a r c h i c  

d is tance.  To the  ex tent  t h a t  such con t ro l  and coord ina t i ve  processes are  

missing, t he  tendency i s  f o r  proft2ssional d i s c r e t i o n  and student  v a r i a b i l i t y  

f ac to rs  t o  errode sequent ia l  coord inat ion  o f  s tudent  experience, and the  

a b i l i t y  o f  t he  school t o  cope i n  an organized way w i t h  the  ex terna l  pressures 

o f  t he  parent  and community const i tuency.  

The norms o f  t he  system o f  which pro fess iona l  s t a f f  a re  a p a r t  a r e  s i t u -  

a t i o n a l  l y  s p e c i f i c  standards f o r  behavior.  Dreeben (1968) c a l  l e d  them p r i n -  

c ip les ,  premises o r  expectat ions " . . . i nd i ca t i ng  how i n d i v i d u a l s  i n  s p e c i f i a b l e  

circumstances ought t o  a c t "  (p.  26).  Acceptance r e f e r s  t o  a self- imposed 

o b l i g a t i o n  b u t  a l so  imp l ies  t h a t  there  are  sanct ions encouraging o r  discourag- 

i n g  compliance by use o f  rewards o r  punishments. 

Both the  formal bureaucra t ic  regu la t ions  and the  norms such as those 

c i t e d  i n  a study by Watson (1967), t ime schedules, modes o f  dress, forms o f  

address t o  c o l l  eagues , super iors o r  subordinates, personal p ro tes ta t i ons  of 

i n s t i t u t i o n a l  l o y a l  ty and adherence t o  i dea ls  o f  independence, achievement, 
* 

and o the r  norms w i t h  p a r t i c u l a r  relevance t o  economic and p o l i t i c a l  p a r t i c i p a -  

/ t i o n  i n  i n d u s t r i a l  soc ie t i es ,  tended t o  i n h i b i t  change. 
F 



Dreeben pointed o u t  how t h e  school tends t o  r e i n f o r c e  these norms: 

w i t h i n  i n d u s t r i a l  soc ie t i es ,  where norms app l i c -  
ab le  t o  pub1 i c  1 i f e  d i f f e r  markedly from those 
governing conduct among k in ,  schools prov ide  a 
sequence o f  experiences i n  which i nd i v idua ls ,  
dur ing  the  e a r l y  stages o f  pe rsona l i t y  develop- 
ment, acquire new p r i n c i p l e s  o f  conduct, p r i n c i -  
p les  i n s t i t u t i n g  add i t i ons  t o  those a1 ready 
accepted dur ing  e a r l y  chi ldhood. (P .  48) 

Most o f  today 's  teachers and admin is t ra tors  were themselves educated, and a re  

s t i l l  being educated on the  bas is  o f  these norms. Michael (1968) po in ts  o u t  

t h a t  t he  soc ia l  perspect ives re in fo rced  by the  schools and the  s t a f f  i n  them 

may be i n s e n s i t i v e  t o  the  requirements f o r  a changing soc ie ty .  The schools 

attended by teachers when they were ch i ld ren,  and the  schools i n  which they 

now teach a re  s e t  up t o  teach and main ta in  norms t h a t  may very we1 1 impede 

changing. 

Related t o  the  adherence t o  norms t h a t  mainta ins the  s ta tus  quo a re  the  

f i nd ings  o f  research by Bridges and Reynolds (1968) support ing the  idea t h a t  

elementary teachers w i t h  open b e l i e f  systems were more recep t i ve  t o  the  t r i a l  

o f  innovat ions than e l  ementary teachers w i  t h  closed be1 i e f  systems. Nei t h e r  

experience nor age, nor length  o f  tenure were found t o  be s i g n i f i c a n t l y  

r e l a t e d  t o  teacher r e c e p t i v i t y  t o  change. This f i n d i n g  cont rad ic ted  the  

b e l i e f s  about recru i tment ,  s e l e c t i o n  and assignment o f  s t a f f  t o  schools t r y i n g  

innovat ive  p ro jec ts  he ld  by some educators. Carson e t  a1 . (1967) had found 

t h a t  more experienced teachers were l ess  concerned about being invo lved i n  

making decis ions than were t h e i r  l ess  experienced colleagues. The f i n d i n g  l e d  

the  authors t o  comnent on what was thought t o  be an inverse r e l a t i o n s h i p  

between experience and r e c e p t i v i t y  t o  change. As Bridges and Reynolds po in ted 

out,  however, the  r e l a t i o n s h i p  between experience and readiness t o  try new 

ideas i s  a more comp 

contex t  i n  which the  

l e x  matter  invo 

experience has 

l v i n g  the  nature o f  t h e  organ iza t ion  o r  the  

been gained. This content ion  i s  supported 



by evidence gathered by Smith and Geoffrey (1966) po in t ing  ou t  the ways i n  

which the school organizat ion operates t o  soc ia l i ze  and shape i t s  members ' 

out1 ooks and behaviour. 

The research done by Harvey (1968) and F l i zak  (1968) supported the con- 
I 

cept t h a t  the most severe const ra in ts  t o  innovat ion were t o  be found i n  the 

school 's  organizat ional  s t ruc tu re  and processes. Harvey found 74% o f  

teachers and administrators sampled possessed h igh ly  r i g i d  and concrete be1 i e f  

systems t h a t  impeded t h e i r  adap tab i l i t y  t o  new ideas. F l  izak a lso  concluded 

t ha t  what happens i n  a school may, t o  a large extent, be determined by the 

s t ruc ture  of the organization, i n f  1 uenci ng the teachers ' modes o f  th inking,  

fee l ing,  and behaving. I t  appeared t o  some theor i s ts  t h a t  nothing less than 

d ras t i c  a l t e r a t i o n  o f  the structures o f  the educational organizat ion would 

s u f f i c e  if s i g n i f i c a n t  change was t o  occur. (Goodlad and Klein, 1970) and 

(House, 1974) . 

Decision Making Prerogatives 

Other const ra in ts  having t o  do w i t h  the lack i n  education o f  c lea r  d e f i -  

n i t i o n  of goals, and the decis ion making process t ha t  could produce t ha t  

c l a r i t y ,  increase the chance f o r  f a i l u r e  i n  many change e f f o r t s .  Gardner's 

(1967) statement high1 igh ts  the dilemma: ". . .we a1 1 know i n  our bones t ha t  

over the long haul what we do i n  education has the greatest  relevance t o  bu i ld -  

ing the k ind of society we want" ( p .  67). The problem l i e s  i n  the f a c t  t h a t  the 

k ind of soc ie ty  we want i s  not  agreed upon e i t h e r  by the c l i e n t s  o r  by the 

professionals i n  school s . Burton (1972) and Stansf i e l d  (1973) have commented 

upon the p l u r a l i s t i c  society t ha t  generated c o n f l i c t i n g  goals f o r  education 
C 

: and sometimes unreconci 1 abl e demands on school s . Lacking c lear  goal d i r e c t i o n  

and p r i o r i t i e s ,  educators o f ten  t i n k e r  w i t h  low-r isk  changes o f  the s o r t  



House (1974) c a l l e d  changes t o  content  r a t h e r  than changes t o  s t ruc tu res  o r  

process. Such decis ions might  rock the  s o c i e t a l  boat, and i t  i s  n o t  c l e a r  

w i t h  whom such r e s p o n s i b i l i t y  f o r  dec i s ion  making l i e s .  

Related t o  the  l ack  of c l e a r  goal d e f i n i t i o n  i s ,  therefore,  a s t a t e  of 
i 

confusion about dec is ion  making prerogat ives.  Who s h a l l  determine goals, 

object ives,  and p r i o r i t i e s ?  Responsibi l  i t y  and a c c o u n t a b i l i t y  o f  var ious 

l e v e l s  w i t h i n  the  educational establ ishment and how the  l e v e l s  i n t e r a c t  i s  no t  

always c l e a r l y  understood e i t h e r  by c l i e n t s  o r  by pro fess iona ls  i n  the  

schools. Studies by E t z i o n i  (1961 ), by O t to  and Veldrnan ( l967),  and by 

Belasco e t  a1 . (1971 ) pointed o u t  t h a t  i n  mu1 t i -purpose organizat ions 1 i ke 

schools, c e r t a i n  types of dec i s ion  making c o n f l i c t s  a r i s e .  Goals make incom- 

p a t i b l e  demands f o r  ac t ion ;  there  i s  c o n f l i c t  about t h e  amount o f  means, time, 

and energy a v a i l a b l e  f o r  each goal .  Serving a p l u r a l i t y  o f  goals s t r a i n s  

personnel and causes confusion about p r i o r i t i e s .  Contro l  s t ruc tu res  and con- 

f l  i c t i n g  expectat ions about a u t h o r i t y  f o r  dec id ing  what has p r i o r i t y  o f t e n  

h inder  the  q u a l i t y  o f  decis ions made a t  the  a c t i o n  l e v e l .  

P a r t i c u l a r l y  when personnel a re  coping w i t h  new demands o r  changing pro- 

cedures do the  above-mentioned cons t ra in ts  cause problems and c o n f l i c t  among 

s t a f f  members. Experience i n  an organ iza t ion  may he lp  teachers a n t i c i p a t e  

problems and understand the  complexi t ies o f  t he  system they work i n ,  as 

Bridges and Reynolds (1968) pointed out ,  b u t  Sarason (1971 ) argues t h a t  most 

teachers who work w i t h i n  c e r t a i n  s t ruc tu res  have no t  examined t h e i r  work 

pat te rns  w i t h i n  t h a t  s t r u c t u r e .  They may never have thought about a1 t e r n a t i v e  

ways o f  working together, o r  of o rgan iz ing  the  work s e t t i n g .  The dec is ion  

making t h a t  they have l i k e l y  done r e l a t e d  d i r e c t l y  t o  the  i n s t r u c t i o n a l  no t  

the  work m i l i e u .  P a r t i c i p a t i o n  i n  making school-wide decis ions about the  
C 

L o rgan iza t iona l  o r  i n s t r u c t i o n a l  ob jec t i ves  may generate c o n f l i c t  among profes-  
k 

s iona l  s, among peers, and between admin is t ra tors  and s t a f f  members. I n  the  



face of interpersonal confl ic t  tha t  threatens to  violate  strongly held pro- 

fessional norms, the teacher often refers  to  past experience. T h i s  leads 

direct ly  back to  existing or former organizational patterns. The experienced 

teacher may not be able to  call  upon a broader range of possible solutions I 

gained from a larger repetoire of experience than tha t  possessed by the new 

teacher when i t  comes to organizational and structural change. The exper- 

ienced, older teacher may have encountered only one type of school organiza- 

tion a1 though he or she may have worked in different  places. The familiar 

authority and decision making pattern may seem comfortable and predictable 

even i f  i t  has particular defects tha t  the s t a f f  complains about. The famil- 

i a r  patterns may be regarded as a protection against confl ic t  generated by 

changing the organizational environments in which s ta f f  members work and 

interact  . 

Lack of Implementation Strategies 

A number of types of constraints may be grouped under the general heading 

of implementation s t rategies  required for  successfully changing schools. 

Bennis (1 966) analyzed the growing col 1 ection of change technologies and 

models for  the change process and concluded: 

what we know leas t  about i s  implementation - a 
process which includes the creation of under- 
standing and commitment toward a particular 
change and devices whereby i t  can become integral 
t o  the cl ient  systems ' operation. ( p .  77 ) 

In his work on change, Bennis focused on the sociology of organizational 

change, suggesting guidelines for  the use of laboratory type training within 

the organization's system to give i t s  members human relationship s k i l l s  and to  
* 

influence organi zational values. Benni s proposed a model fo r  diagnosing the 



s t a t e  o f  an organ iza t ion  t h a t  i s  consider ing making a change. He recognized 

the  importance o f  soc io log i ca l  f a c t o r s  i n  the  implementation process, bu t  

discussed change l a r g e l y  i n  terms o f  t he  adopt ion o f  innovat ions.  A change 

agent would be needed t o  in t roduce the  innovat ive  idea t o  the  c l i e n t  system. 

Imp1 ementation s k i  11 s were def  i ned i n  terms o f  communication and in terpersona l  

s k i l l s  requ i red  by the  change agent and c l i e n t s  t o  i n s t a l l  t he  innovat ion.  

Janowitz (1971) i d e n t i f i e d  an a d d i t i o n a l  f l aw  i n  e a r l i e r  change e f f o r t s .  He 

found t h a t  p r i o r  t o  1969, most change e f f o r t s  were segmental i n  nature, 

l a r g e l y  d i r e c t e d  toward es tab l i sh ing  model p r o j e c t s  i n  a narrow aspect o f  

program o r  organizat ion,  r a t h e r  than w i t h  dev is ing  s t r a t e g i e s  t o  b e t t e r  t he  

school 's  capac i ty  t o  p lan  and cope w i t h  changing needs and p r i o r i t i e s  emerging 

from the  cu l  t u r a l  context .  S t r e e t  (1 969) had researched s i m i l a r  conclusions 

and had suggested: 

a g rea t  deal o f  work i n  the  area o f  innovat ion  i n  
education s t i l l  remains t o  be done. The s tud ies  
which have been done t o  date have been unable t o  
add much i n  the  way o f  t h e o r e t i c a l  e labora t ion .  
Great numbers o f  innovat ions have been t r i e d  b u t  
most have been on ly  piecemeal and many have been 
unstudied. (pp. 1-15) 

Horvat (1967) and Leithwood and Russel 1 (1973) concurred, adding t h a t  a d i s -  

p ropor t ionate  amount o f  educational research and development resources were 

a l l oca ted  t o  product development wh i l e  a t t e n t i o n  and resources were needed f o r  

study o f  t h e  poor ly  elaborated implementation and leadership processes. 

Troost  (1973) reviewed s tud ies  o f  t h e  r a d i c a l  school reform e f f o r t s  and 

o f fe red  c r i t i c i s m  o f  t he  implementation processes used i n  these attempts t o  

s t a r t  a1 t e r n a t i v e  organizat ions.  

The c o n s t r a i n t  cons is ts  l a r g e l y  i n  the  w ide ly  accepted d e f i n i t i o n  o f  t he  

task t o  be accomplished: some i d e n t i f i e d  body o f  knowledge must be t rans-  
* 

m i t t e d  from an outs ide  source t o  the  schools i n  a form t h a t  w i l l  be useb1:e. 

Schools then become regarded as c l i e n t s ,  teachers a re  thought o f  as consumers 
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o f  products, change agents are  seen as possessing the  r i g h t  answers, and 

change i s  regarded by those i n s i d e  the  school as what those ou ts ide  a re  advo- 

ca t ing .  Innovation, i n  t h i s  d e f i n i t i o n  i s  too o f t e n  perceived by teachers t o  

be ideas developed e l  sewhere by experts. P a r t i c i p a t i o n  i n  changing and 

renewal, i n  decid ing on what i s  important  and what should be changed i s  some- 

times r e j e c t e d  by the  s ta f f  t r y i n g  t o  main ta in  a s i t u a t i o n  w i t h  which they 

feel comfortable and which they f e e l  works. (McNal ly,  1974). 

S t ra teg ies  developed from the  k ind  o f  assumptions about change t y p i f i e d  

by the  f i r s t  two of Getzels categories, enforced and expedient change, l a r g e l y  

f a i l e d  t o  address the  problems o f  t he  p a r t i c i p a t i o n  i n  dec i s ion  making, i n  

s e t t i n g  ob jec t ives ,  and i n  coping w i t h  the  changing demands o f  teaching t h a t  

professional  s t a f f  members face when working i n  the  school o rgan iza t ion .  

Essent ia l  Change 

The idea o f  essen t ia l  change d i r e c t s  a t t e n t i o n  n o t  t o  whether schools 

change, b u t  t o  how we l l  they cont inue t o  handle the  problems they face. The 

mechanisms gf t h i s  type o f  change are  t o  be found i n  s t ra teg ies  t h a t  increase 

and mainta in a schoo l 's  a b i l i t y  t o  cope e f f e c t i v e l y  w i t h  a changing environ- 

ment i n  the  p u r s u i t  o f  i t s  goals. 

Over the  past  decade there  has been a s h i f t  i n  the  focus o f  some o f  t he  

change s tud ies  from "how t o  change schools" t o  s tudying "changing schools" and 

t r y i n g  t o  i d e n t i f y  the  s t rg teg ies  c h a r a c t e r i s t i c  o f  self-renewing schools. 

Ear ly  discussions about the  idea o f  sel f - renewing organizat ions a re  found i n  

the  work o f  Gardner (1963), and Mi les  and Lake (1967). School s e t t i n g  was 

considered and descr ip t ions  o f  what was c a l l e d  "school c l ima te "  were attempted. 
* 



School Cl imate and Organizat ional  Heal th 

The pe rsona l i t y  o f  t he  school described by Ha lp in  (1957) as i t s  

"organizat ional  c l  imate" drew a t t e n t i o n  t o  the  environmental cond i t ions  

w i t h i n  the  school o rgan iza t ion  t h a t  vary from b u i l d i n g  t o  b u i l d i n g .  Some 

e a r l y  work on descr ib ing  the  c l ima te  o f  an organ iza t ion  was done by Ha lp in  

and C r o f t  (1963) i n  t h e i r  development o f  t he  Organizat ional  C l  imate Descrip- 

t i o n  Quest ionnaire (OCDQ). 

M i les  (1965a) discussed f a c t o r s  needed t o  make organizat ions "heal thy" ,  as 

he described them: system goals t h a t  a re  c lear ,  reasonable and possible; 

i n t e r  and in t ra -o rgan i  za t i ona l  communication t h a t  i s  re1 a t i v e l y  d i s t o r t i o n -  

f ree;  equ i tab le  d i s t r i b u t i o n  o f  in f luence;  e f f e c t i v e  u t i l i z a t i o n  o f  resources 

inc lud ing  personnel; cohesiveness; d i v e r s i t y ;  autonomy; a d a p t a b i l i t y ;  and 

s t ruc tures  f o r  sensing and dea l ing  w i t h  problems. 

Ha lp in  (1967) was concerned t h a t  l i t t l e  was y e t  known about how t o  

change a  c l imate,  and warned about p lunging i n t o  a c t i o n  programs i n  t h a t  area. 

The quest ion o f  what can be done t o  induce a  greater  degree o f  o rgan iza t iona l  

hea l th  i n  a  system was addressed by Mi les  (1965b) and formed a  p a t t e r n  f o r  

many s tud ies  and in te rven t ions  t h a t  were t o  f o l l o w .  He recomnended: survey 

feedback; r o l e  workshops or  j o b - a l i k e  meetings; t a r g e t - s e t t i n g  and a c t i o n  

planning; o rgan iza t iona l  diagnosis and problem solv ing;  and the  organ iza t iona l  

experiment as a  temporary system approach when t r y i n g  new th ings.  . 

Increasing and Main ta in ing  Organizat ional  Heal th 

The s i n g l e  school became the t a r g e t  f o r  i n te rven t ions  designed t o  develop 
L 

self-renewing capabi 1  i t i e s .  P a r t i c u l a r  emphasis i n  t h e  recent  research has 

been on enhancing the  q u a l i t y  o f  awareness among s t a f f  members o f  the  ways i n  
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which th ings  do o r  do no t  g e t  done i n  t h e i r  school. The way i n  which the  

pro fess iona l  s t a f f  members go about approaching and coping w i t h  problems t h a t  

con f ron t  the  school has been observed, described, and assessed. S t ra teg ies  

and techniques f o r  ad jus t i ng  these processes have been developed. 

Diagnosing Q u a l i t y  o f  S t a f f  Relat ions 

One essent ia l  component o f  self-renewal t h a t  was needed by a s t a f f  be fore  

enter ing  an a c t i o n  program was a process f o r  assessing organ iza t iona l  needs 

and diagnosing areas i n  which adjustments might  be undertaken. The Cooper- 

a t i v e  Research P r o j e c t  f o r  Educational Development (COPED) repor ted  i n  s tudies 

by Chesler (1966), Chesler and Fox (1967), and H i l f i k e r  (1971) examined the  

r e l a t i o n s h i p  between teacher innovativeness and i n t e r n a l  s t a f f  r e l a t i o n s .  

These studies focused on the  soc ia l  system o f  the  school s t a f f  with the  pur- 

pose of ga in ing  a b e t t e r  understanding o f  such f a c t o r s  as teacher background, 

teacher 's  percept ion o f  and a t t i t u d e  toward peers, teacher percept ion o f  and 

reac t ion  t o  the  p r i n c i p a l ' s  behaviour, common s t a f f  a t t i t u d e s ,  p r i n c i p a l ' s  

p r i o r i t i e s ,  and p r i n c i p a l  ' s  s e n s i t i v i t y  t o  issues o f  s t a f f  soc ia l  r e l a t i o n s  

and innovat ion.  Educational 1 eve1 , teaching experience, and f e l t  and 

desi red i n f l uence  were f a c t o r s  t h a t  r e l a t e d  p o s i t i v e l y  and s i g n i f i c a n t l y  t o  

innovativeness. Some aspects o f  peer r e l a t i o n s h i p  a1 so appeared t o  be r e l a t e d  

p o s i t i v e l y  t o  one o r  more o f  t he  measures o f  innovativeness. 

The issue o f  " f e l  t and desi red in f luence"  has proved t o  be an important  

aspect o f  s t ra teg ies  developed t o  f a c i l i t a t e  school self-renewal.  I t  r e l a t e s  

t o  the  i n s i g h t s  o f  M i les  (1965) (b)  who advocated equ i tab le  d i s t r i b u t i o n  o f  

i n f l uence  and p a r t i c i p a t i o n  i n  organ iza t iona l  d iagnosis and problem so lv ing  t o  
* 

promote heal t h y  organizat ions.  



S t a f f  Core Planning Group 

Joyce (1969) recommended t h a t  a "group o f  respons ib le  p a r t i e s "  from the 

s ta f f  engage i n  on-going study o f  the  school Is  goals, design o f  the  curr iculum, , 
and the  c r i t e r i a  f o r  eva luat ion  t h a t  would be used i n  the  school. 

Schmuck and Nelson (1970) proposed tha t :  

... the p r i n c i p a l  performs as the  f a c i l i t a t o r  o f  a 
team, o r  as the  convener o f  several groups i n  i n t e r -  
ac t ion ,  t o  he lp  b r i n g  c o n f l i c t  i n t o  the  open and t o  
work on organ iza t iona l  problems sys temat ica l ly .  (p. 1 )  

I n  add i t i on ,  these researchers suggested t h a t  t he  p r i n c i p a l  could use volun- 

t e e r  i n t e r e s t  groups w i t h i n  the  f a c u l t y  t o  do a g rea t  deal o f  t he  preplanning 

f o r  innovat ion.  Other ad hoc groups could be convened t o  work on problems 

unique t o  such aspects o f  the  organ iza t ion  as scheduling, parenta l  v i s i t s ,  o r  

p u b l i c  r e l a t i o n s .  The idea o f  t he  p r i n c i p a l  working w i t h  a team o f  profes-  

s iona ls  from the  s t a f f  i n  a problem s o l v i n g  and p lanning mode would change the  

formal s t r u c t u r e  o f  the  school and in f l uence  the  in formal  s t r u c t u r e  as w e l l .  

They warn aga ins t  the p o t e n t i a l  problems o f  t he  core group becoming an " inner  

c i r c l e " ,  and suggest a f r e e  f l o w  o f  data about suspicious and negat ive f e e l -  

ings t h a t  may be developing, and an on-going d iagnosis o f  t he  nature o f  prob- 

lems t h a t  appear, both l i n k e d  i n t o  an appropr ia te  a c t i o n  p lanning process. 

Goodlad and K l e i n  (1970) repor ted  on a study t h a t  examined the  gap 

between the  endorsed expectat ions he ld  f o r  schools and the  ac tua l  p r a c t i c e  i n  

s i x t y  seven schools. Very few o f  the  schools had what the  researchers c a l l e d  

a " c r i t i c a l  mass" o f  concerned persons working on problems i d e n t i f i e d  by the  

; whole s t a f f  as important .  The few schools t h a t  had such a core group tended 
I 
I " t o  be the  most dynamic i n  the  study sample. 
t 

The resemch i n  the  area o f  making greater  use o f  t he  human resources 

throughout the  school i n  p lanning and assessing organ iza t iona l  hea l th  seems t o  
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be l a r g e l y  support ive o f  the  core p lanning group concept. Cer ta in  communica- 

t i o n  and dec is ion  making s k i l l s  a re  necessary t o  main ta in  the  q u a l i t y  o f  

s t a f f  involvement, however, and much research repor t s  e f f o r t s  t o  develop and 

teach these s k i l l s  t o  school s t a f f s .  

Qua1 i t y  of S t a f f  Meetings 

McLaughl i n  (1975) s tud ied attempts t o  impl ement some fundamental change 

i n  classroom organ iza t ion  funded by T i t l e  I 1 1  money. The f i n d i n g s  about the  

problems pecu l i a r  t o  t h i s  s o r t  o f  innovat ion,  and the  general lessons t o  be 

1 earned about impl ementation support the  recommendations o f  M i les  (1965b) about 

achiev ing organ iza t iona l  hea l th .  McLaughlin repor ted  t h a t  by at tempt ing more, 

more i s  1 i k e l y  t o  be accompl ished. The compl ex nature o f  classroom organiza- 

t i o n a l  p r o j e c t s  tended t o  requ i re  an adapt ive implementation s t ra tegy  t h a t  

permi t ted goal and methods t o  be reassessed and r e f i n e d  dur ing  the  course o f  

the p r o j e c t .  By studying cases i n  which s t a f f s  were successfu l ly  implementing 

such change, McLaughlin observed t h a t  change was occur r ing  over t ime i n  both  

the  p r o j e c t  o r  concept and i n  the  i n s t i t u t i o n a l  s e t t i n g .  Both the  treatment 

and the ob jec t i ves  as we1 1 as the  p a r t i c i p a n t s  were adapting. She observed 

three c r u c i a l  fea tures  o f  the implementation o f  change. F i r s t ,  l o c a l  develop- 

ment o f  ma te r ia l s  occurred, g i v i n g  teachers a f e e l i n g  o f  involvement, pr ide,  

and accomplishment. This task provided a focus on an i d e n t i f i e d  problem on 

which the  s t a f f  could work coopera t ive ly .  Second, was s t a f f  t r a i n i n g .  The 

constant i n t e r a c t i o n  among s t a f f  i n  regu la r  workshops and meetings provided 

fo r  t he  r e - s o c i a l i z a t i o n  o f  teachers i n  the  planned change. T h i r d  was the  

p rov i s ion  o f  s t a f f  planning meetings on a regu la r  bas is .  Shenoted tha t :  

p ro jec ts  t h a t  made a p o i n t  o f  schedul ing s t a f f  meetings 
on a f requent  and regu la r  bas is  had fewer ser ious 
impl ementation problems, and the  s t a f f  demonstrated 
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h igher  morale and greater  sense o f  cohesiveness. (p. 12) 

Runkel (1975) reported a  case h i s t o r y  o f  a  lengthy  involvement w i t h  a  

school d i s t r i c t  i n  Washington c a l l e d  Kent. A f e a t u r e  o f  t h i s  p r o j e c t  was 

s ta f f  t r a i n i n g  t o  encourage adaptat ions o f  p ro fess iona l  s t a f f  members and t o  

enhance the  func t i on ing  o f  t he  system. He repor ted  t h a t  c o l l a b o r a t i v e  

dec is ion  making s k i l l s ,  and processes t o  encourage power-sharing between 

p r i n c i p a l s  and teachers were taught  t o  the  school s t a f f s .  I n  t h i s  case, a  

cadre of o rgan iza t iona l  s p e c i a l i s t s  was used i n  the  Kent d i s t r i c t  t o  advise 

and a s s i s t  t he  schools w i t h  the  t r a i n i n g  p r o j e c t .  The importance o f  s t a f f  

members a l l  knowing and using a v a r i e t y  o f  dec i s ion  making, comnunication,and 

a c t i o n  tak ing  s k i l l s  i n  the  process o f  t h e i r  meeting together  t o  p lan  and 

assess the  school 's  progress was under l ined by t h i s  case h i s t o r y .  

The Use o f  Survey Feedback 

M i  1  es , Hornstein, e t  a1 . (1969) described and evaluated an e f f o r t  t o  use 

the feedback o f  survey research r e s u l t s  t o  admin is t ra tors  o f  a  school system 

as a  way o f  inducing organ iza t iona l  change. Survey feedback i s  a  process i n  

which ex terna l  advisors and members o f  t he  c l  i e n t  o rgan iza t ion  co l  l a b o r a t i v e l y  

gather, analyze,and i n t e r p r e t  data t h a t  deal w i t h  var ious aspects o f  t he  

organ iza t ion 's  func t i on ing  and i t s  members' work l i v e s .  Using data as a  base, 

c o r r e c t i v e  a l t e r a t i o n  o f  the organ iza t iona l  s t r u c t u r e  and the  members' work 

re la t i onsh ips  i s  attempted. Survey feedback has th ree  components: 1. data 

are  presented, 2. meetings o f  var ious groups occur, and 3. i n  the  course o f  

the  meetings, advisors and members o f  the  c l i e n t  organizat ions begin t o  

analyze the  data and the process o f  t he  personnel ' s  i n t e r a c t i o n .  Th is  leads 
L 

t o  c e r t a i n  r e s u l t s  t h a t  can promote organ iza t iona l  heal th,  i f  the  process 

operates successfu l ly .  Mi les ,  Hornstein, e t  a l .  suggested several p o s i t i v e  



outcomes: a t t en t i on  t o  and acceptance o f  the data, l i k i n g  f o r  the group and 

i t s  a c t i v i t i e s ,  c l a r i f i c a t i o n  o f  the c l i e n t ' s  own and others '  posi t ions,  the 

pract ice  o f  new behaviours, and the development o f  norms supporting open, 

col  1 abora t i ve problem sol  v i  ng . Research presented by these scholars was 

gathered during a survey feedback program t h a t  was developed f o r  a small 

school system. The conclusion was t ha t  the survey feedback program d i d  begin 

a process of change fo l lowed by regression w i t h  the net  e f f e c t  t ha t  no durable 

changes were made. I t  should be noted, however, t h a t  the process was con- 

ducted among administrators from a va r i e t y  o f  schools, and not  w i t h  whole 

s t a f f  groups, inc lud ing the administrators. It may have, thus, v i o l a ted  the 

p r i nc i p l e  o f  working w i t h  the whole school as a u n i t .  (Goodlad, 1973). 

Bowers (1973) compared emp i r i ca l l y  the impacts over time o f  fou r  i n t e r -  

ventions : interpersonal process consul ta t ion ,  task process consul ta t ion ,  

laboratory t r a i n i n g  (group development), and survey feedback. Also two con- 

t r o l  condi t ions were compared on a host  o f  a t t i t u d i n a l  variables: handing 

back survey data, and no treatment. Survey feedback, interpersonal process 

consultat ion, and data handback l ed  t o  pos i t i ve  changes on a ma jo r i t y  o f  the 

dependent measures, whi 1 e task process consul t a t i o n  1 ed t o  no change. Further 

analysis ind icated t h a t  changes i n  perceived organizat ional  c l imate (human 

resources primacy, communication f 1 ow, mot ivat ional  c l  imate, decis ion making 

practices, techno1 ogical  readiness , and lower-1 eve1 inf luence) inf luenced the 

impacts o f  the in tervent ions.  Without pos i t i ve  c l imate changes, no interven- 

t ions had very pos i t i ve  ef fects,  and w i t h  them, even laboratory t r a i n i n g  

he1 ped. The on ly  in te rven t ion  t ha t  d i r e c t l y  improved organizat ional  c l  imate, 

however, was survey feedback . 
Deal (19756) emphasized the importance of survey feedback approaches as a 

* 
useful too l  for  problem d e f i n i t i o n .  He saw t h i s  strategy as the basis for  

social reorganizat ion o f  a school, where such reorganizat ion i s  indicated, so 
L 
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as to  increase the ab i l i t y  of the school to  cope with what he has called 

"environmental cornplexi ty". I t  i s  his contention tha t  through such diagnostic 

s t rategies  as survey feedback and discussion, a s ta f f  can respond actively,  

rather than passively to  uncertainty and change i n  the school's environment. 
I 

Deal outlined four stages to  the survey feedback approach: an information 

gathering stage, a feedback stage, a problem definit ion stage, and a solution 

generating stage. He proposed three basic types of feedback set t ings:  peer 

group, family group tha t  includes supervisor and subordinates, and a combina- 

tion of peer and family group set t ings.  In a l l  of these group set t ings,  a 

consultant could a c t  as an advisor to  the problem solving process or  play an 

active role.  The survey feedback approach as developed fo r  the Environment 

for  Teaching group a t  Stanford i s  essent ial ly  a formative evaluation approach. 

As such, i t  i s  a means to  adaptation and reorganization that  can increase 

organization-wide concensus on important prob 

tions. Such a process increases the probabil 

be successful ly implemented. 

lems and generate possible solu- 

i ty tha t  proposed solutions will 

The Use of Consultants 

The use of a subsystem such as teams of consultants, spec ia l i s t s ,  o r  

external experts to  recommend, carry out,  or to  stimulate change in schools 

has been well documented. The focus on the use of consultants to  f a c i l i t a t e  

school s t a f f s  becoming self-renewing, however, i s  more recent. 

Wyant (1972) reported the experiences of consultant groups using three 

approaches to  changing school organization in three projects conducted 

between 1968 and 1970. One project used a planned change strategy in which 
C 

an "innovative subsystem was expected to  assess i t s  own school ' s  needs, pre- 

1 scribe remedies, and assume the i n i t i a t i v e  for  carrying out i t s  prescriptions."(pl9) 



The second p r o j e c t  was a  planned change s t ra tegy  i n  wrlicrl all ~ i t ~ r o v c l ~ i ~ c  SULP 

system i n  a school d i s t r i c t  was t o  assess the  system's needs, p resc r ibe  

remedies, t r a i n  others i n  the  s k i l l s  and processes needed t o  c a r r y  o u t  t he  

prescr ip t ions ,  and then manage the  change process." The t h i r d  p r o j e c t  was the  / 

Kent, Washington p r o j e c t  a l so  reported by Runkel (1975) i n  which a  subsystem 

o f  o rgan iza t iona l  s p e c i a l i s t s  "was expected t o  c a r r y  on the  func t ions  pre- 

v i o u s l y  performed by outs ide  consul tants and t o  make organ iza t iona l  t r a i n i n g  

a v a i l a b l e  t o  a l l  pa r t s  of t he  subsystem." (Wyant, 1972, p. 19) 

Wyant found the  Kent p r o j e c t  t o  be the  most successful  o f  t he  th ree 

approaches. The cadre o f  o rgan iza t iona l  s p e c i a l i s t s  f a c i l i t a t e d  t h e  

d i s t r i c t ' s  openness t o  the  environmental demands f o r  change. The team members 

were prepared f o r  t h e i r  r o l e  w i t h  exercises t h a t  b u i l t  s k i l l s  i n  comnunica- 

t i o n ,  problem solv ing,  and in terven ing.  They were g iven p r a c t i c e  i n  c a r r y i n g  

ou t  r e a l  and simulated in te rven t ions  i n  consu l ta t ions  w i t h  t r a i n e r s  from t h e  

Un ive rs i t y  o f  Oregon. The adaptive responses t h a t  r e s u l t e d  proved t o  be more 

appropr ia te  t o  self-renewal than the  types o f  long-range s t ruc tu res  t h a t  

locked i n  s t a f f s  i n  the  o ther  two p ro jec ts .  The innovat ive  teams and the  

change agent teams presumed t o  p lan  o the rs '  f u tu res  f o r  them and encountered 

considerable res is tance t o  t h e i r  e f f o r t s .  Wyant assessed these two s t ra teg ies  

t o  have l i t t l e  p o s i t i v e  impact upon t h e  school organizat ions under observation. 

I n  a  case study examining the  I n d i v i d u a l l y  Guided Education model f o r  

secondary schools (IGE/S) being implemented by a  Wisconsin j u n i o r  h igh  school, 

Popkewi t z  (1976) reported several conclusions r e l a t i n g  t o  the  r o l e  and respon- 

s i b i l i t y  o f  advisors o r  consul tants i n  a s s i s t i n g  schools t o  become planning, 

self-renewing organizat ions.  During the  1975-76 school year, consul tants from 

the  R and D Centre a t  Madison, Wisconsin worked w i t h  the  s t a f f  o f  the  j u n i o r  

h igh  school on the  IGE /S  p r o j e c t  w i t h  th ree major purposes: t o  he lp  teachers 

develop i n d i v i d u a l  i zed  i n s t r u c t i o n  programs, t o  develop organ iza t iona l  



pat terns  concerned w i t h  i n d i v i d u a l i z i n g  i n s t r u c t i o n ,  and t o  he lp  the  school 

use shared dec is ion  making as a  p a r t  o f  i t s  p lanning processes. S i m i l a r  I G E  

procedures have been used ex tens ive ly  i n  p a r t s  o f  t he  Uni ted States and t o  

some ex tent  i n  Canadian elementary schools. The development o f  the  process 
i 

and the  s t ra teg ies  f o r  use i n  secondary schools i s  o f  p a r t i c u l a r  i n t e r e s t  t o  

t h i s  research as the  process reported on i n  t h i s  thes i s  w i l l  be used a t  a l l  

grade 1  eve1 s  . 
Popkewitz reported t h a t  a t  t he  end o f  the  year, the  IGE/S approach had 

produced no r a t i o n a l e  o r  coherent cur r icu lum p lan  f o r  school-wide i n d i v i d u a l -  

i z a t i o n  o f  i n s t r u c t i o n .  He drew o u t  some imp l i ca t i ons  o f  t he  f i n d i n g s  f o r  t he  

problem o f  school change t h a t  g i ve  i n s i g h t  i n t o  the  changing r o l e  o f  the  con- 

s u l t a n t  working w i t h  self-renewal s t ra teg ies  i n  schools. He noted t h a t  t h e  

problem o f  change 

should be considered, i n  pa r t ,  a  p o l i t i c a l  process. 
There i s  an i n t e r p l a y  between the  teachers ' be1 i e f s  
and the  organ iza t iona l  s t r u c t u r e  o f  work i n  schools. 
The sub jec t  centered perspect ive i s  r e l a t e d  t o  a  
school o rgan iza t ion  which fragments know1 edge i n t o  
'ob jec ts  ' t o  be 1  earned, de f ines  pro fess iona l  s ta tus  
and p r i v i l e g e  through the  s t r u c t u r e  o f  school a c t i v i -  
t i e s ,  and so on. To make the  teaching perspect ive  
problematic i s  t o  chal lenge no t  on l y  one view o f  the  
wor ld b u t  the  vested i n t e r e s t s  which a re  l eg i t ima ted  
by the  view. (pp. 26-27) 

To lead the  s t a f f  t o  discuss t h e i r  ideas about teaching i n  the  middle school 

s i t u a t i o n ,  Popkewitz concluded, would have a l so  l e d  the  s t a f f  t o  examine the 

nature o f  appropr ia te  power f o r  p r i n c i p a l  and teachers i n  c o n t r o l l i n g  the  

arrangements f o r  students. This s i t u a t i o n  o f  pol  i t i c a l  r e a l i t i e s  invo lved the  

consul tants i n  controversy and d ia logue w i t h  the  s t a f f  t h a t  requ i red  excep- 

t i o n a l  s k i l l .  

Popkewitz reported t h a t  t he  no t ion  o f  " techn ica l  assistance" needed t o  be 
* 

reconsidered. The consu l tan t ' s  r o l e  should be t o  s t imu la te  and encourage a  

d ia logue among s t a f f  members about the  p r i o r i t i e s  and under ly ing  charac ter is -  



62 

t i c s  o f  i n s t i t u t i o n a l  l i f e  t h a t  e n t a i l s  l ook ing  a t  t h e  r e s p o n s i b i l i t i e s  o f  

teaching i n  a contex t  o f  soc ia l  ac t i on .  The d ia logue and assessment, i n  h i s  

opinion, must consider the  i n t e r p l a y  o f  curr icu lum, organ iza t iona l  s t ruc tures ,  

and e t h i c a l  choice. The d ia logue 's  purpose should n o t  be t o  impose, b u t  t o  
I 

develop a professional consciousness o f  problems, 1 eadi ng t o  a cons idera t ion  

of appropr ia te  ac t ions  t h a t  l i n k  t o  the  s t a f f ' s  academic tasks. The reduc t ion  

i n  c o n f l i c t  among s t a f f  members was a major cons idera t ing  i n  t h e i r  de l ibera-  

t i ons ,  and made s t a f f  comni tment precar ious . Popkewi t z  concluded t h a t  techni  - 
c a l  assis tance from the  consu l tan t  must be expanded t o  i nc lude  s k i l l s  o f  

cooperat ive c o n f l i c t  reso lu t i on ,  s k i l l s  o f  problem d e f i n i t i o n s a n d  methods o f  

gather ing i n fo rmat ion  on p r i o r i t i e s  and cu r ren t  cond i t ions .  

It i s  noteworthy t h a t  the  consu l tan t  team repor ted i n  the  Popkewitz 

study, 1 i k e  the  l ess  successful change agent i n  Wyant's review, had a pre- 

conceived n o t i o n  o f  what the  change was t o  be. The f i n d i n g s  i n  these two 

s tud ies  under l i ne  the  idea t h a t  the  consu l tan t  must be prepared t o  i d e n t i f y  

personal motives, and then t o  prevent them from outweighing the  evidence on 

the  k inds o f  a c t i v i t i e s  and sequences t h a t  w i l l  bes t  reach the  goals o f  the  

organ iza t ion  w i t h  which he o r  she i s  working. 

Comprehensive E f f o r t s  t o  Study Essent ia l  Change 

Several lengthy and comprehensive research e f f o r t s  i n t o  essent ia l  change 

have been opera t ing  w i t h i n  the l a s t  decade. These have y i e l d e d  a number o f  

p roduct ive  s t ra teg ies  f o r  schools concerned w i t h  increas ing t h e i r  a b i l i t y  t o  

become se l  f-renewi ng organi zat ions . One o f  t he  research programs has been 

conducted by the  U n i v e r s i t y  o f  Oregon's Center f o r  t he  Advanced Study o f  
* 

Educational Admin is t ra t ion  (C .A.S .E  . A .  ) , now the  Center f o r  Educational Pol i c y  

I and Management. This program i s  known as Organizat ional  Devel opment, (OD). 
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Another program c a r r i e d  o u t  by the  I n s t i t u t e  f o r  t he  Development o f  Educa- 

t i o n a l  A c t i v i t i e s  (I.D.E.A.) was known as t h e  F i ve  Year Study o f  Changing 

School s  . 

Organi za ti onal Development 

Organizat ional Development i s  a conceptual framework and a s t ra tegy  aimed 

a t  he lp ing  schools t o  become se l f -cor rec t ing ,  sel f - renewing systems o f  people. 

It assumes t h a t  many of t h e  problems con f ron t ing  changing schools a r i s e  from 

the  nature  o f  the  group o r  o rgan iza t ion  i n  which the  change i s  occurr ing.  

Th is  concept stresses t h a t  i t  i s  the  dynamics o f  t he  group, n o t  t he  s k i l l s  o f  

i t s  i n d i v i d u a l  members, t h a t  i s  bo th  the  major source o f  problems and the  

pr imary determiner of t he  q u a l i t y  o f  so lu t i ons .  

Schmuck and Mi les  (197 

t h a t  a re  p a r t i c u l a r l y  usefu 

than one school. These a re  

making, establ ishment o f  a 

) out1 ined several types o f  i n t e r v e n t i o n  modes 

i n  1 arge-scale OD p r o j e c t s  t h a t  may i n v o l v e  more 

pa r t s  o f  a sequence of problem solv ing,  p l a n  

ask f o r c e  f o r  cont inu ing consu l ta t ion ,  and some 

mod i f i ca t i on  o f  t he  technost ruc tura l  a c t i v i t i e s  o f  t he  c l i e n t  system. The 

s t ra teg ies  o f  OD attempt t o  f a c i l i t a t e  a re lease o f  energy by he lp ing  people 

l e a r n  product ive ways o f  working on t h e i r  problems, improving t h e i r  organiza- 

t i o n a l  c a p a b i l i t i e s ,  i n t roduc ing  new ways o f  i n t e r a c t i n g ,  assessing and 

: s e t t i n g  goals, and tak ing  ac t i on .  

The consul tant  i n  t h i s  s t ra tegy  does n o t  impose so lu t ions ,  b u t  r a t h e r  
E 

br ings  t o  bear h i s  o r  her know1 edge about human i n t e r a c t i o n ,  the  processes of 



The Five Year Study o f  Changing Schools 

The research team of I . D . E . A .  examined the change l i t e r a t u r e  and concluded 

t ha t  a1 1 too of ten,  the school involved i n  a change p ro j ec t  reverted t o  i t s  
I 

accustomed patterns of operation a f t e r  the outs ide experts l e f t  and the s t a f f  

was once more on i t s  own, implementing the innovat ion w i t h  the same o l d  organ- 

i za t i ona l  pat terns and methods o f  communication. Few change s t ra teg ies had 

worked w i t h  e n t i r e  professional teams i n  a school t o  p lan and implement act ions 

tha t  were meaningful i n  t h e i r  s i tua t ion .  The r o l e  o f  change agent was seen 

l a rge l y  i n  terms of the outs ide expert who could t e l l  the s t a f f  what t o  do o r  

inform them o f  innovations they should adopt. The close associat ion o f  an out- 

s ide resource person o r  consultant w i t h  a school s t a f f  could b r ing  about change, 

I . D . E . A .  thought, if the expert could t a i l o r  h i s  services t o  meet condi t ions i n  

the school. The two would have t o  work together, plan, and lea rn  together. 

The purpose o f  the study, therefore, was t o  discover what had t o  happen i n  

a school, t o  a s ta f f ,  before s i gn i f i can t ,  long-term change could begin t o  occur. 

A number o f  questions were posed by the researchers and the par t i c ipan ts :  why 

do so many elementary schools t h a t  embark on major programs o f  change e i t h e r  

f a i l  t o  a f f e c t  s i g n i f i c a n t l y  what goes on i n  the classroom, o r  g ive up i n  the 

attempt; what are the major problems impeding change; what s t ra teg ies can be 

employed t o  get  schools past the blocks; who br ings these condi t ions about; 

the 

l f -  

what i s  the r o l e  o f  the consultant; what i s  the r o l e  o f  the s t a f f  and o f  

p r inc ipa l  i n  the process; and what are the elements involved i n  being se 

renewing? 

The study examined a school s t a f f ' s  r e c e p t i v i t y  o r  lack  o f  recept iv  i t y  t o  

change. Previous studies had examined t h i s  question by se lec t ing a spec i f i c  
* 

innovation, then assessing the degree t o  which the innovat ion was adopted i n  

various schools, o r  by various types o f  teachers. The I . D . E . A .  researchers 
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attempted t o  devise i n t e r v e n t i o n  s t r a t e g i e s  t h a t  would be f e a s i b l e  and e f fec -  

t i v e  i n  many k inds o f  schools, t h a t  could take i n t o  account cond i t ions  which 

va r ied  from place t o  place, and t h a t  would operate when on ly  a l i m i t e d  number 

o f  resource personnel were a v a i l a b l e  t o  work w i t h  school s t a f f s .  I t  assumed , 
t h a t  t h e  p r i n c i p a l  would be a key change agent f o r  h i s  school. It a l s o  

assumed t h a t  some mechanism must be employed t o  a s s i s t  the  school t o  s e t  

improvement norms f o r  i t s e l  f . 
Culver and Hoban (1973) reported t h a t  t he  s t ra teg ies  used i n  the  study 

were designed t o  he lp  t h e  schools b r i n g  about changes t h a t  t h e  schools them- 

selves wished t o  e f f e c t .  Sessions aimed a t  he lp ing  each s t a f f  develop s k i l l s  

o f  comnunication, dec i s ion  making, and problem so lv ing  were o f fe red.  Reading 

mater ia ls ,  f i lms ,  expert  consul tants,  and in ter -schoo l  v i s i t a t i o n s  provided a 

support ive peer group c l ima te  i n  which member schools could search f o r  ways t o  

improve, share experiences, and g e t  assistance. 

Leaguing 

I.D.E.A. i n v i t e d  elementary schools i n  southern C a l i f o r n i a  t o  p a r t i c i p a t e  

i n  the  p r o j e c t .  Eighteen schools were eventua l ly  selected from a v a r i e t y  o f  

d i s t r i c t s  represent ing many types, sizes,and loca t ions  o f  schools. The pro- 

j e c t  schools were a r e a l  cross sec t ion  o f  American elementary schools. They 

were t o  take p a r t  i n  t e s t i n g  o u t  new s t ra teg ies  f o r  improving education, b u t  

were n o t  comnit ted t o  implementing any s p e c i f i c  so lu t i ons .  The schools were 

j o ined  together  as a League o f  Cooperating Schools. Rather than searching f o r  

support f o r  t he  school w i t h i n  i t s  own d i s t r i c t  alone, the  study created a new 

soc ia l  system w i t h  a s e t  o f  expectat ions and norms, designed t o  encourage 
f 

i nnovat ive  behaviour. The new system was brought about by banding together  

: eighteen school s t a f f s  w i t h  oppor tun i t i es  f o r  p r i n c i p a l s ,  teachers,and con- 



s u l t a n t s  t o  meet i n  peer groups f o r  p lanning and mutual support.  

Although i t  was a temporary system, the  League d i d  prov ide  support f o r  

i t s  member schools. Th is  peer group evolved i n t o  a s t rong support ive and 

dec is ion  making body. As the  League matured, t h e  i n f l uence  o f  t he  ex terna l  
i 

consul t an ts  became 1 ess and 1 ess depended upon. The consul t an ts  had t o  

abandon the  t r a d i t i o n a l  i n t e r v e n t i o n i s t  r o l e  o f  t e l l i n g  the  c l i e n t  schools 

what t o  do, and ins tead had t o  l e a r n  t o  work together  w i t h  the  s t a f f s  t o  

develop needs assessments, and a c t i o n  plans f o r  changing circumstances. A 

sense o f  group competence and d i r e c t i o n  emerged as the  study progressed. 

The Dialogue, Decision, Act ion, and Eva luat ion  (D.D.A.E.) process was a 

communication model t h a t  evolved i n t o  a p a r t i c u l a r l y  s t rong s t ra tegy  f o r  

a s s i s t i n g  member schools t o  become and remain se l  f-renewing. School-based 

e f f o r t s  t o  cope more p roduc t i ve l y  w i t h  problems o f  educational improvement 

were described by the  component pa r t s  o f  the  D.D.A.E. process. The study 

sought t o  observe, describe,and improve the  i n t e r a c t i o n  and communication pro- 

cess t h a t  occurs i n  a s t a f f  invo lved i n  dialogue, dec i s ion  making, tak ing  

act ions,  and eva luat ing  the  e f fec t iveness o f  those ac t ions .  Also s tud ied were 

the  r e l a t i o n s h i p s  o f  t h i s  process t o  o ther  a t t r i b u t e s  o f  school self-renewal.  

It was assumed t h a t  u l t i m a t e l y  a school s t a f f ,  w i t h  the  students and parents, 

must l e a r n  t o  work together  t o  make t h e i r  s e t t i n g s  f o r  d a i l y  work b e t t e r  

places f o r  human beings t o  spend a l a r g e  p o r t i o n  o f  each day. The I .D.E.A. 

consul tants sought t o  e s t a b l i s h  on ly  one major change i n  each o f  the  League 

schools. They encouraged the s t a f f s  t o  have an increased a b i l i t y  t o  look  
* 

c l o s e l y  a t  what they were doing. They attempted t o  focus the  s t a f f ' s  a t ten-  

t i o n  on how the  processes o f  D.D.A.E. were opera t ing  i n  the  school, and t o  



t h i n k  about how i t  would l i k e  them t o  be operat ing.  

To f a c i l i t a t e  these processes, the  consul tants and s t a f f s  o f  t he  p a r t i c i -  

pa t i ng  schools developed a number of techniques and instruments t h a t  would 

he lp  them t o  assess t h e i r  needs i n  the  c r i t i c a l  dimensions o f  D.D.A.E. The 
i 

C r i t e r i a  Instrument was used by League schools t o  gather  i n fo rma t ion  on the  

opera t ion  o f  school p rac t i ces  and i n t e r a c t i o n  and t o  focus feedback sessions 

i n  which consul tants and s ta f f  members could discuss t h e  data, use the  i n f o r -  

mation, and develop ac t ions  f o r  improving t h e  qua1 i ty o f  i n t e r a c t i o n  i n  t h e  

organizat ion.  

Subsequent Work 

Fol lowing upon these major research e f f o r t s  s tudy ing essen t ia l  change i n  

schools, there  have been numerous s tud ies  t h a t  e laborated upon, o r  developed 

the s t ra teg ies  described by C.A.S.E.A. i n  t h e i r  OD s tudies,  o r  by I.D.E.A. i n  

t h e i r  F ive  Year Study. I l l u s t r a t i v e  o f  t h i s  growing body o f  work a r e  several 

recent  s tud ies  o u t l i n e d  below. Others, w h i l e  use fu l  and important  t o  the  

whole 1 i t e r a t u r e  on essent ia l  change, do n o t  c o n t r i b u t e  s u b s t a n t i a l l y  t o  the  

process developed f o r  study i n  t h i s  thes is .  

Elaborat ing upon the  o v e r a l l  s t ra tegy  o f  Organizat ional  Development a r e  

studies by such researchers as Smith (1972), Schmuck, Arends, and Arends 

(1 974), and Schmuck, Murray, Schwartz, Smith, and Runkel (1  975). Noteworthy 

i n  Smith ' s  work comparing two elementary schools invo lved i n  ma f o r  organiza- 

t i o n a l  change t h a t  appeared s i m i l a r  a t  the  beginning o f  t he  OD t r a i n i n g ,  b u t  

which d i f f e r e d  markedly i n  outcome, a re  the  f a c t o r s  observed t o  cha rac te r i  ze 

the successful school : a norm o f  spending ex t ra  t ime i n  c o l l a b o r a t i v e  plan- 
* 

ning, no expectat ion o f  remuneration f o r  p a r t i c i p a t i o n  i n  the  p ro jec t ,  a 

leader w i t h  a c l e a r  understanding o f  t he  innovat ion  being implemented, and an 



accepting a t t i t u d e  toward the  t r a i n e r s  and consu l tan ts  he lp ing  them. A paper 

by Schmuck e t  a1 . (1974) o f f e r s  th ree  major gu ide l  ines  f o r  consul t an ts  t h a t  

take i n t o  cons idera t ion  the  specia l  a t t r i b u t e s  o f  school organizat ions.  The 

guidel  ines developed have been based upon observat ion o f  many OD i n te rven t ions  I 

and provide a useful resum; f o r  advisory personnel. They s t ress  the  need t o  

c o n t i n u a l l y  r e s t a t e  the  goals o f  the  consu l ta t ion ,  and t h a t  OD requ i res  sus- 

ta ined e f f o r t  over many months. The authors p o i n t  o u t  t h a t  t he  process i s  

sequential  and c y c l i c a l  and requ i res  c a r e f u l  assessment o f  progress a t  each 

stage t o  determine which processes and techniques need re-teaching. The 

gu ide l ines  s t ress  the  c o l l e c t i o n  o f  data on present  condi t ions,  i nc lud ing  the  

s t a t e  o f  any fo l low-up o r  l a c k  o f  i t  on previous problem i d e n t i f i c a t i o n .  

Another work t h a t  g ives numerous recommendations f o r  consul t a n t s  based on the  

r e s u l t s  o f  apply ing OD i n  two d i f f e r e n t  ways t o  he lp  elementary schools t o  

adopt team teaching and m u l t i - u n i t  s t r u c t u r e  i s  reported by Schmuck e t  a l .  

(1975). Th is  study contrasted OD t r a i n i n g  f o r  an e n t i r e  s t a f f  w i t h  t r a i n i n g  

f o r  on l y  a small group from w i t h i n  the  s t a f f ,  c a l l e d  GD. Data compare the  

nature of changes among the  schools and r e l a t i o n s  o f  t he  changes t o  goal 

c l a r i t y ,  t o  readiness fo r  change, t o  s a t i s f a c t i o n  w i t h  job, t o  in terpersona l  

relat ions,and t o  norms f o r  c o l l a b o r a t i o n  i n  the  schools. The p r e f e r a b i l i t y  

o f  g i v i n g  t r a i n i n g  t o  the  e n t i r e  s t a f f  i s  suggested. 

A study by K iser  and King (1978) i d e n t i f i e d  the  organ iza t iona l  f a c t o r s  

t h a t  aided o r  hindered the  successful i n t r o d u c t i o n  o f  comprehensive p lanning 

systems i n  f o u r  selected school d i s t r i c t s .  The knowledge was used t o  develop 

a conceptual model t o  guide school d i s t r i c t s  i n  t h e  successful  i n t r o d u c t i o n  o f  

systematic p lanning.  Somewhat smal ler  i n  scope than t h a t  study, b u t  app l i c -  

able t o  a l a rge  school system i s  the  work being done t o  study the  use o f  OD 
* 

: 1 s t ra teg ies  i n  h igh  schools i n  New York. An example i s  t o  be found i n  case 

h i s t o r i e s  o f  the  school self-renewal p r o j e c t s  described by Bassin (1977) and 



t he  assessment o f  t h e  OD s t ra tegy  f o r  change i n  urban secondary schools by 

Bassin and Gross (1978). These p r o j e c t s  represent  the  l a r g e s t  and longest  

running OD programs, t o  date, i n  the  Uni ted States. The renewal model used 

i n  the  24 p a r t i c i p a t i n g  h igh  schools was found t o  be a powerful i n f l uence  on 

the schools i n  the  area o f  p a r t i c i p a t i v e  problem s o l v i n g  processes. I t  

proved t o  be f l e x i b l e  i n  i t s  a p p l i c a t i o n  t o  a v a r i e t y  o f  subgroups: school 

wide s t a f f  groups, s tudent  groups, admin i s t ra t i ve  teams, and academic depart-  

ments w i t h i n  the  h igh  schools. 

An example o f  a more d e t a i l e d  and s p e c i f i c a l l y  focused a p p l i c a t i o n  o f  OD 

s t ra teg ies  i s  t h e  study repor ted  by Duncan (1977). She s tud ied t h e  use o f  OD 

as a pro fess iona l  development t o o l  and found the  s t r a t e g i e s  broadened the  

perspect ive o f  teachers, enabl ing them t o  conceptual ize t h e  school as an 

organ iza t ion  w i t h  var ious r e l a t e d  u n i t s  working t o  achieve the  same goal.  The 

increased awareness o f  interdependence among teachers was seen to  be o f  value 

i n  schools t r y i n g  t o  implement changes such as school based budgeting, team 

teaching, and planning f o r  t he  t o t a l  curr icu lum. 

An overview of OD i n  the  schools (Hayman, 1977) suggests a need f o r  con- 

t i n u a t i o n  o f  the research i n t o  these s t ra teg ies  as l i t t l e  hard data e x i s t s  on 

the  e f f e c t s .  I t  i s  pointed o u t  t h a t  c e r t a i n  cond i t ions  necessary f o r  OD 

s t ra teg ies  t o  work requ i re  f u r t h e r  i n v e s t i g a t i o n .  Such f a c t o r s  as goal 

ambiguity, low interdependence, and low technological  investment, must be 

considered. Hayman a l so  po in ts  ou t  the  danger i n  regarding OD as a fad.  He 

urges t h a t  data on r e s u l t s  be produced w i t h i n  the  general system theory 

o r i e n t a t i o n .  Th is  review was based upon OD app l i ca t i ons  i n  the  var ious c i t i e s  

i n  the  Uni ted States where i t  has been implemented. The c r i t i q u e  po in ts  t o  

the  need t o  r e l a t e  such s t ra teg ies  as OD t o  more comprehensive p lanning 
C 

sequences i n v o l v i n g  goal c l a r i f i c a t i o n  and s e t t i n g  o f  p r i o r i t i e s ,  among o ther  

cond i t ions  necessary t h a t  should be present i n  the  l a r g e r  system. 
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W i l  1 iams, Wall, Mart in ,  and Berchin (1974) repor ted  on r e s u l t s  from the  

F i ve  Year Study o f  Changing Schools w i t h  a focus on e f f e c t i n g  organ iza t iona l  

renewal i n  schools. They looked a t  the  e i g h t  schools from the  League t h a t  

comprised the  f o u r  lowest  scor ing  D . D . A . E .  schools and the  four h ighest  scor- 
l 

i n g  D . D . A . E .  schools. There was much more r o l e  c o n f l i c t  i n  the  low organiza- 

t i o n a l  schools, which confirmed t h a t  h igh  ro le -pe rsona l i t y  c o n f l i c t  may a f f e c t  

t he  degree o f  success i n  at tempt ing t o  develop dynamic renewal processes. 

Louis (1978) explored the  impact o f  school s t r u c t u r e  and c u l t u r e  on the  

implementation o f  planned change, adding a dimension t o  the  i n s i g h t s  mentioned 

She pointed o u t  the  i n t e r a c t i o n s  between the  s t r u c t u r e  and c u l t u r e  above. 

va r iab  

techno 

change 

ab l  es. 

l e s  t h a t  impact on change: pa t te rns  o f  a u t h o r i t y ,  s ize, and teaching 

logy  and c o l l e g i a l i t y ,  morale, and tensions o r  c o n f l i c t .  Q u a l i t y  o f  

and q u a n t i t y  o f  change a re  bes t  p red ic ted by d i f f e r e n t  sets o f  v a r i -  

She found a need t o  develop a more soph is t i ca ted  conceptua l iza t ion  o f  

t he  outcomes o f  the  change process r e l a t i n g  t o  the  s t r u c t u r a l  and c u l t u r a l  

dimensions o f  the school, and suggested f u t u r e  research focus on both. 

CONCLUSION 

This chapter has provided an overview o f  some perspect ives on change and 

changing as i t  app l ies  t o  the  problems o f  f a c i l i t a t i n g  self-renewing organiza- 

t i ons .  Wi th in  a t r i p a r t i t e  scheme f o r  examining change i n  a system developed 

by Getzel s (1 970) , the  1 i t e r a t u r e  re1 ated t o  enforced change, expedient 

change, and essent ia l  change was reviewed and selected f o r  i t s  bear ing upon 

the  research reported i n  t h i s  thes i s .  

The l i t e r a t u r e  on essent ia l  change i n  schools i n  p a r t i c u l a r  y i e l d e d  
L 

i n s i g h t s  t h a t  guided the  format ion o f  a se l f -eva lua t ion  process as one compo- 

nent o f  a school-based needs assessment s t ra tegy .  The s t ra tegy  i s  being 
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developed for  use i n  an urban school d i s t r i c t .  I t  emerges from p i l o t  work 

w i t h  a school-based planning and renewal p ro j ec t  and subsequent e f f o r t s  t o  

develop planning processes and mater ia l  s t h a t  w i  11 ass i s t  d i s t r i c t  schools. 

The study seeks t o  invest igate  the process o f  self-renewal through the 
1 

use o f  the needs assessment process i n  three case schools. More spec i f i ca l l y ,  

the thesis reports the development and f i e l d  t e s t  o f  an instrument t ha t  w i l l  

g ive  school staf fs information about t h e i r  funct ion ing as problem so lv ing 

groups, a feedback process f o r  survey information, and some systematic 

methods o f  l oca t ing  areas i n  which there may be disagreement, o r  emphasis, 

and a discussion process for  suggesting act ion.  

Chapter three ou t l i nes  the research methods used i n  the study both t o  

assess and describe the development and t es t i ng  o f  the instrument and t o  

observe and document the operation o f  the process i n  the  three case s i tes .  



Chapter Three 

METHODS USED IN THE STUDY 

Overv i ew 

This study i nves t iga ted  one aspect o f  a very broad area o f  educational 

i n q u i r y  va r ious l y  re fe r red  t o  as "Planning f o r  Change", o r  "The Educational 

Change Process". I t  invo lved the  development and f i e l d  t r i a l  o f  a s e l f -  

eva luat ion  process t h a t  could be used by s t a f f  members o f  a school. The 

process was designed t o  provide in fo rmat ion  f o r  a s t a f f  on t h e  q u a l i t y  o f  i t s  

i n t e r a c t i o n  along dimensions o f  i n t e r a c t i o n  considered essent ia l  t o  t h e  s e l f -  

renewing school . Self-renewing imp1 i e s  t h a t  t he  school s t a f f  can cope 

successfu l ly  w i t h  on-going operat ional  problems and w i t h  p lanning f o r  change. 

The mult i -dimensional nature o f  s t a f f  i n t e r a c t i o n  suggests t h a t  t he  process 

should be looked a t  through a v a r i e t y  of research s t ra teg ies .  Th is  has 

resu l ted  i n  an e c l e c t i c  methodology f o r  the  study. 

The methods used a re  we l l  s u i t e d  t o  the  purpose o f  t h e  study: t o  

develop a se l f -eva lua t ion  process f o r  use by school s t a f f s .  I n  such 

p r a c t i c a l ,  school-based pro jec ts ,  research i s  no t  designed t o  y i e l d  knowledge 

t h a t  i s  u n i v e r s a l l y  v a l i d .  I t  i s ,  ra the r ,  designed t o  h e l p  p r a c t i t i o n e r s  

make judgments about p r a c t i c a l  mat ters.  I t  cannot be independent o f  t h e  

context  from which i t  i s  der ived.  (Stuff lebeam, 1971). Such methods, s ta tes  

Tesch (1975), can add valuable new approaches and goals t o  research. They can 

be used i n  dec is ion-or ien ted research, and c o n t r i b u t e  t o  the  development o f  

theory i n  the  soc ia l  sciences. For c e r t a i n  types o f  f ie ld -o r ien ted  inves t iga-  

t ions,  s t a t e  Lutz  and Iannaccone (1969), no o ther  methods w i l l  serve q u i t e  so 
* 

we1 1 . 



Features o f  t he  Method01 ogy 

The f i e l d  t r i a l  a c t i v i t i e s  were organized as th ree case studies,  w i t h  the  

i n t e r a c t i o n  among s t a f f  members being the  pr imary concern. To ob ta in  the  data 
I 

requ i red  t o  develop the  case studies,  t he  f o l l o w i n g  methods were used: 

ethnographic research s t ra teg ies  such as observat ion by both  p a r t i c i p a n t s  

and researcher, in te rv iews w i t h  key informants, s t ruc tu red  in terv iews and 

quest ionnaires w i t h  p a r t i c i p a n t s ,  f o r  ob ta in ing  d e s c r i p t i v e  i n fo rmat ion  

about the  se l f -eva luat ion  process i n  operat ion,  

s t a t i s t i c a l  methods r e l a t i n g  t o  the  development and eva luat ion  o f  an 

inst rument  f o r  use i n  assessing s t a f f  i n t e r a c t i o n  and r o l e  character-  

i s t i c s ,  

quasi-experimental methods i n v o l v i n g  a one group, non-randomized, 

p re tes t -pos t tes t  design f o r  researching some aspects o f  quest ions dea l ing  

w i t h  t h e  use o f  a se l f -eva lua t ion  process as a change c a t a l y s t ,  and 

the  eva luat ion  instrument as a r e a c t i v e  measure i n t roduc ing  the  guinea- 

p i g  e f f e c t  ( Isaacs and Michael, 1971) f o r  use as a planned change 

s t ra tegy ,  

t he  d i r e c t  involvement i n  the  study o f  t he  subjects who reacted t o  the  

Instrument and the  researcher, and who were g i v i n g  as w e l l  as rece iv ing  

feedback about the  eva luat ion  process. 

P a r t i c u l a r  emphasis i n  t h i s  chapter, therefore,  i s  placed on the  ethno- 

graphic methods adopted f o r  use i n  t h i s  study. There a r e  sect ions descr ib ing  

the observer 's  r o l e ,  t he  popu la t ion  observed, the  s i t e s  selected, and the  

measures used. Another sec t i on  deals w i t h  the  s t ra teg ies  selected f o r  

co l  1 ect ing,  recording, and ana lys i  ng the  data re1 evant t o  each case study. 
C 



Ethnographic Methodology 

D e f i n i t i o n s  

The t e r n  "research" encompasses p r o j e c t s  o f  such d i v e r s i t y  t h a t  before 

en te r ing  a d iscussion o f  methodology i t  i s  appropr ia te  t o  d i s t i n g u i s h  among 

some categor ies.  For the  purposes o f  t h i s  discussion, the  d i s t i n c t i o n  made by 

Cronbach and Suppes , ( 1969) between "concl us i o n - o r i  ented" and "decis ion-  

or ien ted"  research appears use fu l .  They r e l a t e  the  d e f i n i t i o n s  t o  the  terms 

"basicM and "appl ied"  research, though n o t  assuming t o t a l  congruence. 

A conclus ion-or iented study i s  no t  performed f o r  the  mass of 
educators; i t  i s  performed f o r  the  enlightenment o f  t he  i n v e s t i -  
ga tor  and the  small community of s p e c i a l i s t s  t h i n k i n g  about the  
same problem. The evidence f o r  a p a r t i c u l a r  hypothesis, o r  the  
accurate d e s c r i p t i o n  o f  a p a r t i c u l a r  phenomenon, i s  t h e  harvest  
t h e  i n v e s t i g a t o r  o f f e r s  h i s  spec ia l  i s t  colleagues. (p. 127) 

The dec is ion-or ien ted study i s  done w i t h  the  e x p l i c i t  i n t e n t i o n  o f  apply- 

i ng  the  r e s u l t s  t o  s p e c i f i c  ends. I n  a dec is ion-or ien ted study t h e  i nves t iga -  

t o r  i s  asked t o  provide in fo rmat ion  wanted by a decision-maker. 

The dec is ion  maker be l ieves  t h a t  he needs in fo rmat ion  t o  guide 
h i s  act ions,  and he poses the  quest ion  t o  the  i n v e s t i g a t o r .  (p. 20) 

The methods o f  conclus ion-or iented research are  r igorous and con t ro l l ed .  

The wide ly  accepted d e f i n i t i o n  o f  Ke r l i nge r  (1964) w i l l  be used i n  t h i s  

d iscussion f o r  the  conclusion-oriented, s c i e n t i f i c  research methods. 

Ker l  inger  s ta tes  t h a t :  

S c i e n t i f i c  research i s  systematic, con t ro l l ed ,  empi r ica l ,  and 
c r i t i c a l  i n v e s t i g a t i o n  o f  hypothet ica l  p ropos i t ions  about the  
presumed re1 a t i ons  among na tu ra l  phenomena. ( p . 13) 

Decis ion-or iented research has been i n  need o f  a l t e r n a t i v e  methods f o r  

searching and generat ing in format ion .  The a l t e r n a t i v e  methods o f  i n q u i r y ,  
C 

however, should be systematic, r a t i o n a l ,  ob jec t i ve ,  and r e a l i s t i c .  Such 

methods conform c l o s e l y  t o  the  d e f i n i t i o n  o f  "eva luat ion  g iven by 



Stufflebeam (1971). 

Educational evaluat ion i s  the process o f  del ineat ing,  
obtaining, and provid ing useful  informat ion f o r  judging 
decis ion a1 ternat ives . (p. 19) (b)  

I t  i s  i n  the area o f  decision-oriented research t h a t  t h i s  study o f  a 

staf f  se l f -eva luat ion process fa1 1 s. The informat ion generated from t h i s  

inqu i ry  w i l l  apply t o  the la rger  task o f  developing and t ransmi t t i ng  evalu- 

a t i on  s t ra teg ies t o  p rac t i t i one rs  engaging i n  school based planning. The 

s t ra teg ies developed are t o  be gathered i n  a C.E.P.S. manual1, f o r  use by 

schools. 

"Information", i n  t h i s  discussion o f  methodology w i l l  therefore  be 

defined as Stufflebeam (1971) (.a) uses i t: 

. . . descr ip t i ve  o r  i n t e rp re t i ve  data about e n t i t i e s  
( tang ib le  o r  in tang ib le )  and t h e i r  re la t ionsh ips,  i n  
terms o f  some purpose. 

Decision-oriented research i s  concerned w i t h  data 
drawn both from precedent and experience. The 
process f o r  gathering the data i s  mul t i - faceted 
and i t e r a t i v e .  

"Process" w i l l  be taken t o  mean 

. . . a p a r t i c u l a r  and cont inuing a c t i v i t y  subsuming 
many methods and invo lv ing a number o f  steps o r  
operations , 

as described i n  Stufflebeam (1971, p. 19-25) (b)  

L imi ta t ions o f  Conclusion-oriented Research 

Ker l inger 's  d e f i n i t i o n  o f  research i s  viewed by some research method- 

o log is ts  as too r e s t r i c t e d  an i n te rp re ta t i on  o f  the term w i t h i n  today's 

educational vocabulary. (Wiles, 1972). Current c r i t i c i s m  o f  the conclusion- 

or iented research model does not  focus on the s c i e n t i f i c  method as such. I t  

centres on the b e l i e f  t ha t  only the s c i e n t i f i c  method f o r  educational research 



is legitimate. Advocates of a broader interpretation for the term "research" 

claim that educational inquiry cannot rely exclusively on one methodological 

approach and still deal with all the kinds of questions for which practi- 

tioners need answers. (Tesch, 1975). 

In comnenting on the difficulty of using conclusion-oriented, research 

design in situations requiring information for use by decision makers. 

Steel e (l973), Stufflebeam (1971), Tesch (1975), and Patton (1975) make 

basically the same points. 

1. Confl icting Purposes 

The purpose of concl us ion-oriented research is to produce knowledge that 

is universally valid. Decision-oriented research seeks to generate informa- 

tion that makes possible judgments about some phenomena. The information need 

not be generalizable; it should be transmittable. 

2. Alternative Views of Context 

The scientific methods of conclusion-oriented research seeks to generate 

knowledge that is independent of the context from which it was derived. 

Decision-oriented research methods incorporate the context within which the 

phenomena operate, utilizing it as an integral part of the information 

reqhired to form judgments. 

3. Contrasting Ideas on Contro 

* 
The researcher using the scientific methods of conclusion-oriented 

research design arranges conditions in order to study an interaction between 



I n  cont rast  t o  t h i s  type o f  i nves t iga t ion  i s  the decis ion-or ien 

ology i n  which informat ion about an actual s i t u a t i o n  i s  sought. 

conventions and on-going pract ices o f  operation should not  be d 

the sake o f  a research design. 
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var iables.  He contr ives a s i t u a t i o n  which otherwise might not  have occurred. 

ted method- 

The 

is turbed f o r  
I 

4. Varying Ideas o f  What i s  Researchable 

Conclusion-oriented research emphasizing s c i e n t i f i c  methodology has 

acted t o  l i m i t  the kinds o f  questions t h a t  are asked. (Patton, 1975). 

Certa in types o f  phenomena are easier  t o  cont ro l  and measure. S c i e n t i f i c  

methodology emphasizing quan t i f i ca t i on  assumes the d e s i r a b i l i t y  o f  applying 

empir ical standards t o  soc ia l  phenomena. Relevant research questions which 

cannot be bent t o  f i t  these designs have been neglected. They have been 

considered uncontrol led, and hard t o  analyze because they invo lve i n t r i c a t e  

soc ia l  i n te rac t ions  . . . which can only be approached h o l i s t i c a l l y .  (Tesch, 

1975). Deci s ion-or i  ented research i s  concerned not  only w i t h  quan t i t a t i ve  

methodology, but  w i t h  q u a l i t a t i v e  methodology. 

5. D i f f e r i n g  Roles f o r  the Researcher 

The conclusion-oriented researcher using s c i e n t i f i c  methodology contr ives 

and cont ro ls  an experiment. He intervenes i n  ex i s t i ng  soc ia l  systems t o  such 

an extent  t h a t  he becomes pa r t  o f  the r e s u l t i n g  data. The decision-oriented 

researcher works w i t h i n  an ex i s t i ng  soc ia l  system. His i n t e rac t i on  w i t h  t h a t  

system may a lso a f f e c t  the data, bu t  t o  a lesser degree. Steele (1973) states 

t ha t  the given Eircumstances may make compromises i n  design necessary. The 

amorphism and inter-re latedness o f  r e a l i t y  and the natural  process o f  the 



par t i c ipan ts  w i t h  whom the researcher i s  working i n  a school s e t t i n g  have t o  

be considered. 

6. Dif fer ing Appl icat ions f o r  the Data 

The conclusion-oriented research design produces data a t  the end o f  the 

study. The treatment i s  kept constant throughout. I n  decis ion-or iented 

research, the treatment o r  methods may be a l te red  i f  feedback ind icates a 

change i s  needed. The feedback i t s e l f  i s  considered data. Benef i ts  are 

desired not  only fo r  future users o f  a technique o r  process, bu t  f o r  those 

involved i n  the study o r  p ro jec t .  

The po in ts  made above are wel l  summed up by Shapiro (1973). 

Research methodology must be su i ted t o  the p a r t i c u l a r  
charac te r i s t i cs  o f  the s i t u a t i o n  under study .... An 
omnibus strategy w i l l  not  work. (pp. 523) 

A paradigm governs not  a subject  matter but  a group o f  p rac t i t i oners ,  

explains Kuhn (1970). The dominance o f  the conclusion-oriented, s c i e n t i f i c  

method appears t o  have cu t  o f f  many p rac t i t i one rs  from considerat ion o f  

a1 te rna t i ve  research paradigms. (Patton, 1975). Such a1 ternat ives may r e l y  

on f i e l d  techniques from an anthropological ra ther  than a natural  science 

t r a d i t i o n .  The a l t e rna t i ve  methodologies needed f o r  decision-oriented, 

evaluat ive research can change the idea o f  what k ind o f  problem can be assumed 

t o  have a so lu t ion,  o r  ought t o  be studied. 

The A p p l i c a b i l i t y  i n  Educational Research o f  Ethnographic Methods 

F i e l d  study techniques are not  new t o  the soc ia l  sciences. An ear l y  
* 

master o f  the socia l  anthropological techniques pointed t o  the necessity o f  

carefu l  descr ip t ion i f  one was t o  know the process o f  human behaviour, 



7 9 

(Malinowski, 1922) and t h e  methods have been used wide ly  i n  t h e  study o f  

var ious cu l tu res .  For example, s tud ies  o f  t he  Trobr iand Is landers,  

(Malinowski, 1922, 1929, and 1935), and the  Navajo, (Kluckhohn, 1962) used 

ethnographic methods. Human behaviour i n  small soc ia l  groups has been s tud ied , 
using ethnographic techniques, w i t h  some s tud ies  i n v o l v i n g  s t r e e t  corner  

society,  (Whyte, l955) ,  some i n v o l v i n g  student  groups, (Merton, 1957) and 

(Becker, 1961 ) , and some look ing  a t  labour-management and i n d u s t r i a l  groups, 

(Mayo, 1945) and (Roethl isberger and Dickson, 1939), t o  c i t e  b u t  a few. The 

methodology i s  now used t o  i n v e s t i g a t e  and descr ibe var ious s ized groups, bo th  

formal and in formal  and i n  attempts t o  understand s o c i a l  and c u l t u r a l  

behaviour. The s e t t i n g s  i n  which observat ions occur vary from such na tu ra l -  

i s t i c  se t t i ngs  as s t ree ts ,  places o f  work, classrooms, t o  more s t ruc tu red  

1 abora t o r y  s i tes . 
Daniel G r i f f i t h s  (1959) c a l l e d  f o r  the  increased use o f  observat ional  and 

d e s c r i p t i v e  methods i n  educational admin i s t ra t i on  s tud ies  and a move away f rom 

a pu re l y  experimental research design approach, s t a t i n g :  "The method i s  a 

proven one and educational admin i s t ra t i on  i s  long overdue i n  i t s  use." (p. 35) 

Recently there  has been an increase i n  the  use o f  t he  methodology i n  the  study 

o f  admin is t ra t ion .  There are  studies concerned w i t h  school boards, power and 

decision-making by Kimbrough (1953) and by Goldhammer (1954), w i t h  the  

informal  systems of teachers i n  schools by Boyan ( l954),  Iannaccone ( l958),  

and Rubin ( l965) ,  w i t h  admin i s t ra t i ve  and pol  i c y  changes by Atwood (l96O), 

Lerner (1965), and Robbins ( l966) ,  and more recent ly ,  w i t h  problems o f  

innovat ion  i n  a school s t a f f  by Smith and K e i t h  (1967 and 1971), t o  c i t e  some 

exampl es . 



Developing St ra teg ies  o f  Ethnographic Research 

The method has been va r ious l y  described by researchers as " ethnographic" 

(Ma1 inowski, 1922), "anthropological  " (Valent ine,  l968), " f i e l d  study" (Lutz 
I 

and Iannaccone, l969) ,  and "humanist ic" (Tesch, 1975). I n  t h e i r  desc r ip t i ons  

of methodology, these w r i t e r s  r e f e r  t o  many o f  t he  s t r a t e g i e s  out1 ined i n  a 

recent  p resenta t ion  by R i s t  (1976). He suggested the  f o l l o w i n g  s t ra teg ies  f o r  

data c o l l e c t i o n  i n  ethnographic research: 

1) observat ion, both p a r t i c i p a n t  and non-part ic ipant ,  
2) key informant  in terv iews,  
3) s t ruc tu red  interv iews,  
4) ques t i onna i  res  , 
5) unobtrus ive measures. 

This range o f  s t ra teg ies ,  i n  R i s t ' s  opinion, could be app l ied  i n  a wide range 

o f  s tud ies  dea l ing  w i t h  educational and soc io log i ca l  problems. R i s t  be l ieved 

t h a t  t he  above-mentioned s t ra teg ies  could a s s i s t  t he  researcher t o  replace 

s u p e r f i c i a l  impressions w i t h  more accurate i n s i g h t s .  I n  areas o f  study such 

as those focussing on the  c u l t u r e  o f  t he  school and l i f e  i n  classrooms, 

ethnographic methods have been used i n :  

1) d iscover ing  and descr ib ing  what i s  convention i n  
a school ' s  operat ion, 

2) understanding what purpose conven t iona l i t i es  serve 
f o r  t he  p a r t i c i p a n t s ,  

3) understanding why th ings  a re  the  way they are, and 
no t  some o ther  way, and 

4) understanding why some th ings  do no t  happen and 
what inappropr ia te  ac t ions  can reveal  about the  
parameters o f  a soc ie ty .  (R is t ,  1972). 

I n  the  var ious k inds o f  s tud ies  mentioned above, desc r ip t i ons  a re  

c o l l e c t e d  both by d i r e c t  observat ion and by quest ionna i re  and i n t e r v i e w  

techniques. I n  few o f  t he  s tud ies  are  the  desc r ip t i ons  published, o r  a re  the  

data and analyses i n  complete form. Th is  i s  l a r g e l y  due t o  the  f a c t  t h a t  such 
4 

c o l l e c t i o n s  a re  so lengthy and de ta i l ed .  Kimbrough (1964) i n  a work on 

pol i t i c a l  power and dec is ion  making, pub1 ished some desc r ip t i ons  t h a t  g i v e  an 



idea o f  t h e  s o r t  o f  ma te r ia l  r e s u l t i n g  f rom t h e  use o f  observat ional  methods. 

I n  s tud ies  about the  dec is ion  making i n  a d i f f e r e n t i a t e d  s t a f f i n g  school, 

Pel l e g r i n  has inc luded some o f  the  desc r ip t i ons  and observat ions as we1 1 as 

the  r e s u l t s  o f  soc io log i ca l  methods such as quest ionnaires,  and in terv iews.  

A major requirement, there fore ,  i n  app ly ing  ethnographic methods t o  the  

study o f  complex group processes, i s  e s t a b l i s h i n g  a framework t h a t  can serve 

as a guide t o  data c o l l e c t i o n  and a s s i s t s  t h e  observer. Decisions must be 

made about t h e  foca l  sub-system t o  be observed and the  u n i t s  o f  observat ion o r  

categor ies w i t h i n  which observat ions w i l l  be co l l ec ted .  Another essent ia l  

requirement i s  t o  determine the  r o l e  t o  be p layed by the  observer. Then, data 

c o l l e c t i o n  methods must be out l ined,  and they are, i n  pa r t ,  determined by bo th  

the  framework being used and the  r o l e  occupied by the  researcher. 

The Observer 's Role 

I n  order  t o  observe the  s t a f f  s e l f - e v a l u a t i o n  process i n  operat ion, and 

assess i t s  usefulness and impact, i t  was necessary f o r  t h i s  researcher t o  

se lec t  a r o l e  based on the  purposes o f  t he  study and t h e  oppor tun i t i es  a v a i l -  

able a t  t h a t  time, i n  t h a t  place. 

Roles Ava i l ab le  t o  the  Observer i n  Ethnographic Studies 

Lutz  and Iannaccone (1969) descr ibe th ree  main r o l e s  t h a t  a re  open t o  the  

researcher as observer. These r o l e s  are: 1 )  the  p a r t i c i p a n t  as an observer, 
1 

; 2)  t he  observer as a p a r t i c i p a n t ,  and 3) t he  observer as a non-par t ic ipant .  
i 
i The p a r t i c i p a n t  as an observer has a na tu ra l  r o l e  i n  t h e  soc ie ty  and decides 

* 
t o  use i t  t o  study the  group he belongs to .  H is  r o l e  i s  1 i k e l y  hidden from 

the group o r  soc ie ty  he i s  studying. The observer as a p a r t i c i p a n t  d i f f e r s ,  



f o r  he enters  t h e  soc ie ty  f o r  t h e  purpose of research and takes a r o l e ,  o r  

i s  assigned one. He p a r t i c i p a t e s  a t  t he  i n v i t a t i o n  and w i t h  t h e  knowledge 

o f  t he  group he i s  studying. As Schwartz and Schwartz (1955) have stated, 

... p a r t i c i p a n t  observat ion i s  a process i n  
which the  observer 's  presence i n  a soc ia l  
s i t u a t i o n  i s  maintained f o r  the  purpose o f  
s c i e n t i f i c  i n v e s t i g a t i o n .  The observer i s  
i n  a face- to- face r e l a t i o n s h i p  w i t h  the  
observed, and by p a r t i c i p a t i n g  w i t h  them i n  
t h e i r  na tura l  l i f e  se t t i ng ,  he gathers data. 
Thus, the  observer i s  p a r t  o f  t he  contex t  
being observed, and he bo th  modi f ies  and i s  
in f luenced by t h i s  context .  (p. 344) 

The non-par t ic ipant  observer r o l e  occurs on ly  when the  researcher i s  n e i t h e r  

p h y s c i a l l y  nor  psycho log ica l ly  present  i n  the  soc ie ty  and i n  t h e  minds o f  

the  p a r t i c i p a n t s .  Smith and Geoffrey (1968), t h i n k  t h a t  i f  the  observer i s  

present, even i n  the  minds o f  the  i n d i v i d u a l  members, he i s  present  i n  t h e  

society,  and so i n t e r a c t s  w i t h  i t . Though an observer may at tempt t o  

withdraw, o r  n o t  t o  p a r t i c i p a t e ,  the  n o n - i n t e r f e r i n g  r o l e  can never be 

t o t a l .  The presence, physical  o r  psychological ,  a f f e c t s  the  i n t e r a c t i o n .  

George Homans (1962), who s tud ied labour groups and o u t l i n e d  the  

techniques used by i n d u s t r i a l  soc io log i s t s ,  described the  major role-emphases 

f o r  f i e l d  observers. The observer: 

1 .  i s  ready t o  observe human behaviour r a t h e r  
than the  s t a t i s t i c a l  r e s u l t s  o f  i t . He con- 
s ide rs  the  establ ishment and maintenance o f  
r e l a t i o n s h i p s  w i t h  h i s  subjects o f  paramount 
importance. He takes a l l  in format ion,  n o t  what 
he wants from the f i e l d ,  b u t  what the  f i e l d  has 
t o  o f f e r .  He assumes t h a t  noth ing i s  i r r e l e v a n t .  
H is  w i l l i ngness  t o  accept whatever comes along 
makes him a l l  the  more acceptable t o  h i s  subjects.  

2. Non-di rect ive i n te rv iew ing  and pa r t i c ip .an t  
observat ion are  observat ional  t o o l s  1 i k e l y  t o  
be used . . . For h i s  i n i t i a l  work these two 
methods serve i n  main ta in ing  r e l a t i o n s  and 
they have important  imp l i ca t i ons  f o r  t he  k i n d  
o f  data he seeks t o  c o l l e c t  and f o r  t he  ways 
i n  which he intends t o  use the  data. He 



c o l l e c t s  h i s  i n fo rma t ion  i n  b i t s  and scraps 
dea l i ng  w i t h  a  wide spectrum o f  top ics .  

3. ... stud ies  soc ia l  organizat ion.  H is  
i n t e r e s t  i s  w i t h  groups and the  accumulation 
o f  ma te r ia l  on many top i cs  about them. He 
r e l a t e s  t h e  d i f f e r e n t  top i cs  t o  one another. 
He deals w i t h  r e l a t i o n s  among th ings .  Indeed, 
t o  him, soc ia l  o rgan iza t ion  means j u s t  t h i s  
relatedness. He s tud ies  the  case. He 
be l ieves  t h a t  t he  study o f  o rgan iza t ion  i s  
bes t  begun by a  study o f  some one organ iza t ion .  
H is  popu la t ion  then becomes the  se r ies  o f  
observat ions he records concerning one group. 

4. ... seeks t o  d iscover and descr ibe 
r a t h e r  than prove. Pre-occupation w i t h  
proof can a f f e c t  t he  choice o f  quest ions t o  
be studied. Hypotheses are  o f  t en  selected 
merely because o f  t he  f a c i l i t y  w i t h  which 
they can be g iven q u a n t i t a t i v e  demonstra- 
t i o n .  

5 .  ... gains h i s  enlightenment from 
r e l a t i o n s h i p s  and d iscover ing  the  f a c t s  o f  
soc ia l  o rgan iza t ion .  He wishes t o  unde 
the  conceptual soc ia l  system, no t  j u s t  
concrete soc ia l  system. ( pp. 259-260) 

The Appropriateness of Various Possib le Combinat 

r s  tand 
t h e  

ons o f  Roles 

Data c o l l e c t i o n  methods are  l i m i t e d  by the  r o l e  occupied by t h e  

researcher. One can s e l e c t  a  r o l e  based on a  reasonable guess about the  

1 i k e l  ihood t h a t  c e r t a i n  data c o l l e c t i o n  methods w i l l  o r  w i l l  n o t  be ava i lab le .  

There a re  advantages and disadvantages t o  each v a r i a t i o n  o f  t h e  p a r t i c i p a n t  

observer r o l e .  Lutz and Iannaccone (1969) i n d i c a t e  i n  the  f o l l o w i n g  c h a r t  

the  appropriateness o f  var ious poss ib i  1  i t i e s  : ( P O  113) 



TABLE 1 

DATA COLLECTION METHODS RELATED TO 

OBSERVAT ION ROLE 

1 

Comment Methods Useful i n  
Data Co l lec t ion  

t P a r t i c u l a r l y  useful  t o  Role 1 
i n  areas o f  guarded i n te rac t i on  
and sentiment 

* Same as above 

1. Observation and recording 
o f  desc r ip t i ve  data 

*-- I I f  the researcher i s  s k i l l f u l ,  
a s t ruc tu re  emerges 

I 

2. Recording d i r e c t  quotes +  + 
o f  sentiment 

4. Structured in terv iew 
guides 

5. Detai led i n te rac t i on  t a l l  
guides, e.g. Flanders & 
Bales i n t e rac t i on  guides 

6. I n t e rac t i on  frequency 
t a l l  i e s  

7. Paper and penci l  tes ts :  
Questionnaires 
Scal es 
Achievement o r  a b i l i t y  

3. Unstructured in terv iew 

Most useful  i n  survey work 
(e.g . census) 

+ t  

Meaningful i n  leadership 
s tud i  es 

- - 

* Most useful  i n  small group 
work 

+ 
t 
* 

Very he lp fu l  i n  ce r t a i n  circum- 
stances f o r  ce r t a i n  purposes 

8. Wr i t ten records: 
Newspaper 
O f f i c i a l  minutes 
Le t te rs  
Speeches 

9. Radio and T.V. reports 

t  
t  
t  
+ 
+ 

* 
* 
* 
* 

- ~ i f f i c u l t  o r  impossible t o  use 

* 
Key: t  L i ke l y  t o  be used 

* May occasional ly be used 

These are very important t o  Role 
1 i n  checking r e l i a b i l i t y  o f  
observed data 

* Same as 8. 



Observer Roles Adopted f o r  Use i n  This Study 

4 

Thus f o r  t he  study o f  the  se l f -eva lua t ion  process, t h i s  researcher 

adopted t h e  "observer as p a r t i c i p a n t "  r o l e .  The schools were entered w i t h  a 
I' 

purpose o f  i n v e s t i g a t i n g  a se l f -eva lua t ion  process. The researcher took on 

the  r o l e  o f  leader f o r  p a r t  of t he  process, and o f  i n fo rma t ion  processor, 

p rov ider  o f  feedback i n  o the r  phases o f  t he  process. The school s t a f f s  agreed 

t o  take p a r t  i n  the  study and were aware o f  t he  r o l e  t h a t  t h i s  researcher was 

p lay ing  . 
I n  a d d i t i o n  t o  t h i s  r o l e ,  in fo rmat ion  was gathered from a p a r t i c i p a n t  

observer, t he  contac t  person from each s t a f f  who kept  notes and made observa- 

t i o n s  which were communicated t o  t h i s  researcher a t  r e g u l a r  i n t e r v a l s  

throughout the  course o f  t he  study. This a d d i t i o n a l  source o f  data f u l f i l l e d  

two purposes: 1 )  I t provided f o r  a check on the  re1 i a b i l i t y  o f  observat ions 

made by the  researcher, and 2 )  It increased the  q u a l i t y  o f  involvement o f  

school personnel i n  the  study and ass is ted  i n  l e g i t i m i z a t i o n  i n  the  eyes o f  

the s t a f f  o f  t he  processes being used t o  c o l l e c t  t he  data requ i red  f o r  t he  

study . 
The ethnographic methods usefu l  i n  data c o l l e c t i o n  f o r  t h i s  study were: 

1 ) Observation and reco rd i  ng o f  d e s c r i p t i v e  data, 2)  Recording d i r e c t  

quotes o f  sentiment, 3 )  Unstructured in terv iews,  4 )  Struc tured in te rv iew  

guides, 5) Paper and penci 1 s t a f f  se l f -eva lua t ion  quest ionnaire, and, 6) 

Reference t o  some w r i t t e n  records. 

The Populat ion Observed 

* 
I d e n t i f y i n g  S i tes  f o r  t he  F i e l d  T r i a l  



The se l f -eva lua t ion  process i n  t h i s  study was being developed and tes ted 

w i t h  t h e  goal of i n c l u d i n g  i t  i n  a p lanning processes handbook f o r  d i s t r i b u -  

t i o n  t o  s t a f f s  i n  a large,  urban school d i s t r i c t . '  Thus, i t  appeared wise t o  

observe the  process as i t  operated i n  a v a r i e t y  o f  school s i t e s ,  such as 
1 

might be found i n  a l a rge  d i s t r i c t .  To provide a s u f f i c i e n t l y  l a r g e  sample 

fo r  observing the  opera t ion  and the  eva luat ion  process, a t  l e a s t  s i x t y  s t a f f  

members were t o  be invo lved i n  the  p r o j e c t .  I t was decided t o  seek the  

cooperat ion o f  a t  l e a s t  th ree schools t h a t  were invo lved i n  some change 

a c t i v i t i e s ,  a small ,  a medium, and a l a r g e  s t a f f  group from d i f f e r e n t  types o f  

communities and w i t h  elementary and secondary grade leve ls .  I n  s e t t i n g  these 

se lec t i on  c r i t e r i a ,  cons idera t ion  was g iven t o  the  t ime o f  the  school year  

when the  study had t o  take p lace? the  f a c t  t h a t  on l y  one researcher was 

ava i l ab le  t o  observe the  process, and t h a t  the  process t o  be observed was 

r e l a t i v e l y  complex and lengthy.  

Accordingly, two d i s t r i c t s  i n  the  lower mainland area o f  B r i t i s h  Columbia 

were contacted: a l a r g e  urban school system and a l a r g e  suburbanlrura l  

d i s t r i c t .  Meetings were requested w i t h  personnel from the c e n t r a l  o f f  i c e  

s t a f f s  o f  these d i s t r i c t s  t o  discuss the  p r o j e c t  proposal, t he  type o f  

involvement an t i c ipa ted  f o r  the  schools p a r t i c i p a t i n g ,  and the  procedure f o r  

i d e n t i f y i n g  some schools t h a t  might  be i n t e r e s t e d  i n  t a k i n g  p a r t  i n  a s t a f f  

se l f -eva lua t ion  study du r ing  the  second h a l f  o f  the 1975-76 school year. 

I n  December, 1975 and January, 1976, two meetings were he ld  w i t h  

personnel from the research department o f  t he  urban d i s t r i c t .  A p r o j e c t  

proposal and an out1 i n e  of t he  involvement requested of p r o j e c t  schools were 

4 
presented. The d i s t r i c t  personnel agreed t o  cooperate and decided t o  send 

Out a l e t t e r  o u t l i n i n g  the  proposed study and i n v i t i n g  the  p a r t i c i p a t i o n  o f  a * 
number o f  schools which, they thought, met the  c r i t e r i a  f o r  se lec t ion .  The 

in te res ted  schools were d i r e c t e d  t o  contac t  t he  cen t ra l  o f f i c e  people who 



would, i n  turn,  inform t h i s  researcher. A f t e r  a three week i n te r va l ,  the 

research department ind icated t h a t  fou r  schools had responded p o s i t i v e l y  t o  

the l e t t e r :  a medium sized, new, community elementary school, and three 

1 arge, o lder,  elementary schools. 

A meeting and a phone in terv iew w i t h  the Di rec tor  o f  I ns t r uc t i on  o f  the 

suburban/rural d i s t r i c t  took place i n  January t o  discuss the possib le p a r t i c i -  

pat ion of schools from tha t  area. The d i r ec to r  suggested the names o f  three 

schools: two la rge  secondary schools and a small, c o m n i  ty elementary 

school. He sent out  a copy of the p ro j ec t  proposal, the document o u t l i n i n g  

the nature o f  involvement requested o f  p ro j ec t  schools,and a l e t t e r  i n v i t i n g  

schools t o  par t i c ipa te .  Those in terested were asked t o  contact  t h i s  

researcher d i r e c t l y .  A1 1 three d i d  so, contact ing by phone t o  request 

add i t iona l  informat ion.  

Thus, the i n i t i a l  procedure o f  contact ing school d i s t r i c t s  resu l ted i n  

ind icat ions o f  i n t e res t  from seven schools o f  varying types and sizes and 

where s t a f f s  were involved i n  some change a c t i v i t i e s  and wanted t o  do a 

se l f -eva luat ion o f  i n t e rac t i on  processes and procedures. 

Af ter  f u r t he r  considerat ion o f  the se l f -eva luat ion study proposal, one o f  

the fou r  schools from the urban d i s t r i c t  agreed t o  meet w i t h  the researcher t o  

learn more about the p ro jec t .  The other three decided t h a t  t h e i r  professional 

development t ime f o r  the school year was so f u l l y  committed i n  other ways t h a t  

they could not  become involved i n  so lengthy a pro jec t .  

O f  the three schools from the suburban/rural d i s t r i c t  t h a t  ind icated 

i n i t i a l  i n t e res t ,  two eventual ly  decided t o  par t i c ipa te .  Ear ly discussions 

w i th  the teachers and p r i nc i pa l  from the other school revealed t ha t  they could 

not commit s u f f i c i e n t  t ime t o  the se l f -eva luat ion dur ing the remaining months 
* 

o f  the school year t o  make pa r t i c i pa t i on  worthwhile. Some departments i n  t h a t  

secondary school would have l i k e d  t o  pa r t i c i pa te  dur ing 1975-76, bu t  others 
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d i d  no t  have time. The p r i nc i pa l  asked t o  keep copies o f  the proposal and the 

instrument w i t h  a view t o  using the process a t  a l a t e r  date. 

The se lec t ion  process resulted, therefore, i n  obtain ing the cooperation 

o f  three schools - two elementary schools, one w i t h  a medium sized s t a f f  group 
I 

and one w i t h  a small s t a f f ,  and one secondary school w i t h  a large s t a f f  group. 

The Three Schools Selected f o r  the Study 

School A 

The case which w i l l  be re fe r red  t o  as School A i n  the remainder o f  the 

thesis, i s  a medium sized, elementary school i n  a la rge  urban school d i s t r i c t  

o f  the lower mainland o f  B r i t i s h  Columbia. I t  i s  s i tua ted  i n  a new area o f  

the c i t y  and i s  designated t o  serve the neighbourhood as a comnunity school. 
5 

The f a c i l i t y  i s  a new and s t r i k i n g  open plan which includes a c e n t r a l l y  

located l ib rary / resource area surrounded by f l e x i b l e  spaces designed t o  

accommodate teams o f  teachers working w i t h  mu1 t i -age groups o f  ch i ld ren  

organized i n t o  la rger  than ordinary c lass-s ize u n i t s  which can be re-grouped 

i n t o  smaller o r  la rger  ins t ruc t iona l  groupings. I n  add i t i on  t o  the open 

areas, there are several closed, class-sized spaces which may be used f o r  a 

va r i e t y  o f  a c t i v i t i e s  o r  leve ls  o f  the programme, e.g., f o r  the kindergarten 

o r  f o r  special classes. The students are i n  kindergarten through grade seven, 

w i t h  some grouped i n t o  special learn ing opportuni ty classes. Some o f  the 

closed space i s  i n  the form o f  portable classrooms located near the main 

bu i ld ing.  Twenty professionals, inc lud ing a p r inc ipa l ,  v ice-pr inc ipa l ,  

l i b ra r i ansand  special c lass teacher make up the s t a f f  o f  School A. 
* 



School B 

The secondary school w i l l  be designated f o r  the r e s t  o f  t h i s  study as 

School B. I t  i s  located i n  the suburban/rural d i s t r i c t  re fe r red  t o  i n  an 
1 

e a r l i e r  sect ion o f  t h i s  chapter. It, too, i s  s i tua ted  i n  a f a i r l y  new pa r t  

o f  i t s  d i s t r i c t ,  but  many of the students t rave l  t o  school by bus from more 

d is tan t ,  r u r a l  par ts  o f  the d i s t r i c t .  A t  the beginning o f  the s e l f -  

evaluat ion study, School B had been i n  operation f o r  approximately three 

years, provid ing progranmes f o r  e ighth through t w e l f t h  grade students i n  new 

bu t  f a i r l y  t r a d i t i o n a l l y  designed, classroom f a c i l i t i e s .  The s t a f f  includes 

a f u l l - t i m e  p r inc ipa l ,  a v ice-pr inc ipa l ,  spec ia l i s ts  i n  guidance and 

counselling,and a l i b r a r i a n .  The p r i nc i pa l  takes some o f  the teaching load. 

School C 

The elementary school s i tua ted  i n  an o lder  suburb o f  the suburbanlrural 

d i s t r i c t ,  w i l l  be designated as School C i n  the remainder o f  the study. I t  i s  

designated by i t s  d i s t r i c t  as a community school. The professional s t a f f  

number f i f t e e n ,  w i t h  the p r inc ipa l  h a l f  t ime a t  t h i s  school and h a l f  t ime a t  a 

neighbouring school. There i s  a v i ce  p r i nc i pa l  and a f u l l  t ime counsellor, as 
6 

wel l  as a recreat ional  coordinator on the s t a f f .  The ch i ld ren  at tending a l l  

come from the immediate neighbourhood which i s  qu i t e  small and characterized 

by diverse zoning ranging from res iden t i a l  t o  i ndus t r i a l  land use. The school 

i s  an older, one-storied f a c i  1 i t y  composed o f  a number o f  self-contained 

classrooms grouped along cor r idors  i n  several wings. A number o f  por tab le  

classrooms have been located near the main bu i ld ings t o  accomnodate add i t iona l  
* 

pup i ls .  Chi ldren are i n  grades one through seven, and the school a l so  

provides a special class, and a kindergarten programne. 
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Thus the three schools selected have small, medium and large sizes o f  

s t a f f  groups, are i n  a va r i e t y  of urban and suburban areas, and have consider- 

able va r i a t i on  i n  s t a f f i n g  pat terns.  F a c i l i t i e s  and organizat ional  pat terns 

range from sel f -contained classrooms t o  fami ly  grouping and cooperative teams ; 

i n  open areas, w i t h  a departmental organizat ion i n  the high school. Varying 

leve ls  o f  support s t a f f  and admin is t ra t ive  release time are present i n  the 

three schools. The three cases w i l l  provide a useful  sampling o f  types o f  

schools and s i tua t ions  t h a t  could be found i n  a la rge  urban school d i s t r i c t  

such as t h a t  f o r  which the planning mater ia l  i s  being designed. 

The Instrument 

Background Development 

The p ro j ec t  used and adapted some mater ia ls  and techniques developed by a 

team o f  researchers from I.D.E.A.  That research team worked w i t h  a group o f  

eighteen Ca l i f o rn i a  schools between 1966 and 1971 on a study o f  change and how 

i t  a f f ec t s  schools. The major focus f o r  the study was the question o f  what 

happens when a school s t a f f  t r i e s  t o  cope more e f f e c t i v e l y  w i t h  the problems 

inherent i n  schools. They were in terested i n  studying the process o f  change, 

the process o f  renewal and how i t  re la ted  t o  ce r t a i n  charac te r i s t i cs  o f  s t a f f  

i n t e rac t i on  and organizat ional  c l imate i n  the schools. 

Through the course o f  the f i v e  year study, D r .  John Goodlad, who headed 

the research group working ou t  o f  Univers i ty  o f  Cal i fo rn ia ,  Los Angeles, and 

the s t a f f s  o f  the eighteen schools, worked together t o  discover new ways o f  

assessing and descr ib ing the s t a f f  i n te rac t ions  and r o l e  charac te r i s t i cs  which 
@ 

seemed t o  a f f e c t  the change process. The research study team devised several 

instruments which were used i n  the I .D .E .A .  study f o r  informing a s t a f f  about 



the extent  t o  which i t  was engaging i n  the processes necessary t o  the s e l f -  

renewing school . (Overman, 1973). One o f  these was ca l l ed  The C r i t e r i a  

Instrument, r e f e r r i n g  t o  the descr ip t i ve  statements i t  contained on s e l f -  

renewal. 

Descr ipt ion o f  the C r i t e r i a  Instrument 

The C r i t e r i a  Instrument consists o f  68 items descr ib ing s i x  major cate- 

gories o f  school a c t i v i t i e s  and r o l e  charac te r i s t i cs :  Dialogue, Decision 

Making, Action, Meetings, P r inc ipa l  and Teachers. The f i r s t  three o f  these 

categories re la ted  t o  the D.D.A.E. process6 and the other three re la ted  t o  the 

r o l e  d e f i n i t i o n s  o f  p r inc ipa ls  and teachers and the se t t i ng  i n  which much o f  

t h e i r  formal i n t e rac t i on  occurs: s t a f f  meetings. 

Six response categories are used f o r  r a t i n g  the 68 c r i t e r i a  items. This 

" r a t i ng  scale", as i t  w i  11 henceforward be c a l l  ed has response categories o f :  

"never", "seldom", "sometimes", " f requent ly" ,  "usual ly",  and "always". 

The instrument does not  cons t i tu te  a complete l i s t  o f  c r i t e r i a  f o r  a good 

school. I n  the o r i g i na l  I .D .E.A.  study, however, i t  was found t o  describe 

desirable, and responsible r e c e p t i v i t y  t o  change by a s t a f f .  A complete 

p i c t u re  o f  a l l  the var iables a t  work i n  the process o f  planned change i n  a 

school would be hard t o  manage w i t h i n  the confines o f  one o r  even several 

instruments. This C r i t e r i a  Instrument was thought t o  provide necessary and 

re levant  informat ion f o r  s t a f f s  i n  a se l f -eva luat ion and feedback process. 

Modi f ica t ion o f  the C r i t e r i a  Instrument 

* 
The instrument used i n  the se l f -eva luat ion study under discussion i n  

t h i s  paper i s  based on the C r i  t e r i a  Instrument. (Overman, 1973). The areas 
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inc luded i n  i t  r e l a t e  s t r o n g l y  t o  the  areas o f  s t a f f  i n t e r a c t i o n  invo lved i n  

•‹ t h e  process of planned change. An a d d i t i o n a l  r a t i n g  scale: "I f e e l  i t  needs 

d iscussion" w i t h  a choice of "yes" o r  "no" response categor ies has been placed 

beside each o f  the  68 c r i t e r i a  statements o f  t he  instrument. Th is  "d iscussion , 
scale"  as i t  w i l l  be r e f e r r e d  t o  i n  subsequent sect ions o f  t h i s  paper, i s  

designed t o  g i ve  s t a f f  members an oppor tun i ty  t o  i n d i c a t e  i f  they f e e l  the  

p r a c t i c e  described i n  the  c r i t e r i a  statement, as i t  now e x i s t s  i n  t h e i r  

school, needs discussion. The r e s u l t i n g  data a re  designed t o  provide 

a d d i t i o n a l  usefu l  in fo rmat ion  f o r  the feedback meetings and fo l lowup 

discussions among s t a f f  members. 

The o r i g i n a l  i n s t r u c t i o n s  f o r  t h e  C r i t e r i a  Instrument have been modi f ied  

t o  take i n t o  account the  change i n  format and content.  The t i t l e  has been 

changed as we1 1 t o  avoid the  connotat ion t h a t  t he  word " c r i t e r i a "  has f o r  some 

teachers. Some feedback on t h i s  word was received i n  the  e a r l y  p i l o t  s i t u a -  

t i o n s  .7 The instrument has been renamed "School Prac t ices  inventoryu8. 
A page t h a t  asks the  respondent f o r  s i x  types o f  b iograph ica l  i n fo rma t ion  

has been attached t o  each inventory .  This page was inc luded i n  order  t o  

gather  add i t i ona l  in format ion  about the  case school s t a f f s  f o r  t he  purposes o f  

eva luat ing  t h e  process under development i n  t h i s  study.' Such a page i s  n o t  

foreseen t o  be a necessary p a r t  o f  t h e  School Prac t ices  Inventory  when used i n  

an o rd ina ry  school s i t u a t i o n .  

Co l l  e c t i  ng and Recording the  Data 

Data e x i s t  everywhere. Wi th in  the  soc ia l  system o f  a schoo 1, t he  teachers, 

students, and admin is t ra tors  a re  constant ly  behaving and i n t e r a c t i n g  i n  
* 

var ious ways. Numbers, pat terns,  and sequences could be s p e c i f i e d  emp i r i -  

c a l l y ;  act ions,  events, and places described accurate ly .  However, one could 
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n o t  poss ib l y  observe a1 1 the  data concerning a phenomena under i n v e s t i g a t i o n .  

The observer must have decided upon a model and some ob jec t i ves  t o  guide data . I 

c o l l e c t i o n .  Some technique by which t o  shape and analyze the  data i s  

required.  An important  sub-system o f  the  whole should be selected i n  order  t o  
I 

permi t  t he  researcher t o  focus on a manageable area. The u n i t s  o f  observat ion 

w i t h i n  which observat ions w i l l  be c o l l e c t e d  have t o  be determined i n  r e l a t i o n  

t o  t h e  model. 

A Theore t ica l  Framework 

Since the  content  and focus o f  change a c t i v i t y  i n  a p lanning process 

could be q u i t e  d i f f e r e n t  i n  every school, t he  o r i g i n a l  I.D.E.A. research t r i e d  

t o  f i n d  what pa r t s  o f  the  process schools shared. They developed the  concept 

o f  t h e  sel f - renewing school. The C r i t e r i a  Instrument provided one means o f  

focussing on a p o r t i o n  o f  t he  s t a f f  i n t e r a c t i o n  by measuring the  q u a l i t y  o f  

D.D.A.E. and o the r  cond i t ions  t h a t  i n d i c a t e  responsib le r e c e p t i v i t y  t o  change. 

Any p lanning f o r  innovat ion  requ i res  some dia logue among the  s t a f f  involved.  

Decisions have t o  be made; a c t i o n  has t o  be taken i n  order  t o  implement t h e  

decis ions.  The r o l e  behaviour o f  p r i n c i p a l s  and teachers in f luences the  

success o f  any a c t i v i t y  and the  i n t e r a c t i o n  o f  these two r o l e s  i n  the  form o f  

s t a f f  meetings i s  a l so  seen t o  be a good i n d i c a t o r  o f  t he  l e v e l  o f  D.D.A.E. 

This bas ic  s t a f f  D.D.A.E. process documented i n  t h e  study was selected as the  

framework f o r  t he  s t a f f  se l  f -eva luat ion .  

The Focal Sub-system 

* 
The study o f  a school s t a f f  se l f -eva lua t ion  narrows t h e  focus f o r  obser- 

vac t i on  from the  t o t a l  school as a system, (pupi 1 s , teachers, administ rators,  



parents, support s t a f f ) ,  t o  a  more manageable area, ( t he  group o f  profes- 

s ional  teachers and admin is t ra to r (s ) ) .  The a c t i v i t i e s ,  in teract ionsand 

sentiments observable i n  t h i s  group as the members engage i n  dialogue, 

decision-making, taking act ion,  leading, and evaluat ing t h e i r  act ions w i l l  
I 

become the framework f o r  co l l ec t i ng  the data. 

The organizat ional  device suggested by Lutz and Iannaccone (1969) which 

has been adapted fo r  use i n  t h i s  study i s  the organizat ional  Taxonomic Un i t  

(O.T.U.). This u n i t  of observed behaviour provides an observer w i t h  the 

means t o  maximize the oppor tun i t ies  f o r  observation ava i lab le  t o  him. It leads 

the observer t o  look a t  the same elements i n  each s i t ua t i on .  The O.T.U. con- 

ta ins :  1)  the purpose o f  the behaviour, 2)  some background, 3) the 

actors o r  persons involved, 4) descr ip t ion o f  the behaviour observed, 

inc lud ing some dialogue, 5) the outcome o f  the behaviour. 

Each O.T.U. can be gathered separately bu t  i f  several focus on the same 

topic,  a  t o t a l  descr ip t ion o f  behaviour, r e l a t i n g  t o  the t op i c  being 

investigated, can be formed. This should not  be considered a  descr ip t ion o f  

the t o t a l  behaviour. 

The u n i t s  selected f o r  t h i s  study were those key events i n  the sequence 

o f  the schools' a c t i v i t i e s  which re la ted  t o  the f i e l d  t r i a l  o f  the s e l f -  

evaluat ion process: 1) the prel iminary contact meeting w i t h  the school 

p r inc ipa l ,  2) the f i r s t  s t a f f  meeting, 3 )  the f i r s t  app l i ca t ion  o f  the 

School Practices Inventory a t  a  s t a f f  meeting, 4) the fol lowup meeting a t  

which feedback was given, 5) the s t a f f  room interviews, 6) the pos t tes t  

app l i ca t ion  meeting, 7 )  the key informant interviews. 

Procedures Used i n  the Study 
* 

The procedures and sequence o f  a c t i v i t i e s  fol lowed i n  t h i s  study are 



are  summarized below i n  Table 2. More d e t a i l e d  desc r ip t i ons  o f  t he  

a c t i v i t i e s ,  as planned and as they a c t u a l l y  took place, f o l l o w  the  tab le .  

Comparison o f  Planned A c t i v i t i e s  w i t h  Actual Events 

The se l f -eva lua t ion  process f o r  use by school s t a f f s  invo lved the  fo l l ow-  

i n g  major a c t i v i t i e s :  10 

- i n i t i a l  contac t  and i n t r o d u c t i o n  o f  procedures, 

- a  p re l im ina ry  contac t  meeting t o  exp la in  t h e  process t o  the  

s t a f f  w i t h  consu l ta t i on  t o  design on-going involvements, 

- an i n i t i a l  assessment us ing the  School Prac t ices  Inventory  w i t h  

s t a f f ,  

- a  feedback and d iscussion session w i t h  the  s t a f f ,  

- a  second assessment a f t e r  th ree t o  f o u r  months. 

Because o f  t he  na tu ra l  t u r n  o f  events occur r ing  i n  each o f  t he  case 

schools, t he  ac tua l  events o r  sequence o f  a c t i v i t i e s  var ied,  t o  some extent ,  

from t h e  planned process. The steps i n  the  process a re  inc luded below, along 

w i t h  an i n d i c a t i o n  o f  the  changes t h a t  were made. The e f f e c t s  o f  t he  changes 

w i l l  be assessed and reported i n  Chapter Four. 

1. I n i t i a l  Contact w i t h  S t a f f  

The f i r s t  meeting a t  School A was w i t h  the  p r i n c i p a l  and one s t a f f  

member. The p r i n c i p a l ,  a t  an e a r l i e r  meeting, had int roduced the  idea o f  

doing a  se l f -eva lua t ion  t o  the  r e s t  o f  the  group, us ing  the  ma te r ia l  t h a t  had 

been mai led ou t  from the  cen t ra l  o f f i c e  dur ing  t h e  s e l e c t i o n  o f  case schools 
* 

per iod  o f  t h e  study. As a  dec is ion  t o  p a r t i c i p a t e  had a l ready been made, 

on ly  c l a r i f i c a t i o n  o f  procedures was requ i red  a t  t he  contac t  meeting. 
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I n  School B, the i n i t i a l  contact by phone w i t h  the p r i nc i pa l  was f o l -  

lowed, a t  h i s  request, by a meeting w i t h  the p r i nc i pa l .  A f t e r  some explana- 

t i o n  o f  the process was given, he i n v i t e d  the researcher t o  at tend a f u l l  

s t a f f  meeting t o  present the proposal t o  them. A t  t ha t  subsequent meeting 
I 

between the p r inc ipa l  and the researcher and the s t a f f  meeting, the school 's 

s t a f f  committee had looked a t  the proposal f o r  a se l f -eva luat ion and had 

decided t o  par t i c ipa te .  

I n  School C, the i n i t i a l  phone contact was w i t h  the p r i nc i pa l .  A f t e r  

lengthy explanation and discussion, a date f o r  a meeting a t  the school was 

set. This h a l f  day meeting included a two hour discussion w i t h  the p r i nc i pa l  

and a b r i e f  i n t roduc t ion  t o  the s t a f f  i n  the staffroom dur ing morning recess. 

Mention o f  the p ro jec t  was made t o  the s t a f f  dur ing the in t roduct ions which 

took place over coffee. 

2 .  Preliminary. S t a f f  Meeting 

The p re l  i m i  nary s t a f f  meeting and the p re tes t  admin is t ra t ion o f  the 

Inventory coincided i n  School A. The explanation o f  the process and the 

decis ion t o  pa r t i c i pa te  were l ed  by the p r i nc i pa l  and s t a f f  committee a t  an 

e a r l i e r  meeting. I n  School B, the prel iminary meeting w i t h  the f u l l  s t a f f  

unexpectedly became the meeting a t  which the Inventory was administered. I n  

School C the prel iminary s t a f f  meeting took place a f t e r  school. The 

researcher and a facul  ty member from Simon Fraser were present. The s e l f -  

evaluat ion i tem was one o f  several on a long agenda. The proposal was 

introduced by the p r i nc i pa l  and an explanation suppl ied by the researcher. A 

fol low-up v i s i t  and c a l l  were required t o  f u r t h e r  exp la in  the process before 
e 

dates f o r  subsequent a c t i v i t i e s  could be set .  No j o i n t  decis ion by s t a f f  and 

p r i nc i pa l  was made dur ing the s t a f f  meeting. 



3. Pretest  Administrat ion of the School Practices Inventory 

I n  School A ,  the f i r s t  sel f -evaluat ion Inventory was done a t  a regu lar  

s t a f f  meeting t ha t  took place a f te r  school. I t  was the f i r s t  meeting between 
1 

the f u l l  s t a f f  and the researcher. The contact persons were selected a f t e r  

the questionnaire was completed. A  request f o r  in terested persons t o  volun- 

teer  y ie lded two responses. 

I n  School 8, the f i r s t  se l f -eva luat ion Inventory was done a t  a regu lar  

s t a f f  meeting held a f t e r  school. I t  fol lowed a b r i e f  explanation o f  the 

process both by the researcher and by members o f  the s t a f f  committee. A 

contact person was suggested by the p r i nc i pa l .  The person agreed t o  act .  

I n  School C, the Inventory was done by each s t a f f  member on h i s  own time. 

The questionnaires, w i t h  no mention of using envelopes f o r  returns, were l e f t  

a t  the school on a Monday. Teachers were requested by the p r i nc i pa l  t o  

complete the forms and re tu rn  them t o  a box on the o f f i c e  counter by the 

fo l low ing  Monday. The researcher v i s i t e d  the school, ta lked w i t h  the 

p r inc ipa l  and two s t a f f  members and co l lec ted a l l  bu t  two o f  the Inventor ies 

from the p r inc ipa l  the fo l low ing  Monday. A s t a f f  member was ca l l ed  t o  the 

o f f i c e  and asked t o  be the contact person for  the p ro jec t .  A f t e r  a b r i e f  

explanation o f  the ro l e ,  the person agreed. 

4. Feedback Meeting w i t h  S t a f f  

I n  School A ,  two weeks a f t e r  the pretest ,  a special session was se t  as 

pa r t  o f  a Wednesday afternoon planning meeting t o  hear and discuss the feed- 

back repor t .  A t  School B, three dates f o r  the feedback meeting were made. 
* 

I 
i Each had t o  be postponed. This moved the feedback f u r t he r  from the s e l f -  

evaluat ion pre test  than planned. A f t e r  two months, a s t a f f  meeting was held 
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a t  l a s t .  A t  School C, one feedback meeting s e t  f o r  March 15, two weeks a f t e r  

t h e  pretest ,  had t o  be cancel 1 ed due t o  s t a f f  absences due t o  i 1 lness. 

Another meeting was c a l l e d  f o r  March 18, a f t e r  school.  It was n o t  a regu la r  

meeting time, and n o t  a l l  members were present f o r  t he  feedback repor t .  

5. V i s i t s  t o  the  Schools, In terv iews and Observations Made Between 
Pre tes t  and Pos t tes t  Inventor ies  

School A i n v i t e d  the  researcher t o  v i s i t  the  school, c a l l  on the  contac t  

persons and observe the  s t a f f  i n  meetings whenever an oppor tun i ty  was a v a i l -  

able. School B made a s i m i l a r  i n v i t a t i o n .  School C arranged f o r  t he  contac t  

person t o  c a l l  t he  researcher from t ime t o  t ime w i t h  a r e p o r t  on a c t i v i t i e s .  

An i n v i t a t i o n  t o  a t tend a pro fess iona l  day meeting was extended. 

During t h i s  period, a t  a l l  th ree s i t e s  observat ion notes were made, 

in terv iews w i t h  contac t  persons were recorded and desc r ip t i ons  o f  c r i t i c a l  

i nc iden ts  noted, both by the  researcher and by contac t  persons. 

6. Pos t tes t  App l i ca t i on  o f  t he  Inventory  

I n  School A, a sec t ion  o f  a professional  day program was s e t  as ide f o r  

the  second a p p l i c a t i o n  o f  t he  Inventory.  This occurred f o u r  months a f t e r  t he  

f i r s t  se l f -eva lua t ion .  

I n  School 6 ,  due t o  events a t  school year-end, i t  was impossib le t o  s e t  

a spec ia l  meeting t ime a t  which t o  complete the  p o s t t e s t  inventory.  As an 

a1 te rna t i ve ,  t he  contac t  person d i s t r i b u t e d  the  forms w i t h  envelopes and l a t e r  

c o l l e c t e d  t h e  completed, sealed eva luat ion  envelopes and re turned them t o  the  

researcher. 

I n  School C, t he  p o s t t e s t  a p p l i c a t i o n  d i d  n o t  occur. A t  a meeting the  

s t a f f  decided n o t  t o  p a r t i c i p a t e  i n  t h e  f i n a l  stage o f  t he  study as a group. 
F 



Only two s t a f f  members d i d  the post tes t  on t h e i r  own time and returned the 

Inventor ies t o  the researcher by way o f  the contact person. 

7 .  Key Informant Interv iews f 

The Interviews were timed t o  take place a f t e r  the post tes t  had been 

completed i n  Schools A and 8. I n  the case o f  School C where no post tes ts  were 

done, s t a f f  members were interviewed a f t e r  a s i m i l a r  per iod o f  t ime had 

elapsed from the pretest  as i n  the other two cases. 

F ive ou t  o f  nineteen people pa r t i c i pa t i ng  i n  School A were interviewed. 

Seven out  o f  twenty-one s t a f f  members completing the post tes t  a t  School B were 

interviewed. Five out  o f  t h i r t een  people who d i d  the p re tes t  were interviewed 

i n  School C. 

The Interv iew sessions were from t h i r t y  minutes t o  an hour and a h a l f  i n  

length. They fol lowed a 

on an in terv iew Protocol 

set  sequence o f  questioning. Responses were recorded 

form.'' The form included s i x  questions, some o f  

which had up t o  fou r  sub-parts. 

Interv iews were, i n  a l l  cases, between the researcher and one o r  more 

s t a f f  members. 

Shaping and Analyzing the Data 

Observations were recorded i n  w r i t i n g  as soon as possib le a f t e r  the 

events which formed the O.T.U.'s i n  which d i r e c t  leadership p a r t i c i p a t i o n  was 

required, o r  dur ing events i n  which the researcher was not  ac t ing  as leader. 

t 
! The pa r t i c i pan t  @ observers i n  each school were asked t o  keep notes o r  records 

o f  t h e i r  observations. Per iodic contacts w i t h  these observers were recorded 

by the researcher. Tape recordings were not used as i t  was feared the 
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presence o f  mechanical recording devices would i n h i b i t  discussion i n  the 

groups under observation. 

The c r i t i c a l  i nc iden t  technique was a lso used t o  c o l l e c t  data re la ted  t o  

the se l f -eva luat ion process, as was the case approach, i n  t h a t  each s i t ua t i on  
i 

var ied s l i g h t l y  i n  terms o f  i t s  s t ruc tu re  and context, and i n  the ways people 

reacted t o  the process under study. 

The t o t a l  descr ip t ion o f  behaviours co l lec ted  by the above-mentioned 

techniques provided a sample o f  the t o t a l  populat ion from which data were 

being co l lec ted.  The data were selected according t o  some observation u n i t s  

and c r i t e r i a ,  and thus provided some measure o f  the soc ie ty 's  behaviour i n  the 

area o f  sel f -evaluat ion,  the focus f o r  the study. 

Data r e l a t i n g  t o  each o f  the f i v e  research questions was analyzed i n  two 

major categories: 1 ) the subject ive data r e s u l t i n g  from the ethnographic 

methods employed i n  the study, and 2) the ob jec t i ve  data r e s u l t i n g  from the 

two appl ica t ions o f  the School Practices Inventory. 

The procedures are  out1 ined below and are re la ted  t o  the "decision 

or iented" i n t e n t  o f  the study. 

Analysis o f  Data Obtained from the Ethnographic Methods 

R. S. Weiss and Mar t in  Rein (1972) w r i t i n g  about data analysis i n  

process-oriented, qua1 i t a t i v e  research s ta te  that :  '. . . there are no data 

reduct ion devices, only a va r i e t y  o f  techniques f o r  organizing the data." 

They suggest several procedures f o r  ass is t ing  i n  organizing and t r ea t i ng  the 

data generated. 

1. Mater ia ls may be organized t o  provide descr ipt ions o f  what happened i n  
* 

the concrete cases. 

g 2. The invest igator  can describe the types o f  systems, structures o r  pro- 
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cesses observed. Concrete d e t a i l s  serve as i l l u s t r a t i o n  and as evidence o f  

t h e o r e t i c a l  model s . 
3. Ma te r ia l s  may be organized so as t o  develop a model f o r  understanding the  

consequences o f  i n t roduc ing  a program f o r  change o f  t he  s o r t  s tudied.  
i 

Adequacy o f  t he  model i s  checked aga ins t  t he  experience gathered i n  the  f i e l d ,  

and the  model i s  modi f ied  as a r e s u l t  o f  the  observat ions and evaluat ion.  

Research Quest ions 

I n  t h i s  study o f  a s t a f f  se l f -eva lua t ion  process most o f  these organiza- 

t i o n a l  procedures were used t o  de r i ve  and r e p o r t  i n fo rma t ion  which could apply 

t o  the  f i v e  research quest ions. 

Quest ion One 

How d i d  the  case schools compare a t  the  beginning o f  t he  study? 

Data from the i n i t i a l  contac t  session and from p re l im ina ry  meetings about 

the  se l f -eva lua t ion  were recorded and analyzed i n t o  cases. S i tua t i ons  

observed were grouped i n t o  the  aspects o f  t he  D.D.A.E. process and concrete 

d e t a i l s  about q u a l i t y  o f  dialogue, decis ion,  ac t ion ,  e tc .  were noted as they 

r e l a t e d  t o  t h e  t h e o r e t i c a l  framework o f  the  sel f - renewing school. 

Quest ion Two 

Has change occurred as a r e s u l t  o f  the use o f  t h e  process? 
k 
I Data from t h e  s t a f f  meetings, from contac t  persons' observat ions and from 

C 

observat ions made dur ing  the  researcher 's  v i s i t s  t o  each case s i t e  were 

recorded and analyzed as cases. Descr ip t ions  o f  what happened f o l l o w i n g  the  



se l f -eva lua t ion  a c t i v i t y  were b u i l t  up f o r  each case school. 

Adequacy o f  t he  t h e o r e t i c a l  model was checked aga ins t  t he  experiences 

described. Comparisons between r a t i n g s  der ived i n  s t a t i s t i c a l  ana lys is  o f  

the  Inventory  and processes observed i n  the  case s i t e s  were recorded. 

Quest ion Three 

What i s  the  over-a1 1 eva luat ion  o f  t he  s t a f f  se l f -eva lua t ion  process? 

Data from the  key informant in terv iews and from t h e  observat ions o f  

c r i t i c a l  i nc iden ts  compiled by the  researcher and the  contac t  person a t  each 

case s i t e  were app l ied  t o  t h i s  quest ion. The data y i e l d e d  in fo rmat ion  about 

the  ef fect iveness,  r e l i a b i l i t y , a n d  v a l i d i t y  o f  the  process and the  instrument 

i t  incorporated.  The data a l so  were app l ied  t o  t h e  quest ion o f  adequacy o f  

the t h e o r e t i c a l  framework. 

Quest ion Four 

Should mod i f i ca t i ons  be made t o  the  Inventory  Instrument? 

The ana lys is  and a p p l i c a t i o n  o f  data from the  in terv iews and from obser- 

v a t i o n  o f  c r i t i c a l  i nc iden ts  were used t o  address t h i s  quest ion. I n  add i t i on ,  

d e t a i l s  o f  data drawn from the  case desc r ip t i ons  i n  e a r l i e r  phases o f  t he  

study a c t i v i t i e s  suppl ied useful in fo rmat ion  about the  need f o r  mod i f i ca t i on .  

Quest ion F ive  

What i s  the  r e l a t i o n s h i p  among subscales on the  Inventory? 
L 

To respond t o  t h i s  question, case descr ip t ions ,  b u i l t  up from observat ion 

notes, i n te rv iew  data,and key in formant 's  comments were appl ied.  Comparisons 
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between t h e  t h e o r e t i c a l  framework fo r  t he  eva luat ion  inst rument  suppl ied by 

the  D.D.A.E. process and the  ac tua l  system observed i n  t h e  case schools were 

recorded and appl i ed . 

/ 

Analys is  o f  Data Obtained from the Use o f  t he  Se l f -eva luat ion  Instrument 

Not a l l  data c o l l e c t e d  dur ing  the  study r e s u l t e d  from observat ions. I n  

a d d i t i o n  t o  in format ion  der ived from ethnographic methods, data obtained from 

the p re  and post  t e s t  app l i ca t i ons  o f  t he  School Prac t ices  Inventory  were 

analyzed using s t a t i s t i c a l  methods. The work was done on an I.B.M. 370 

computer a t  Simon Fraser Un ive rs i t y .  

The data from the  Inventory were analyzed f o r  two major purposes: 

1. To Obtain Feedback f o r  t he  School S t a f f s  

Analys is  o f  s t a f f  responses t o  the  Inventory  was done immediately a f t e r  

each o f  the  p r e t e s t  and p o s t t e s t  app l i ca t i ons .  The Testa t  i t em ana lys is  

program was used t o  ob ta in  d e s c r i p t i v e  s t a t i s t i c s  on a l l  i tems and scales. 

The r e s u l t i n g  s t a t i s t i c s  were compiled i n t o  a feedback r e p o r t  f o r  each 

school. * The repor t s  i nc lude  such in format ion  as : a) frequency o f  i t em 

responses, b)  i t em means, c )  range o f  responses, d) t h e  p r i n c i p a l ' s  r a t i n g  

f o r  each i tem. 

Th is  r e p o r t  and the  d iscussion i t  engendered was a major s t ra tegy  i n  t h e  

se l f -eva lua t ion  process. 

2. To Obtain In format ion  on Research Quest ions 
C 

Fur ther  analyses of t he  data r e s u l t i n g  from use o f  t he  Inventory  were 
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made. Some o f  these analyses r e l a t e d  t o  judging the  e f f i c a c y  o f  t he  s e l f -  

eva luat ion  process. Others r e l a t e d  t o  an assessment o f  t he  Inventory  i n s t r u -  

ment i t s e l f  as p a r t  o f  t he  se l f -eva lua t ion  process. 

A l l  t he  s t a t i s t i c a l  procedures app l i ed  programs from the  S t a t i s t i c a l  1 

Package f o r  t he  Socia l  Sciences, (S.P.S.S.). To generate t h e  s t a t i s t i c a l  

i n fo rma t ion  which would a s s i s t  i n  responding t o  the  research questions, t he  

f o l l o w i n g  k inds o f  analyses were made: 

a)  To compare schools a t  t h e  beginning o f  t he  study, an ANOVA (ana lys is  of 

variance) among subscal e mean scores was computed. F-values were obta ined f o r  

each case school. 

b )  To asce r ta in  whether change occurred as a r e s u l t  o f  t he  use o f  t he  

inventory,  p re  and p o s t t e s t  data from two case schools were analyzed. Pre and 

p o s t t e s t  means were compared and T-values computed f o r  each o f  t h e  subscales. 

c )  To g e t  an ove r -a l l  eva luat ion  o f  t he  s t a f f  se l f -eva lua t ion  process, i n  

such aspects as: i )  usefulness o f  t he  subscales, i i )  r e l i a b i l i t y  o f  t h e  sub- 

scales, ii i )  v a l i d i t y  o f  subscal es, t he  pre  and p o s t t e s t  data were analyzed 

f o r  two schools . I n t e r n a l  consistency ind ices  ( C o e f f i c i e n t  A1 phas) were com- 

puted f o r  a l l  subscales t o  examine s t a t i s t i c a l l y  the  r e l i a b i l i t y  quest ion. 

Concurrent v a l i d i t y  o f  the  r a t i n g  scale and the  d iscussion scale was tes ted 

by ob ta in ing  c o r r e l a t i o n  c o e f f i e n t s  on p r e t e s t  and p o s t t e s t  data from the  

Inventory  as used i n  two schools. 

d) To determine whether mod i f i ca t i ons  should be made t o  the  Inventory, i tem- 

scale c o r r e l a t i o n s  were computed f o r  bo th  p r e t e s t  and p o s t t e s t  app l i ca t i ons  o f  

the  Inventory  i n  two schools, and on p r e t e s t  data from th ree  schools. 

e) To explore the  r e l a t i o n s h i p  among the  var ious subscales o f  the  inventory,  

p r e t e s t  and p o s t t e s t  data were analyzed t o  ob ta in  Pearson Product-Moment 
L 

Cor re la t i on  Coe f f i c ien ts  f o r  scales i n  two schools, and f o r  p r e t e s t  data i n  

th ree schools . 



Representativeness o f  Matched Sample f o r  School B 

I n  school B, no t  a l l  s t a f f  members completed both  p r e t e s t  and p o s t t e s t  

admin is t ra t ions  o f  t he  School Prac t ices  Inventory.  

Discussion 

To do some o f  the  k inds o f  s t a t i s t i c a l  ana lys is  proposed f o r  t h i s  study, 

i t  was necessary t o  have data from two app l i ca t i ons  o f  t h e  Inventory.  I n  

order  t o  match up respondents from the p r e t e s t  group w i t h  those from the post- 

t e s t  group i n  Case School B, i t  was necessary f o r  two judges t o  compare 

b iograph ica l  data sheets f o r  i d e n t i f y i n g  categor ies o f  teacher c h a r a c t e r i s t i c s  

as w e l l  as t o  compare marking c h a r a c t e r i s t i c s .  A matched sample o f  e ighteen 

was obtained by t h i s  procedure. This type o f  ana lys is  was deemed unnecessary 

i n  the  case o f  School A as on ly  one person was n o t  present a t  both administ ra-  

t i o n s  o f  t he  Inventory.  

Ob jec t ive  Data 

Scale means f o r  p r e t e s t  data from the 

from the  group no t  completing the  p o s t t e s t  

pos t tes t  data from the group t h a t  were adm 
L 

group complet ing the  p o s t t e s t  and 

were compared. Scale means f o r  

i n i  s te red the  p r e t e s t  were compared 

t o  those from the group t h a t  d i d  n o t  complete the  p re tes t .  

The r e s u l t s  o f  t h i s  ana lys is  are  d isplayed i n  Table 3 below. 



TABLE 3 

REPRESENTATIVENESS OF MATCHED SAMPLE FOR SCHOOL B* 

Scale P re tes t  Means P o s t t e s t  Means i 

Group doing Group n o t  doing Group doing Group n o t  
pos t  tes  t p o s t t e s t  p r e t e s t  doing p r e t e s t  

N = 18 N = 13 N = 18 N = 3  

Dialogue 31 .ll 32.69 

Deci s  i on 33.17 35.46 

Act ion  29.61 30.69 

Meet i ngs 36.55 38.54 

P r i  n c i  pa l  68.05 67.62 

Teachers 51.61 51.54 

* Analys is  was performed on l y  f o r  School B as on l y  one person was n o t  
present  f o r  bo th  admin i s t ra t i ons  o f  t he  Inventory  a t  School A. 

An examination of the  t a b l e  shows t h a t  t he  group means a r e  q u i t e  s i m i l a r  

on a l l  scales except f o r  the  p r i n c i p a l ' s  scale.  On t h i s  scale, t he  p o s t t e s t  

mean f o r  t h e  group o f  th ree  was much more p o s i t i v e .  

Sub jec t ive  Data 

The p re tes ts  were handed ou t  i n  School B a t  an a f te r -schoo l  s t a f f  

meeting on February 23rd, 1976. Most teachers on the  s t a f f ,  t he  p r i n c i p a l  and 

v i c e - p r i n c i p a l  were present .  Several teachers who were unable t o  a t tend  the  

meeting on t h a t  day completed the  Inventory  a t  a  l a t e r  da te  and re turned i t  t o  
C 

the contac t  person f o r  the  school, as d i d  two teachers who had t o  leave the  

meeting be fore  complet ing the  Inventory .  No s t a f f  members refused t o  



p a r t i c i p a t e ,  b u t  some teachers were e i t h e r  away on school a c t i v i t i e s  o r  ill. 

A t o t a l  o f  31 s t a f f  members completed the  p re tes t .  

The pos t tes ts  were d i s t r i b u t e d  by the  contac t  person on June 7th.  S t a f f  

members were requested t o  r e t u r n  the  completed Inventory  by June 11th. As 
i 

pointed o u t  i n  a sec t ion  of chapter Four dea l ing  w i t h  the  contextual  

fac tors ,  t he  s t a f f i n g  c r i s i s  was coming t o  a head j u s t  a t  t he  t ime the  post-  

t e s t s  were scheduled. Teachers were a l so  invo lved w i t h  grade twelve gradua- 

t i o n  ceremonies, w i t h  prepara t ion  of marks and w i t h  complet ion o f  records f o r  

members o f  t h e  graduating c lass .  I n  a d d i t i o n  t o  these regu la r  end o f  t he  year 

a c t i v i t i e s ,  s t a f f  cu ts  and changes made i t  necessary t o  c a l l  a number o f  

planning meetings w i t h  cen t ra l  o f f i c e  personnel and w i t h  s t a f f  members from 

var ious school departments a f fec ted  by the  decis ions.  The s t a f f  committee had 

t o  change the  focus o f  d iscussion f o r  p lanning meetings scheduled f o r  t he  l a s t  

week o f  t he  term; f u r t h e r  d iscussion o f  the  se l f -eva lua t ion  was moved ahead t o  

the f a l l .  I n  Key-Informant In terv iews several o f  t he  s t a f f  members expressed 

the  op in ion  t h a t  the  pressure o f  these events prevented many s t a f f  members 

from t a k i n g  p a r t  i n  the  second t e s t i n g .  Two days o f  observat ion and i n t e r -  

viewing i n  the  school a t  t h i s  t ime confirmed the  op in ion  expressed by the  

contac t  person t h a t  some s t a f f  members were n o t  mot ivated t o  complete a second 

Inventory  when the  s t a f f  comrni t t e e  could no t  g e t  t ime u n t i l  fa1 1 t o  consider 

the  r e s u l t s  o f  t he  f i r s t  assessment and b r i n g  i t s  recormendations t o  a f u l l  

s t a f f  meeting. Those teachers who were no t  as f u l l y  invo lved i n  the  

a d d i t i o n a l  p lanning brought about by the  s t a f f  cu ts  were ab le  t o  take the  t ime 

t o  do the  second Inventory,  as we1 1 as those who expressed i n t e r e s t  i n  the  

study and wanted t o  see the  comparisons between the  f i r s t  and second invento- 

r i e s .  A t o t a l  o f  21 s t a f f  completed the  second t e s t .  
* 



Conclusion 

The matched sample i s  s u f f i c i e n t l y  rep resen ta t i ve  o f  t he  t o t a l  group 

complet ing the  Inventory  t o  permi t  i t s  use i n  f u r t h e r  analyses o f  the  

Inventory  inst rument  and the  se l  f - eva lua t i on  process. Observations regarding 

the  t im ing  and r a t h e r  a r t i f i c i a l  i n t r o d u c t i o n  o f  a second t e s t i n g  a t  the end 

o f  a school term, support t he  a p p l i c a t i o n  o f  the  c r i t e r i a  f o r  eva lua t i on  

processes s ta ted  by Stee le  (1973) : procedures must be ad jus ted  t o  f i t  i n  

w i t h  t h e  na tu ra l  process o f  t he  school . The circumstances which so a l t e r e d  

the  course o f  events toward the  end o f  the  year  i n  School B had t o  be taken 

i n t o  account i n  p lanning and implementing the  study. P o s t t e s t  procedures were 

a1 te red  accord ing ly  . 
This chapter  has o u t l i n e d  the  methods used i n  the  study. Emphasis was 

placed on the  ethnographic and s t a t i s t i c a l  methods se lec ted  f o r  t he  dec is ion-  

o r i en ted  purposes o f  the research. P a r t i c u l a r l y ,  t he  chapter  presented 

d e f i n i t i o n s  o f  terms, d i s t i n g u i s h i n g  between conclus ion-or iented and dec is ion-  

o r i en ted  research, e laborated upon the a p p l i c a b i l i t y  o f  ethnographic methods 

i n  dec is ion-or ien ted  research, and o u t l i n e d  the  fea tures  o f  those methods as 

they app l i ed  i n  the  research study under d iscussion.  The research quest ions 

were s ta ted  and the procedures used i n  o rgan iz ing  the  study i n t o  case study 

s i t e s ;  designing the  instrument;  c o l l e c t i n g  and record ing  the  data; analyz ing 

the s t a t i s t i c a l  aspects o f  the quest ions; and exp lo r i ng  the  r e l a t i o n s h i p s  o f  

f i n d i n g s  t o  the  t h e o r e t i c a l  s t r u c t u r e  f o r  the  study were described. 

Chapter Four presents the  ana lys i s  and r e s u l t s  of t h e  research. 



Chapter Four 

ANALYSIS AND RESULTS 

Contextual Factors A f f e c t i n g  the F i e l d  T r i a l  S i t e s  
i' 

The observat ion and eva lua t i on  o f  a schoo l ' s  contex t  i s  becoming a recog- 

n ized p a r t  o f  s tud ies  of the  change process. A changing environment produces 

new demands w i t h  which a school s t a f f  must somehow cope s ince  organ iza t ions  as 

we1 1 as i n d i v i d u a l s  respond t o  t h e i r  environments (Getzels,  Lipham, and 

Campbell, 1968). Guba ( 1  970) under1 ined the importance o f  contex t  and 

suggested t h a t  t he  f u n c t i o n  o f  "contex t  eva lua tor "  become an important  new 

r o l e  i n  school d i s t r i c t s  working w i t h  programs o f  planned change. 

Some aspects o f  the  environmental contex t  which may i n t e r a c t  and thus 

i n f l uence  the  renewal processes1 i n  a school a re  1 i s t e d  below. 

1. School d i s t r i c t  p o l i c i e s  and c o n t r o l s  over t he  resources 
a school requ i res  t o  do i t s  job .  

2. Comnunity environment, expectat ions and parents '  goals 
f o r  the  c h i l d r e n  a t tend ing  the  school.  

3. Professional  environment o f  p r i o r i t i e s ,  expectat ions and 
norms f o r  members. 

4 .  Personal d i spos i t i ons ,  value o r i e n t a t i o n  and the  composit ion 
o f  the school s t a f f .  

Factors r e l a t i n g  t o  a l l  these aspects o f  contex t  in f luenced the  case schools 

i n  t h i s  study. Even the  i n v i t a t i o n s  t o  p a r t i c i p a t e  i n  a research study became 

an e x t e r n a l l y  d i r e c t e d  i n t e r v e n t i o n  t h a t  was p a r t  o f  the  case schools '  chang- 

i n g  contex t .  

A b r i e f  d e s c r i p t i o n  o f  some o f  t he  most important  f a c t o r s  observed w i l l  

serve t o  p lace  each o f  the  case schools w i t h i n  an opera t iona l  contex t  t h a t  

w i l l  a s s i s t  i n  subsequent i n t e r p r e t a t i o n s  o f  t he  r e s u l t s .  Equa l ly  important,  

i f  the  r e s u l t s  o f  systemat 

change i s  t o  be cumulat ive 

i c  i n q u i r y  i n  the  area o f  s t a f f  i n t e r a c t i o n  and 

i s  the  need f o r  researchers t o  d iscuss the  
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contex tua l  f a c t o r s  operat ing,  so t h a t  as s tud ies  become more numerous, a  more 

thorough ana lys i s  can be made o f  t he  in f luences on the  s t a f f  i n t e r a c t i o n  

process o f  such contextual  f a c t o r s .  

The contextual  f a c t o r s  most r e l e v a n t  t o  t h i s  study w i l l  be discussed i n  
i 

th ree  main sect ions:  f i r s t ,  those f a c t o r s  observed a t  the  beginning, second, 

the  f a c t o r s  observed a t  the  conclus ion o f  t he  study, and t h i r d ,  t he  o b j e c t i v e  

data obta ined from the b iograph ica l  i n fo rma t ion  sheet inc luded w i t h  the  School 

Prac t ices  Inventory .  

Contextual Factors Operat ing a t  the  Beginning o f  t he  Study 

Ear l y  observat ions i n  the th ree  case schools revealed d i f f e rences  i n  t he  

f a c t o r s  a f f e c t i n g  School A and those a f f e c t i n g  Schools B and C ,  bo th  o f  which 

were loca ted i n  the  same school d i s t r i c t .  

1. School A 

School A i s  a  new f a c i l i t y  i n  a  new area o f  a  la rge ,  urban school d i s -  

t r i c t .  D i s t r i c t  p o l i c y  es tab l ished the  school as an open-plan, comnunity 

school. Increases i n  s tudent  enrolment necess i ta ted  expansion o f  t he  school 

i n t o  several po r tab le  classrooms loca ted adjacent  t o  t he  o r i g i n a l  open-area 

f a c i l  i ty.' Se lec t i on  o f  admin i s t ra to rs  and o f  teachers f o r  t he  school was, t o  

some ex ten t ,  guided by expectat ions t h a t  the  programs should make maximum use 

o f  i nnova t i ve  teaching p rac t i ces  i n  an atmosphere o f  concern f o r  t he  i n d i -  

v idua l  needs o f  p u p i l s ,  and should use t o  the  f u l l e s t  extent ,  the  c e n t r a l l y  

loca ted  1  i b ra ry /ma te r i a l  s  area and the  f l e x i b l e  space design o f  t he  b u i l d i n g .  
t 

These expectat ions were heightened by t h e  f a c t  t h a t  bo th  the  major 

u n i v e r s i t i e s  i n  the area take advantage o f  t he  unique fea tures  o f f e r e d  by the  
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school ' s  design and o r i e n t a t i o n  t o  operate student  teaching p r a c t i c a  and 

demonstrat ion programs. This  type o f  r e c o g n i t i o n  a f f e c t s  s t a f f  a t t i t u d e s  

toward renewal and con t r i bu tes  t o  a c l i m a t e  w i t h i n  which innovat ion  and 

exper imentat ion w i t h  new teaching p rac t i ces  a re  encouraged and supported. 
i 

The B r i t i s h  Columbia Teachers' Federat ion (B.C.T.F.), advocates t h a t  

the  s t a f f  committee assure teacher involvement i n  decision-making. I n  t h i s  

school an a c t i v e  s t a f f  committee meets a t  l e a s t  once a month, b u t  i n  add i t i on ,  

several s t a f f  members, i n c l u d i n g  the p r i n c i p a l  were a c t i v e  i n  the  work o f  pro- 

fess iona l  organizat ions,  serv ing  i n  var ious  o f f i c e s  and on committees. This  

a c t i v e  p a r t i c i p a t i o n  brought the  opin ions and p o s i t i o n s  o f  p ro fess iona l  

o rgan iza t ions  d i r e c t l y  i n t o  the  schoo l ' s  s t a f f .  

D i s t r i c t  p o l i c y  prov ided f o r  parent  adv isory  counc i l s  t o  work w i t h  the  

schools. An advisory counc i l  ex i s ted  when the  present  p r i n c i p a l  took over the  

school.  The op in ion  expressed by the p r i n c i p a l  was t h a t  t he  group saw i t s e l f  

as a decision-making body eager t o  achieve change i n  the  forms and governance 

o f  school ing i n  t h e i r  new school.  He noted t h a t  t h e i r  phi losophy and the  

p r a c t i c a l  requirements o f  opera t ing  the  school were assessed t o  be incompat- 

i b l e ,  and, a f t e r  s i x  months o f  t r y i n g  t o  work w i t h  the  group, i t  was 

disbanded. According t o  the p r i n c i p a l  , they were s e t  on one way o f  opera t ing  

the school and d i d  no t  appear w i l l i n g  t o  en ter  i n t o  d ia logue w i t h  the  s t a f f  

w i t h  whom r e s p o n s i b i l i t y  f o r  the schoo l ' s  program l a y .  Despi te t h i s  e a r l y  

setback t o  community p a r t i c i p a t i o n  i n  advisory groups, a t  t he  t ime o f  t he  

study, many community people were i n  and ou t  o f  the  school, v i s i t i n g ,  t ak ing  

p a r t  i n  programs o f f e r e d  and a s s i s t i n g  i n  the  classrooms. Ne i the r  teachers 

nor admin i s t ra t i on  i d e n t i f i e d  community pressure as a f a c t o r  i n h i b i t i n g  

renewal. Rather, p a r t i c i p a t i o n  o f  parents was sought and encouraged, as was 
* 

contac t  w i t h  o the r  schools i n  the  area. For example, students from a nearby 

secondary school were observed g i v i n g  a musical concer t  f o r  c h i l d r e n  from 
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School A.  Teachers commented t h a t  o t h e r  v i s i t s  were planned. 

The general o r i e n t a t i o n  o f  t he  s t a f f  toward the  contex t  i n  which the  

school operated was q u i t e  p o s i t i v e .  Admin is t ra to rs  and teachers bo th  

commented suppor t i ve l y  about e f f o r t s  being made by the d i s t r i c t  t o  i n v o l v e  

them i n  making plans f o r  the school.  For example, plans f o r  an a d d i t i o n  t o  

the  school t o  rep lace the  po r tab le  classrooms were being s tud ied  by the  s t a f f .  

Comments and a l t e r n a t i v e  suggestions were be ing  noted. Revisions were taken 

back t o  the  c e n t r a l  o f f i c e  by the  p r i n c i p a l .  Opinions expressed by the  s t a f f  

i n d i c a t e d  t h a t  they valued tak ing  p a r t  i n  t he  decision-making process. Obser- 

va t i ons  conf irmed t h a t  attendance a t  p lanning meetings was c o n s i s t e n t l y  high. 

One h a l f  day per week non - ins t ruc t i ona l  t ime f o r  p lann ing  was organized i n  

con junc t ion  w i t h  community r e c r e a t i o n  s t a f f e d  programs. 

2.  Schools B and C 

Schools B and C a re  loca ted i n  w ide ly  separate p a r t s  o f  a la rge ,  geo- 

g r a p h i c a l l y  spread o u t  d i s t r i c t  which inc ludes  both  suburban and r u r a l  areas. 

Cer ta in  contextual  f a c t o r s  ev ident  a t  the  beginning o f  the  study in f luenced 

both  schools. Other fac tors  r e l a t e d  more d i r e c t l y  t o  the  immediate comnunity 

o f  one o f  t he  schools, o r  t o  the  pro fess iona l  and personal d i s p o s i t i o n  o f  

s t a f f  i n  a school.  I t  i s  important  t o  l ook  f i r s t  a t  t he  contextual  f a c t o r s  

r e l a t e d  t o  school d i s t r i c t  p o l i c i e s  and c o n t r o l s .  

About the  t ime the  study was in t roduced i n  Schools B and C, an issue 

arose i n  t he  d i s t r i c t  r e s u l t i n g  i n  t he  B.C.T.F. speaking o u t  s t r o n g l y  aga ins t  

the board o f  t r us tees .  The board wished t o  designate an e x i s t i n g  neighbour- 

The B.C.T.F. opposed both  the  concept o f  

such a school and the  idea o f  an e x i s t i n g  

1 t e r n a t i v e  school . The B .C.T.F. declared 

hood school ps  a "Values School" .' 
having teachers assigned t o  work i n  

attendance area being named as an a 
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the  school " i n  d ispute" .  The pe r iod  dur ing  which the  schools worked w i t h  the  

se l f -eva luat ion  study, January t o  June, 1976, roughly coinc ides w i t h  the  r i s e  

t o  prominence, increase i n  tensions, and eventual defusing o f  t h e  issue, t h a t  

occurred when the  board changed i t s  plans and decided aga ins t  s e t t i n g  up a 

Values School . Throughout the  du ra t i on  o f  t he  study, ex t raord inary  meetings 

o f  t h e  d i s t r i c t  l o c a l  o f  t he  B.C.T.F. were being he ld  t o  keep teachers 

informed and t o  decide on a response t o  the  proposed board p o l i c y  and ac t i on .  

Another r e l a t e d  issue arose o u t  o f  the  board dec is ion  t o  open a Values 

School. The t rus tees  were at tempt ing t o  remove a clause i n  the  c o l l e c t i v e  

agreement r e f e r r i n g  t o  consu l ta t i on  w i t h  the  pro fess iona l  o rgan iza t i on  p r i o r  

t o  i n s t i t u t i n g  major p o l i c y  changes t h a t  might  a f f e c t  schools and s t a f f s .  The 

p o l i c y  o f  es tab l i sh ing  Values Schools was considered by the  B.C.T.F. t o  be a 

major s h i f t  i n  the  d i r e c t i o n  o f  d i s t r i c t  p o l i ~ y . ~  

The concept o f  p a r t i c i p a t i o n  i n  decision-making, so v i t a l  a p a r t  o f  t h e  

renewal s t ra tegy  under study i n  the  se l f -eva lua t ion  p ro jec t ,  was ra i sed  t o  a 

h igh  l e v e l  o f  awareness among teachers i n  t h i s  d i s t r i c t  by t h e  events r e l a t i n g  

t o  the  Values School issue. Opinions expressed by s t a f f  members i nd i ca ted  

t h a t  both the  B.C.T.F. and d i s t r i c t  pos i t i ons  on p a r t i c i p a t i o n  were he ld  by 

teachers i n  these schools. Some took the  p o s i t i o n  t h a t  they were passive 

r e c i p i e n t s  o f  po l i cy ;  others f e l t  t h a t  as pro fess iona ls  they had a responsi- 

s t a f f  s e l f -  

what ex tent  

1 and d i s t r i c t  

b i l i t y  t o  p a r t i c i p a t e  i n  shaping p o l i c y .  Any discussions o f  the  

eva luat ion  process turned i n e v i t a b l y  t o  the  issues o f  how and t o  

t o  i nvo lve  teachers i n  educational decision-making a t  both schoo 

1 eve1 s . 
I n  both schools there  was a h igh  l e v e l  o f  concern, a t  times border ing on 

apprehension, f o r  community and school board opin ions . This s e n s i t i v i t y  was 
C 

communicated through s t a f f  comments and by the  types o f  items discussed a t  t he  

s t a f f  meetings observed. S t a f f  members i nd i ca ted  t h a t  they feared f o r  school 
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programs i f  board decis ions weakened teachers '  power t o  make i n s t r u c t i o n a l  

dec is ions .  Many s ta f f  members perceived the  m a j o r i t y  of the  comnunity t o  be 

conservat ive, favour ing t r a d i t i o n a l  programs, d i s c i p l i n e ,  and o rde r l i ness .  

These k inds of expectat ions were thought by many t o  be i n  c o n f l i c t  w i t h  some 

pro fess iona l  p r i o r i t i e s  emphasizing change and i nnova t i on  t o  broaden the 

ob jec t i ves  o f  educat ional programs. For example, t he  issue o f  the  e l i m i n a t i o n  

o f  t he  Family L i f e  program and c e r t a i n  r e l a t e d  emphases from t h e  Socia l  

Studies program was i d e n t i f i e d  by some s t a f f  members? A t  t he  same time, i t  

must be noted t h a t  n o t  a l l  d i s t r i c t  res iden ts  were i n  favour  o f  t he  board 's  

ac t ions  regarding Values Schools and the  r e t u r n  t o  the  "Three R's".  Groups 

represent ing  o ther  value o r i e n t a t i o n s  ex i s ted  i n  t he  community. 

School B was a l l o c a t e d  a d d i t i o n a l  s t a f f  i n  t he  f i r s t  p a r t  o f  the  new 

year, 1976. S t a f f  i n t e r p r e t e d  the  add i t i ons  as evidence o f  a d m i n i s t r a t i v e  

support f o r  e f f o r t s  t o  improve the  cu r r i cu lum i n  Physical  Educat ion l i f e  

a c t i v i t i e s  courses. Many o f  these programs invo lved use o f  community 

resources f o r  l e a r n i n g  which took students o f f  campus. I f  students were seen 

outs ide  the  school du r ing  the day, whether o r  n o t  they were on school author- 

i zed  a c t i v i t i e s ,  some people l i v i n g  near the  school would phone the  d i s t r i c t  

o f f i c e  and complain about the  l ack  o f  d i s c i p l i n e  and order  a t  School B. S t a f f  

tended t o  i n t e r p r e t  such community c r i t i c i s m  as i n d i c a t i v e  o f  l a c k  o f  under- 

s tanding f o r  the  k ind  o f  program being o f fe red  by the  school. 

School C was designated by the  d i s t r i c t  as a  community school and pro- 

v ided a  rec rea t i ona l  focus f o r  the  smal l ,  somewhat i s o l a t e d  area i t  served. 

The area has a  m ix tu re  o f  i n d u s t r i a l  and r e s i d e n t i a l  land use. Students come 

from a  wide range o f  socio-economic backgrounds. Much o f  t he  d i s t r i c t  i s  

q u i t e  o l d  and the  school has been opera t ing  f o r  a  l ong  time. S t a f f  comments 
i + 

I L 
i nd i ca ted  t h a t  some f a m i l i e s  a r e  long- t ime res iden ts  o f  t he  area w h i l e  o thers  

are more t r a n s i e n t ,  us ing  the  a v a i l a b l e  housing temporar i l y  w h i l e  w a i t i n g  t o  



move i n t o  some o the r  area. The p r i n c i p a l  repor ted  a  f a i r l y  h igh  student  t u rn -  

over r a t e .  Teachers i d e n t i f i e d  d i f f e r e n t  expectat ions from these two types of 

res idents .  D i s t r i c t  s t a f f i n g  a l l o c a t i o n s  gave t h i s  school a  h a l f - t i m e  

p r i n c i p a l ,  a  f u l l  t ime counsel lor ,  a  recreation-community program leader  and a  

spec ia l  c l ass  teacher i n  a d d i t i o n  t o  the  r e g u l a r  classroom teachers f o r  

k indergar ten  t o  seventh grade. 

Contextual Factors Observed a t  the  Conclusion o f  t h e  Study 

Cer ta in  f a c t o r s  remained a c t i v e  du r ing  the  e n t i r e  course o f  t he  study. 

These were the  bas ic  board p o l i c i e s  i n  bo th  d i s t r i c t s ,  t he  general environment 

o f  t he  community, t he  long-range expectat ions o f  t h e  parents, t he  pro fess iona l  

o r i e n t a t i o n  and p o l i c i e s  o f  the  B.C.T.F. Some changes w i t h i n  each o f  these 

categor ies o f  i n f l uence  a f f e c t e d  each o f  t he  th ree  f i e l d  t r i a l  s i t e s .  

1. School A 

School A received word o f  several important  s t a f f  changes made by the  

d i s t r i c t  o f f i c e .  A new v i c e  p r i n c i p a l  was appointed and new s t a f f  members t o  

rep lace some teachers who were being t r a n s f e r r e d  o r  who were l eav ing  teaching 

were i d e n t i f i e d .  New s t a f f  members were i n v i t e d  t o  a t tend  t h e  l a s t  profes-  

s iona l  day i n  June. 

Construct ion o f  the new a d d i t i o n  t o  the  school was scheduled t o  begin. 

The p r i n c i p a l  was away f requent ly  from the school, a t t end ing  meetings a t  the  

c e n t r a l  o f f i c e  o f  the  d i s t r i c t .  The constant  round o f  meetings was i n t e r -  

p re ted  by the  p r i n c i p a l  as evidence of decent ra l i zed  decision-making being * 
c a r r i e d  too  f a r .  P r i n c i p a l s  were too  o f t e n  invo lved i n  making decis ions about 

areas f o r  which o the r  sen ior  admin i s t ra to rs  had r e s p o n s i b i l i t y ,  thus s lowing 
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down the  whole a d m i n i s t r a t i v e  process and keeping p r i n c i p a l s  away f rom t h e i r  

own schools. Staff  members i nd i ca ted  t h a t  they f e l t  a  l o t  o f  work was needed 

t o  ge t  plans f o r  nex t  school year  ready. 

2. School B 

School B experienced several important  changes i n  contex t .  The issue o f  

t he  Values Schools was a t  l e a s t  temporar i l y  defused by the  board dec i s ion  n o t  

t o  go ahead w i t h  i t s  plans t o  designate a  school as a  Values School a l t e rna -  

t i v e .  Also i n  the  contextual  area o f  school d i s t r i c t  p o l i c i e s  and con t ro l s ,  

was a  dec i s ion  t o  reduce the  number o f  s t a f f  t h a t  would be assigned t o  the  

school f o r  September. Several key members o f  t he  s t a f f  were a f fec ted .  For 

example, L i f e  A c t i v i t i e s  program s t a f f  were cu t .  S t a f f  i n t e r p r e t e d  t h i s  

a c t i o n  as a r b i t r a r y  and a  reversa l  o f  prev ious ac t i ons  i n  t h a t  i t  d i d  n o t  take 

i n t o  account school plans and p r i o r i t i e s .  S t a f f  members who were a c t i v e  i n  

the  teacher 's  assoc ia t i on  prepared a  s t ra tegy  f o r  in fo rming the  l o c a l  paper o f  

the  e f f e c t  s t a f f  cu ts  would have on the schoo l ' s  programs. Members o f  admin- 

i s t r a t i o n  and s t a f f  attempted t o  meet w i t h  people from the  c e n t r a l  o f f i c e  o f  

the  board. Over the  two week pe r iod  du r ing  which the  f i n a l  i n te rv iews  and 

pos t tes ts  f o r  the s e l f - e v a l u a t i o n  were being done, the  i n d i c a t i o n s  o f  s t a f f  

s o l i d a r i t y  appeared t o  increase as the "we", " they"  f e e l i n g  i n t e n s i f i e d .  

Centra l  o f f i c e  personnel concerned w i t h  the s t a f f i n g  issue were charac ter ized 

as e l u s i v e  and unsympathetic. Concerns s i m i l a r  t o  those expressed e a r l i e r  i n  

the year  over board eros ion  o f  teachers '  decision-making power i n  i n s t r u c -  

t i o n a l  mat ters were now d i r e c t e d  toward c e n t r a l  o f f i c e  f i g u r e s .  Meetings o f  

departments a f f e c t e d  by the  cu ts  increased i n  frequency and s t a f f  plans f o r  
* 

p ro fess iona l  development meetings t h a t  had been scheduled f o r  the  end o f  June 

had t o  be changed i n  o rder  t o  deal w i t h  the  program changes made necessary by 



the  s t a f f  cuts.  

3. School C 

School C teachers attended a d i s t r i c t  sponsored pro fess iona l  day program 

on in terpersona l  r e l a t i o n s  and group dynamics. S t a f f  i nd i ca ted  good support 

f o r  t h i s  s o r t  o f  program and f o r  the  concept o f  "Helping Teachers". However, 

d i s t r i c t  p o l i c y  about the  Values Schools and the  controversy w i t h  the  B.C.T.F. 

tended t o  increase many s t a f f  member's fea rs  o f  g e t t i n g  invo lved i n  any 

planned change i n  the  school. Some members o f  the  s t a f f  i n t e r p r e t e d  cont inued 

p a r t i c i p a t i o n  i n  the  se l f -eva lua t ion  a c t i v i t i e s  o f  the  study as dangerous i n  

the d i s t r i c t  c l ima te  as they perceived i t. Admin is t ra t ion  i n  the  school 

became inc reas ing ly  concerned about the  k i  nds o f  i tems on the  Inventory and 

saw i n  them a c r i t i c i s m  o f  t he  p r i n c i p a l  and the  school as i t  was present ly  

operat ing.  To suggest t o  the  s t a f f  t h a t  they should be p a r t i c i p a t i n g  i n  

d ia logue and decision-making as described i n  the  Inventory  items was i n t e r -  

preted as support ive o f  the  B.C.T.F. p o s i t i o n  o f  s t a f f  conni t tees,  and s ince 

the  school d i d  no t  have such a committee, could cause t r o u b l e  i n  the  s t a f f .  

Some s t a f f  comnent i nd i ca ted  s e n s i t i v i t y  t o  sen ior  admin i s t ra t i on  a t  the  

cen t ra l  o f f i c e .  For example, concern was expressed about the  p o s s i b i l i t y  o f  

teachers'  opinions as recorded on the  Inventory g e t t i n g  back t o  c e n t r a l  

o f f i c e ,  o r  even being i d e n t i f i e d  by t h e i r  own p r i n c i p a l .  They d i d  n o t  want t o  

d i r e c t  any d i s t r i c t  a t t e n t i o n  t o  the  school o r  s t a f f  and i t s  operat ion.  "We", 

" they" f e e l i n g  expressed by the  s t a f f  d i v ided  teachers from admin is t ra t ion ,  

and included, f o r  the  most pa r t ,  p r i n c i p a l  w i t h  cen t ra l  o f f i c e  personnel and 

the  board i n  the  one group as "they". 
@ 

The s t a f f  decided not  t o  complete the  Inventory  pos t tes t .  It was 

reported by some s t a f f  members interv iewed t h a t  many people f e l t  uncomfortable 



. . 
: about tak ing  p a r t  i n  a se l f -eva lua t ion  process because the  admin i s t ra t i on  

might  i d e n t i f y  i n d i v i d u a l  ' s  ra t i ngs .  The c l  imate was seen as being too  

s e n s i t i v e  a t  t h a t  t ime f o r  t h e  process t o  operate comfortably. However, 

observat ions and in terv iews about the  instrument and the  process were encour- 
1 

aged, and s t a f f  members p a r t i c i p a t e d  i n  these aspects o f  t he  study. 

The S t a f f s  P a r t i c i p a t i n g  i n  the  Study 

A face page was attached t o  each copy o f  the  School Prac t ices  Inventory  

used i n  the  case schools. The purpose o f  t h i s  p a r t  o f  t he  inst rument  was t o  

s ta f fs .  

A1 1 

h ighest  

A l l  f i v e  

ob ta in  a d d i t i o n a l  contextual  and b iograph ica l  data about the  case school 

respondents were asked t o  provide data i n  f i v e  areas: age, sex, 

l e v e l  of education, years o f  teaching experience, years a t  the  school. 

f a c t o r s  have been s tud ied as var iab les  which may in f l uence  a school 

s t a f f ' s  responsiveness t o  change. ( E l  1 i o t t ,  1967; L o r t i e ,  1966). P r i n c i p a l s  

were asked t o  s t a t e  t h e i r  years o f  admin i s t ra t i ve  experience. This f a c t o r  had 

been found by E l l i o t t  (1967) t o  a f f e c t  r e c e p t i v i t y  t o  change. I t would have 

added important  data t o  the  contex t  desc r ip t i on .  However, n o t  a l l  s t a f f  

members completed the  face page quest ions. The i n c l u s i o n  o f  such a sheet 

viewed by some s t a f f  members as unnecessary and by others as a contravent  

5 o f  t he  B.C.T.F. p o l i c y .  The format proved t o  be somewhat mis leading as 

was 

i o n  

t h e  

"For P r i n c i p a l s  Only" sec t i on  heading mistakenly appeared above both  quest ions 

f i v e  and s i x .  Th is  may have caused some teachers t o  leave o u t  quest ion f i v e .  

No ana lys is  was done on quest ions f i v e  and s i x .  

The data from the  th ree schools from the  p r e t e s t  was analyzed us ing 

Testa t  pogr;m and i s  presented below i n  the  form o f  several tab les .  
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1. Age 

The responses t o  the  f i r s t  quest ion on the  b iograph ica l  in fo rmat ion  page 

have been gathered and are  presented i n  Table 4 below. 
i 

TABLE 4 

PERCENTAGE BREAKDOWN OF AGE 

- -- 

School n Under 25 26-35 36-45 46-55 56-65 Miss ing Data 

* Ind ica tes  the  category i n  which the  mean age i s  located. 

The in format ion  der ived from Table 4 i nd i ca tes  the  s t a f f  i n  School A was 

somewhat younger, on the  average, than t h a t  o f  School B, and School C had 

teachers i n  a l l  age groups'wi th the  average age f a l l i n g  i n  a category h igher  

than i n  School A o r  School B .  

2. Propor t ion  o f  Males and Females on Each S t a f f  

The second i t em on the  b iograph ica l  i n fo rma t ion  sheet gathered data on 

the  propor t ions  o f  men and women on each school s t a f f .  The r e s u l t s  from t h i s  

quest ion a r e  shown i n  Table 5 below. 



TABLE 5 

PROPORTION OF MALES AND FEMALES 

PERCENTAGE BREAKDOWN FOR EACH SCHOOL 

School n Ma1 e Femal e Miss ing Data 

Table 5 shows t h a t  the  h ighest  p ropor t i on  o f  males were on t h e  s t a f f  o f  

the  secondary school, School A had the  lowest p ropor t i on  o f  males t o  females, 

and School C was f a i r l y  equa l ly  d iv ided.  

3. Highest Level o f  Education 

The t h i r d  quest ion on the  b iograph ica l  sheet r e l a t e d  t o  the  s t a f f ' s  l e v e l  

o f  education, i .e. i n  terms o f  formal professional  t r a i n i n g .  The r e s u l t s  o f  

t h i s  quest ion a re  d isplayed i n  Table 6 .  

TABLE 6 

PERCENTAGE BREAKDOWN OF LEVELS OF EDUCATION 

School n F i r s t  year 1-5 6-10 11-15 16-20 21-25 26 o r  Miss ing 
More Data 
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Table 6 shows t h a t  about one t h i r d  o f  t he  s t a f f  a t  School A were i n  t h e i r  

f i r s t  year  o f  teaching, and another t h i r d  i n  t h e i r  f i r s t  f i v e  years o f  teach- 

ing .  School B had a s t a f f  w i t h  more experience, and School C had the  greates t  

percentage o f  s t a f f  w i t h  more than ten  years o f  experience. 
i 

Conclusion 

The I.D.E.A. s tudies found l i t t l e  o r  no r e l a t i o n s h i p  between teacher 

c h a r a c t e r i s t i c s  such as chronological  age, years o f  teaching experience, years 

o f  teaching experience i n  t h e i r  present school, and the  q u a l i t y  o f  D.D.A.E. i n  

the  League schools. However, there  were subs tan t ia l  assoc ia t ions  between 

these teacher c h a r a c t e r i s t i c s  and D.D.A.E. i n  the  comparison, non-League 

schools. (Bentzen, 1974) 

It i s  i n t e r e s t i n g  t o  hypothesize on the  degree o f  assoc ia t i on  between 

s t a f f  c h a r a c t e r i s t i c s  and D.D.A.E. pa t te rns  observed i n  case schools. D i f f e r -  

ences among the  s t a f f s  were noted i n  p a r t i c u l a r  i n  the  areas o f  " l e v e l  o f  

education" and "age". Such d i f f e rences  combined w i t h  o the r  aspects o f  contex t  

observed such as d i s t r i c t  and community c l  imate, and qua1 i ty o f  profession-  

a l i sm may have a f fec ted  the  q u a l i t y  o f  D.D.A.E. processes which operated so 

d i f f e r e n t l y  i n  each case school. Evaluat ing the  contex t  and no t ing  such 

d i f f e rences  i n  r e c e p t i v i t y  t o  change can provide the  planner e i t h e r  w i t h i n  

the  school s t a f f  o r  working i n  an advisory capac i ty  w i t h  in format ion  essent ia l  

i 
t o  s e l e c t i n g  and modi fy ing change s t ra teg ies .  

Research Quest ions 

Quest ion One 



How d i d  the  th ree schools compare a t  t he  beginning o f  t he  study? 

Discussion 

/ 
It w i l l  be r e c a l l e d  from an e a r l i e r  d iscussion o f  t he  Se lec t i on  o f  School 

~ i t e s , ~  t h a t  i t  was considered des i rab le  i n  a study exp lo r ing  the  use o f  a 

s ta f f -eva lua t ion  process, t o  s e l e c t  schools which represented types o f  schools 

l i k e l y  t o  be encountered i n  a l a rge  school d i s t r i c t .  Such aspects as s i z e  o f  

the school, type o f  community, l e v e l s  o f  program served i .e .  elementary o r  

secondary, vary ing  amounts o f  teacher experience and lengths o f  tenure i n  

schools, d i f f e r e n t  types of leadership, and school c l ima te  were considered. 

The d i f ferences among the  th ree schools eventua l ly  selected f o r  t he  study 

can be determined from examining both the  o b j e c t i v e  data and the  ethnographic 

data. In format ion  der ived from such methods as the  observations, and the  

s t ruc tu red  and unstructured in terv iews done i n  each school added considerable 

i n s i g h t  i n t o  the  character  o f  each school. 

Ob jec t ive  Data 

Mean scores on a l l  subscales f o r  the p r e t e s t  o f  the  School Pract ices 

Inventory  were obtained f o r  a l l  schools. The matched sample o f  cases f rom 

School A and from School B were used, and a l l  the  cases from School C.  An 

ana lys is  o f  variance (ANOVA) among these scores was run.  The r e s u l t s  o f  t h i s  

ana lys is  may be seen i n  Table 7 below. 



TABLE 7 

MEAN SCORES ON SUBSCALES FOR PRETEST (MATCHED SAMPLE) 

Scal e N o f  School A School B School C F-Value , 
I tems N = 19 N = 18 N = 13 

- -- - 

Dialogue 9 4.30 3.46 3.53 1 1 . 70** 

Decis ion 9 4.72 3.69 4.29 22.37* 

Act ion  9 5.03 3.29 4.37 49.02** 

Meetings 9 5.58 4.06 3.97 5.10* 

P r i n c i p a l  17 5.24 4 .OO 4.37 30.18** 

Teachers 15 4.20 3.44 3.70 18.36** 

* S t a t i s t i c a l l y  s i g n i f i c a n t  a t  the  .O1 l e v e l .  

** S t a t i s t i c a l l y  s i g n i f i c a n t  a t  t h e  .001 l e v e l .  

A s t a t i s t i c a l l y  s i g n i f i c a n t  d i f f e r e n c e  among the  th ree  schools was 

obtained on a l l  subscales. 

School A scored cons is ten t l y  h igher (more p o s i t i v e  c l imate)  on a l l  sub- 

scales. I n  some cases, i t  was as h igh  as one r a t i n g  category above one of t he  

o ther  two schools. For example, i t  may be observed t h a t  on t h e  Ac t ion  scale, 

School A ra ted  "Usual ly" whereas School B r a t e d  "Sometimes" and on the  

Meetings scale, School A ra ted  "Usual ly"  w h i l e  School C ra ted  "Sometimes". 

The sca le  means f o r  School A i n  Act ion, Meetings, and P r i n c i p a l  a re  ra ted  i n  

the  category "Frequently";  t he  o ther  th ree scale means f o r  Dialogue, Decision, 

and Teachers a re  r a t e d  "Usual ly" .  

For School B, means f o r  f o u r  scales, Dialogue, Decision, Act ion, and 

Teachers are  r a t e d  i n  the  category "Sometimes" and the  P r i n c i p a l  and Meetings 

scales a re  r a t e d  as "Usual ly" .  These d i f f e rences  suggest t h a t  t he  s t a f f  

perceived t h e  school c l ima te  i n  a l ess  p o s i t i v e  way than i n  School A .  I n  



125 

items r e l a t e d  t o  the  conduct of t h e i r  s t a f f  meetings, and the  r o l e  character-  

i s t i c s  of t h e  p r i n c i p a l ,  r a t i n g s  were st ronger.  

I n  School C, scale means f o r  Dialogue, Meetings, and Teachers were i n  the  

category "Sometimes" on the  p r e t e s t .  Means f o r  scales Act ion, Principa1,and 
i 

Decis ion were i n  the  category "Frequent ly" .  I n  on ly  one scale, Act ion, was 

there  one category d i f f e r e n c e  between the  means o f  School B and School C, 

where School B was very low. This was the  lowest  p r e t e s t  mean o f  any scale i n  

any school. 

Sub jec t ive  Data 

Notes from the observat ions i n  each o f  the  th ree case school s i t e s  

inc luded several types o f  d i f f e rences  i n  the  s t a f f  i n t e r a c t i o n  pat te rns  t h a t  

ex i s ted  a t  t h e  beginning o f  the  study. These observat ions were gathered about 

7 two OTUs which provided i n d i c a t o r s  o f  t he  qua1 i ty o f  D. D.A.E. dimensions 

measured on t h e  Inventory  scales. 

I n i t i a l  in te rv iews w i t h  the  admin i s t ra to r (s )  i n  each school were used t o  

gather i n d i c a t o r s  o f  t he  i n i t i a l  p r i n c i p a l  s t y l e  and r o l e  as w e l l  as some 

i n d i c a t i o n  o f  t he  decision-making pat te rns  operat ing i n  the  school. 

I n i t i a l  s t a f f  meetings he ld  w i t h  the  schools where proposals f o r  t he  

se l f -eva lua t ion  study were presented and discussed were used t o  gather i nd i ca -  

t o r s  of i n i t i a l  pa t te rns  o f  Dialogue, Meet ingsand Decision. 

1. I n i t i a l  In terv iews 

The f i r s t  i n te rv iew  i n  School A was w i t h  the  p r i n c i p a l  and a teacher who * 
was a c t i n g  v i c e  p r i n c i p a l  wh i l e  the  incumbent was away from school w i t h  a 

lengthy i l l n e s s .  Several o f  t he  observat ions noted a t  t h a t  meeting i n d i c a t e  
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t he  p a t t e r n  of decision-making and some o f  the  r o l e  c h a r a c t e r i s t i c s  o f  the  

p r i n c i p a l  and, i n  t h i s  instance, teachers i n  the  school. For example, con- 

cern ing  t h e  ex tent  t o  which the  s t a f f  p a r t i c i p a t e d  i n  the  decision-making 

process, t h e  f o l l o w i n g  i n d i c a t o r s  were noted: 

a) a teacher as we l l  as the  p r i n c i p a l  attended the  f i r s t  

meeting w i t h  the  researcher; 

b )  t h e  study proposal, sent  o u t  by the  d i s t r i c t  o f f i c e  t o  

the  p r i n c i p a l ,  had been viewed and discussed by the  whole 

s t a f f  a t  a meeting where i t  was agreed t h a t  t o  do the  

se l f -eva lua t ion  process would f i t  i n  we l l  w i t h  another 

8 s t a f f  development a c t i v i t y  which was being considered ; 

c )  both  the  s t a f f  members present a t  the meeting were aware 

o f  t he  I.D.E.A. study, o f  Goodlad's work, and p a r t i c i p a t e d  

i n  d iscussing t h i s  research and i t s  r e l a t i o n  t o  o ther  

recent  pub l i ca t i ons  on the  study o f  change i n  schools. 

This l a s t  i n d i c a t o r  a l so  r e l a t e s  t o  the  r o l e  c h a r a c t e r i s t i c s  o f  t he  p r i n c i p a l  

and teachers, i . e .  i t  ind i ca tes  some reading o f  p ro fess iona l  l i t e r a t u r e ,  and 

shar ing among s t a f f  members o f  t he  in format ion  der ived from t h i s  a c t i v i t y .  

Other i n d i c a t o r s  o f  the p r i n c i p a l  and teacher r o l e  were: 

quest ions asked about the  Inventory were knowledgeable and 

concerned more w i t h  a p p l i c a t i o n  o f  t he  r e s u l t s  and poss ib le  

ways i n  which the s t a f f  might a s s i s t ;  

p r i n c i p a l ' s  concern f o r  the  amount o f  s t a f f  t ime t h a t  would 

be requ i red  dur ing  the  study; 

i n t e r e s t  o f  teachers i n  an eva luat ion  process f o r  t he  s t a f f ;  

es tab l i sh ing  date and t ime f o r  the  f i r s t  a p p l i c a t i o n  o f  the  
* 

Inventory a t  t h i s  meeting; and 

meeting c l ima te  was open, b u t  business1 i ke, b r i e f  and t o  the  
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p o i n t  . 
These i n d i c a t o r s  suggest the  p r i n c i p a l  I s  r o l e  was charac ter ized by a h igh  

degree o f  comnunication and i n t e r a c t i o n  w i t h  the  s t a f f ,  t he  teachers were 

p a r t i c i p a t i n g  t o  a l a rge  degree i n  the  decision-making processes o f  the  
i 

school, and t h a t  t he  procedures by which such processes occurred, i .e .  

meetings, methods f o r  handl ing requests, and pat te rns  f o r  coping w i t h  ex t ra-  

o rd inary  events, were we l l  establ ished,  b u t  f l e x i b l e .  The p r i n c i p a l  was a 

leader, b u t  appeared t o  encourage s t a f f  p a r t i c i p a t i o n .  

The i n i t i a l  contac t  i n  School B was w i t h  the  p r i n c i p a l ,  who had j u s t  come 

i n  from teaching a c lass .  Of t h e  observat ions noted a t  t h i s  meeting, t he  

f o l l o w i n g  i n d i c a t o r s  o f  pa t te rns  o f  decision-making and o f  p r i n c i p a l  r o l e  may 

be c i t e d :  

t he  p r i n c i p a l ' s  r o l e  i n  t h i s  school inc luded teaching as 

w e l l  as admin is t ra t ion ;  

t h e  p r i n c i p a l  communicated e f f e c t i v e l y  w i t h  students and 

teachers who f requen t l y  dropped by t o  ask a quest ion o r  

t o  see him dur ing  the  course o f  t he  meeting; 

quest ions posed about the  se l f -eva lua t ion  i nd i ca ted  t h a t  

t he  proposal sent o u t  i n  the mai l  had been read, and 

cons idera t ion  g iven t o  the  quest ion o f  how i t  would f i t  

i n  w i t h  school goals; 

p lanning f o r  the next  year  was a l ready i n  progress and 

the  b e n e f i t  o f  the  se l f -eva lua t ion  i n  prepar ing f o r  an 

a c c r e d i t a t i o n  r e p o r t  was noted by the  p r i n c i p a l ;  

a  da te  f o r  t he  s t a f f  meeting a t  which the  se l f -eva lua t ion  

study proposal could be recommended t o  the  s t a f f  could 
f 

n o t  be s e t  w i thou t  f i r s t  consu l t i ng  the  s t a f f  committee; 

t h e  p r i n c i p a l  would no t  decide t o  use t h e  se l f -eva lua t ion  



wi thou t  f i r s t  d iscussing i t  w i t h  the  s t a f f ;  

t h e  p r i n c i p a l  was aware of t h e  usefulness and p o t e n t i a l  

b e n e f i t  t o  the  s t a f f  t h a t  might  r e s u l t  f rom an examination 

o f  i t s  procedures ; 

a  comment was made on t h e  need f o r  constant ly  improving 

communication among teachers and between teachers and 

admin is t ra t ion .  

These i n d i c a t o r s  suggest t h a t  t h i s  p r i n c i p a l ' s  r o l e  was character ized by 

considerable involvement i n  the  on-going i n s t r u c t i o n a l  decision-making. He 

i n s t r u c t e d  students, attempted t o  main ta in  contac t  w i t h  both  students and 

teachers, i n te rac ted  w i t h  the s t a f f  comnittee, and i n i t i a t e d  long-range 

p lanning and moni to r ing  o f  plans f o r  t he  schoo l 's  program. The decis ion-  

making pat te rns  and pat te rns  of communication i n  the  school were complex, i n  

p a r t  due t o  the  s i z e  o f  t he  s t a f f ,  t he  number o f  departments, and the  var ious 

l e v e l s  i n  the  organ iza t ion .  Procedures f o r  a r r i v i n g  a t  a decis ion,  o r  f o r  

t ak ing  an a c t i o n  were no t  so we l l  de f ined nor as e f f i c i e n t  as i n  School A. 

The processes o f  consu l ta t i on  and p a r t i c i p a t i o n  were more t ime consuming. The 

s t a f f  committee was important  i n  the dec is ion /ac t ion  p a t t e r n  o f  School 0 .  

I n i t i a l  contact  a t  School C wa-s w i t h  the  p r i n c i p a l ,  who had had no t ime 

t o  read over the  se l f -eva lua t ion  study proposal sent o u t  t o  him by h i s  

d i s t r i c t  o f f i c e .  From the observat ions noted a t  t h i s  long, two hour i n i t i a l  

session, t h e  f o l l o w i n g  i n d i c a t o r s  of aspects o f  the  D.D.A.E. process such as 

q u a l i t y  o f  decision-making and i n i t i a l  p r i n c i p a l  r o l e  c h a r a c t e r i s t i c s  can be 

c i t e d .  F i r s t ,  regarding p r i n c i p a l  r o l e :  

a)  t he  p r i n c i p a l  had n o t  f a m i l i a r i z e d  h imse l f  w i t h  the  

proposal f o r  t he  study and asked the  researcher f o r  a  * 
thorough d e s c r i p t i o n  o f  the  instrument, t h e  process, 

the  involvement requ i red  o f  s t a f f ,  etc.;  



b)  Inventory  i tems were examined one by one, the  p r i n c i p a l  

comnented t h a t  the  p r i n c i p a l  ' s  r o l e  appeared t o  be 

s ing led  out,  t h a t  the  items were c r i t i c a l  o f  t he  school 

as i t  was, t h a t  the  instrument was biased toward the  

concept o f  p a r t i c i p a t i o n  by s t a f f s  i n  decision-making, 

t h a t  i t  was aimed a t  support ing the  n o t i o n  o f  s t a f f  

committees,and t h a t  the  quest ions should be d i r e c t e d  

more toward the  s t a f f  as a group, n o t  examining any one 

r o l e  l i k e  the  p r i n c i p a l ' s  r o l e  i n  i s o l a t i o n ;  

c)  t he  cu r ren t  s i t u a t i o n  i n  the  d i s t r i c t  r e l a t i n g  t o  the  

d ispute  between the  B.C.T.F. and the  board over the  

Values School i ssue was r e f e r r e d  t o  i n  d iscussing 

several i tems on the  Inventory  t h a t  the  p r i n c i p a l  

considered "sens i t i ve " ;  

d)  t he  h i s t o r y  o f  the  school ' s  s t a f f  committee 

te rminat ion  was recounted; 

e) t he  d i s t r i c t ' s  teachers were described as m 

i t s  admin is t ra tors  character ized as fac ing  

and i t s  

il i t a n t  and 

a dilemma: 

how t o  inc lude teachers i n  the  decision-making process 

w i thou t  s a c r i f i c i n g  e f f i c i e n c y ,  wh i l e  recogniz ing t h e  

r i g h t  o f  a l l  t o  be included, w i thou t  being dominated 

by one o r  two s t rong voices on s t a f f :  

f )  t h e  concern was expressed t h a t  some teachers would n o t  

want t o  comment on Inventory  items r e f e r r i n g  t o  the  

p r i n c i p a l  f o r  f e a r  o f  h u r t i n g  him; 

g) dur ing  recess, wh i l e  having co f fee  w i t h  the  s t a f f ,  t he  
* 

p r i n c i p a l  in t roduced the  researcher t o  the  teachers as 

a "person from the  u n i v e r s i t y  who was there  about s t a f f  



evaluat ion"  ; 

h)  t h e  p r i n c i p a l  and s t a f f  t a l ked  i n f o r m a l l y  and e a s i l y  i n  

t h e  staffroom; 

i )  du r ing  the  p re l im ina ry  meeting, the  p r i n c i p a l  took several 
i 

phone c a l l s  from parents, saw a student, and a l s o  d e a l t  

w i t h  some quest ions from the secretary.  

Regarding the  pat te rns  o f  decision-making opera t ing  i n  the  school, t he  f o l l o w -  

i n g  i n d i c a t o r s  were noted: 

a) t h e  s t a f f  had no t  y e t  been shown the  p r i n t e d  proposal and 

the  o u t l i n e  o f  the  study t h a t  had been sent t o  the  p r i n c i p a l  

by the  d i s t r i c t  o f f i c e ;  

b )  t he  p r i n c i p a l ' s  explanat ion t h a t  he would no t  recomnend 

the  study t o  the  s t a f f  f o r  fear o f  i n f l u e n c i n g  t h e i r  

decision, as they were sure t o  agree i f  he advocated i t ;  

c )  t h e  r e i t e r a t i o n  o f  t he  statement several times t h a t  

"we decide eve ry th i  ng together  here" ; 

d) t h e  p r i n c i p a l  's  percept ion t h a t  some people on s t a f f  

p re fe r red  the  p r i n c i p a l  t e l l i n g  them what t o  do; 

e) t he  p r i n c i p a l ' s  d e s c r i p t i o n  of when there  had t o  be a 

decis ion,  how a few key people were contacted by going 

"around t o  the  rooms" before  admin i s t ra t i on  decided 

and brought the dec is ion  t o  a s t a f f  meeting f o r  comment; 

f )  t he  p r i n c i p a l  ' s  statement t h a t  a1 though the  s t a f f  d i d  

no t  1 i ke meetings, they would have one t o  hear the  

research proposal, t o  ask quest ions, and t o  vote on the  

mat ter  o f  p a r t i c i p a t i o n  i n  the  se l f -eva luat ion ;  * 

g) The p r i n c i p a l  ' s  comment t h a t  he c a l l  ed s t a f f  meetings on 

an i r r e g u l a r  basis,  and drew up the  agendas f o r  them. 



These ind icators  suggested t h a t  the p r i nc i pa l  was aware o f  opposing views 

among s t a f f  members about the degree t o  which teachers should be involved i n  

decision-making. He seemed aware t ha t  doing the Inventory might b r i ng  the 

issue o f  the s t a f f  committee t o  the surface once more. He was sens i t i ve  t o  
/ 

the problem o f  d i s t r i c t  context in f luenc ing s t a f f  morale. This p r i nc i pa l  

assumed most o f  the leadership and respons ib i l i t y  f o r  decision-making wh i le  

consul t ing some key people on s t a f f  and communicating decisions t o  others by 

means o f  informal s t a f f  meetings o r  conversations i n  the s t a f f  room, the h a l l s  

o r  the classrooms. The decision-making pat terns f o r  whole-school planning 

were centered i n  the administrat ion.  Teachers were c h i e f l y  concerned w i t h  

day-to-day i ns t r uc t i ona l  decisions r e l a t i n g  t o  t h e i r  own classes. Few formal 

s t a f f  meetings were cal led,  and the procedures f o r  making a whole-staf f  

decis ion on an issue were not  wel l  defined. The p r i nc i pa l  took a cent ra l  r o l e  

i n  arranging communication w i t h  the community and the d i s t r i c t ,  and i n  arrang- 

ing  f o r  and d i s t r i b u t i n g  resource informat ion and contacts. Despite h i s  

cent ra l  ro le ,  the p r inc ipa l  was very sens i t i ve  t o  any question o r  discussion 

t ha t  even h in ted a t  r o l e  r ede f i n i t i on ,  and appeared unw i l l i ng  t o  pa r t i c i pa te  

i n  the se l f -eva luat ion p ro jec t  unless the Inventory could be rewr i t t en  t o  

leave out  any mention o f  the p r i n c i p a l ' s  r o l e .  9 

2.  Prel iminary S t a f f  Meeing(s) 

The prel iminary s t a f f  meeting w i th  School A personnel was held i n  the 

l i b r a r y  centre o f  the open area. O f  the observations noted a t  t ha t  time, the 

fo l low ing  have been selected as i nd i ca t i ve  o f  pat terns o f  Dialogue, Meetings, 

and Decision ex i s t i ng  i n  the school a t  the beginning o f  the study: 
* 

a) the p r inc ipa l  acted as chairperson; 

b) the p r inc ipa l  gave a resum; o f  the p ro j ec t  proposal, asked 



t he  researcher t o  expand on it, and i n v i t e d  the  s ta f f  

t o  discuss the  proposal ; 

about h a l f  t he  s t a f f  members a t  t he  meeting asked quest ions 

t o  c l a r i f y ,  spec i f y  times, procedures o r  i n t e n t i o n  o f  some 

aspect o f  t he  study procedure; 

no debate on whether o r  no t  t o  p a r t i c i p a t e  took place; 

formal r u l e s  o f  o rder  were no t  fol lowed; d iscussion 

f lowed e a s i l y  and members o f  t he  group 1 is tened w e l l  t o  

one another, minutes were kept; 

the  Inventory p r e t e s t  took about twenty minutes t o  

complete; 

t h e  p r i n c i p a l  reminded the  group t h a t  a contac t  person 

would be needed t o  work w i t h  the  study f o r  t he  remainder 

o f  t he  term; 

the  teachers asked quest ions about t ime and type o f  

involvement requ i red  o f  contac t  persons; 

two teachers sa id  they would l i k e  t o  be school contacts; 

the  p r i n c i p a l  i nd i ca ted  he would keep i n  touch w i t h  t h e  

p r o j e c t  b u t  t h a t  the  contact  people would look  a f t e r  

most o f  comnunication from then on; 

about one t h i r d  o f  t he  teachers came over t o  t a l k  about 

the  Inventory,  discuss one o r  two items, i n v i t e  the  

researcher t o  v i s i t  t h e i r  areas o f  t he  school, o r  t o  

c r i t i c i z e  the  wording o f  a p a r t i c u l a r  item, o f f e r i n g  

t h e i r  eva luat ion  o f  the  instrument; 

a g rea t  deal o f  i n t e r a c t i o n  occurred among s t a f f  members 
* 

as the  group disbanded w i t h  people making soc ia l  and 

pro fess iona l  arrangements f o r  t he  t ime remaining on t h a t  



planning afternoon. 10 

Such i n d i c a t o r s  suggest t h a t  t he  degree o f  teacher p a r t i c i p a t i o n  i n  

d ia logue was h igh  and t h a t  s t a f f  members were accustomed t o  tak ing  p a r t  i n  

decision-making. Meetings were purposeful,  b u t  somewhat in formal ,  w i t h  many 
1 

people a c t i v e l y  c o n t r i b u t i n g  ideas. I n t e r e s t  i n  s t a f f  development a c t i v i t i e s  

was h igh  and t ime was a v a i l a b l e  f o r  the  s t a f f  t o  engage i n  whole-school and 

team planning. S t a f f  members o the r  than the  p r i n c i p a l  took r e s p o n s i b i l i t y  f o r  

c e r t a i n  types o f  ac t ions ,  and procedures f o r  dec id ing  on s t a f f  a c t i o n  were 

we1 1 es tab l  ished, understood by a1 1, and s u f f i c i e n t l y  f l e x i b l e  t o  handle 

unusual requests. 

The p re l im ina ry  s t a f f  meeting w i t h  School B was he ld  i n  a l a r g e  c lass-  

room, a f t e r  school. O f  the  observat ions noted a t  t h a t  meeting, t he  f o l l o w i n g  

i n d i c a t e  e x i s t i n g  pat te rns  o f  Dialogue, Meetings, and Decis ion opera t ing  i n  

the  school a t  the  s t a r t  o f  t he  study: 

n o t  a l l  s t a f f  members were present  a t  t h e  s t a r t  o f  t he  

meeting b u t  most came i n  as school a c t i v i t i e s  f i n i shed ;  

the  p r i n c i p a l  acted as chairman and leader f o r  on l y  those 

items on the  agenda about which he had informat ion;  

t he  v i c e - p r i n c i p a l  acted as chairperson f o r  a l l  others, 

and notes on the  meeting were kept; 

formal r u l e s  o f  order  were no t  used, b u t  formal votes 

were taken on decis ions r e l a t i n g  t o  issues t h a t  requ i red  

ac t ion ;  

t he  teachers who had voted aga ins t  an i tem banning smoking 

i n  the  lounge a t  noon c r i e d  ou t  f o r  a re-vo te  when more 

"smokers" a r r i v e d  l a t e  f o r  t he  s t a f f  meeting, a f t e r  t he  
* 

f i r s t  vote had been l o s t ;  

there  was a misunderstanding about whether o r  n o t  the  



dec is ion  had been made t o  go i n t o  the  se l f -eva lua t ion  

p r o j e c t  and the  p r i n c i p a l  asked t h e  researcher t o  g i v e  

a b r i e f  overview o f  t he  proposed study, the  type o f  

involvement required, and the  t ime i t  would take; 

g)  t he  p r i n c i p a l  asked whether the  s t a f f  wanted t o  vote on 

going i n  on the  p r o j e c t  b u t  a f t e r  a general d iscuss ion i t  

was concluded t h a t  the dec is ion  had r e a l l y  been made i n  

the  s t a f f  committee meeting and t h a t  they were i n  favour 

o f  it; 

h) a suggestion was made and agreed upon t h a t  t he  f i r s t  use 

o f  the  Inventory should be a t  the  cu r ren t  meeting, as the  

next  few s t a f f  meetings were a l ready a l l o c a t e d  t o  the  

d iscussion o f  o ther  lengthy items and issues; 

i ) du r ing  the  admin i s t ra t i on  o f  t he  Inventory  instrument, 

good-natured banter ing  occurred among s t a f f  members, e.g. 

on the  i tem about "Decisions are  c a r r i e d  o u t  w i t h  enthusiasm 

and good w i  11 " ( I tem #46),  and several j i b e s  were d i r e c t e d  

a t  t he  "smokers" who had j u s t  l o s t  t h a t  vote; 

j )  several s t a f f  members a r r i v e d  a f t e r  t he  s t a r t  o f  t he  

eva luat ion  and a f t e r  a quick explanat ion o f  what was i n  

progress j o i n t e d  i n  the  Inventory  a c t i v i t y ;  

k )  a number o f  people had t o  leave ea r l y ,  and took the  

Inventory  w i t h  them t o  complete l a t e r ;  

1) a f t e r  t h e  Inventor ies  had been co l lec ted,  the  p r i n c i p a l  

asked i f  any s t a f f  member was i n t e r e s t e d  i n  a c t i n g  as 

contac t  person; 
* 

m) s t a f f  members asked what the  r o l e  would e n t a i l ,  and, a f t e r  

an explanation, a volunteer  was accepted; 



n) d iscussion of many o the r  agenda items fo l lowed w i t h  t h e  

number o f  members i n  the  group i n  attendance a t  t he  

meeting growing smal ler  and smal ler  as more teachers had 

t o  leave; 

o) an arrangement was made w i t h  the  researcher t h a t  a f t e r  

t he  s t a f f  committee had looked a t  the  next  few meeting 

agendas, they would ge t  i n  touch about schedul ing a 

feedback meeting; 

p) several s t a f f  members came up a t  the  end o f  the  meeting 

t o  c r i t i c i z e  some items on the  instrument, t o  c l a r i f y  

some wording o r  t o  i n d i c a t e  i n t e r e s t  i n  the  process; 

q)  arrangements were made f o r  the  researcher t o  come back 

t o  the  school, v i s i t  t he  s ta f f room o r  classrooms and t a l k  

w i t h  teachers whenever there  was an oppor tun i ty .  

Such i n d i c a t o r s  suggest t h a t  t he  degree o f  teacher p a r t i c i p a t i o n  i n  

d ia logue and dec is ion  processes i n  t h i s  school was high. The s t a f f  comnit tee 

was responsib le f o r  leading a l a r g e  p o r t i o n  o f  t he  D.D.A.E. process, w h i l e  

leadership f o r  var ious aspects o f  the  schoo l 's  program was delegated t o  a 

v a r i e t y  o f  departments o r  i n d i v i d u a l s .  S t a f f  i n t e r a c t i o n  was open and meet- 

ings were character ized by con t r i bu t i ons  from a h igh  p ropor t i on  o f  the  

teachers present.  School and student  a c t i v i t i e s  had h igh  p r i o r i t y ,  t ak ing  

precedence over prompt o r  continuous attendance a t  s t a f f  meetings; comnunica- 

t i o n  o f  decis ions taken was no t  always e f f i c i e n t .  The s t a f f  was h i g h l y  

committed t~ and invo lved i n  opera t ion  o f  t he  new schoo l 's  program and had 

less  t ime and energy t o  devote t o  s t a f f  development a c t i v i t i e s .  Planning t ime 

a v a i l a b l e  was used f o r  development o f  new programs and a c t i v i t i e s  and f o r  
L 

so lv ing  emergent problems. The p r i n c i p a l  was concerned w i t h  long-range plan- 

n ing  and the  community-school re la t i ons1 '  and appeared i n  c lose  contac t  w i t h  



students and teachers through involvement i n  teaching i n  the  program. 

The p re l im ina ry  s ta f f  meeting a t  School C took p lace a f t e r  regu la r  school 

hours i n  the  small s ta f f  room where the  whole group crowded around tab les .  

From the  observat ions recorded a t  t h i s  meeting, the f o l l o w i n g  items prov ide 
i' 

i n d i c a t o r s  o f  t he  q u a l i t y  o f  Dialogue, Meetings, and Decis ion pat te rns  operat- 

i n g  i n  the  school a t  the  beginning o f  t he  study: 

a) t he  p r i n c i p a l  acted as chairperson; 

b) the meeting d i d  no t  s t a r t  u n t i l  a l l  s t a f f  members were 

assembled; 

c )  the  p r i n c i p a l  went ou t  twice t o  c a l l  over the  P.A.  

system f o r  a l l  s t a f f  t o  come t o  the  s t a f f  room; 

d)  the  p r i n c i p a l  in t roduced the proposal t o  p a r t i c i p a t e  

i n  t h e  research study by mentioning t o  the  s t a f f  t h a t  

they had been recommended by the  d i s t r i c t  cen t ra l  o f f i c e ,  

a s e l e c t i o n  t h a t  was f l a t t e r i n g  f o r  them; 

e)  t he  p r i n c i p a l  d i r e c t e d  the  teachers t o  consider the  pro- 

posal, ask quest ions and then decide, saying t h a t  he would 

n o t  wish t o  i n f l uence  t h e i r  dec is ion  one way o r  the  other ,  

b u t  t h a t  there  was noth ing i n  the  Inventory  t h a t  he was n o t  

prepared t o  answer; 

f )  t he  o u t l  i n e  o f  the  p r o j e c t  was d i s t r i b u t e d  and the  researcher 

gave a presenta t ion  o f  the  proposal , o u t l  i n i n g  the  involvement 

requested o f  p r o j e c t  schools and the  nature of t he  process, 

as none b u t  the  p r i n c i p a l  had seen the  document; 

g)  two o r  th ree s t a f f  members asked quest ions about the  use o f  

t he  research, the  source o f  t he  instrument, the  p o s s i b i l i t y  
* 

o f  r e s u l t s  going t o  the  board o r  t o  the  cen t ra l  o f f i c e ,  t he  

p o s s i b i l i t y  t h a t  i n d i v i d u a l  teacher 's  responses t o  items 



would be i d e n t i f i e d ,  and about the  p o t e n t i a l l y  s e n s i t i v e  

nature  o f  some of t he  items on t h e  Inventory;  

h )  one o r  two persons spoke i n  favor o f  doing a  se l f -eva lua t ion  

i n  t h a t  i t  would he lp  the  s ta f f  t o  know how w e l l  they were 

func t i on ing  as a  group; 

i )  the  p r i n c i p a l  drew the agenda i t em t o  a  c lose w i t h  a  

statement t h a t  he was i n  favour o f  doing t h e  p ro jec t ,  b u t  

t h a t  the  teachers would have t o  vote on it; 

j) he suggested t h a t  they discuss i t  f u r t h e r  and vo te  on i t  

1 a t e r  a f t e r  t he  researcher 1  e f t ;  

k)  t he  s t a f f  agreed v e r b a l l y  b u t  no record o f  dec i s ion  was 

made ; 

1)  formal r u l e s  o f  order  were n o t  used, b u t  t he  use o f  v o t i n g  

and submission of motions were re fe r red  t o  as ways o f  

coming t o  a  dec is ion  on the  issue o f  p a r t i c i p a t i o n  i n  the  

research study; 

m) a  l a r g e  number o f  s t a f f  members made no a c t i v e  c o n t r i b u t i o n  

t o  the  discussion; and 

n) the  meeting cont inued w i t h  o ther  agenda i tems int roduced by 

the  p r i n c i p a l  . 
Two f u r t h e r  in terv iews on the  phone were requ i red  t o  asce r ta in  whether 

School C would p a r t i c i p a t e  i n  the  study. These discussions provided addi- 

t i o n a l  i n d i c a t o r s  of the  D.D.A.E. process i n  School C. Some observat ions 

gathered i n  these in terv iews ind i ca ted  the  degree o f  d i f f i c u l t y  t h e  school was 

having w i t h  the  request:  

a)  the  p r i n c i p a l  s ta ted  t h a t  almost a l l  s t a f f  members contacted 
* 

had agreed t o  p a r t i c i p a t e ;  
C 
L 

b) the  quest ion was posed whether they could s t i l l  take p a r t  i f  



I* 

on ly  t h i r t e e n  o u t  o f  f i f t e e n  s t a f f  members pa r t i c ipa ted ;  

c )  t he  p r i n c i p a l  s ta ted  he had "been around t o  the  roomsn 
, 

and asked every teacher i f  he o r  she wanted t o  do the  

p ro jec t ;  

d) t he  p r i n c i p a l  s ta ted  t h a t  he r e a l l y  would l i k e  t o  do 

the  p r o j e c t  and f e l t  sure the  s t a f f  would take pa r t ;  

e) he would phone back t o  conf irm. 

The next  day the  p r i n c i p a l  phoned t o  conf i rm the  p a r t i c i p a t i o n  o f  School C i n  

the  p ro jec t ,  w i t h  t h i r t e e n  people agreeing t o  do the  Inventory.  I n d i c a t o r s  

noted from t h i s  c a l l  were: 

a) the  p r i n c i p a l  sa id  the  s t a f f  requested t h a t  they be 

al lowed t o  do the  Inventory  on t h e i r  own time, n o t  a t  a 

s t a f f  meeting; 

b) t he  p r i n c i p a l  o f f e r e d  t o  d i s t r i b u t e  and c o l l e c t  t he  

Inventor ies  i f  they could be de l i ve red  t o  the  school; 

c)  t he  p r i n c i p a l  requested d e l i v e r y  o f  the  Instruments as 

soon as poss ib le .  

These i n d i c a t o r s  suggest t h a t  t he  degree o f  teacher p a r t i c i p a t i o n  i n  

d ia logue and dec is ion  i n  the  s e t t i n g  o f  formal s t a f f  meetings was l i m i t e d  and 

t h a t  people were n o t  used t o  having t o  deal w i t h  an idea l i k e  needs assess- 

ment. The p r i n c i p a l  was accustomed t o  tak ing  charge o f  meetings, p rov id ing  

the agenda, and organiz ing the  d iscussion.  The presence o f  an ou ts ide r  was 

d i f f i c u l t  f o r  some s t a f f  members who p re fe r red  t o  discuss the  quest ion and 

vote on i t  i n  p r i v a t e .  The procedures f o r  reaching concensus depended upon 

the technique o f  t he  p r i n c i p a l  going around t o  classrooms and gather ing 

comments from teachers. The teachers depended on the  advice and o r i e n t a t i o n  * 
o f  t he  admin i s t ra t i on  i n  the  school t o  guide t h e i r  decision-making and were 

f e a r f u l  o f  doing the  se l f -eva luat ion ,  l e s t  i n fo rma t ion  go beyond the  school. 



Some s t a f f  members f e l t  the group needed the st imulus of p a r t i c i p a t i o n  i n  the 

sel f -evaluat ion;  others f e l t  i t  was dangerous. 

Conclusion i 

On a l l  subscales there was a s t a t i s t i c a l l y  s i g n i f i c a n t  d i f fe rence among 

the three schools on the p re tes t  app l i ca t ion  o f  the School Pract ices Inven- 

to ry .  The main di f ferences i s  between School A and the other two. 

Dif ferences shown i n  the analysis o f  t e s t  data are  supported by observa- 

t i ons  and interv iews gathered upon i n i t i a l  contacts w i t h  the three schools. 

Such di f ferences may be grouped i n t o  the categories o f  i n i t i a l  p r i nc i pa l  r o l e  

character is t ics ,  i n i t i a l  pat terns o f  decision-making, s t a f f  comnunication, and 

meetings . 
I n  School A, where Dialogue, Decision, and Teachers scale means were very 

high, the decis ion t o  pa r t i c i pa te  i n  the p ro jec t  was made through a process 

invo lv ing  teachers and the p r inc ipa l  . The procedures were fami l  i a r  t o  the 

group and the school could cope w i t h  t h i s  type o f  request i n  an e f f i c i e n t  and 

sa t i s f y i ng  way. Informat ion procedures and s t a f f  development a c t i v i t i e s  could 

accommodate a se l f -eva luat ion process w i t h i n  the ex i s t i ng  framework. 

I n  School B, where Dialogue, Decision, Action, and Teachers scales 

received "Sometimes" ra t ings,  the process o f  deciding t o  take p a r t  i n  the 

study and the i n i t i a l  informat ion sessions were less easy t o  schedule and 

organize. There was greater fragmentation o f  s t a f f  involvement. Teachers 

be1 onged t o  departments, t o  the s t a f f  comni t tee,  and t o  the t o t a l  s t a f f  group. 

Communication was more complex among these various decision-making groups, and 

the re la t ionsh ips among them, inc lud ing decision-making prerogatives were less 
* 

c lear,  as were the procedures f o r  tak ing o f  act ion.  The p r i nc i pa l ' s  r o l e  i n  

the process appeared t o  be one o f  orchest ra t ing and monitoring, w i t h  leader- 



sh ip  given for  some types o f  decisions. The low r a t i n g  o f  the Act ion scale 

f o r  School B may r e l a t e  t o  the d i f f i c u l t y  the group was having ge t t i ng  these 

diverse groups together. 

I n  School C, where Dialogue, Meetings, and Teachers scales received 

"Sometimes" ra t ings,  the process o f  decid ing t o  pa r t i c i pa te  i n  the study was 

arduous. The procedures f o r  making such a decis ion were somewhat un fami l i a r  

t o  the group and characterized by a high leve l  o f  p r i nc i pa l  involvement and 

anxiety, admin is t ra t ive  cont ro l  of informat ion processes, 1 i m i  ted par t i c ipa -  

t i o n  by the teachers i n  a formal meeting, and lack o f  consensus on the f i n a l  

decision. Procedures f o r  discussing an issue t ha t  would a f f e c t  the whole 

school were not  agreed upon by the whole s t a f f .  Many teachers appeared t o  

have been inf luenced by the p r i nc i pa l  t o  take par t ,  and i t  seems t h a t  agree- 

ment t o  take p a r t  was never reached i n  the s t a f f  meeting, bu t  gathered by the 

process o f  "going around t o  the rooms". The low r a t i n g  on the Dialogue scale 

i s  supported by observations o f  i n i t i a l  i n te rac t ions  i n  t h i s  school. Several 

s t a f f  members were not  i n  the hab i t  o f  meeting the r e s t  o f  the s t a f f  i n  the 

s t a f f  room, and ra re l y  par t i c ipa ted  a c t i v e l y  i n  discussions i n  a meeting. 

Pr inc ipa l ,  Decisions, and Act ion scales were ra ted higher w i t h  many teachers 

considering a cent ra l  i zed pat tern  for  decision-making t o  be qu i t e  acceptable 

and even prefer rab le  t o  a more c o l l e g i a l  model. 

School B ra ted Meetings and Pr inc ipa l  scales as "Usually'', a h igh r a t i n g  

ind ica t ing  that ,  i n  t h e i r  perception, these aspects o f  s t a f f  i n t e rac t i on  pro- 

cesses were working we l l .  The openness and rapport  between the s t a f f  members 

and between teachers and p r i nc i pa l  support, through observations, the objec- 

t i v e  data. 

Very ear l y  i n  the study, i t  could be concluded t h a t  schools w i t h  three 
C 

very d i f f e r e n t  types o f  cl imates had agreed t o  pa r t i c i pa te  i n  the p ro jec t .  

This informat ion inf luenced the decis ion t o  t r e a t  the p ro j ec t  data as three 
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case studies,  and rea f f i rmed  the  dec is ion  t o  employ techniques o f  ethnographic 

methods. 

Quest ion Two 

Has 

Discussion 

change occurred as a r e s u l t  o f  t h e  use o f  t h e  process? 

Th is  quest ion i s  designed t o  exp lore  a suggest ion by Culver and Hoban 

(1973) t h a t  use o f  the  C r i t e r i a  Instrument might, i n  i t s e l f ,  serve as a 

c a t a l y s t  f o r  change i n  the  D.D.A.E. process w i t h i n  a school s t a f f .  Th is  

suggestion assumes t h a t  the  increas ing awareness o f  and d iscussion o f  D.D.A. E. 

process might  a f f e c t  s t a f f  i n t e r a c t i o n .  The Instrument w i l l  moni tor  and 

reveal  over a per iod  o f  time, change t h a t  occurs i n  a s t a f f ' s  percept ion o f  

t he  var ious D.D.A.E. processes. (Overman, 1973). For e f f e c t i v e  use as a 

needs-assessment i nstrument, t h e  School Prac t ices  Inventory should be ab le  t o  

g i ve  s t a f f s  the  c a p a b i l i t y  t o  compare D.D.A.E. processes over time, and 

moni tor  changing pat te rns .  

Ob jec t ive  Data 

Two schools completed both the  p re  and pos t - tes t  admin is t ra t ions  o f  t he  

Inventory.  Pre and post  t e s t  means were compared and T-values f o r  each o f  the  

subscales obta ined fo r  t he  matched sample group from School A and from School 

B. The combined scores o f  t he  p re tes ts  and pos t tes ts  from the  two schools 
* 

were analyzed and T-values obtained f o r  each subscale. The r e s u l t s  o f  t h i s  

ana lys is  a r e  inc luded as Table 8. 
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who a re  a f f e c t e d  by the decis ion" ;  

An examination o f  t he  r e s u l t s  i n  Table 8 reveals t h a t  p r e t e s t  and p o s t t e s t  

means on a1 1 subscales a re  very s i m i l a r  i n  Schools A and B. 

The s t a f f  i n  School C decided no t  t o  complete the  pos t tes t .  Conse- 

quently,  no s t a t i s t i c a l  comparison could be made o f  D. D.A.E. processes there.  
I 

Subjec t ive  Data 

The l i m i t e d  in format ion  a v a i l a b l e  from the o b j e c t i v e  data can, however, 

be supplemented w i t h  data gathered from observat ions o f  feedback meetings , 

from observat ions by the  contac t  persons, and from in terv iews made i n  a l l  of 

the  th ree s i t e s  over the  f i v e  month pe r iod  o f  t he  study. 

An ana lys is  o f  t he  sub jec t i ve  data revea ls  t h a t  i n  a l l  t he  study s i t e s ,  

use o f  t h e  Inventory and i t s  subsequent d iscussion i n  a  feedback meeting 

engendered a c t i v i t y  and a f f e c t e d  the  D.D.A.E. processes. These data w i l l  be 

examined school by school f o r  i n fo rma t ion  on the  e f f e c t s  o f  t h e  s e l f -  

eva luat ion  on the  D.D.A.E. process. 

1. School A 

When the  s t a f f  i n  School A examined the  feedback r e p o r t  from the p r e t e s t  

they noted t h a t  the  items r e l a t e d  t o  the  subscales o f  Dialogue and Teachers 

received the  lowest r a t i n g s ,  were considered by more s t a f f  members t o  r e q u i r e  

discussion, and had a  wider range o f  opin ions among s t a f f  members than items 

r e l a t i n g  t o  o the r  aspects o f  t he  D.D.A.E. process. 12 

Items such as the  f o l l o w i n g  received d iscussion a t  the  feedback meeting 

and were repor ted  t o  have in f luenced some subsequent ac t ions :  
* 

a) I tem 3, "Decisions are c l e a r l y  communicated t o  a l l  persons 



b)  I tem 13, "Teachers p e r i o d i c a l l y  v i s i t  o ther  classrooms i n  

the  school " ; 

c)  I tem 17, "Each meeting i s  fol lowed by a  w r i t t e n  memorandum 

t h a t  s u m a r i  zes the  proceedings o f  t he  meeting" ; 

d) I tem 23, "Teachers t r y  t o  evaluate the  ex ten t  t o  which school 

goals have been rea l i zed" ;  

e) I tem 36, "Teachers c r i t i q u e  each o t h e r ' s  teaching"; 

f )  I tem 51, "The p r i n c i p a l  encourages the  s t a f f  t o  v i s i t  o ther  

classrooms ' ; 

g) I tem 64, "Teachers evaluate t h e i r  teaching i n  terms o f  

achiev ing school goal s" . 
These items re la ted ,  i t  was reported i n  the  in terv iews,  t o  the  s t a f f ' s  des i re  

t o  improve comun ica t i on  among the  var ious area teams, and between s t a f f  

members working i n s i d e  the  school and those s i t u a t e d  i n  the  po r tab le  c lass-  

rooms outs ide  the  main b u i l d i n g .  

Steps were planned and c a r r i e d  ou t  t o  he lp  a l l  s t a f f  members b e t t e r  

understand the  programs of a l l  pa r t s  o f  the  school. The p r i n c i p a l  asked s t a f f  

members from each area team t o  prepare b r i e f  desc r ip t i ons  o f  t he  team's plans 

f o r  next  y e a r ' s  programs. The repor t s  were presented t o  the  e n t i r e  s t a f f  

dur ing  the  l a s t  p ro fess iona l  day meeting o f  the  school year  which took p lace 

on June 11 t h .  

Teachers j o i n i n g  the  s t a f f  i n  the f a l l  o f  1976 were i n v i t e d  t o  a t tend t h i s  

meeting. The new v i c e - p r i n c i p a l  a l so  attended. I n  t h i s  way, the  s t a f f  plan- 

ned t o  o r i e n t  t he  whole group t o  the  e n t i r e  school program, discuss the  s tu-  

dent placements, make changes and l i s t  areas i n  need o f  f u r t h e r  development 

and eva luat ion .  These repor t s  were presented a t  t he  June 11th  meeting i m e -  
@ 

d i a t e l y  f o l l o w i n g  the  second a p p l i c a t i o n  o f  t he  School Prac t ices  Inventory,  

I t  i s  u n l i k e l y  t h a t  a  change i n  s t a f f  c l ima te  would have been achieved by the  



145 

prepara t ion  f o r  t h i s  in format ion shar ing session. However, subsequent i n t e r -  

views w i t h  s t a f f  members 

f e e l i n g  r e s u l t e d  from t h i  

chance t o  f i n d  o u t  about 

teachers in terv iewed who 

t h a t  they f e l t  d i f f e r e n t 1  

s iona l  day session. 

2. School B 

produced comnents t h a t  i nd i ca ted  a more p o s i t i v e  

s communication e f f o r t .  Teachers f e l t  they had had a 

the  o ther  areas teams. I n  p a r t i c u l a r ,  several  o f  the  , 
were i n  t h e i r  f i r s t  year  a t  t he  school, i nd i ca ted  

y about Items 23, 64, 3, and 17 a f t e r  t he  profes-  

Observations and in terv iews i n  School B revealed t h a t  l i t t l e  change i n  

D.D.A.E. processes had occurred s ince the i n i t i a l  a p p l i c a t i o n  o f  t he  Inventory  

and t h e  f i r s t  feedback session. S t a f f  members i n  leadership o r  admin i s t ra t i ve  

p o s i t i o n s  who were interv iewed,  discussed plans they had t o  use the  informa- 

t i o n  from the  feedback r e p o r t  i n  a ser ies  o f  s t a f f  p lanning meetings t o  be 

he ld  dur ing  the  l a t t e r  p a r t  o f  June, a f t e r  t he  students were o u t  o f  school. 

The i r  o b j e c t i v e  was t o  develop a se r ies  o f  recomnendations which could be 

presented t o  the  f u l l  s t a f f ,  debated and rev ised,  and then r e s u l t  i n  decis ions 

made about f u t u r e  ac t i on .  Concern was expressed over items on the  Inventory  

r e l a t i n g  t o  t h e  sub-scales o f  Decis ion and Act ion.  These k inds o f  items re -  

ceived the  widest  range o f  s t a f f  opinions, and the  lowest o v e r a l l  ra t i ngs .  

Many s t a f f  members interv iewed mentioned t h a t  a c t i o n  was n o t  t h e i r  s t rong 
f 
I po in t ,  b u t  t h a t  they were good a t  open d iscussion i n  meetings about any s o r t  

b of problem. Most s t rong ly  r a t e d  scales were, i n  f a c t ,  meetings and teachers. 



and observat ion data gathered a t  t he  school between February and June, 1976 

p o i n t  o u t  many ac t ions  which occurred subsequent t o  the  f i r s t  Inventory  and 

feedback session t h a t  i n  the  op in ion  o f  those interv iewed a re  r e l a t e d  t o  the  

sel  f -eva luat ion .  
1 

Several areas of concern t o  the  s t a f f  arose du r ing  the  d iscuss ion o f  

Inventory items a t  t he  feedback meeting. These were: 

a) the need f o r  regu la r  s ta f f  p lanning meetings, ( I tems 5, 64, 

24, 44, 45); 

b) the  des i re  t o  v i s i t  o ther  schools and classrooms t o  see 

programs i n  ac t ion ,  ( I tems 10, 13); and 

c )  t he  qua1 i t y  o f  debate, the  type o f  leadership i n  meetings 

and the  need t o  provide a w r i t t e n  r e p o r t  o f  proceedings 

and decisions, ( I tems 20, 21, 22, 23). 

Some poss ib le  ac t ions  about these concerns were suggested by s t a f f  members 

a t  t he  meeting. One teacher suggested t h a t  a regu la r  weekly meeting attended 

by a l l  t h e  s t a f f  was needed f o r  p lanning and shar ing ideas. It could deal 

w i t h  the  concerns t h a t  were placed by any s t a f f  member on an agenda. The idea 

received general agreement, w i t h  on ly  a few s t a f f  members ob jec t i ng  t o  the  

t ime i t  would take f o r  school-wide o r  s t a f f  discussions. The next  Monday noon 

a f t e r  t he  feedback meeting, was s e t  f o r  the  f i r s t  such meeting. Add i t iona l  

bu t  r e l a t e d  suggestions subsequently i n s t i t u t e d  were t o  have a d i f f e r e n t  s t a f f  

member take over as chairperson each week, t o  post  an agenda n o t i c e  each week 

i n  t h e  s ta f f room on which people would w r i t e  t h e i r  suggestions f o r  items t h a t  

requ i red  discussion, and t o  provide a w r i t t e n  r e p o r t  o f  the  items discussed 

and the  decis ions reached t h a t  would be c i r c u l a t e d  a t  t he  end o f  each meeting 

t o  a1 1 s t a f f  members by a teacher a c t i n g  as secretary who would then become 
C 

the  chairperson f o r  the  next  meeting. One s t a f f  member commented t h a t  t h i s  

type o f  meeting was requ i red  ins tead o f  t he  type where not ices  were read and 



announcements were made. A t  the  feedback meeting, t he  p r i n c i p a l  agreed t o  the  

suggested changes about s t a f f  meetings. 

I t  had been noted by t h i s  researcher dur ing  the  i n i t i a l  contac t  session 

w i t h  School C t h a t  the  admin is t ra tor  s ta ted  emphat ica l ly  t h a t  teachers d i d  n o t  I 

l i k e  t o  have meetings, t h a t  he l i k e d  t o  avoid burdening them w i t h  a d d i t i o n a l  

meetings, and t h a t  h i s  s t a f f  decided every th ing  together .  This preference, 

voiced by the  p r i n c i p a l ,  had caused the  researcher t o  agree t o  do the  f i r s t  

admin i s t ra t i on  o f  t he  Inventory on a "complete-on-your-own-timet' basis, w i t h  

the  completed papers being c o l l e c t e d  a t  the  school o f f i c e .  I t  was t o  accom- 

modate the  na tu ra l  process o f  the  school which, i t  seemed, was a wish t o  avoid 

meetings. 

I n  Key Informant  in terv iews which occurred i n  June, several s t a f f  members 

st ressed the  importance they had placed on such items as: 

a) #45, "Meetings are  such t h a t  persons can engage i n  an open 

and f rank  d iscussion o f  issues"; 

b) I tem #58, "Meetings are  such t h a t  there  i s  an i n t e r a c t i o n  

o f  teachers"; and 

c )  I tem #66, "Meetings can be c a l l e d  by both teachers and 

p r i n c i p a l  " . 
They f e l t  t h a t  an important  change had occurred i n  a l l  these areas. Ac t i on  on 

I tem #10 "Teachers v i s i t  o ther  schools" was a l so  noted by two s t a f f  members 

interv iewed.  They described the  events on the  s t a f f ' s  professional  day which 

occurred i n  May. A l l  b u t  f o u r  teachers arranged f o r  and went o u t  on v i s i t s  t o  

observe o the r  school programs i n  ac t i on .  Two teachers requested permission t o  

a t tend a conference on an aspect o f  teaching o f  p a r t i c u l a r  i n t e r e s t  t o  them. 

They arranged,with another teacher i n  the  school t o  l ook  a f t e r  t h e i r  classes, 

and received permission t o  a t tend the conference. The comnent was made tha t ,  

be fore  the  feedback meeting d iscussion about the  importance o f  b r i n g i n g  ideas 



and informat ion on o ther  ways o f  doing th ings  i n  school-wide meetings, they 

would n o t  have thought i t  poss ib le  t o  arrange f o r  such v i s i t s  t o  o the r  schools 

o r  t o  conferences. "We j u s t  d i d n ' t  do t h a t  here", they said.  The e f f e c t  o f  

t he  i n t e r v e n t i o n  had been t o  heighten s t a f f  awareness o f  t he  D.D.A.E. process. 
I 

One comment t h a t  captures the  s p i r i t  o f  remarks made by several s t a f f  members 

in terv iewed was t h a t  "It was a good idea t o  do a se l f -eva lua t ion  l i k e  t h i s  as 

i t  made one analyze the ways t h e  s t a f f  members work together .  Before doing 

t h i s ,  I used t o  t h i n k  o f  us as people working here, no t  about how we g o t  

along, t h e  ways we communicated o r  about how the meetings were operated. Each 

person was going along on h i s  own. I t  r e a l l y  brought us c lose r  together  as a 

s t a f f .  ltl 

Conclusion 

No change i n  the  l e v e l  of D.D.A.E. as assessed by ana lys is  o f  t he  sub- 

scales on the  Inventory can be seen. Because o f  t he  sho r t  t ime between tes ts ,  

no major changes were p icked up by the  instrument. However, i n  a l l  th ree 

schools, ana lys is  o f  i n te rv iew  and observat ional  data revealed t h a t  some 

a c t i v i t y  d i d  ensue a f t e r  t he  survey a p p l i c a t i o n  and feedback sessions. Ac t ion  

plans were made t o  heighten awareness o f  the  D.D.A.E. process, t o  increase 

e f f o r t s  t o  i nvo lve  s ta f f  members i n  school-wide meetings, t o  begin teacher 

involvement i n  planning o r  t o  in t roduce c e r t a i n  types o f  school-wide meetings, 

t o  begin teacher v i s i t a t i o n  t o  o ther  classrooms and schools, and t o  increase 

awareness on t h e  p a r t  of a l l  s ta f f  members o f  t he  need t o  be b e t t e r  informed, 

no t  on l y  about programs i n  o ther  areas o f  t h e i r  own school, b u t  a l s o  i n  o ther  

schools and d i s t r i c t s .  
@ 

I n  two o u t  o f  the  th ree schools, plans were implemented dea l ing  w i t h  

in format ion r e s u l t i n g  from the Inventory  and feedback session. I n  the  t h i r d  



school, al though plans were made t o  use the  i n fo rmat ion  der ived from the feed- 

back meeting, they had t o  be postponed u n t i l  fa1  1 because o f  a s t a f f i n g  c r i s i s  

t h a t  suddenly arose and caused a t o t a l  s h i f t  i n  the  focus o f  s t a f f  energies a t  

the  end o f  the  term. 
i 

Quest ion Three 

What i s  the  o v e r a l l  eva luat ion  of the  s t a f f  se l f -eva lua t ion  process? 

Th is  quest ion i s  designed t o  explore th ree major aspects o f  the Inventory  

Instrument: 

A )  How use fu l  a re  the  s i x  subscales? 

B )  How re1 i a b l e  are  the subscales? 

C) How v a l i d  are  the  subscales? 

These quest ions r e l a t e d  t o  the  use o f  the  in format ion  i n  the  feedback process. 

Discussion 

The data r e l a t e d  t o  Research Quest ion Three were generated i n  two ways. 

One, through a s t a t i s t i c a l  ana lys is  o f  t he  pre  and pos t - tes t  survey r e s u l t s  t o  

ob ta in  o b j e c t i v e  measures r e l a t e d  t o  the  r e l i a b i l i t y  and v a l i d i t y  o f  t he  items 

and scales, and, two, through a cons idera t ion  o f  t he  data gathered dur ing  a 

ser ies  o f  s t ruc tu red  in terv iews conducted w i t h  a sampling o f  teachers, and 

from observat ions dur ing  the process. 

The d iscussion o f  Research Quest ions 3a and 3c w i l l  draw most heav i l y  upon 

the  sub jec t i ve  data gathered through the  in terv iews.  The d iscussion o f  

Research Quest ion 3b w i l l  draw c h i e f l y  upon the  o b j e c t i v e  data, w i t h  support- 
* 

i n g  observat ions and remarks from the in terv iews,  where app l icab le .  

Each o f  the  th ree sub-questions w i l l  be d e a l t  w i t h  i n  t u r n  i n  the  fo l l ow-  



i n g  d iscussion.  

Quest ion 3A 

How usefu l  a re  the  s i x  subscales and the  se l f -eva lua t ion  process? 

I n  adapting an instrument t h a t  describes school p rac t i ces  found i n  one 

system f o r  use by teachers from another school system i n  a d i f f e r e n t  country, 

cons idera t ion  should be g iven t o  several aspects o f  i t s  const ruc t ion :  

1) t f e  p r a c t i c a l i t y  and a c c e s s i b i l i t y  o f  the  statements, 

t f a t  i s ,  the  ex tent  t o  which the  items are f r e e  from 

ct l t u r a l  b ias,  and the  degree t o  which statements apply 

t c  t he  school s i t u a t i o n  i n  quest ion; 

2) t t  e c l a r i t y  o f  t he  i n t r o d u c t i o n  and explanat ion o f  t he  

PI ocess ; and 

3 )  tt e leng th  and format o f  the  instrument. 

Obserbations were made a t  the i n i t i a l  meetings w i t h  s t a f f s ,  a t  t he  f i r s t  

t e s t  sessions, a t  t he  feedback meetings,and a t  the  second t e s t  sessions. I n  

add i t i on ,  in terv iews were he ld  w i t h  about one - th i rd  o f  t he  s t a f f  members i n  

each school t o  gather reac t ions  t o  the  se l f -eva lua t ion .  I n  p a r t i c u l a r ,  

i n te rv iew  quest ion 2 ,  3 and 414 probed i n t o  the  s t a f f ' s  reac t ions  t o  quest ions 

o f  p r a c t i c a l i t y  and usefulness o f  t he  instrument and the  process surrounding 

i t s  use. 

1. P r a c t i c a l i t y  and A c c e s s i b i l i t y .  S t a f f  members were asked t o  respond t o  

In te rv iew  Quest ion 2 which inqu i red :  " I n  your percept ion, could the  process 

be used by a s t a f f  on i t s  own as a se l f -eva lua t ion  process?" The m a j o r i t y  of * 
respondents (94%) thought t h a t  i t  was q u i t e  possib le,  and t h a t  s t a f f s  would 

have no d i f f i c u l t y  us ing the  inst rument  and d iscussion procedure. Generally, 
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teachers thought the  items were c l e a r l y  worded and app l ied  t o  s i t u a t i o n s  i n  

t h e i r  school.' Seven people comented t h a t  a leadersh ip  r o l e  i s  invo lved i n  

g e t t i n g  the  eva luat ion  ma te r ia l  ready, o rgan iz ing  the  meetings, and prepar ing 

a t a b u l a t i o n  o f  r e s u l t s .  The s t a f f  committee was suggested by some teachers 
i 

as a l o g i c a l  group t o  do t h i s .  Others thought t h a t  a l l  t he  s t a f f  members 

might  agree t o  do a se l f -eva lua t ion  and s e l e c t  a sub-group o f  teachers t o  

organize the  procedures. One school suggested t h a t  a d i s t r i c t  consu l tan t  o r  

u n i v e r s i t y  resource person could a s s i s t  the  s t a f f  i n  conduct ing the  process. 

I n  another school, (School C )  th ree s t a f f  members o u t  o f  f i v e  in terv iewed 

suggested t h a t  the  se l f -eva lua t ion  should be c a r r i e d  on by teachers w i thou t  

the  presence o f  admin is t ra t ion .  The d iscussion r e s u l t s  and teacher 's  recom- 

mendations could then be presented a t  a meeting w i t h  admin is t ra t ion .  This 

would f a c i l i t a t e  more open d iscussion o f  t he  school p rac t i ces  described i n  the  

items. Th is  comment r e l a t e s  t o  the  f e e l i n g  present i n  t h i s  school about open 

and f rank  d iscussion o f  issues a t  meetings, ( I t em #45 on t h e  Inventory) .  That 

i tem was ra ted  w i t h  a wide range o f  opinion, tending toward the  lower end o f  

the  r a t i n g  scale, and showed wide divergence between the  teachers '  percept ion 

o f  the  s i t u a t i o n ,  and the  p r i n c i p a l ' s .  Four o f  the  f i v e  s t a f f  members i n t e r -  

viewed i n  case school C commented on the  importance o f  t h i s  c r i t e r i o n ,  b u t  

sa id  t h a t  i f  i t  were t o  operate, the  p r i n c i p a l  would have t o  respect  t h a t  

openness. Four o f  f i v e  in terv iewed i n  t h i s  school mentioned t h a t  doing t h e  

se l f -eva lua t ion  had made the  s t a f f  t h i n k  about s t a f f  c l imate,  and brought them 

c lose r  together  as a group. 

Concerning another aspect o f  the  "usefulness" question, s t a f f  members 

interv iewed were asked, "What was the  e f f e c t ,  i f  any, o f  having an outs ide  

resource person invo lved i n  the  eva luat ion  process?" ( In te rv iew  Quest ion 2b). 
* 

I n  t h a t  t he  eva luat ion  process was designed t o  operate w i t h  as 1 i t t l e  involve-  

ment as poss ib le  from an outs ide  resource person, t h i s  was an important  con- 



s ide ra t i on .  The researcher was aware t h a t  ask ing the  case schools t o  p a r t i c i -  

pate ins tead of the  schools request ing  assis tance t o  do an eva lua t i on  p u t  t he  

experience i n t o  the  realm of an ex terna l  i n t e r v e n t i o n  r a t h e r  than a  s e l f -  

determined p a r t  o f  a  se r ies  of p lanning a c t i v i t i e s .  I n  no case, however, was 
i 

t he  presence of an ou ts ide  resource person, ( t h e  researcher who was working on 

the  study) considered t o  have s e r i o u s l y  a f f e c t e d  the  process, e i t h e r  pos i -  

t i v e l y  o r  nega t i ve l y .  The on l y  negat ive aspect o f  the  process mentioned was 

r e l a t e d  t o  the  t im ing  o f  the  se l f -eva lua t i on .  The s e l e c t i o n  o f  dates was 

d i r e c t e d  by the  development o f  t he  research study, and n o t  by the  preferences 

o f  t h e  s t a f f  as i t  should have been. F i ve  o f  seven people in te rv iewed a t  

School B be l ieved t h a t  the  t im ing  was important .  I n  t h e i r  view, the  s e l f -  

eva lua t i on  had occurred a t  the  wrong t ime f o r  t h e i r  school. They would l i k e  

t o  do the  Inventory  e a r l i e r  i n  a  school year  so the re  would be more t ime t o  

use the  r e s u l t i n g  in fo rmat ion .  The t i m e l i n e  o f  t h i s  f i e l d  t r i a l  made the  

second phase o f  t he  s e l f - e v a l u a t i o n  co inc ide  w i t h  an end-of-year peak work- 

load. Poor schedul ing o f  the eva lua t i on  events i n  r e l a t i o n  t o  school needs 

prevented the  planned d iscuss ion  o f  r e s u l t s  from occur r ing .  

2. C l a r i t y  o f  I n t roduc to ry  Ma te r i a l  s  and Explanat ions . School S t a f f  Eva1 ua- 

t i o n  may have a  negat ive connotat ion i n  the  minds o f  some teachers who have 

been invo lved i n  e x t e r n a l l y  d i r e c t e d  s t a f f  evaluat ions.  Being mindfu l  o f  the  

s e n s i t i v e  s i t u a t i o n  e x i s t i n g  i n  the d i s t r i c t  t o  which two o f  the  study s i t e s  

belonged, (Schools B and C ) ,  s t a f f  members were asked, "The se l f -eva lua t i on  

process was in t roduced t o  your  school by means o f  a  l e t t e r ,  and through a  

presenta t ion  a t  a  s t a f f  meeting. Your p a r t i c i p a t i o n  was i n v i t e d .  When you 

"When you 

i ew Quest ion  

f i r s t  heard about i t ,  what 
* 

heard i t  c a l l e d  a  se l f -eva  

d i d  you expect i t  would be l i k e ? "  and 

l u a t i o n  d i d  t h a t  concern you?" ( I n t e r v  

3 a  and b ) .  
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S t a f f  expectat ions f o r  the  process der ived i n  p a r t  f rom desc r ip t i ons  g iven 

a t  t he  i n i t i a l  contac t  meetings, and f rom the  p r i n t  mater ia ls16 sent  out .  The 

expectat ions were met, i n  l a r g e  measure, by the  ac tua l  experience. The major- 

i t y  o f  people in te rv iewed repor ted  t h a t  the  se l  f - e v a l u a t i o n  process was very 

much what they had hoped i t  would be. Four people s a i d  t h a t  t he  Inventory  

Inst rument  was much more d e t a i l e d  than they had expected. This  was seen as a 

good fea ture ,  as i t  made people t h i n k  about the  var ious  ways i n  which they 

i n te rac ted .  One t y p i c a l  comment was t h a t  "desc r ip t i ons  were very pene t ra t i ng  

and g o t  r i g h t  a t  a l o t  o f  issues which were q u i t e  touchy, and t h a t  was good 

f o r  us. "I7 None o f  t he  teachers and on l y  one p r i n c i p a l  in te rv iewed f e l t  t h a t  

t he  i tems dwel t  too  much on the  p r i n c i p a l ' s  r o l e ,  s i n g l i n g  him ou t  f o r  

c r i t i c i s m .  18 

3. Format o f  the  School Prac t ices  Inventory  Instrument.  Quest ions about ease 

o f  use r e l a t e d  i n  l a r g e  p a r t  t o  the format  o f  the  Instrument.  Observing and 

n o t i n g  the  way i n  which the Inventory  was answered prov ided most o f  the  i n f o r -  

mat ion f o r  t h i s  quest ion.  

The Inventory  inc luded 68 items, each w i t h  a f i v e - p o i n t  r a t i n g  scale, and 

a yes/no scale (d iscuss ion  sca le ) .  The average t ime requ i red  t o  complete the  

inst rument  ( i n  th ree  o f  f i v e  app l i ca t i ons ,  i .e. p re tes ts  i n  t h ree  schools, 

pos t tes ts  i n  two schools, where groups worked on the Inventory a t  a meeting), 

was approximately t h i r t y  minutes. This  t ime inc luded an oppor tun i t y  t o  ask 

questions, the  t ime i t  took t o  d i s t r i b u t e  and c o l l e c t  the papers and the 

ac tua l  w r i t i n g  t ime. When quest ioned about the t ime i t  took t o  complete, o n l y  

two o f  seventeen respondents c r i  t i  c i  zed the  1 ength o f  the  i ns trument . For 

two o u t  o f  f i v e  app l i ca t i ons ,  teachers took the  Inventory  home o r  completed i t  
P 

on t h e i r  own t ime. This  procedure was fo l lowed i n  bo th  cases t o  avo id  c a l l i n g  

a s ta f f  meeting, and n o t  because the  inst rument  was too  long. Two o f  seven- 
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teen people in terv iewed pointed o u t  items which t o  some degree dup l ica ted one 

another ( I tems #11 and 60). 3/17 o f  those interv iewed suggested a d d i t i o n a l  

items t h a t  should be included. 2 0 

Conclusion. The m a j o r i t y  o f  teachers i n  the study found t h e  inventory  and the i 

se l f -eva lua t ion  process t o  be p r a c t i c a l  and usable by a school s t a f f  working 

on i t s  own. The format and wording o f  the  inst rument  was seen t o  be c l e a r  and 

o f  s a t i s f a c t o r y  length .  The i n t r o d u c t i o n  and explanatory ma te r ia l  conveyed 

c l e a r l y  the  nature and types o f  involvement requ i red  t o  complete the  process. 

Suggestions received dur ing  the  in terv iews regarding format and wording 

o f  t h e  instrument ranged from a m a j o r i t y  who found the  format acceptable t o  

one person who f e l t  too much a t t e n t i o n  had been placed on c e r t a i n  aspects o f  

s t a f f  i n t e r a c t i o n ,  i .e . ,  the  p r i n c i p a l .  Other suggestions r e l a t e d  t o  the  

t im ing  and the  process by which the  s t a f f  decided t o  undertake the  s e l f -  

eva luat ion  process. Such suggestions are  e n t i r e l y  compatible w i t h  the  o r i g i n a l  

eva luat ion  c r i t e r i a  establ ished f o r  t h i s  study, and a c t u a l l y  would enhance the  

s t a f f ' s  development o f  D.D.A.E. processes. Comments were heav i l y  i n  favour o f  

the  depth and perceptiveness o f  the  s i x  sub-scale areas descr ib ing  the  bas ic  

i n t e r a c t i o n s  t h a t  go on i n  a s t a f f .  

Quest ion 3B 

How r e l i a b l e  are  the  s i x  subscales? 

Discussion. The main t h r u s t  o f  t h i s  i n q u i r y  i s  a t  the  s t r u c t u r e  o f  the  

inst rument  used i n  t h i s  se l f -eva lua t ion  process t o  gather the  survey data. 

Hence, the  ana lys is  i n  t h i s  quest ion i s  l a r g e l y  o b j e c t i v e  and s t a t i s t i c a l .  

The School Prpc t ices  Inventory  i s  made up o f  68 items, i n  s i  x sub-scales. 
t 

! 
f A l l  p r e t e s t  and p o s t t e s t  data were analyzed t o  o b t a i n  r e l i a b i l i t y  c o e f f i c -  

i e n t s .  Cronbach's A1 pha was used. C o e f f i c i e n t  A1 pha measures the  
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degree t o  which a t o t a l  sca le  score i s  p o s i t i v e l y  c o r r e l a t e d  w i t h  the  i tem 

scores o f  which i t  i s  comprised. (Cronbach, 1951). The c o e f f i c i e n t  may 

range from -1 t o  +1 such t h a t  t he  l a r g e r  i t s  value, t he  more i n t e r n a l  con- 

s is tency ,  i .e . ,  t he  greater  the  r e l a t i o n s h i p  between the  i tems i n  the  group o r  

subscale examined. The r e s u l t s  o f  t h i s  ana lys i s  a re  d isp layed i n  Table 9 

below. 

TABLE 9 

INTERNAL CONSISTENCY INDICES (COEFFICIENT ALPHAS*) 
FOR ALL SCALES ON ALL PRETESTS AND POSTTESTS COMPLETED 

Scale 

P re tes t  Pos t tes t  

** School School School School School School 
N o f  A B C A B C 
i tems N=19 N=31 N=13 N=20 N=21 - 

D i  a1 ogue 9 .74 .61 .81 .89 .81 - 
Decis ion 9 .68 .78 .79 .90 .66 - 
Ac t i on  9 .64 .82 .84 -94 .75 - 
Meetings 9 .51 .65 .84 .91 .79 - 
P r i n c i p a l  17 .74 .89 .94 .97 .89 - 
Teachers 15 .65 .76 .85 .91 .83 - 

* L.J. Cronbach, " C o e f f i c i e n t  A1 pha and the  I n t e r n a l  S t ruc tu re  o f  Tests", 
Psychometrika, 1951, 16, pp. 297-334. 

** Ind i ca tes  t o t a l  group complet ing the  Inventory .  

A l l  subscales tend t o  be r e l i a b l e .  For example, e ighteen o u t  o f  t h i r t y  

Alphas shown i n  Table 9 a re  equal t o  o r  h igher  than .79. I n  a l l  b u t  one 

instance, t he  P re tes t  i n  School A Meetings scale, t he  R e l i a b i l i t y  C o e f f i c i e n t s  
* 

were h igher  than .60. 

Conclusion. Despi te the  small number o f  i tems, the  subscales a r e  s u f f i c i e n t l y  



r e l i a b l e .  

Quest ion  3C 

What v a l i d i t y  does the School Prac t ices  Inventory  have? 

The d iscuss ion  o f  the quest ion o f  v a l i d i t y  w i l l  be d i v i d e d  i n t o  two 

sec t ions :  

1 .  face  v a l i d i t y  

2. concurrent  va 

, and 

l i d i t y .  

1.  Face V a l i d i t y .  The statements on the  Inventory  descr ibe 68 p rac t i ces .  

They r e l a t e  t o  s i x  areas o f  s t a f f  opera t ion  and i n t e r a c t i o n :  Dialogue, 

Decision, Act ion,  Meetings, P r i n c i p a l ' s  r o l e  and Teacher's r o l e .  It w i l l  be 

r e c a l l e d  from an e a r l i e r  d iscuss ion  o f  the  C r i t e r i a  Inst rument  used i n  the  

I.D.E.A. study o f  changing schools,21 t h a t  the  statements f o r  t h i s  inst rument  

were developed by the  p r i n c i p a l s  and teachers who took p a r t  i n  t h a t  study. 

These s t a f f s  thought the  statements described va luab le  p rac t i ces  used i n  

a t t a i n i n g  a we1 1 - func t i on ing ,  se l f - renewing school (Overman, 1973). The s i x  

areas do n o t  c o n s t i t u t e  a complete l i s t  o f  c r i t e r i a  f o r  t he  i d e a l  school, b u t  

they do r e l a t e  t o  s i x  aspects o f  s t a f f  l i f e  i n  schools i n d i c a t i n g  the  ex ten t  

t o  which a school i s  engaging i n  the  process necessary t o  be sel f - renewing and 

ab le  t o  cope w i t h  change. (Bentzen, 1974). 

The researcher asked each s t a f f  member in te rv iewed t o  comnent on the  

scales. F i r s t ,  t he  items making up each o f  the  s i x  scales were presented t o  

the  person being in te rv iewed and each was asked whether t he  i tems descr ibed 

p rac t i ces  t h a t  a re  important  i n  h i s /he r  school. The m a j o r i t y ,  s i x teen  o u t  o f  
* 

seventeen s t a f f  members in terv iewed,  commented t h a t  t he  statements d i d  

descr ibe t h e  important  procedures i n  t h e i r  schools. Only one person f e l t  t h a t  
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these statements por t rayed a negat ive  a t t i t u d e  toward the  school, and would 

have p re fe r red  s t a f f s  t o  develop t h e i r  own c r i t e r i a  statements. 

Next t he  r e l a t i o n  of t he  statements t o  o the r  a c t i v i t i e s  going on i n  the  

school was explored w i t h  the  quest ion: "Are they r e l a t e d  t o  o the r  e f f o r t s  you 
i 

are  making i n  t h i s  school?" The comments on t h i s  ques t ion  ranged f rom a 

m a j o r i t y  who thought they r e l a t e d  s t rong ly ,  t o  one o r  two respondents who 

be l i eved  some o f  t he  Items were focus ing  unnecessar i ly  on c e r t a i n  r o l e s  o f  the  

s t a f f ,  namely the  p r i n c i p a l  Is ,  and t h a t  t h i s  emphasis was n o t  r e l a t e d  t o  the 

quest ion o f  group decision-making. Other comnents made s p e c i f i c  re fe rence t o  

on-going s t a f f  development a c t i v i t i e s  t o  which the  i tems r e l a t e d .  For 

example, i n  one school, teachers mentioned the  DACUM process, i n  another, t he  

goal s e t t i n g  a c t i v i t y  (Ana lys is  o f  Variance process i n  School A ) .  These 

teachers f e l t  t he  s t a f f  i n t e r a c t i o n s  described i n  t he  statements o f  the  

Inventory  were bas ic  t o  a l l  school s t a f f  p lanning and i n t e r a c t i o n .  

Items about t he  p r i n c i p a l ' s  attendance a t  conferences and the  need f o r  

teachers t o  become f a m i l i a r  w i t h  the  1 i t e r a t u r e  ( I tems 67 and 60), were 

po in ted  o u t  as being l ess  re levan t  than i tems t h a t  described more p r a c t i c a l l y  

o r i en ted  methods o f  l ea rn ing  about new teaching methods. For example, some 

teachers suggested t h a t  the  items about v i s i t i n g  o the r  classrooms and schools, 

and a t tend ing  workshops taught  by p r a c t i t i o n e r s  were much more important  t o  

the  renewal process. 

"Are there  important  areas o f  p r a c t i c e  l e f t  ou t? "  was the  t h i r d  area o f  

p r a c t i c a l i t y  which the  I n t e r v i e w  explored. Here the  m a j o r i t y  o f  respondents 

s ta ted  t h a t  t he  s i x  areas covered i n  the  68 items inc lude  the  most important  

phases o f  s t a f f  l i f e  and i n t e r a c t i o n .  Only th ree  mod i f i ca t i ons  were 

suggested. A reference t o  t h e  q u a l i t y  o f  i n t e r a c t i o n  i s  l a c k i n g  i n  the  i tems 
L 

as p resen t l y  w r i t t e n .  The scales look  a t  frequency o r  q u a n t i t y .  The 

suggested changes i n  emphasis cover th ree  major aspects o f  s t a f f  i n t e r a c t i o n :  



i )  encouraging p a r t i c i p a t i o n ;  

i i )  t h e  opera t ion  o f  D.D.A.E. i n  subgroups o f  t he  s t a f f ;  

i i i )  f l e x i b i l i t y  i n  t he  use of D.D.A.E. processes. 

i )  Ce r ta in  p rac t i ces  need t o  be no t  o n l y  present ,  as i n  the  

wording o f  e x i s t i n g  items, b u t  fos tered,  as f o r  example, i n  

I t em #46 on p a r t i c i p a t i o n .  The q u a l i t y  o f  teachers '  p a r t i c i -  

p a t i o n  i s  important ,  as i s  the  amount. To achieve the  des i red  

q u a l i t y  o f  p a r t i c i p a t i o n  may r e q u i r e  the  presence i n  the  group, 

of an a t t i t u d e  o f  encouragement, e s p e c i a l l y  f rom the  leaders i n  

t he  school. This  a t t i t u d e  was mentioned by n ine  o f  the  seven- 

teen people in terv iewed.  

i i )  Ce r ta in  types o f  d iscussions a re  n o t  mentioned i n  the  

Inventory  i terns as p resen t l y  w r i  t t e n  . For example, d iscussions 

among teachers on a team, o r  between cooperat ing teachers, and 

one-to-one d iscussions are  n o t  inc luded.  A l l  these i n t e r a c t i o n s  

may c o n t r i b u t e  t o  the o v e r - a l l  o r  f i n a l  q u a l i t y  o f  decis ions made 

when the  t o t a l  s t a f f  i s  meeting. A l l  i tems p resen t l y  i n  the  

Inventory  assume t h a t  s t a f f  meetings w i l l  i nc lude  the t o t a l  s t a f f  

group. Four people commented t h a t  i n  many schools, some k inds o f  

dec is ions  a re  tak ing  p lace w i t h i n  area teams o r  departments. The 

comments came c h i e f l y  from teachers i n  Schools A and B where 

teams and departments are  operat ing.  

i i i )  F l e x i b i l i t y  o f  decision-making and a c t i o n  should be r e f e r r e d  

t o  i n  some o f  the  items. As they a re  p resen t l y  s tated,  i tems do 

n o t  r e f e r  t o  the  very p r a c t i c a l  need t o  re-examine and sometimes 

t o  change ac t i ons  t h a t  i s  experienced i n  the  day-to-day school 
* 

p lanning.  This  comment came from several people i n  School B, 

and r e f l e c t e d  t h e i r  experience w i t h  e x t e r n a l l y  d i r e c t e d  change 



procedures t h a t  were a f fec t ing  the  schoo l 's  plans a t  the  t ime 

o f  t h e  in terv iews.  

The aspects o f  the  D.D.A.E. process commented on i n  the  in terv iews by the  

teachers and described above are  important .  They are  repor ted  by Bentzen 

(1974) i n  r e s u l t s  of t he  I.D.E.A. study. Such facets  o f  D.D:A.E. q u a l i t y  as 

who p a r t i c i p a t e s  i n  decision-making; who takes ac t ion ;  t he  f l e x i b i l i t y  o f  

decis ions and act ions;  t he  eva luat ion  o f  decis ions and ac t ions ;  were a l l  

explored i n  o ther  quest ionnaires designed t o  g i ve  the  s t a f f s  i n  the  I .D.E.A. 

study even more spec i f i c  feedback on the way renewal processes were opera t ing  

i n  t h e i r  schools. Those teachers perceived the  need t o  cont inue exp lo ra t i on  

o f  renewal processes i n  order  t o  improve the  opera t ing  c l ima te  i n  t h e i r  

schools. Here too, teachers in terv iewed i n  a l l  th ree o f  t he  case schools 

reported a des i re  t o  explore f u r t h e r  the  var ious q u a l i t i e s  and dimensions o f  

the  D.D.A.E. processes. 

Conclusion. The scales were considered t o  be very p r a c t i c a l  and r e l a t e d  t o  

important  aspects o f  s t a f f  i n t e r a c t i o n .  Most people in terv iewed found the  

l i s t  q u i t e  all-encompassing. Only one person mentioned t h a t  t he  items were 

biased o r  c r i t i c a l  o f  any p a r t i c u l a r  aspect o f  the  s t a f f  i n t e r a c t i o n  process, 

i . e .  over-emphasis on the  p r i n c i p a l ' s  leadership r o l e .  Over one h a l f  o f  those 

interv iewed i d e n t i f i e d  th ree important  aspects o f  D.D.A.E t h a t  t he  Inventory 

does n o t  p resent ly  sample. These are:  qua1 i t y  o f  p a r t i c i p a t i o n ,  f l e x i b i l i t y  

o f  dec is ion  and ac t ion ,  and amount o f  involvement i n  dec is ion  and ac t ion .  

These aspects are  inc luded i n  o the r  more d e t a i l e d  i nven to r ies  a v a i l a b l e  from 

the o r i g i n a l  I .D.E.A. study and could be used i n  fo l low-up work w i t h  a s t a f f .  

2 .  Concurrent V a l i d i t y .  How c l o s e l y  r e l a t e d  are  the  Rat ing Scale and the  
C 

Discuss i o n  Scale? 

Discussion. Does the  a d d i t i o n  o f  t he  Discussion Scale increase t h e  capaci ty  



o f  t he  inst rument  t o  generate feedback use fu l  t o  the  school s t a f f ?  I t  w i l l  be 

r e c a l l e d  t h a t  one o f  the  mod i f i ca t i ons  made t o  the  o r i g i n a l  C r i t e r i a  I n s t r u -  

ment was t o  b u i l d  i n  an oppor tun i t y  f o r  teachers t o  i n d i c a t e  beside each i t em 

desc r ib ing  a  school p r a c t i c e  whether o r  no t  they f e l t  t he  procedure should be 

discussed f u r t h e r .  22 " I  fee l  i t  needs d iscuss ion"  was the  heading. The 

accompanying oppor tun i t y  t o  i n d i c a t e  t h a t  the  p r a c t i c e  needs t o  be looked a t  

by the  s t a f f  had categor ies o f  "yes" and "no". This  i s  r e f e r r e d  t o  as the  

Discussion Scale. 

Analys is  was done on pre  and p o s t t e s t  data from the  matched sample groups 

from School A and from School B. I n  School C, data from a l l  the  s t a f f  who 

completed the  p r e t e s t  were used. Data were analyzed t o  o b t a i n  c o r r e l a t i o n  

c o e f f i c i e n t s  between the  Rat ing Scale and the Discussion Scale. I n  a d d i t i o n  

t o  the  o b j e c t i v e  in fo rmat ion ,  the  observat ions and i n te rv iews  gathered i n  each 

case school prov ided sub jec t i ve  data r e l e v a n t  t o  the  d iscuss ion  o f  concurrent  

va l  i d i  ty . 
Objec t ive  data. The r e s u l t s  o f  t he  ana lys i s  o f  t he  p r e t e s t  and p o s t t e s t  

r e s u l t s  f o r  c o r r e l a t i o n  c o e f f i c i e n t s  between the Rat ing Scale and the  Discus- 

s ion  Scale a re  shown below, i n  Table 10. I t  i s  seen from the  i n fo rma t ion  i n  

the t a b l e  t h a t  i n  none o f  t he  schools nor  on any o f  t he  tes ts ,  p re  o r  post, 

a re  the  responses t o  the  two scales s i g n i f i c a n t l y  co r re la ted .  Nevertheless, 

i t  can n o t  be s a i d  t h a t  t he  Discussion Scale responses a r e  independent judg- 

ments. School A  shows the  most p o s t i v e l y  c o r r e l a t e d  scores w i t h  a  t rend  

toward agreement between the  two r a t i n g  scales, a l though n o t  s t a t i s t i c a l l y  

s i g n i f i c a n t . 2 3  I n  p o s t t e s t  r e s u l t s  a t  School B, there  i s  a  s l i g h t  t rend 

toward agreement between the  scales, however, i t  i s  n o t  s t a t i s t i c a l l y  s i g n i f i -  

cant .  School C p r e t e s t  r e s u l t s  show a  small negat ive  c o r r e l a t i o n  between the  * 
Rat ing Scale and the  Discussion Scale. 

Sub jec t ive  Data. I n fo rma t ion  der ived from several types o f  sub jec t i ve  data 



TABLE 10 

CORRELATION COEFFICIENTS BETWEEN THE RATING SCALE 

AND THE DISCUSSION SCALE OF THE 

SCHOOL PRACTICES INVENTORY 

School P re tes t  Post tes  t 
Cor re la t ions*  Cor re la t ions*  

School A 

School B 

School C 

* None o f  these c o r r e l a t i o n  c o e f f i c i e n t s  was s t a t i s t i c a l l y  s i g n i f i c a n t  a t  t h e  
$05 1 eve1 . 

bears on the  quest ion o f  c o r r e l a t i o n  between the  Rat ing Scale and the  Discus- 

s ion  Scale. The i n t e r a c t i o n  among contextual  f a c t o r s  opera t ing  i n  the  case 

schools was p a r t i c u l a r l y  noted. I n  an e a r l i e r  sec t i on  o f  t h i s  chapter, con- 

t ex tua l  f a c t o r s  t h a t  a f f e c t e d  the  renewal process i n  the  schools were 

described. The i n f l uence  o f  such f a c t o r s  as school d i s t r i c t  p o l i c i e s  and 

con t ro l  s over resources, communi t y  expectat ions , and pro fess iona l  expectat ions 

on members o f  t he  change process was discussed. 

I n  School A, the  use o f  the  Inventory  coinc ided w i t h  a s t a f f  p lanning 

process which they c a l l e d  "Analys is  o f  Variance". The s t a f f  was examining 

school needs, developing goals and eva lua t i on  processes. The p r e t e s t  i tems 

t h a t  were c l o s e l y  r e l a t e d  t o  the  t o p i c s  o f  t he  Variance Analys is  exercise, 

whether r a t e d  h igh  o r  low on the  Rat ing Scale, g o t  the  h ighes t  r a t i n g s  on t h e  

Discussion S c a k .  I n  t he  i n te rv iews  done a t  the  end o f  t he  study, teachers i n  

School A i nd i ca ted  t h a t  they knew the re  was t ime s e t  as ide t o  discuss such 
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top ics  and t h a t  there  was oppor tun i ty  t o  i nc lude  those top i cs  i n  t h e i r  plan- 

ning. There was no need, therefore, t o  i n d i c a t e  on the  School Prac t ices  

Inventory  t h a t  on l y  low-rated items needed discussion.  

A s i m i l a r  reac t i on  came from people in terv iewed a t  School B. There 

items which received the  lowest r a t i n g s  on t h e  Rat ing Scale, ( # l o  and #5 

which have t o  do w i t h  teachers v i s i t i n g  o ther  classrooms and o ther  schoo 

and #36 (having t o  do w i t h  c r i t i q u i n g  one another 's  teaching) ,  were no t  h igh  

on the  Discussion Scale. In terv iews revealed t h a t  i n  the  case o f  #10 and #51, 

teachers considered i t  h i g h l y  important  t o  v i s i t  o ther  classrooms, b u t  

be l ieved t h a t  w i t h  the cu r ren t  r e s t r a i n t s  on re lease t ime f o r  professional  

development there  would be no way i t  could be worked out .  Therefore, t he re  

was no p o i n t  i n  even d iscussing the idea. The present t imetab le  and teaching 

s t a f f  r a t i o s ,  they stated,  would no t  provide t ime f o r  c r i t i q u i n g  each o t h e r ' s  

work. Time a v a i l a b l e  f o r  s t a f f  planning was needed f o r  d iscuss ing issues 

r e l a t e d  t o  s t a f f i n g ,  t h e  course cuts,  the  t rack  meet and o ther  issues ex te r -  

n a l l y  con t ro l l ed ,  as we l l  as items r e l a t i n g  t o  the  on-going opera t ion  o f  t he  

school such as graduation, marks, and program planning. Two people thought 

t h a t  t he  p r a c t i c e  o f  c r i t i q u i n g  each o t h e r ' s  work would n o t  be approved o f  by 

the  pro fess iona l  code of e t h i c s .  " C r i t i q u i n g "  was n o t  a we l l  understood term; 

i t  was suspect, and no one wanted t o  discuss i t .  Teachers reported t h a t  t he  

i tem would r e q u i r e  much c l a r i f i c a t i o n  before  i t  was ra ted  "needs d iscussing" 

i n  t h e i r  school . 
These two examples g i ve  some idea o f  t he  types o f  i n t e r a c t i o n s  among con- 

tex tua l  f a c t o r s  t h a t  in f luenced the  way s t a f f s  used the  Discussion Scale. The 

fac tors  were even more complex i n  the  case o f  School C, where the  items 

rece iv ing  the  most d iscussion dur ing  and a f t e r  t he  feedback meeting, and about 
* 

which most o f  t he  fo l lowup a c t i o n  centred, were no t  r a t e d  h igh  on the  Discus- 

s ion  Scale. Items #2 and #17 having t o  do w i t h  meetings and w i t h  the  w r i t t e n  
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memos fo l l ow ing  meetings were ra ted  h igher  than i tems # 20, 21, and 22 having 

t o  do w i t h  leadership,  t a k i n g  p a r t  i n  discussions, and tak ing  p a r t  i n  forming 

agendas f o r  meetings. The l a t t e r  t h ree  i tems had been r a t e d  low on the  Rat ing 

Scale and h igh  on the  Discussion Scale. I n  the  feedback session, teachers 
1 

r e l a t e d  these th ree  i tems t o  #2 and #17. In te rv iews revealed t h a t  a t  the  t ime 

o f  t h e  p re tes t ,  teachers be l ieved t h a t  t he  form f o r  meetings and the  proce- 

dures f o r  r e c e i v i n g  fo l low-up memos were "given" and the re fo re  no d iscuss ion  

would be poss ib le .  The i tems were so connected t o  the  s t y l e  o f  p r i n c i p a l  

leadersh ip  t h a t  the  Discussion Scale was marked o n l y  f o r  those items. To ta l  

school meetings f o r  p lanning had n o t  been considered and v i s i t a t i o n s  were 

be l i eved  t o  be impossible, g iven present  c lass  loads and o rgan iza t i ona l  

arrangements i n  the  school.  This  b e l i e f  was repor ted  by th ree  o f  f i v e  persons 

in te rv iewed a t  School C.  Despite low r a t i n g s  on i t em #10 on the  Rat ing Scale, 

and a b e l i e f  t h a t  i t  would be impossib le t o  implement, t h e  t o p i c  d i d  come up 

a t  t he  feedback meeting and a t  subsequent meetings o f  the  s t a f f .  The ideas 

d i d  need d iscussing,  b u t  s t a f f  b e l i e f s  about t he  expectat ions o f  t h e i r  jobs 

in f luenced them when complet ing the  Discussion Scale r a t i n g s  on the  Inventory.  

Hardly anyone i n  School C r a t e d  i tems having t o  do w i t h  the  p r i n c i p a l  ' s  r o l e  

as h i g h l y  i n  need of d iscussion.  Yet, many o f  the  observat ions, i n t e r v i e w  

comments and repo r t s  from the  contac t  person i n d i c a t e d  t h a t  t he re  was a h igh  

l e v e l  o f  concern among s t a f f  members about some aspects o f  the  r o l e .  Along 

w i t h  the  concern was a h igh  degree o f  r e s i g n a t i o n  and an awareness t h a t  i n  t he  

present s i t u a t i o n ,  d iscuss ion  was n o t  l i k e l y  t o  help.  The b e l i e f  regarding 

such i tems as openness a t  meetings, #45,24 even tua l l y  l e d  the  s t a f f  t o  decide 

no t  t o  cont inue w i t h  the second Inventory .  Anonymity o f  respondents on the  

p r e t e s t  had been v i o l a t e d .  A f e a r  o f  open d iscussion,  heightened by subse- 
* 

quent remarks from the  p r i n c i p a l  which i nd i ca ted  t h a t  he knew who had made 

c e r t a i n  r a t i n g s ,  r e s u l t e d  i n  a c l ima te  o f  carefu lness and closeness. No one 
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wanted t o  appear c r i t i c a l  o f  any school p r a c t i c e  by saying i t  needed discus-  

s ion.  Others in terv iewed s ta ted  t h a t  people d i d  n o t  wish t o  be openly 

c r i t i c a l  o f  the  p r i n c i p a l ,  o r  i n  any way appear t o  be c r i t i c a l  o f  the  school 

o r  the  d i s t r i c t .  The Inventory  opened such issues t o  sc ru t i ny .  So, al though ; 

many items were ra ted  low, few people be l ieved they could be discussed o r  

hoped t h a t  they could be remedied. 

Conclusion. I t  would appear from the  r e s u l t s  o f  the  s t a t i s t i c a l  ana lys is  t h a t  

the  Discussion Scale does not  support t he  Rating Scale. Low values on the  

Rating Scale f o r  items a re  n o t  always perceived by s t a f f  members as problems 

which ought t o  be discussed. H igh ly  p o s i t i v e  items on the  Rat ing Scale a re  

n o t  always perceived as being a l l  r i g h t  as i s .  

Add i t iona l  , complex contextual  var iab les  re1 a t i  ng t o  ex terna l  and i n t e r -  

nal school pressures i n f l uence  the  teachers'  decis ions about when t o  discuss a 

prac t ice ,  and how t o  deal w i t h  i t .  

Such fac to rs  as co inc ident  s t a f f  development a c t i v i t i e s ,  schedules f o r  

professional  development days, a v a i l a b i l i t y  o f  re lease time, and the  pressure 

o f  o ther  school r e s p o n s i b i l i t i e s  a f fec ted  teachers '  decis ions about whether o r  

no t  an i tem was i n  h igh  enough p r i o r i t y  t o  m e r i t  a "needs d iscussion" yes 

r a t i n g .  Some items changed p r i o r i t y  dur ing  the  course o f  t he  feedback meet- 

ing, as i t  became c l e a r  t h a t  something might be done about the  procedures, and 

t h a t  d iscussion o f  the i tem i n  quest ion might b r i n g  about r e s u l t s  desi red by 

the s t a f f .  

Quest ion Four 

Should modi f i ca t ions  be made t o  the  Inventory Instrument? 

This r e f e r s  s p e c i f i c a l l y  t o  items on the  School Prac t ices  Inventory  

needing d e l e t i n g  o r  mod i f i ca t i on ,  o r  t o  a d d i t i o n a l  items. 



This quest ion i s  r e l a t e d  t o  the  p r a c t i c a l i t y  and a c c e s s i b i l i t y  o f  t he  

instrument, an aspect d e a l t  w i t h  i n  an e a r l i e r  sec t i on  o f  t he  chapter.25 Each I 

i tem should r e l a t e  t o  i t s  subscale, and should communicate c l e a r l y  the  c r i -  

t e r i a  f o r  a  p r a c t i c e  t o  which i t  r e f e r s .  The items o f  t he  o r i g i n a l  C r i t e r i a  

Instrument were w r i t t e n  by the  teachers and p r i n c i p a l s  i n  the  I.D.E.A. p r o j e c t  

t o  descr ibe s i x  major areas o f  s t a f f  i n t e r a c t i o n .  

To analyze the  r e l a t i o n s h i p  between the  items and the  scales, two types 

o f  in format ion  were used i n  t h i s  research. F i r s t ,  i t em- to ta l  c o r r e l a t i o n s  

were ca l cu la ted  f o r  each school f o r  a l l  app l i ca t i ons  o f  the  instrument, p re  

and pos t tes t .  Secondly, an i n te rv iew  quest ion was used which requested p a r t i -  

c ipants  t o  examine the  group o f  items making up each o f  t he  s i x  scales and t o  

gather comments on any modi f i ca t ions ,  de le t ions ,  r e p e t i t i o n s ,  o r  unclear  

wording t h a t  occurred t o  them. The case schools agreed t o  a s s i s t  i n  the  pro- 

cess o f  examining and suggesting mod i f i ca t i ons  t o  t h e  Inventory.  S t a f f  

members were very cooperat ive and thought fu l  i n  t h e i r  treatment o f  t h i s  re -  

quest, r e s u l t i n g  i n  many usefu l  suggestions. The data pe r ta in ing  t o  the  

quest ions o f  i t em m o d i f i c a t i o n  w i l l  be discussed i n  two sect ions:  o b j e c t i v e  

data der ived from the s t a t i s t i c a l  ana lys is  and sub jec t i ve  data der ived from 

the in terv iews w i t h  key informants. 

Ob jec t ive  data.  The r e s u l t s  o f  t he  ana lys is  o f  the  i tem-scale c o r r e l a t i o n s  

process a re  d isplayed i n  Tab1 e 11. A c r i t e r i o n  1  eve1 o f  .30 has been used t o  

s e l e c t  t he  items f o r  i n c l u s i o n  i n  t h i s  tab le .  The wording of items i s  

inc luded i n  Table 12 so t h a t  the  ac tua l  c r i t e r i o n  d e s c r i p t i o n  o f  a  p r a c t i c e  

may be cheg ked . 
An examination o f  Table 12 shows t h a t  seventeen d i f f e r e n t  items ou t  o f  

the 68 t h a t  make up the  Inventory  received i t em- to ta l  c o r r e l a t i o n s  o f  l ess  
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than .30 on a t  l e a s t  one admin i s t ra t i on  of t he  Inventory.  The h ighes t  f r e -  

quency was f o r  i tem #36 from the  Teacher sca le  which appeared on th ree o u t  of 

f i v e  app l i ca t i ons  o f  the  instrument. The next  most f requen t l y  appearing i t em 

i s  #67 from the P r i n c i p a l  scale which appeared on two o u t  o f  f i v e  app l ica-  I 

t i ons ,  and i t em #30 from the Act ion  scale which a l s o  appeared on two o u t  of 

f i v e  app l ica t ions .  The remaining items appeared on ly  once each. School A  

p r e t e s t  had the  greates t  number o f  low co r re la t i ons ,  ( 9 ) ,  and t h e i r  p o s t t e s t  

had the  smal les t  number o f  low co r re la t i ons .  

TABLE 11 

ITEMS HAVING ITEM-TOTAL* CORRELATIONS OF LESS THAN .30 

School A School B  School C** 

I tem Scale r I tem Scale r I tem Scale r 

Pretes t  2 4 .ll 7 6  .10 4 4 .23 

8  5 .12 36 6  .27 10 6  -.04 

18 5 .22 67 5 .13 30 3  .26 

29 5 .08 35 1  .06 

30 3  -.09 37 1  .26 

32 5 .27 

33 6  -12 

36 6  .12 

45 4 .16 
- - - - - - - 

Post tes t  36 6  .23 3  2  .27 

26 2  -.05 

67 5 .26 

* 
Tota l  10 6  5 

* Refers t o  t o t a l  score on subscale t o  which the  i tern belongs. 
** Note t h a t  no p o s t t e s t  was done a t  School C. 
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TABLE 12 

SCALE NAMES AND WORDING OF ITEMS H A V I N G  ITEM-TOTAL CORRELATIONS LESS THAN .30 

I tem Scale Name f 

Decis ion 

Decis ion 

Meet i ngs 
Teachers 
P r i n c i p a l  

Teachers 
P r i n c i p a l  
Decis ion 

P r i  nc i  pa l  

Ac t i on  

P r i n c i p a l  
Teachers 
Dialogue 
Teachers 
Dialogue 

Meeti ngs 

P r i n c i p a l  

I tem Wording on Inventory  

S t a f f  meetings a re  genera l l y  reserved f o r  mat ters con- 
cerned w i t h  curr icu lum, i n s t r u c t i o n ,  and school organ- 

1 persons who 
i z a t i o n ,  no t  a d m i n i s t r i v i a .  
Decisions a re  c l e a r l y  communicated t o  a1 
are  a f f e c t e d  by the  dec is ion .  
Meetings are  on t ime. 
Teachers make i n s t r u c t i o n a l  decis ions.  
The p r i n c i p a l  has the respect  and good w 
s tudents.  
Teachers v i s i t  o the r  schools. 

ill o f  the 

The p r i n c i p a l  knows h i s  s t a f f  w e l l .  
Persons become f a m i l i a r  w i t h  the  experiences o f  o thers  
be fore  making a dec is ion .  
The p r i n c i p a l  encourages and a s s i s t s  the  s t a f f  i n  devel-  
oping goals f o r  the  school 
Ac t ion  can be mod i f ied  t o  handle unan t i c i pa ted  s i t u a -  
t i o n s .  
The p r i n c i p a l  communicates e f f e c t i v e l y  w i t h  students. 
Teachers work t o  implement the  goals o f  the  school. 
Dialogue has a purpose. 
Teachers c r i t i q u e  each o t h e r ' s  teaching. 
Dialogue a l lows f o r  in-depth d iscuss ion  o f  issues t h a t  
a re  p e r t i n e n t  t o  the  educat ion o f  ch i l d ren .  
Meetings are 'such t h a t  persons can engage i n  an open and 
f rank  d iscuss ion  o f  issues. 
The p r i n c i p a l  at tends conferences r e l a t i v e  t o  h i s  pro- 
fess iona l  growth. 

Sub jec t ive  data. The i n te rv iews  generated a l a r g e  amount o f  comnent about 

i n d i v i d u a l  i tems which helped t o  exp la in  some o f  the  r a t i n g s  noted above. I n  

o rder  t o  i d e n t i f y  the  items commented on by teachers and t o  record  the  con- 

cerns they had w i t h  them, the  i n t e r v i e w  notes were analyzed. I tem numbers, 

frequency o f  occurrence, and type o f  comment were noted. The r e s u l t s  o f  t he  

t a b u l a t i o n  appear on Table 13 . 
Many o f  t he  suggested mod i f i ca t i ons  had t o  do w i t h  the  qua1 i t y  o r  f r e -  

quency o f  occurrence o f  t he  p r a c t i c e  being ra ted .  Such i tems were numbers 



TABLE 13 

STAFF RECOMMENDATIONS ABOUT INVENTORY ITEMS* 

Scale Wording o f  C r i t e r i a  
Item Name 1tem Type o f  comment 

Teachers 7 

Teachers 10 

Meetings 7 

Dialogue 9 

Teachers 11 

Dialogue 9 

Decision 7 

Dialogue 7 

P r i n c i p a l  7 

Teachers make i ns t ruc -  
t i o n a l  decis ions.  

Teachers can arrange 
t o  have t h e i r  teaching 
c r i t i q u e d  by o ther  
teachers. 

Meetings i nvo lve  on ly  
persons who need t o  
be involved.  

Issues and Programs 
discussed by the  s t a f f  
can be suggested by 
parents. 
Teachers c r i t i q u e  each 
o t h e r ' s  teaching. 
Issues and programs 
discussed by the  s t a f f  
can be suggested by 
the  students. 
Decisions are  c a r r i e d  
o u t  w i t h  enthusiasm 
and good w i  1'1 . 
Persons read what 
scholars and informed 
p r a c t i  t i o n e r s  have 
w r i t t e n  on the  sub jec t  

I n s t r u c t i o n a l  decis ions needs 
broadening t o  i nc lude  such con- 
cepts as : program planning , eval u- 
a t i on ,  s t a f f  and p u p i l  deployment, 
work on cur r icu lum and mate r ia l s .  
Use o f  the  word " c r i t i q u e "  i s  n o t  
we l l  understood. This i tem might  
be combined w i t h  #36 and an e f f o r t  
made t o  f i n d  another word w i t h  
l ess  negat ive connotat ions than 
" c r i t i q u e " .  
D i f f e r e n t i a t e  among the  k inds of 
meetings t h a t  a s t a f f  has. Some 
need a1 1 present, some do not .  
Relate t h i s  t o  i tem #2. 
"Can be" wording i s  i n e f f e c t i v e .  
Change t o  read "are" so the  r a t i n g  
categor ies w i l l  make more sense. 

Same as f o r  #16. 

Same problem as #31. Anything - can 
be suggested, b u t  a more usefu l  
c r i t e r i a  i s  whether o r  n o t  t h i s  
p r a c t i c e  ever does occur. 
D i f f e r e n t i a t e  G s  t o  descr ibe 
what k inds o f  issues. 

S t a f f  i s  suspicious o f  reading o r  
adopting too  much theory w i thou t  
f i r s t  seeing p r a c t i c a l  demonstra- 
t i o n s  and appl i c a t i o n s  . 

and b r i n g  re levan t  ideas 
from t h e i r  reading i n t o  
d ia logue.  
The p r i n c i p a l  at tends This i tem received much humorous 
conferences r e l a t i v e  t o  comment dur ing  the  t e s t  sessions. 
h i s  professional  growth. "Conferences" was being i n t e r p r e -  

ted  by many as " l a rks " ,  and the  
s t a f f  suggested ins tead a wording 
t h a t  emphasizes the  need f o r  work- 
shops, f o r  t he  c o n t r i b u t i o n  o f  t h e  
pro fess iona l  organizat ions,  e.g. 
B.C.T.F. seminars, conventions. 

*Items mentioned seven times o r  more, o r  i n  o ther  words, by about 50% o f  those 
interviewed, are shown i n  the  tab le .  
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31, 40, 41, 45, 46, 48. O f  these, numbers 31 and 41 rece ived seven o r  more 

comnents. Teachers were concerned w i t h  r e d e f i n i n g  the  c r i t e r i a  statements so 

t h a t  they would i nc lude  reference t o  the  way i n  which a p r a c t i c e  would occur, 

n o t  j u s t  i t s  frequency o f  occurrence. 

Other items t h a t  received comment had t o  do w i t h  the  f a c t  t h a t  i n  Canada, 

teachers as w e l l  as p r i n c i p a l s  a re  members o f  p ro fess iona l  o rgan iza t ions  such 

as the  B.C.T.F. The o rgan iza t i on  makes a considerable c o n t r i b u t i o n  t o  s ta f f  

l i f e ,  p a r t i c u l a r l y  i n  the  area o f  profess ional  development. The i tems as 

c u r r e n t l y  w r i t t e n  i n  t he  Inventory  make no mention o f  t h i s  type o f  i n f l u e n c e  

on the  renewal process. Teachers i n  C a l i f o r n i a  where the  C r i t e r i a  Inst rument  

was f i r s t  developed a re  n o t  requ i red  t o  belong t o  such a pro fess iona l  organiz-  

a t i on ,  and p r i n c i p a l s  do no t  belong t o  the  same organ iza t ions  as do teachers. 

For t he  most pa r t ,  they are  considered t o  be p a r t  o f  management. There are, 

there fore ,  some d i f f e rences  i n  t he  wording o f  i tems concerning p r i n c i p a l  r o l e ,  

t he  p a r t  played by ex terna l  sources o f  i n fo rma t ion  such as conferences, 

research, w r i t t e n  ma te r ia l ,  e t c .  Items i n  which t h i s  s o r t  o f  comnent arose 

were numbers 2, 7, 16, 28, 34, 36, 39, 40, 60,and 67. O f  these, numbers 7, 

16, 36, 60 and 67 received seven o r  more suggested rewordings du r ing  i n t e r -  

views. 

S t a f f  members st ressed another change i n  emphasis. D i f f e r e n t i a t i o n  among 

the many types o f  meetings now he ld  i n  schools was requested. Most o f  the  

present wording o f  i tems r e f e r s  t o  formal s t a f f  meetings w i t h  t o t a l  s t a f f  

attendance. People in te rv iewed i n  t h i s  study suggested t h a t  team meetings, 

department meetings, spec ia l  p r o j e c t  meetings, teacher/paraprofessional meet- 

ings, teacher/advisor  meetings, o r  teacher/admini s t r a t o r  meetings might  each 

have unique c h a r a c t e r i s t i c s  worth not ing,  as w e l l  as some c r i t e r i a  i n  common. 
+ 

Teachers wanted items t h a t  d i f f e r e n t i a t e d  among the  scope, depth, and processes 

o f  dialogue, decision-making, and the  a b i l i t y  t o  take a c t i o n  t h a t  each o f  such 
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subgroups might  e x h i b i t .  Items i n  the  Inventory  lacked such s p e c i f i c i t y  

making i t  hard f o r  respondents t o  r e l a t e  the  p r a c t i c e  described t o  t h e i r  own 

group meeting s i t u a t i o n s  and experiences. Items r e c e i v i n g  t h i s  type o f  

comment were numbers 1, 2, 6, 28, 34,and 46. About 50% o f  those in te rv iewed 

thought i tems 28, 34,and 46 needed the type o f  c l a r i f i c a t i o n  noted. 

Conclusion. The m a j o r i t y  o f  i tems i n  the School Prac t ices  Inventory  r e l a t e  

s t r o n g l y  t o  the  subscales and c l e a r l y  descr ibe p rac t i ces .  Only seventeen o f  

t he  68 i tems on t h e  s i x  subscales d i d  n o t  c o r r e l a t e  above .30 w i t h  t h e i r  

subscale t o t a l s  on a l l  app l i ca t i ons  o f  the  inst rument .  The teachers i n t e r -  

viewed po in ted  ou t  some i tems i n  which the  wording makes i n t e r p r e t a t i o n  o f  

the  p r a c t i c e  d i f f i c u l t  i n  terms o f  t h e i r  own experience. Some examples o f  

areas i n  which mod i f i ca t i ons  were suggested are:  r e d e f i n i n g  the  c r i t e r i a  

statements t o  i nc lude  reference t o  the  way i n  which a p r a c t i c e  w i l l  occur w i t h  

reference t o  the  q u a l i t y  o f  the  i n t e r a c t i o n ;  i n c l u d i n g  mention i n  t he  c r i t e r i a  

statements about the r o l e  i n  p ro fess iona l  development and renewal played by 

the  pro fess iona l  organizat ions,  advisory services,and associat ions;  d i f f e r -  

e n t i a t i n g  among types o f  meetings and among the  var ious  l e v e l s  o f  dec is ion-  

making t h a t  go on i n  the school.  

Observations and i n te rv iews  on the  s p e c i f i c  i tems o f  the  Inventory  

appeared t o  support the  r e s u l t s  shown i n  the s t a t i s t i c a l  ana lys is .  Teacher 

comments were very favorab le  and provided many suggestions t h a t  would 

st rengthen and c l a r i f y  items, and adapt the  inst rument  f o r  l o c a l  use. 

Quest ion  F i ve  

What i s  the  r e l a t i o n s h i p  among subscales on the  Inventory?  
C 



Discussion 

I t  w i l l  be r e c a l l e d  from an e a r l i e r  d iscuss ion  o f  t he  I.D.E.A. study o f  

changing schools (Bentzen, 1974), t h a t  the C r i t e r i a  Inst rument  upon which the  

Inventory  used i n  t h i s  study was based, was developed by teachers from the  

group o f  e ighteen schools invo lved i n  the  C a l i f o r n i a  based study. 26 i t  was 

designed t o  p rov ide  re levan t  i n fo rma t ion  about the  D.D.A.E. process i n  the  

school. Scale items descr ibe des i rab le  c r i t e r i a  f o r  Dialogue, Decision- 

making,and Act ion.  Also inc luded were c r i t e r i a  f o r  t h ree  face ts  o f  s t a f f  l i f e  

t h a t  r e f l e c t  the  r e d e f i n i t i o n  o f  r o l e s  t h a t  was occu r r i ng  i n  t he  schools o f  

the I .D.E.A.  study. These items l i s t  c r i t e r i a  f o r  t h e  behaviour o f  p r i n c i -  

pals,  teachers,and fo r  the  opera t ion  of the  most common, formal s e t t i n g  f o r  

t h e i r  i n t e r a c t i o n ,  the s t a f f  meeting. The I.D.E.A. research found these s i x  

areas o f  s t a f f  i n t e r a c t i o n  and r o l e  c h a r a c t e r i s t i c s  t o  be the  comnon threads 

observable i n  any planned program o f  change i n  a  school. The s i x  i n t e r r e l a t e d  

areas o f  c l imate ,  when opera t ing  i n  a  hea l thy  way, support respons ib le  recep- 

t i v i t y  t o  change. The theory under ly ing  the  inst rument  assumes the re  i s  

i n t e r a c t i o n  among the s i x  areas i d e n t i f i e d  by the subscales. 

I t  i s  o f  i n t e r e s t ,  there fore ,  t o  examine the  i n t e r r e l a t i o n s h i p s  among 

the s i x  subscales as r a t e d  by teachers invo lved i n  t he  s e l f - e v a l u a t i o n  study 

repor ted here. In fo rmat ion  re levan t  t o  quest ion f i v e  was obta ined bo th  

through the  ana lys i s  o f  o b j e c t i v e  data from the  Inventory  p re  and pos tes ts  and 

o f  the  data obta ined from in te rv iews  and observat ions i n  the  case schools. 

Ob jec t ive  Data 

* 
P re tes t  data were analyzed t o  o b t a i n  Pearson Product-Moment C o r r e l a t i o n  

Coef f i c ien ts  among a l l  the  scales. The r e s u l t s  o f  t h a t  procedure a re  



displayed below i n  Tab1 e 14. 

TABLE 14 

PEARSON CORRELATION COEFFICIENTS FOR PRETESTS$, 

Scale School N*** Dialogue Decis ion Act ion  Meetings P r i n c i p a l  Teacher 

Dialogue A 19 1 .OO .26 .46** .20 $27 .58* 
B 18 1 .OO .69* .42 .43 .20 .59* 
C 13 1 .OO .72* .74* .90* .67** .77* 

A & B  37 1 .OO .72* .71* .51* .63* .77* 
A,B& C 50 1 .OO .70* .67* .65* .65* .77* 

Decis ion A 19 
B 18 
C 13 

A & B  37 
A,B & C 50 

Act ion  A 19 1 .OO .57* .65* .84* 
B 18 1 .OO .48** .32* .40 
C 13 1 .OO .79* .87* .76* 

A & B  37 1 .OO .64* ,87* .83* 
A,B & C 50 1 .OO .59* .82* .79* 

Meet i ngs A 19 
B 18 
C 13 

A & B  37 
A,B&C 50 

P r i n c i p a l  A 19 
B 18 
C 13 

A & B  37 
A,B & C 50 

- 

Teacher A 19 
B 18 
C 13 

A & B  37 
AyB & C 50 

* S t a t i s t i c a l l y  s i g n i f i c a n t  a t  t he  .O1 l e v e l .  
** S t a t i s t i c a l l y  s i g n i f i c a n t  a t  the  .05 l e v e l .  

*** Sample f o r  Schools A and B inc ludes on ly  cases who wrote bo th  the  
p r e t e s t  ahd the  pos t tes t .  



173 

The r e s u l t s  o f  a s i m i l a r  ana lys i s  f o r  the  p o s t t e s t  r e s u l t s  a r e  shown i n  

Table 15. 

TABLE 15 

PEARSON CORRELATION COEFFICIENTS** FOR POSTTESTS 

Scale School N* Dialogue Decis ion Ac t i on  Meetings P r i n c i p a l  Teacher 

Di a 1 ogue A 19 1.00 .83 .83 .80 .52** .78 
B 18 1 .OO .87 .76 .63 .53** .73 

A & B  37 1.00 .87 .78 .76 .65 .80 

Deci s i on A 19 
B 18 

A & B  37 

Act ion  A 19 
B 18 

A & B  37 

A 19 1 .OO .74 .75 Meetings 
B 18 1 .OO .59 .50 

A & B  37 1 .OO .66 .66 

P r i n c i p a l  A 19 1 .OO .75 
B 18 1 .OO .55** 

A & B  37 1 .OO .81 

Teacher A 19 . 1 .OO 
B 18 1 .OO 

A & B  37 1 .OO 
- -  -- - -  

* Sample f o r  schools A and B inc lude on ly  cases who wrote bo th  p r e t e s t  
and pos t t e s  t . 

** S t a t i s t i c a l l y  s i g n i f i c a n t  a t  .05 l e v e l  b u t  n o t  a t  .O1 l e v e l .  
A l l  o thers  a re  s t a t i s t i c a l l y  s i g n i f i c a n t  a t  .O1 l e v e l .  

I n  general,  c o r r e l a t i o n s  among subscales on the  p r e t e s t  a re  moderate t o  

high. The c o r r e l a t i o n  c o e f f i c i e n t s  between Teacher/Action, Teacher/Decision, 

and TeacherIDialogue; and Decis ion/Act ion were the  most un i fo rm ly  h igh.  

These scales p r e  s t r o n g l y  r e l a t e d  i n  a l l  t he  case school data. 

About 17% o f  t he  c o r r e l a t i o n  c o e f f i c i e n t s  ( t h i r t e e n  o u t  o f  seventy-f  i v e )  



are  s t a t i s t i c a l l y  s i g n i f i c a n t  a t  the .05 l e v e l ,  and about 73% o f  the  

c o e f f i c i e n t s  a re  s t a t i s t i c a l l y  s i g n i f i c a n t  a t  the .O1 l e v e l .  Not ing the  

small s i z e  of t he  sample, these r e s u l t s  i n d i c a t e  t h a t  t he  subscales a re  we1 1  

i n t e r r e l a t e d .  

C o r r e l a t i o n  c o e f f i c i e n t s  obta ined on the  p o s t t e s t  r e s u l t s  from the  

matched samples i n  two case schools which completed both  t e s t  sessions show an 

even h igher  o v e r a l l  p a t t e r n  o f  c o r r e l a t i o n  among subscales than on the  pre- 

t e s t .  

The low c o r r e l a t i o n  c o e f f i c i e n t  values among many subscales i n  t he  data 

from School A i n d i c a t e  t h a t  f o r  t h i s  school t he  va r iab les  seem t o  be indepen- 

dent  o f  one another on the  p r e t e s t .  For example, w i t h  a l l  b u t  t he  Teacher 

scale, Dialogue has a  c o r r e l a t i o n  c o e f f i c i e n t  o f  l ess  than .5, and has values 

too  low f o r  s i g n i f i c a n c e  a t  .05 l e v e l  w i t h  Decision, Meetings,and P r i n c i p a l  

scales . Action/Teacher scales , and Teacher/Deci s  i o n  were the  most s t r o n g l y  

r e l a t e d  subscales i n  t h i s  school, w i t h  Dec is ion /Pr inc ipa l  scales nex t  i n  

order .  

I n  School B, t he  Decis ion scale showed h ighest  c o r r e l a t i o n s  w i t h  a l l  

o the r  subscales and the  P r i n c i p a l  subscale, the lowest.  The c o e f f i c i e n t  f o r  

Pr inc ipa l /D ia logue was lowest o f  any scales o f  any case on the p r e t e s t .  

I n  School C, t he  r e l a t i o n  of the  Meetings sca le  w i t h  a l l  o the r  scales i s  

s t rongest ,  f o l  lowed c l o s e l y  by Decis ion/Pr i  n c i  pa l  scales. These scales showed 

c o r r e l a t i o n  c o e f f i c i e n t s  t h a t  were the  h ighes t  f o r  any sca le  on the  p r e t e s t  

data . 

Sub jec t ive  Data 

* 
Observations and i n te rv iews  i n  the  case schools showed t h a t  s t a f f  members 

were aware o f  I).D.A.E. processes and conscious o f  t he  i n t e r r e l a t i o n s h i p s  among 



them t h a t  modify the  s t a f f  c l ima te  i n  a school.  
t 
I 
L I n  School A, i t  was observed t h a t  considerable emphasis was placed on 

i i n v o l v i n g  s ta f f  members i n  decision-making. High value was placed on i n t e r -  
i 

personal communication. Arrangements had been made t o  f o s t e r  such i n t e r -  

changes both  through formal p lanning time, s t a f f  o rgan iza t i on  i n t o  teams, and 

through such in fo rmal  means as the in fo rmal  s t a f f  room atmosphere, s t a f f  

luncheons and p a r t i e s .  Many s t a f f  members shared the  r e s p o n s i b i l i t y  f o r  

t ak ing  and i n i t i a t i n g  a c t i o n .  The scales r e c e i v i n g  the  h ighes t  p r e t e s t  

c o e f f i c i e n t s  were Teacher/Action and Teacher/Decision. I n te rv iew  comments 

drew a t t e n t i o n  t o  the r o l e  teachers played i n  school-wide p lann ing  and on the  

e f f o r t s  t o  improve the  p lanning s t r a t e g i e s  used. The r o l e  o f  the  p r i n c i p a l  

was seen as important  b u t  n o t  as c l o s e l y  t i e d  t o  a l l  t he  o the r  aspects o f  

D.D.A.E. as was the  teachers '  r o l e .  These teachers were working w i t h  each 

o the r  i n  many d i f f e r e n t  groups, a t  var ious types o f  meet ingsand w i t h  d i ve rse  

oppor tun i t i es  f o r  d ia logue.  I t  i s  poss ib le  t h a t  i n  r a t i n g  these scales, as 

two s t a f f  members po in ted  out ,  teachers found i t  d i f f i c u l t  t o  genera l i ze  and 

assign a r a t i n g .  The Inventory  i tems described too  broad a range o f  events 

f o r  t h i s  group t o  use, s ince  q u a l i t y  and q u a n t i t y  o f  d iscussions and meetings 

were being assessed i n  a more p a r t i c u l a r  way. A t  the  feedback meeting i n  

School A, the s t a f f  and the  researcher discussed the  r e s u l t s  o f  t he  p r e t e s t .  

The r a t i n g s ,  t he  r e l a t i o n s h i p s  among i tems and scales and the  need t o  use such 

i n fo rma t ion  i n  the  on-going p lanning f o r  the  school were mentioned. I n  the  

months between the  p r e t e s t  and the  pos t tes t ,  contac t  persons repor ted,  t he  

Inventory  r e s u l t s  and the  Analys is  o f  Variance procedure were t o p i c s  o f  a l ong  

se r ies  o f  team meetings which u l t i m a t e l y  invo lved a l l  s t a f f  members. A much 

heightened awareness o f  the  need t o  nu r tu re  s t a f f  c l ima te  and o f  i t s  component 
+ 

processes may have in f luenced the increased p o s t t e s t  c o r r e l a t i o n s .  

A l l  s t a f f  members in te rv iewed i n  School B s ta ted  t h a t  there  were many 
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o p p o r t u n i t i e s  f o r  teachers t o  be invo lved i n  decision-making. A l l  f e l t  there  

was hea l thy  d iscuss ion  o f  issues bo th  a t  formal meetings, by s t a f f  representa- 

t i v e s  a t  t he  S t a f f  Committee meetings, and i n f o r m a l l y ,  e.g., i n  t he  s t a f f  

room. However, a m a j o r i t y ,  ( s i x  of seven in te rv iewed) ,  f e l t  t h a t  a l though 

meetings were important  f o r  g e t t i n g  decis ions made, more teachers should take 

r e s p o n s i b i l i t y  f o r  implementing i n  recommended ac t i ons .  Observat ion o f  t h i s  

case school and repo r t s  from the  contac t  person v e r i f i e d  the  d i f f i c u l t y  exper- 

ienced by t h i s  s t a f f  i n  bo th  communications and then t a k i n g  dec is ions  through 

t o  the  a c t i o n  phase. I n  t h i s  school, s t a f f  d i d  n o t  perceive the  p r i n c i p a l ' s  

r o l e  as c l o s e l y  r e l a t e d  t o  e i t h e r  t he  q u a l i t y  o f  d iscuss ion  o r  t he  types o f  

dec is ions  made. The processes e x i s t i n g  f o r  department, S t a f f  C m i  t t ee ,  and 

s t a f f  meetings r e l a t e d  t o  q u a l i t y  o f  d iscussion.  The idea o f  having a pro- 

fess iona l  p re roga t i ve  t o  decide what would go on i n  t he  school program was 

s t r o n g l y  supported by a l l  s t a f f  members in terv iewed,  as was the  expecta t ion  by 

the admin i s t ra t i on  f o r  such teacher involvement. Decision/Act ion, Decision/ 

Meetings, Decision/Teachers, Decision/Dialogue showed the  h ighes t  c o r r e l a t i o n s  

i n  t h i s  school on the p r e t e s t .  The lowest  c o r r e l a t i o n s  occurred i n  the  

P r i n c i p a l  ' s  r o l e  scale.  

The c r u c i a l  i n t e r r e l a t i o n  o f  t he  P r i n c i p a l ' s  r o l e  t o  a l l  o ther  aspects o f  

the D.D.A.E. process was mentioned by a l l  s t a f f  members in te rv iewed a t  School 

C. The importance o f  t h i s  i n t e r a c t i o n  was observed i n  i n i t i a l  meetings w i t h  

the s t a f f ,  the feedback meeting,and du r ing  i n fo rma t ion  ga ther ing  contac t  and 

i n t e r v i e w  sessions. The teachers '  percept ion  o f  t he  admin i s t ra to r  in f luenced 

r a t i n g s  o f  a l l  o the r  school p rac t i ces .  The p r i n c i p a l  d i s l i k e d  the  emphasis on 

P r i n c i p a l  r o l e  as one o f  the  s i x  subscales i n  the Inventory .  He commented 

both  du r ing  the  i n i t i a l  meeting w i t h  the  researcher and i n  a l a t e r  i n t e r v i e w  
* 

t h a t  he f e l t  the  i tems about p r i n c i p a l s  overemphasized and s ing led  o u t  t h i s  

r o l e  f o r  comment. He would have p re fe r red  the  Inventory  t o  be more general 
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and t o  make no spec ia l  ana lys is  o f  the  r o l e  o f  t he  p r i n c i p a l .  I n  the  i n t e r -  

view, i t  was a l s o  s ta ted  t h a t  he f e l t  t h e  Inventory  supported the  concepts of 

t he  S t a f f  Committee and o f  teacher involvement i n  decision-making; ideas w i t h  

which he was n o t  i n  f u l l  agreement. He f u r t h e r  s ta ted  t h a t  t he  S t a f f  
I 

Committee was no longer opera t ing  i n  h i s  school. Fur ther  r e l a t e d  t o  the  

c e n t r a l i t y  o f  the  p r i n c i p a l ' s  r o l e  t o  the  D.D.A.E. processes i n  t h i s  school 

were comments by the  p r i n c i p a l  about h i s  r o l e  i n  making dec is ions .  He 

described how he went round t o  the  rooms t o  g e t  people 's  op in ion  about a  

dec i s ion  he was making, then announced the  dec i s ion  i n  a  s t a f f  meeting o r  

placed on the  agenda the  issues t h a t  he f e l t  r equ i red  ac t i on .  He be l i eved  

t h a t  teachers p re fe r red  n o t  t o  have meetings, and t h a t  each teacher l i k e d  t o  

run  her  own c lass,  and leave school-wide p lanning t o  the  admin i s t ra t i on .  27 

Observations o f  subsequent events and repo r t s  o f  the  contac t  person under l ined 

the i n i t i a l  i n fo rma t ion  about the  r e l a t i o n  between p r i n c i p a l  r o l e  and a l l  

o ther  aspects o f  s t a f f  c l ima te .  Teachers were so unaccustomed t o  c o n t r i b u t i n g  

t o  the  d ia logue i n  a  meeting t h a t  bo th  the  i n i t i a l  p resenta t ion  and the  feed- 

back session were very embarassing f o r  them.'* The q u a l i t y  o f  d ia logue and 

decision-making t h a t  occurred w i t h  the  p r i n c i p a l  and two ou ts ide rs  present  was 

charac ter ized by hesi tancy t o  quest ion the  proposed a c t i o n  ( s e l  f - eva l  ua t i on )  , 

r e l i a n c e  on the  a d m i n i s t r a t o r ' s  d i r e c t i o n ,  susp ic ion  about t he  motives f o r  the  

proposed ac t i on ,  (some thought i t  was the d i s t r i c t  eva lua t i ng  them), dominance 

o f  t he  d iscuss ion  by a  small m i n o r i t y  o f  s t a f f  members, and l a c k  o f  s t r a t e g i e s  

i n  t he  group f o r  dea l i ng  w i t h  an issue r e q u i r i n g  who le-s ta f f  p a r t i c i p a t i o n  i n  

the  decision-making. 29 

Subsequent i n te rv iews  revealed t h a t  u l t i m a t e l y ,  concern over  the  f a c t  

t h a t  the Inventory  p r e t e s t  had been c o l l e c t e d  and looked over by the  p r i n c i p a l  * 
be fore  r e t u r n i n g  them t o  the  researcher l e d  most s t a f f  members t o  request  t h a t  

the school be withdrawn from the  second t e s t i n g  session. Four o f  f i v e  people 
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in te rv iewed s ta ted  t h a t  teachers were wor r ied  about t he  p r i  n c i  pa l  knowing how 

they had r a t e d  the Inventory  items, and whether o r  n o t  they had completed a  

se l f -eva lua t i on .  O f  p a r t i c u l a r  concern, mentioned by a l l ,  were the  i tems 

having t o  do w i t h  P r i n c i p a l  r o l e .  Most saw a l l  o the r  p rac t i ces ,  e.g., open- 

ness of d iscussion,  p a r t i c i p a t i o n  i n  decision-making, o r  success o f  meetings, 

t i e d  t o  t h a t  r o l e ,  and t o  the  incumbent's percept ion  o f  t he  j ob .  Most had 

f e l t  l i t t l e  cou ld  be done t o  change the  s i t u a t i o n ,  b u t  a t  t he  same time, d i d  

no t  want t o  be c r i t i c a l  o f  the  p r i n c i p a l ,  o r  o f  any s t a f f  members. 

. Conclusion 

Cor re la t i ons  among the s i x  subscales o f  the School Prac t ices  Inventory  

are moderate t o  h igh  on the  p r e t e s t  w i t h  73% s i g n i f i c a n t  a t  the  .O1 l e v e l .  

The c o r r e l a t i o n s  f o r  the  p o s t t e s t  i n  the  two schools invo lved a r e  h igher  than 

on the  p r e t e s t .  These r e s u l t s  may i n d i c a t e  t h e  i n f l u e n c e  o f  increased aware- 

ness among s t a f f  members o f  the i n t e r r e l a t i o n s h i p  among D.D.A.E. processes 

gained du r ing  the  s e l f - e v a l u a t i o n  process, through cons idera t ion  o f  t he  

fo l low-up ac t ions ,  and from discussions i n  the  feedback meetings and school 

v i s i t s .  

In fo rmat ion  der ived from the  Ethnographic methods o f  data c o l l e c t i o n  

support and enhance the  s t a t i s t i c a l  r e l a t i o n s h i p s  der ived from the  o b j e c t i v e  

data. For example, i n  School C, the  s t rong c o r r e l a t i o n  among the  P r i n c i p a l /  

Meeting scales and a l l  o ther  scales was amply i l l u s t r a t e d  by events i n  t he  

school observed by the  contac t  person and the  researcher, and by comnents 

gathered dur ing  the i n te rv iews .  Subsequent ac t ions  r e s u l t i n g  from the  s e l f -  

eva lua t ion  correspond t o  s t a f f  r a t i n g s  o f  these two scales and the  i n t e r -  
* 

r e l a t i o n  perceived between P r i n c i p a l  r o l e  and a l l  o the r  scales. 

I t  can be concluded t h a t  i n  the  th ree  cases studied,  t he  i n t e r r e l a t i o n -  



ships among the  s i x  subscales i s  s t rong.  Both s t a t i s t i c a l  and ethnographic 

data support the  theory o f  the o r i g i n a l  I.D.E.A. study t h a t  t he  Inventory  

prov ides a  s t a f f  w i t h  r e l e v a n t  i n fo rma t ion  about t he  q u a l i t y  o f  opera t ion  and 

i n t e r a c t i o n  among s i x  major f ace ts  o f  the  renewal c l ima te  i n  a  school.  

Chapter f o u r  presented the  ana lys i s  and r e s u l t s  o f  t he  study. Opening 

w i t h  a  d e s c r i p t i o n  o f  contextual  f a c t o r s  p e r t a i n i n g  t o  the  environment i n  

which the  research was conducted, i t  nex t  o u t l i n e d  the  research quest ions 

r e p o r t i n g  the sub jec t i ve  and o b j e c t i v e  data r e l a t e d  t o  each. The f i v e  major 

questions, designed t o  generate i n fo rma t ion  f o r  l a t e r  a p p l i c a t i o n  i n  complet- 

i n g  the  f i n a l  format  of t he  s e l f - e v a l u a t i o n  component o f  t h e  C.E.P.S. needs 

assessment mater ia ls ,  y i e l d e d  i n fo rma t ion  on the usefulness o f  t he  Inventory,  

the  effect iveness o f  the  Discussion Scale, and the  s t reng th  o f  t he  feedback 

process. 

- 
E Chapter f i v e  w i l l  p resent  the study conclusions and imp l i ca t i ons ,  and 
F 

5 discuss some recent  developments o f  the s e l f  assessment process. 
i 



Chapter F i ve  

CONCLUSIONS, IMPLICATIONS, AND RECENT DEVELOPMENTS 

The purpose o f  the  study repor ted  i n  t h i s  t hes i s  was t o  develop and f i e l d  

t e s t  a s e l f - e v a l u a t i o n  process des t ined f o r  use i n  a school-based needs 

assessment s t ra tegy  as one p a r t  of a p lanning system p r o j e c t  c a l l e d  C.E.P.S. I 

One o b j e c t i v e  o f  the study was t o  modify and exp lore  the  use o f  an evalu-  

a t i o n  inst rument  c a l l  ed the  C r i t e r i a  Inst rument  o r i g i n a l l y  developed dur ing  

the  I.D.E.A. F ive  Year Study o f  Changing Schools. I t  was designed t o  p rov ide  

in fo rmat ion  f o r  school s t a f f s  about t h e i r  c a p a b i l i t y  t o  f u n c t i o n  as problem 

so l v ing  groups coping w i t h  a changing environment. The modi f ied  inst rument  

developed f o r  use i n  t h i s  f i e l d  t e s t  was c a l l e d  the  School Prac t ices  Inventory. 

I t  uses c r i t e r i a  statements desc r ib ing  var ious school p rac t i ces  r e l a t e d  t o  

Dialogue, Decis ion making, Act ion,  Meetings, P r i n c i p a l ' s  r o l e ,  and Teachers' 

r o l e ,  and provides a Discussion Scale on which t o  r a t e  each p r a c t i c e  i n  terms 

o f  i t s  need f o r  d iscuss ion  by the  s t a f f .  

A second o b j e c t i v e  o f  the study was t o  observe the  use o f  t he  survey 

inst rument  s e t  i n  a process o f  data feedback t o  the  s t a f f  and a d iscuss ion  o f  

the  r e s u l t i n g  in fo rmat ion .  The School Prac t ices  Inventory  was used t o  survey 

th ree  school s t a f f s .  Survey data were discussed w i t h  each s t a f f  a t  feedback 

meetings i n  which p rac t i ces  needing f u r t h e r  d iscuss ion  and a c t i o n  were 

reviewed sys temat ica l l y ,  as were w e l l  f unc t i on ing  p rac t i ces .  Areas o f  agree- 

ment and disagreement emerged, and plans f o r  dea l i ng  w i t h  the  areas o f  concern 

were formed. 

The use o f  t he  inst rument  and the process i n  th ree  case schools was 
* 

, observed and documented by a combination o f  ethnographic and s t a t i s t i c a l  

I methods. Since the  s e l f - e v a l u a t i o n  process was being designed f o r  use i n  a 
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v a r i e t y  o f  school s e t t i n g s  w i t h i n  a l a r g e  school d i s t r i c t ,  t he  r e l a t i o n  o f  the  

r e s u l t s  t o  c e r t a i n  contextual  and organ iza t iona l  va r i ab les  among user  schools 

was studied.  S t a f f  members i n  the  case schools evaluated t h e  process and 

p a r t i c i p a t e d  as observers at\d recorders o f  the  events occu r r i ng  du r ing  the  

f i e l d  t r i a l  per iod .  

INFORMATION GENERATED FROM THE STUDY 

Wi th in  the  t h e o r e t i c a l  framework o f  t he  sel f - renewing school, and the  

model o f  "essent ia l  change" (Getzel s  , 1970), the  use o f  survey feedback and 

d iscussion o f  needs assessment data about school c l i m a t e  were observed and 

documented. The major research quest ions posed i n  the  study were o f  a 

2 "dec is ion-or ien ted"  research type t y p i c a l  o f  a p r a c t i c a l ,  school-based 

p r o j e c t .  They were designed t o  generate i n fo rma t ion  h e l p f u l  t o  planners 

developing p lanning ma te r ia l s .  The s p e c i f i c  quest ions were, thus, r e l a t e d  t o  

the usefulness o f  the  Inventory ,  t he  e f fec t i veness  of t he  Discussion Scale, 

and the  s t reng th  of the  feedback process i n  c r e a t i n g  awareness o f  t he  D.D.A.E. 

process among s t a f f  members. Data and observat ions recorded were analyzed f o r  

l a t e r  a p p l i c a t i o n  i n  designing the f i n a l  format o f  the  s e l f - e v a l u a t i o n  process 

component o f  the  C.E.P.S. needs assessment ma te r i a l s .  

Quest ion  One 

How d i d  t h e  case schools compare a t  t h e  beginning o f  t he  study? 

The study design c a l l e d  f o r  schools represent ing  some o f  the  d i v e r s i t y  1 i k e l y  

Size, type o f  communi ty , grade 

1 eadership were considered i n  

t o  be found in, a la rge ,  urban school d i s t r i c t .  

l e v e l  o f  s tudents served, types o f  s t a f f s ,  and 

s e l e c t i n g  the  case schools. 



The th ree  case schools weif  compared i n  terms o f  the  o b j e c t i v e  data 

der ived from the  scores on the 1 i r s t  appl i c a t i o n  o f  t he  Inventory,  and on the  

bas is  o f  sub jec t i ve  data gathet cld through ethnographic methods. Both k inds o f  

data supported the  conclus ion ! h a t  th ree  very d i f f e r e n t  schools had agreed t o  

p a r t i c i p a t e  i n  the study. 

Analys is  o f  the  Inventory  survey data revealed s t a t i s t i c a l  l y  s i g n i f i c a n t  

d i f f e rences  among the  th ree  schools on the p r e t e s t .  The major d i f f e r e n c e  was 

between School A and the o ther  two schools. On a l l  subscales, there  were 

d i f f e rences  t h a t  were supported by observat ions and i n t e r v i e w  data gathered 

dur ing  the  i n i t i a l  contacts w i t h  the schools. The d i f f e rences  were grouped 

i n t o  the  categor ies o f  i n i t i a l  p r i n c i p a l  r o l e  c h a r a c t e r i s t i c s ,  decision-making 

pat terns,  s t a f f  communication, meetings, and contex tua l  f a c t o r s .  

School A was charac ter ized by c o n s i s t e n t l y  h igher  sca le  means f o r  a l l  

scales than those f o r  Schools B and C .  Act ion,  Meetings, and P r i n c i p a l  scores 

were the  h ighes t  of any i n  the  group. I t  was observed t o  have w e l l  developed 

procedures i n v o l v i n g  bo th  teachers and the p r i n c i p a l  f o r  coping w i t h  changes 

such as the  request f o r  p a r t i c i p a t i o n  i n  a  research study. E x i s t i n g  school 

procedures were used t o  study the  request,  decide upon the  s t a f f ' s  response, 

in fo rm members o f  the  t ime- l i ne ,  and s e t  up the  a c t i v i t i e s  f o r  the s e l f -  

evaluat ion.  

School B  was charac ter ized by medium o r  "sometimes" sca le  means (between 

3.0 and 3.9) f o r  Dialogue, Decision, Act ion,  and Teachers scales. It was 

observed t o  have l ess  w e l l  es tab l ished pa t te rns  f o r  i n v o l v i n g  s t a f f  members i n  

the type o f  communication process needed t o  s e t  up the  se l f -eva lua t i on  process 

i n  the  school.  The procedures were by necessi ty  more complex i n  t h a t  i t  was a 

b igger  s t a f f ,  w i t h  sub-departments and a  s t a f f  committee a l l  opera t ing  i n  a  * 
i r e l a t i v e l y  new school s e t t i n g  where some p rac t i ces  were s t i l l  i n  a  fo rmat ive  

stage. The d i v e r s i t y  and d i f fuseness o f  decision-making and a c t i o n  procedures 



was r e f l e c t e d  i n  bo th  the  o b j e c t i v ~  and sub jec t i ve  data gathered i n  t h i s  

school.  The r a t i n g s  o f  Meetings atld P r i n c i p a l  scales were "usua l ly " ,  a f a i r l y  

h igh  r a t i n g  i n d i c a t i v e  o f  p r o c e d ~ l r ~ s  thought by many s t a f f  members t o  be 

working w e l l .  These f i n d i n g s  wete born ou t  by observat ions o f  the  openness 

and rappor t  t h a t  ex i s ted  among s t a f f  members du r ing  formal meetings, in fo rmal  

contacts,  and i n te rv iews .  

School C was charac ter ized by medium o r  "sometimes" r a t i n g s  (between 3.0 

and 3.9) f o r  Dialogue, Meetings, and Teachers scales on the  Inventory .  Obser- 

va t ions  made i t  c l e a r  t h a t  the dec i s ion  making process i n  t h i s  school cou ld  be 

most arduous and t h a t  procedures f o r  "whole school"  dec is ions  r e q u i r i n g  i n p u t  

from a l l  s t a f f  members, school-wide meetings, o r  comnunication procedures were 

n o t  we17 establ ished,  n o t  agreed upon by a l l ,  and no t  a l l  s t a f f  members were 

used t o  p a r t i c i p a t i n g  i n  group a c t i v i t i e s .  The focus f o r  Decision, Act ion, 

and P r i n c i p a l  i tems, r a t e d  h igher  i n  importance by t h i s  s t a f f ,  res ided i n  the  

admin is t ra t ion ,  and many teachers p re fe r red  the  c e n t r a l i z e d  model. Others, 

however, were q u i t e  d i s s a t i s f i e d  w i t h  the  l e v e l  o f  D.D.A.E. c h a r a c t e r i s t i c  o f  

t h i s  s t a f f ,  and bo th  comments made du r ing  meetings, and statements gathered 

dur ing  i n te rv iews  i nd i ca ted  t h a t ,  i n  some teachers '  es t imat ion ,  there  was a 

r e a l  need f o r  improvement. 

Quest ion  Two 

Has change occurred as a r e s u l t  o f  t he  use o f  the  process? 

I t  was suggested by  Culver and Hoban (1973) t h a t  use o f  t he  C r i t e r i a  I n s t r u -  

ment and a feedback process w i t h  a school s t a f f  might,  i n  i t s e l f ,  a f f e c t  t he  

q u a l i t y  o f  s t a f f  i n t e r a c t i o n .  Increased awareness o f  t he  D.D.A.E. process and 
* 

the  percept ion  o f  how the s t a f f  saw i t  opera t ing  i n  t h e i r  school cou ld  be a 

c a t a l y s t  f o r  e f f o r t s  t o  change and improve the  p rac t i ces  discussed on the  
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Inventory .  This  quest ion was inc luded i n  the  study i n  o rde r  t o  gather  i n f o r -  

mat ion on the  e f f e c t ,  i f  any, o f  t he  use o f  the  inst rument  and feedback pro- 

cess on t h e  s t a f f .  I f ,  i n  a d d i t i o n  t o  i t s  a b i l i t y  t o  mon i to r  t he  D.D.A.E. 

process over  t ime, i t  heightened the  s t a f f ' s  awareness o f  the way i t  func- 

t i oned  and o f  t he  work c l ima te  i n  the  school, i t  would be a bonus t o  the  whole 

needs assessment process under development. 

Data f o r  t h i s  quest ion were gathered from two a p p l i c a t i o n s  o f  t h e  School 

Prac t ices  Inventory  a t  two schools, and from observat ions and i n te rv iews  over 

a f i v e  month pe r iod  a t  a l l  th ree  case schools. 

Analys is  o f  t he  Inventory  

showed no major change i n  the 

means. The s h o r t  t ime elapsed 

may have been i n s u f f i c i e n t  f o r  

compared and T-values obta ined 

survey data f o r  t he  two case schools surveyed 

eve1 o f  D.D.A.E. as revealed i n  the  subscale 

between the two appl i c a t i o n s  of t he  Inventory  

such changes t o  show up on subscale means when 

The means on a l l  subscales were very s i m i l a r  

between the two t e s t s  i n  each o f  t he  two schools. 

The ethnographic data, however, prov ided use fu l  i n fo rma t ion  about t he  

e f f e c t  on the  s t a f f s  o f  the use o f  t h e  process t h a t  supplements the  informa- 

t i o n  obta ined from the s t a t i s t i c a l  ana lys is  o f  subscale means. The use o f  

the  process engendered a c t i v i t y  and a f f e c t e d  D.D.A.E. process i n  a v a r i e t y  o f  

ways i n  every one o f  t he  case schools. 

I n  School A, p rac t i ces  r e l a t e d  t o  communication and in te r -schoo l  as w e l l  

as in t ra -schoo l  v i s i t a t i o n  were h i g h l i g h t e d .  Ac t i on  plans were prepared t o  

improve s t a f f  i n t e r a c t i o n  i n  regard t o  these areas o f  concern. Plans were 

c a r r i e d  o u t  be fo re  the  end o f  June, and o the r  attempts were made t o  f o l l o w  up 

on the  i tems from the  Inventory  t h a t  revealed l ess  than s a t i s f a c t o r y  opera t ion  

o f  p rac t i ces . ,  

School admin i s t ra t i on  i n  School B planned a se r ies  o f  recommendations t o  

1 present  t o  the  s t a f f  based on the  feedback from the  survey. Ch ie f  concern was 
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w i t h  Decis ion and Ac t i on  items, and t h i s  undoubtedly r e f l e c t e d  the  d i f f i c u l t y  

t h i s  s t a f f  had i n  dea l i ng  w i t h  the p r o j e c t  and w i t h  e x t e r n a l l y  mot ivated 

changes t h a t  were a f f e c t i n g  the  o rgan iza t i ona l  s t r u c t u r e  o f  t he  school a t  the  

end of t he  school year .  A l l  a c t i v i t i e s  coinc ided w i t h  the  announcement o f  

s ta f f  cu ts  t h a t  severely  af fected the  s t a f f  morale. The recommendations 

having t o  do w i t h  Decis ion and Ac t i on  procedures had been designed t o  improve 

the s t a f f ' s  a b i l i t y  t o  p lan  and cope w i t h  changing needs. 

I n  School C, the  feedback sessions, as w e l l  as the  ac tua l  event o f  the  

survey i t s e l f  had considerable impact. Such concerns as t h e  need f o r  regu la r  

s ta f f  p lanning meetings, the  need f o r  open meeting agenda, t he  d e s i r e  f o r  

v i s i t a t i o n  t o  o the r  schools and classrooms, t he  qua1 i t y  and l o c a t i o n  o f  

leadersh ip  i n  meetings, and the  na ture  o f  record-keeping o f  s t a f f  decis ions 

and a c t i o n  plans surfaced and were debated by the  group. Changes i n  the  

procedure r e l a t e d  t o  the  c a l l i n g  o f  meetings, p lanning o f  agenda, and c h a i r i n g  

o f  meetings occurred between a p p l i c a t i o n  one and two o f  t he  Inventory .  

Teachers arranged t o  make in te r -schoo l  v i s i t s ,  and in t ra -schoo l  v i s i t s  f o l l o w -  

i n g  the  f i r s t  feedback and d iscuss ion  session. The d iscuss ion  c l ima te  s h i f t e d  

as increased awareness of the  need and d e s i r e  f o r  open and f r a n k  d iscussion 

was brought t o  the  surface. Some s t a f f  members began t o  analyze the  way they 

worked together ,  and the  problems t h a t  had been cons t ra in ing  them. Others 

r e t r e a t e d  i n t o  defensive s i l e n c e  and hes i ta ted  t o  p a r t i c i p a t e  any f u r t h e r .  A 

c l e a r  need f o r  group process s k i l l s  on the  p a r t  o f  t he  admin i s t ra to r  and s t a f f  

l eaders emerged. 

I n  each case school, t he  use o f  t he  s e l f - e v a l u a t i o n  process revealed some 

needs i n  t he  D.D.A.E. process and in f luenced the  s t a f f  t o  make some plans f o r  

improvement. I n  each case, t he  need was shown f o r  a d d i t i o n a l  fo l low-up * 
procedures t h a t  should have been a v a i l a b l e  t o  a s s i s t  t he  s t a f f s  t o  use the  

in fo rmat ion  generated by the  needs assessment. The s t ra tegy  o f  a core p lan-  
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n ing  group w i t h  some leadersh ip  s k i l l s  cou ld  have helped the  s t a f f s  prepare 

a c t i o n  plans and s t a f f  c l ima te  ob jec t i ves .  Even w i t h o u t  such a process, i n  

the course o f  t h i s  f i e l d  t r i a l ,  the  case schools attempted t o  s e t  some plans 

i n  motion. 

Quest ion  Three 

What i s  the  o v e r a l l  eva lua t i on  o f  the s t a f f  se l f -eva lua t i on  process? 

Three major aspects o f  the Inventory  inst rument  and the  i n fo rma t ion  i t  gener- 

ated f o r  the  feedback process were examined. Again, the  data were gathered 

and analyzed i n  two ways: by s t a t i s t i c a l  ana lys i s  o f  the  survey r e s u l t s ,  and 

by ana lys i s  o f  the i n t e r v i e w  and observat ion data. 

Quest ion  3a: How use fu l  a re  the  s i x  subscales and the  s e l f - e v a l u a t i o n  

process. 

This  p a r t  o f  t he  study r e l i e d  h e a v i l y  upon the  observat ions and the  i n t e r v i e w  

data. The quest ion  was important  t o  the  f u t u r e  adoption, r e v i s i o n  o r  adapta- 

t i o n  o f  the  inst rument  and the process p r i o r  t o  i t s  i n c l u s i o n  i n  the  C.E.P.S. 

p lanning ma te r ia l s .  The p r a c t i c a l i t y  and a c c e s s i b i l i t y  o f  the  statements, t he  

i n t roduc t i on ,  and exp lanat ion  o f  the  se l f -eva lua t i on  process, and such f a c t o r s  

as the  l eng th  and format  o f  the  Inventory  inst rument  were examined. Important  

comments and suggestions f o r  m o d i f i c a t i o n  o f  the  process r e s u l t e d  from t h i s  

p a r t  o f  t he  study. The m a j o r i t y  of teachers and admin i s t ra to rs  i n  t he  case 

schools found the  Inventory  and the  s e l f - e v a l u a t i o n  process t o  be p r a c t i c a l  

and use fu l  f o r  a school s t a f f  t o  operate on i t s  own. Some s t a f f  suggestions 

r e l a t e d  t o  the  l eng th  and t o  the  poss ib le  d u p l i c a t i o n  o f  ideas i n  several o f  
* 

the  c r i t e r i a  statements. Most s t a f f  members thought the  format and wording 

were c l e a r  and t h a t  i t  was n o t  too  long. The nature  o f  involvement expected 
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o f  a s t a f f  was adequately presented i n  the  i n t r o d u c t o r y  ma te r i a l  and meetings. 

The most f requen t l y  o f fe red  suggest ion f o r  improvement t o  the  process 

r e l a t e d  t o  the  t im ing  o f  the survey du r ing  the  school year .  I t was po in ted  

o u t  by many teachers in te rv iewed t h a t  the  feedback based on the  i n i t i a l  survey 

a p p l i c a t i o n  would be o f  most use i f  i t  cou ld  be f i t t e d  i n  w i t h  a schoo l ' s  

p lanning and o b j e c t i v e  s e t t i n g  t ime- l i ne .  I t  might  be b e s t  t o  use the 

Inventory  i n  l a t e  spr ing,  o r  i n  the f a l l ,  so t h a t  plans generated cou ld  be 

worked o u t  du r ing  the school year, budget a l l o c a t e d  where necessary,and new 

s t a f f  members brought i n  on the  process. 

Another important  f i n d i n g  was t h a t  the  s t a f f s  thought the  process cou ld  

be operated w i t h  a minimum involvement from an ex te rna l  adv isor .  Since the  

ma te r ia l  i s  being designed as p a r t  of a packet o f  p lanning ma te r ia l s  t h a t  

would be in t roduced by an advisor ,  b u t  used and l e d  i n  the  school by a core  

p lanning group o f  s t a f f  members, i t  i s  necessary f o r  t he  process t o  be a s e l f -  

he lp  design. Help f o r  the  core group i n  the form o f  development o f  ma te r i a l s ,  

p r o v i s i o n  o f  s k i l l  t r a i n i n g  workshops, o rgan iza t i on  o f  t he  s t ra tegy ,  produc- 

t i o n  o f  t he  ma te r ia l s ,  and ongoing se rv i ce  i n  scor ing  and r e p o r t  p repara t ion  

w i l l  be g iven by d i s t r i c t  l e v e l  resource persons and advisors.  The major 

t h r u s t  o f  t he  ma te r ia l ,  however, w i l l  remain school-based. Th is  process w i l l  

be a se l f -eva lua t i on ,  w i t h i n  a needs assessment s t ra tegy  used a t  the  school 

l e v e l ,  c h i e f l y  by school s t a f f s .  

Quest ion  3b: How r e l i a b l e  a re  the  s i x  subscales? 

This p a r t  o f  the  study was d i r e c t e d  a t  the s t r u c t u r e  o f  the inst rument  used 

f o r  t he  se l f -eva lua t i on  survey. The School Prac t ices  Inventory  had 68 items 

grouped i n t o  s j x  subscales. The data generated from a l l  a p p l i c a t i o n s  o f  the  

inst rument  i n  a l l  th ree  case schools were analyzed t o  o b t a i n  Cronbach Alpha's.  

The r e s u l t s  o f  t h i s  ana lys i s  f o r  r e l i a b i l i t y  c o e f f i c i e n t s  revealed t h a t  t he  



s i x  subscales were r e l i a b l e .  The i n t e r n a l  consis tency among i tems was 

genera l l y  high, and i n  many cases (e ighteen o u t  o f  t h i r t y ) ,  was h igher  than 

.79. There i s  a s u f f i c i e n t  degree o f  r e l a t i o n s h i p  among the  i tems i n  the  sub- 

scales t o  conf i rm t h a t  the  Inventory  w i t h  s i x  subscales i s  s t r u c t u r e d  r e l i a b l y  . 

and would n o t  r e q u i r e  major mod i f i ca t i ons .  

Quest ion  3c: What va l  i d i  t y  does the  School P rac t i ces  Inventory  have? 

The quest ion o f  v a l i d i t y  was examined from two aspects: the  face  v a l i d i t y ,  

and the  concurrent  v a l i d i t y .  The face v a l i d i t y  data were gathered from the  

i n te rv iews  w i t h  key in formants and the  observat ions o f  t he  process. The con- 

cu r ren t  v a l i d i t y  data came from an ana lys i s  o f  the  c o r r e l a t i o n  between the 

"Rating Scale" and the  "Discussion Scale" on each i tem. Add i t i ona l  data from 

the  i n te rv iews  and observat ions done i n  each school were analyzed t o  o b t a i n  

i n fo rma t ion  on the  r e l a t i o n  between the  two scales. 

The s t a f f  members i n  the  I . D . E . A .  schools who helped t o  develop the  

o r i g i n a l  c r i t e r i a  statements thought the  i tems described p r a c t i c e s  necessary 

i n  a t t a i n i n g  a sel f - renewing school, and f o r  coping w i t h  changing needs. 

S t a f f  members i n  the  th ree  case schools o f  t h i s  study were asked whether the  

68 items described p rac t i ces  i n  t h e i r  schools. 

The m a j o r i t y  o f  s t a f f  members thought t h e  i tems d i d  descr ibe impor tan t  

aspects o f  s t a f f  l i f e  and i n t e r a c t i o n  i n  the  school o rgan iza t i ona l  s e t t i n g .  

They thought t h a t  the  68 i tems a l s o  r e l a t e d  t o  o the r  e f f o r t s  i n  which they 

were involved,  and t h a t  no impor tan t  area o f  p rac t i ces  was l e f t  out. Three 

main suggestions f o r  change i n  emphasis were made: f i r s t ,  i n  p rac t i ces  t h a t  

encourage p a r t i c i p a t i o n ;  second, i n  analyz ing how D.D.A.E. works i n  c e r t a i n  

sub-groups of,the s t a f f ;  and t h i r d ,  i n  assessing how f l e x i b l y  D.D.A.E. pro- 

cesses a re  used i n  the  s t a f f .  Items r e l a t e d  t o  these concerns, i f  added t o  

the  Inventory,  might  produce a more thorough ana lys i s  o f  s t a f f  i n t e r a c t i o n ,  
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p a r t i c u l a r l y  a t  the h igh  school l e v e l ,  and r a i s e  s t a f f  awareness o f  t he  need 

f o r  such q u a l i t i e s  i n  the renewal c l imate .  

The s t a t i s t i c a l  ana lys i s  showed t h a t  t he  responses t o  the  two scales were 

n o t  s t r o n g l y  r e l a t e d .  The judgments used i n  responding t o  the  two were n o t  

independent, b u t  the p a t t e r n  of response between them i s  n o t  s u f f i c i e n t l y  

r e l a t e d  t o  m e r i t  the i n c l u s i o n  o f  the "Discussion Scale" i n  i t s  present  format  

i n  the Inventory .  The d iscuss ion  o f  the  observat ional  and i n t e r v i e w  data 

suggests t h a t  an a l t e r n a t i v e  s t r u c t u r e  f o r  the  survey might  serve t o  gather  

the  k inds o f  concerns t h a t  s t a f f  members brought  ou t .  Contextual f a c t o r s  

a f f e c t e d  the  ongoing process i n  the  schools be ing  studied.  These f a c t o r s  were 

mentioned f requen t l y  by the  teachers i n  connect ion w i t h  judgments about 

whether t he  i tems on the Inventory  needed d iscussion.  Such a d d i t i o n a l  and 

complex var iab les  r e l a t i n g  t o  ex terna l  and i n t e r n a l  school pressures 

in f luenced the teachers '  decis ions about when i t  was important  t o  discuss an 

item, and how t o  deal w i t h  a low-rated i tem. 

A s t r u c t u r e  f o r  the  survey t h a t  cou ld  g i v e  teachers an oppor tun i ty  t o  

r a t e  bo th  how the  p r a c t i c e  i s  c u r r e n t l y  operat ing,  and how, i n  t h e i r  opin ion,  

i t  should be occur r ing  might  capture some o f  the  concerns mentioned by s t a f f  

members du r ing  the  i n te rv iews .  During the  feedback meeting, teachers '  i n t e r -  

e s t  i n  some o f  the  Inventory  items became apparent as the  d iscuss ion  pro- 

gressed. I f  i t  began t o  appear poss ib le  t o  do something t o  change a p r a c t i c e  . 

t h a t  had n o t  been h i g h l y  r a t e d  on the  "needs d iscussion"  sca le  o f  t he  Inventory,  

teachers seemed l e s s  h e s i t a n t  t o  reveal  t h e i r  concerns. The needs assessment 

technique o f  "gap ana lys i s "  t h a t  looks a t  t he  d i f f e r e n c e  between the  r a t i n g  o f  

a p r a c t i c e  as i t  i s  occur r ing ,  and as i t  should be occu r r i ng  cou ld  show the  

s t a f f  more c l e a r l y  the  areas o f  h ighes t  concern. The quest ion o f  when and how 
* 

t o  discuss them appears t o  beg in  another phase o f  t he  planning, and should be 

designed i n t o  the  fo l low-up m a t e r i a l .  



The ove r -? l  1  eva lua t i on  o f  t he  Inventory  inst rument  and the  s e l f -  

eva lua t i on  process i s  p o s i t i v e ,  w i t h  some suggestions and f i n d i n g s  t h a t  i n d i -  

ca te  s p e c i f i c  po r t i ons  o f  both t h a t  can be mod i f ied  i n  o rder  t o  make the  pro- 

cess work more e f f e c t i v e l y  and e f f i c i e n t l y  i n  the  school s i t u a t i o n .  The 

suggestions about the  t im ing  o f  the  survey du r ing  the  school year,  t he  i n c l u -  

s i o n  o f  t he  i n s t r u c t i o n s  and minimum use o f  ex te rna l  advisory personnel, t he  

d e l e t i o n  o f  some items and the  a d d i t i o n  o f  o thers ,  and the  use o f  an " i s r s  and 

"should be" r a t i n g  w i t h  a  gap ana lys i s  w i l l  a s s i s t  t he  development o f  the  

f i n a l  vers ion  o f  the  s e l f - e v a l u a t i o n  process. 

Quest ion  Four 

Should mod i f i ca t i ons  be made t o  the  Inventory  inst rument? 

This quest ion explored i n  more d e t a i l  the  issue o f  whether i tems on any sub- 

scale should be de le ted  o r  modi f ied,  and whether a d d i t i o n a l  i tems should be 

added. Some i n d i c a t i o n  o f  the  need f o r  bo th  k inds o f  mod i f i ca t ions ,  w i t h i n  

the  general eva lua t i on  o f  a  s a t i s f a c t o r y  instrument,  had been reviewed i n  

l ook ing  a t  the r e s u l t s  o f  quest ion th ree .  I n  t h i s  ana lys is ,  however, the  

r e l a t i o n s h i p  o f  each i tem t o  i t s  subscale was ca lcu la ted .  I n  add i t i on ,  s t a f f  

members were asked i n  i n te rv iews  f o r  s p e c i f i c  suggestions about i tems and 

wording o f  i tems t h a t  might  improve the c l a r i t y  o r  e f fec t i veness  o f  the 

c r i t e r i a  statements. 

S t a t i s t i c a l  ana lys i s  o f  the  survey data from the case schools showed 

seventeen i tems o u t  of the  68 on the Inventory  had an i tem-scale c o r r e l a t i o n  

below the  c r i t e r i o n  l e v e l  o f  .30 s e t  f o r  a  c u t - o f f  o r  dec i s ion  p o i n t  about 

i tems. Interv,iews generated a  l a r g e  amount o f  comment on i n d i v i d u a l  i tems 

t h a t  r e l a t e d  t o  the  s t a t i s t i c a l  data on the  seventeen items mentioned above. 

Together, the  two types of in fo rmat ion  con t r i bu ted  t o  the  dec i s ion  making pro- 
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cess about the need t o  modify the inst rument  and t o  c u t  o u t  c e r t a i n  items t h a t  

appeared t o  be ambiguous o r  redundant. 

The l eng th  o f  the  inst rument  could become a concern when i t  i s  combined 

w i t h  two o the r  p a r t s  of t he  needs assessment survey on student  outcome objec- 

t i v e s ,  and teacher enabl i n g  ob jec t i ves  t o  form a t o t a l  packet. Hence, any 

i tems t h a t  do no t  serve t o  assess a p a r t i c u l a r  p r a c t i c e  t h a t  r e l a t e s  s t rong ly  

t o  i t s  subscale should be deleted.  I f  there  i s  room f o r  a d d i t i o n a l  i tems, i t  

i s  more important  t o  pu t  i n  items dea l i ng  w i t h  the  areas o f  concern po in ted  

o u t  i n  ques t ion  three,  above. Overa l l ,  the i tems r e l a t e d  s t r o n g l y  t o  the  

scales, and suggestions f o r  changes w i l l  be recommended t o  the  developers on 

the i tems po in ted  ou t  by the  s t a f f s  and by the  s t a t i s t i c a l  processes. 

Quest ion  F i ve  

What i s  the  r e l a t i o n s h i p  among subscales on the  Inventory?  

The t h e o r e t i c a l  framework upon which the se l  f - e v a l u a t i o n  process was developed 

assumes the re  i s  i n t e r a c t i o n  among the s i x  areas i d e n t i f i e d  by the  subscales 

of t he  Inventory  inst rument :  Dialogue, Decision, Act ion,  Meetings, P r i n c i p a l ,  

and Teacher. These s i x  aspects o f  t he  D.D.A.E. process desc r ib ing  des i rab le  
6 

c r i t e r i a  f o r  the  communication, decision,and a c t i o n  tak ing  p rac t i ces  i n  t he  

school, along w i t h  the  th ree  face ts  o f  s t a f f  l i f e  embodied i n  t he  r o l e s  o f  

p r i n c i p a l s ,  teachers, and t h e i r  i n t e r a c t i o n  i n  meetings, were thought t o  be 

the  common elements observable i n  any o rgan iza t i on ' s  p lanning process t h a t  

could be s a i d  t o  be sel f - renewing.  

The research quest ion explored an impor tan t  component o f  t he  dec i s ion  

about the use o f  the  s e l f - e v a l u a t i o n  process as p a r t  o f  a more comprehensive 
* 

p lanning s t ra tegy .  For i t  t o  be o f  ass is tance t o  schools doing school based 

needs assessment, the  inst rument  and the process had t o  r e f l e c t  adequately t he  



important  i n t e r r e l a t i o n  among such aspects of t he  sel f - renewal  process as 

those i d e n t i f i e d  i n  the s i x  Inventory  sub-scales. 

Cor re la t i ons  among subscales proved t o  be high. Approximately 90% o f  the  

c o r r e l a t i o n  c o e f f i c i e n t s  a r e  s i g n i f i c a n t  a t  e i t h e r  the  .05 o r  .O1 l e v e l s  on 

the f i r s t  survey a p p l i c a t i o n .  The c o r r e l a t i o n s  on the second a p p l i c a t i o n  a r e  

even h igher .  Both s t a t i s t i c a l  and ethnographic data support t he  assumptions 

o f  the  o r i g i n a l  I.D.E.A. study t h a t  showed the  i n t e r r e l a t i o n  o f  t he  components 

o f  t he  D.D.A.E. process. The Inventory  prov ides some re levan t  i n fo rma t ion  f o r  

a s t a f f  about t he  q u a l i t y  o f  i n t e r a c t i o n  among s i x  major f ace ts  o f  the  renewal 

c l ima te  i n  a school.  These i n s i g h t s  can be app l i ed  i n  subsequent a c t i o n  plan- 

n ing  o r  o b j e c t i v e  s e t t i n g  processes and can be l i n k e d  t o  o the r  a c t i v i t i e s ,  

plans, and va r iab les  t h a t  c rea te  a changing contex t  f o r  the  school organiza- 

ti on. 

IMPLICATIONS 

I n s i g h t s  I n t o  Essent ia l  Change Emerging From the  L i t e r a t u r e  

The 1 i t e r a t u r e  on change, p a r t i c u l a r l y  t h a t  on "enforced" and "expedient" 

change, suggests a formidable a r ray  of f a c t o r s  about schools as organizat ions,  

and about the  p ro fess iona ls  who work i n  them t h a t  sus ta in  the  t r u t h  o f  

Sarason's desc r ip t i on :  "Teaching i s  a l o n e l y  profess ion.  " p. 106 (Sarason, 1971) 

These f a c t o r s  a f f e c t  how w e l l  schools handle the  problems they face, how 

e f f e c t i v e l y  they cope w i t h  a changing environment, and how c r e a t i v e l y  they 

prov ide  f o r  d i ve rse  student  needs. 

March's d e s c r i p t i o n  o f  t he  school as an o rgan iza t i ona l  anarchy where 

technology i s  unclear ,  goals ambiguous, and p a r t i c i p a t i o n  f l u i d  (March, 1978) 

i s  heightened by the  o rgan iza t i ona l  r o l e  i n s u l a r i t y ,  h i e r a r c h i c  r o l e  order ing,  
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and ambiguous dec i s ion  making p re roga t i ve  (B idwel l  , 1965) c h a r a c t e r i z i n g  the  

school as a  work p lace i n  which pro fess iona l  s t a f f s  l a c k  in f luence,  f e e l  

powerless, and y e t  operate w i t h i n  a  s t r o n g l y  normative c l imate .  (Dreeben, 

1968) 

If the more th ings  change the  more they 
remain the  same, i t  i s  because our  ways 
of l ook ing  and t h i n k i n g  have n o t  changed. 
(Sarason, 1971) (p .  236) 

Sarason suggested t h a t  recogn iz ing  the  adversary g ives one a bas i s  f o r  asser t -  

i n g  t h a t  t he  problem i s  n e i t h e r  hopeless nor  i nso lub le .  A grea t  many o f  t he  

i n s i g h t s  prov ided by the  l i t e r a t u r e  on "essen t i a l "  change r e l a t e  t o  s t r a t e g i e s  

designed t o  he1 p  s t a f f s  recognize the  adversar ies prevent ing them f rom chang- 

i n g  and improving p rac t i ce ,  and t o  s e t  improvement norms f o r  themselves and 

t h e i r  o rgan iza t ions .  (Culver  and Hoban, 1973) 

Essent ia l  change i s  f a c i l i t a t e d  by such f a c t o r s  as: awareness o f  cornnun- 

i t y  goal p r i o r i t i e s ;  c l a r i f i c a t i o n  o f  dec i s ion  making prerogat ives;  c l a r i f i c a -  

t i o n  o f  p lanning processes; establ ishment o f  cont inuous communication among 

s t a f f  members; examination o f  work pat terns;  on-going organ iza t iona l  diagnosis; 

i d e n t i f i c a t i o n  o f  needs w i t h  surveys and feedback; s e t t i n g  t a r g e t s  f o r  improve- 

ment; c o l l a b o r a t i o n  o f  s t a f f  and admin i s t ra t i on  i n  a c t i o n  planning; es tab l i sh -  

ment o f  an open c l ima te  i n  meetings and i n  dialogue; use o f  adv isors  as 

s t imu la to rs  o f  d ia logue o r  as s k i l l  t r a i n e r s ;  p r o v i s i o n  o f  the  suppor t i ve  peer 

group c l ima te  o f  leagues o f  schools; establ ishment o f  core p lanning groups; 

encouragement o f  s t a f f  leadersh ip  and c o n t i n u i t y ;  and susta ined involvement 

i n  c o l l a b o r a t i v e  p lanning over t ime i n  a  c y c l i c a l  process. 

I n s i g h t s  Gained from Studying the  Se l f -eva lua t i on  Process 

6 

The in fo rma t ion  der ived from ana lys i s  o f  data gathered on the  s e l f -  
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eva lua t i on  process i n  the th ree  case schools has a v a r i e t y  o f  i m p l i c a t i o n s  f o r  

the  on-going development o f  the  packet o f  p lanning m a t e r i a l s  des t ined f o r  use 

i n  t he  C.E.P.S. p r o j e c t .  The major i n s i g h t s  have been grouped i n t o  f i v e  sets 

o f  i m p l i c a t i o n s  having t o  do w i t h :  contex tua l  fac tors ,  s t r a t e g i e s  f o r  he igh t -  

ening awareness, management o f  school based planning, t he  use o f  ethnographic 

methods i n  fo rmat ive  evaluat ion,  and designing and packaging s e l f - e v a l u a t i o n  

ma te r ia l s  f o r  use by school s t a f f s .  Each o f  these i s  sumnarized b r i e f l y  below. 

Contextual Factors 

Contextual f a c t o r s  i n t e r a c t e d  w i t h  and i n f l uenced  the  s e l f - e v a l u a t i o n  

processes opera t ing  i n  the  case schools. This  observed i n f l u e n c e  suggests a 

need t o  develop ways o f  l i n k i n g  the  s e l f - e v a l u a t i o n  process t o  more comprehen- 

s i v e  p lann ing  i n v o l v i n g  parents and community members. Community Educat ional 

Needs Assessment (C.E.N.A.  ) procedures and m a t e r i a l s  f o r  s e t t i n g  p r i o r i t i e s  

among d i s t r i c t  goals a re  now being considered i n  the  school d i s t r i c t .  Mater- 

i a l s  f o r  s t a f f  p lanning t h a t  r e s u l t  i n  school ob jec t i ves  referenced t o  

d i s t r i c t - w i d e  goal p r i o r i t i e s  and the  p r i o r i t i e s  o f  parents i n  the  l o c a l  

school community w i l l  p rov ide  teachers w i t h  g reater  awareness o f  expectat ions 

and needs t h a t  should a s s i s t  them t o  focus p lann ing  e f fo r t s .  

The s t rong i n f l u e n c e  o f  contextual  f a c t o r s  on t h e  schools i n  t he  study 

supported the  f i n d i n g s  o f  the I .D .E.A.  research on leaguing. (Culver  and 

Hoban, 1973). The " f a m i l y  o f  schools" s t ra tegy  may encourage and support a 

member school a t tempt ing  t o  look a t  i t s  o rgan iza t i on  i n  a new way, o r  t o  

imp1 ement change. The "associated group o f  schools" concept should be 

re-examined as a s t ra tegy  w i t h  p o t e n t i a l  f o r  support ing sel f - renewal .  The 
@ 

s i n g l e  school, as a focus f o r  se l f - renewal ,  does i n t e r a c t  w i t h  a community 

environment t h a t  in f luences i t s  p lanning and operat ions.  



Awareness-heightening St ra teg ies  

St ra teg ies  such as the  use o f  a  School Prac t ices  Inventory  and a  feedback 

process heighten s t a f f  members' awareness o f  work pat te rns  i n  the  school 

o rgan iza t ion .  Prac t ices  t h a t  may have been taken f o r  granted, o r  t h a t  may 

have been hampering communication and i n t e r a c t i o n  a re  r a i s e d  t o  the  sur face 

and examined i n  the  discussions o f  t he  c r i t e r i a  items on the  survey. The 

in format ion  can c o n t r i b u t e  t o  the  process o f  s e t t i n g  improvement norms f o r  the  

organ iza t ion  i n  the  area o f  s t a f f  c l imate .  

The in f l uence  o f  D.D.A.E. processes on a  s t a f f s '  a b i l i t y  t o  provide good 

lea rn ing  cond i t ions  and t o  cope w i t h  the  d iverse  needs o f  students can be 

examined i n  r e l a t i o n  t o  the r a t i n g s  o f  importance and need g iven by t h e  s t a f f  

t o  the  c r i t e r i a  items on the  survey. The f i n a l  needs assessment process w i l l  

i nc lude items t h a t  descr ibe th ree major aspects o f  t he  school o rgan iza t ion  

r e q u i r i n g  cons idera t ion  i n  planning: cur r icu lum (s tudent  outcomes), l ea rn ing  

cond i t ions  (enabl i ng ob jec t i ves ) ,  and c l  imate. 

Management o f  School-based Planning 

Without extensive, formal leadership from an ex terna l  resource person, 

f i e l d  t r i a l  s t a f f s  began a c t i o n  p lanning and o b j e c t i v e  s e t t i n g  t h a t  r e f e r r e d  

t o  survey-feedback in format ion ,  I n  order  f o r  such momentum t o  continue, 

theory suggests, there  i s  a  need t o  e s t a b l i s h  a  group w i t h i n  the  s t a f f  t o  g i v e  

on-going leadership.  The core p lanning group can g i v e  d i r e c t i o n  t o  organiza- 

t i o n a l  diagnosis, arrange f o r  s k i l l  t r a i n i n g ,  coordinate product ion o f  plans 

and ob jec t ives ,  and a c t  as l i a i s o n  w i t h  outs ide  exper t ise .  The need f o r  con- 
* 

t inuous communications and face- to- face c o l l a b o r a t i o n  between teachers and 

admin i s t ra t i on  i n  p lanning tasks was supported by the  experiences w i t h  a l l  the  



f i e l d  t r i a l  s i t e s  i n  t h i s  study. The importance o f  on-going c l a r i f i c a t i o n  o f  

decision-making prerogat ives among s t a f f  groups, and between s t a f f  members and 

admin is t ra tors  was a l so  c l e a r l y  under l ined.  The usefulness o f  t he  needs 

assessment process i n  a s s i s t i n g  w i t h  improving s ta f f  awareness o f  how t h i s  

occurs was supported by the  study. Ma te r ia l  and fo l low-up procedures f o r  use 

i n  designing a c t i o n  plans and ob jec t i ves  a r e  needed so t h a t  survey feedback 

can be app l ied  by a core group t o  school-based p lanning tasks. 

Use o f  Ethnographic Methods 

The fo rmat ive  eva luat ion  methods and ethnographic methods used i n  study- 

i n g  the  process a t  the  three case schools produced valuable i n fo rmat ion  f o r  

the  developmental work on C.E.P.S. The combination o f  s t a t i s t i c a l  and obser- 

va t i ona l  ana lys is  o f  data y i e l d e d  a wide range o f  i n s i g h t s  use fu l  i n  modi fy ing 

the  se l f -eva lua t ion  process and adapting i t  f o r  use i n  schools. The research 

methods can be adapted f o r  use i n  moni to r ing  the  implementation o f  p lanning 

p r o j e c t  mater ia ls ,  and f o r  gather ing data on the  r e l a t e d  needs f o r  changes. 

The power and appropriateness o f  ethnographic methods f o r  s tudy ing 

developmental p ro jec ts  o r  dec is ion-or ien ted research t o p i c s  der ives  from such 

features o f  t he  methods as the  fo l l ow ing :  i t  i s  concerned w i t h  generat ing 

in format ion  t h a t  i s  t ransmi t tab le  and drawn from bo th  precedent and exper- 

ience; i t  incorporates the contex t  w i t h i n  which the  study operates and uses i t  

as an i n t e g r a l  p a r t  o f  the  in format ion  needed t o  make judgments; i t  attempts 

t o  observe on-going p rac t i ces  o f  opera t ion  w i t h  as l i t t l e  con t r i ved  i n  the  

s i t u a t i o n  as possib le;  i t  provides a method of approaching h o l i s t i c a l l y  i n t r i -  

ca te  soc ia l  n te rac t i ons  and record ing qua1 i t a t i v e  as we1 1 as q u a n t i t a t i v e  

data; i t  provides a group of s t ra teg ies  f o r  t a c k l i n g  problems o f  i n t e r e s t  t o  

the  p r a c t i t i o n e r  t h a t  might be too i n t e r - r e l a t e d  and complex f o r  conclusion- 
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o r i en ted  methods alone t o  atternpt; and i t  a s s i s t s  t he  researcher t o  gather  

more comprehensive and accuratc i n s i g h t s  than a re  general l y  poss ib le  us ing  a 

conclus ion-or iented design w i  tll a 1 im i  t ed  number o f  va r i ab les  being manipula- 

ted. P a r t i c u l a r l y  i n  areas of study such as those r e l a t e d  t o  the  c u l t u r e  o f  

the  school, ethnographic methods a s s i s t  the researcher t o  understand the  ways 

people i n t e r a c t  and the  reasonc f o r  t h a t  a c t i o n  w i t h i n  the  contex t .  

Designing and Packaging Se l f -eva lua t i on  M a t e r i a l s  

Overa l l  p o s i t i v e  feedback was received about t h e  process being studied, 

a l though v a r i a t i o n s  i n  the  i n d i v i d u a l  case schools suggest t he  need t o  develop 

some m o d i f i c a t i o n s t o b o t h  the  survey inst rument  and the  feedback process. The 

aspects r e q u i r i n g  m o d i f i c a t i o n  o r  subsequent development are: t he  f l e x i b l e  

t i m e l i n e  o u t l i n i n g  the  sequence o f  major a c t i v i t i e s  i n  the  process; t he  

a d d i t i o n a l  c r i t e r i a  i tems f o r  t he  survey inst rument  deal i ng w i t h  qua1 i t a t i v e  

d i f f e rences  i n  school p rac t ices ;  a packet of support m a t e r i a l s  o u t l i n i n g  the  

process, r o l e s  o f  core 1 eadership group, r o l e s  of resource persons, and 

support groups; i n s t r u c t i o n s  f o r  complet ing the  survey instrument;  formats 

f o r  record ing  decis ions;  designs f o r  d i s p l a y i n g  the  data; and d i r e c t i o n s  f o r  

compi l ing the  o b j e c t i v e  statements. 

? 
Such mod i f i ca t i ons  o r  add i t i ons  w i l l  enable a s t a f f  t o  be l e s s  dependent 

; upon adv isory  help.  The process w i l l  become more t r u l y  a se l f -eva lua t i on ,  and 

1 5 the r e s u l t i n g  plans, more competently school -based, thus f u l f i l  1 i n g  two major 

goals of the  school d i s t r i c t  team (c.B.E., 1973) designing t h i s  process. 

RECENT DEVELOPMENTS 
* 

Work on the  s e l f - e v a l u a t i o n  process and the  school-based needs assessment 



s t ra tegy  cont inued a f t e r  the  comp 

A b r i e f  o u t l i n e  o f  events r e l a t e d  

l e t i o n  o f  the  study reported i n  t h  

t o  the  subsequent development and 
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i s  thes i s .  

completion 

o f  the  work i s  provided here as i t  forms a more complete look a t  t h e  p a t t e r n  

o f  evo lu t i on  o f  the whole p lanning endeavour. 

The f o l l o w i n g  chronology summarizes the  major a c t i v i t i e s  r e l a t e d  t o  the  

development o f  the p1 anni ng sys tem 1976-79. 

Chronology o f  A c t i v i t i e s  Related t o  the  Development o f  C.E.P.S. 

YEAR DESCRIPTION OF ACTIVITY 

Development o f  an eva luat ion  form on which t o  gather data about 
the  use o f  the  needs assessment ma te r ia l s  i n  an expanded p i l o t  
program. 

Refinement o f  the  survey instrument , the feedback process, t he  
r e p o r t i n g  formats, the  design o f  an ac t i on /dec is ion  record ing 
form f o r  use i n  o b j e c t i v e  s e t t i n g  a c t i v i t i e s  w i t h  school s taf fs .  

Operat ion o f  an expanded p i l o t  p r o j e c t  group o f  t e n  elementary 
schools i n  the Calgary system using the  school based needs 
assessment process. 

Design and implementation o f  an eva luat ion  o f  the  A.S.G.  pro- 
j e c t ,  the  group o f  associated schools. 

Reorganizat ion o f  the  admin i s t ra t i on  o f  the  d i s t r i c t  i n t o  a 
m a t r i x  o rgan iza t ion  i n  which the  Curr iculum (Program) Develop- 
ment func t ions  were separated from the  Planning and Information, 
and the  Evaluat ion func t ions .  The Program Development group 
was l i n k e d  t o  the  I n s t r u c t i o n a l  D iv i s ion .  Personnel from the 
P. P. E. team developing the  needs assessment ma te r ia l  were 
assigned t o  two d i v i s i o n s .  

Respons ib i l i t y  f o r  developing p lanning procedures was assigned 
t o  one, w h i l e  consu l ta t i ve  work associated w i t h  implementing 
the  process and mate r ia l s  was the  r e s p o n s i b i l i t y  o f  another. 

A change i n  focus f o r  the  p lanning system (C.E.P.S.) resu l ted .  
The p r o j e c t  moved under the  "Statement o f  Purpose" work. 
Design o f  school-based and community-based needs assessment 
s t ra teg ies  continued. Work on d i s t r i c t  statements o f  goals 
began. 



Resul ts  o f  the  eva lua t i on  o f  t he  p i l o t  o f  t he  needs assessment 
i n  the  ten  schoclls was repor ted  and discussed w i t h  school 
d i s t r i c t  admin i s t ra t i on .  

A mod i f ied  needc a5sessment inst rument  i n c l u d i n g  sec t ions  on 
outcome ob jec t i \ , es ,  enabl ing ob jec t i ves ,  and c l ima te  was 
prepared. 

2 1978- Core committee gu ide l ines ,  data processing techniques f o r  
1979 ana lys is  o f  the  survey data, formats f o r  d i s p l a y  o f  i n fo rma t ion  

r e s u l t i n g  from the survey, record ing  formats f o r  discussions, 
and re -cyc l  i ng procedures were out1 i ned. 

A r e l a t e d  Community Educat ional Needs Assessment (C.E.N.A.) 
inst rument  and process f o r  surveying a comnunity's r a t i n g  of 
d i s t r i c t  goals was developed. I t  r e l a t e s  t o  the  school-based 
needs assessment i n  i t s  statement o f  goals, and i n  i t s  format.  

The Elementary Needs Assessment (E.N.A.) k i t  f o r  users was 
completed. Planning f o r  implementat ion i n  two o f  the  f i v e  
areas o f  the  d i s t r i c t  was begun. 

The A.S.G. concept was s tud ied  by a group o f  school adminis t ra-  
t o rs ,  planners, and area admin i s t ra to rs .  

The Secondary Needs Assessment inst rument  and process develop- 
ment began. 

4. 1979- The m a t e r i a l s  k i t  i s  used i n  two A.S.G.'s du r ing  t h e  f a l l  of 
1980 1979, and the  C.E.N.A. process i s  p i l o t e d  i n  two A.S.G.'s. 

The study o f  the  s e l f - e v a l u a t i o n  process and the  School Prac t ices  

Inventory  repor ted  i n  t h i s  t hes i s  prov ided p r a c t i c a l  and re levan t  i n fo rma t ion  

f o r  modifying the  m a t e r i a l s  under p repara t ion  f o r  the  needs assessment k i t .  

I n s i g h t s  from both  the  change l i t e r a t u r e  and the f i e l d  t r i a l  o f  t he  s e l f -  

eva lua t ion  process y i e l d e d  p r a c t i c a l  i n s i g h t s  i n t o  essen t i a l  change t h a t  a re  

capable o f  i n f l u e n c i n g  on-going developmental work a t  the school d i s t r i c t  

l e v e l  . 
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APPENDIX ONE 

ANT IC IPATED INVOLVEMENT OF PROJECT SCHOOLS 



INVENTORY OF SCHOOL PRACTICES PROJECT 

Involvement Requested o f  P r o j e c t  Schools. 

1. Meeting With The School S t a f f .  
- t o  d iscuss b r i e f l y  the  School Prac t ices  Inventory  and t o  answer 

any quest ions about t he  f o l  1 ow-up process. 
- t o  complete the  Inventory  form. 
- t o  i d e n t i f y  a contac t  person from the  s t a f f  who w i l l  meet w i t h  

SFU personnel from t ime t o  t ime du r ing  the  p r o j e c t .  
- t o  s e t  date f o r  the  f i r s t  feedback meeting. 

Time est imated: About one t o  one and one h a l f  hours. 

2. Feedback Session. 
- t o  r e p o r t  t o  t he  s t a f f  the r e s u l t s  o f  t he  Inventory .  
- t o  discuss w i t h  them any items t h a t  seem t o  r e q u i r e  f u r t h e r  

cons idera t ion .  
- t o  s e t  some dates f o r  fo l low-up contacts w i t h  the  s t a f f  

representa t ives  . 
- t o  do a b r i e f  eva lua t i on  o f  the f i r s t  two sessions, and make 

comments on the  Inventory  format.  

Time est imated: About one hour minimum, and longer,  as s t a f f  i n t e r e s t  
i nd i ca tes .  

On-going Contact With S t a f f  Contact Person(s) . 
- t o  keep i n  touch w i t h  the  fo l low-up procedures t h a t  may be 

implemented by the  school. 
- t o  a s s i s t  i n  on-going planning, d iscuss ion  o r  ac t i on .  
- t o  observe what e f f e c t ,  i f  any, t he  Inventory  process i s  having. 

Time est imated: 4 o r  5 contacts/cal ls /meet ings over  a 3 month per iod.  

Meeting With the  School S ta f f .  - t o  use the  Inventory  form once again, a f t e r  an i n t e r v a l  of 
approximately th ree  months. 

- t o  i n te rv iew  some s t a f f  members about t he  events r e l a t e d  t o  the  
Inventory  Process. 

- t o  evaluate the  process by the  use o f  a s h o r t  form. 

Time estimated: about one t o  one and one h a l f  hours. 

5. Feedback Report. 
- t o  p rov ide  a w r i t t e n  r e p o r t  f o r  f u t u r e  s t a f f  use. 
- t o  discuss the r e p o r t  o f  the  two se ts  o f  Inventory  r e s u l t s ,  if 

the  s t a f f  requests such a t h i r d  meeting. 



APPENDIX TWO 

BOWMONT P I L O T  PROJECT REPORT 



FEEDBACK MEETING TO BOWCROFT SCHOOL 

BOWCRQFT QUESTIONNAIRE RESULTS 

A .  Descr ip t i on  o f  the  Instrument: 

quest ionnaire cons is ts  o f  s i x t y - e i g h t  items which may be d i v ided  i n t o  
subscales. These subscales are: 

Dialogue: This subscale measures the  degree t o  which a l l  o f  the  s t a f f  
have the  oppor tun i ty  t o  p a r t i c i p a t e  i n  d iscuss ion and how we1 1 informed 
they are, the degree t o  which a v a r i e t y  o f  persons i s  al lowed t o  as- 
sume leadership pos i t ions ,  and the  degree t o  which content  o f  t he  d i s -  
cussion i s  re levan t  t o  the  t o t a l  school program and inc ludes issues 
suggested by teachers, parents, students and the  p r i n c i p a l  . 
Decision-Making: Measures the  ex ten t  t o  which the  t o t a l  school s t a f f  
p a r t i c i p a t e s  i n  the  decision-making process, t he  ex ten t  t o  which dec i -  
s ions are  c l e a r l y  communicated t o  a l l  persons a f f e c t e d  by the  decision, 
the  ex tent  t o  which a l t e r n a t i v e s  are  examined, and the  ex ten t  t o  which 
there i s  s t a f f  consensus on the decis ions made. 

Ac t ion  subscales r e f e r s  t o  the  appropriateness o f  t he  a c t i o n t a k e n r e l -  
a t i v e  t o  the  dec is ion  made, the  commitment o f  persons responsib le f o r  
implementation, the e f f i c i e n c y  w i t h  which a c t i o n  i s  c a r r i e d  out,  t he  
degree t o  which a c t i o n  i s  mod i f i ab le  i n  meeting unant ic ipa ted s i t u a -  
t i ons ,  and the  ev lua t ion  o f  the completed a c t i o n  r e l a t i v e  t o  i t s  pro- 
posed goal . 
Meetings measures t h e  c l ima te  and e f fec t iveness o f  s t a f f  meetings by 
r a t i n g  the  importance o f  content,  t h e  degree t o  which a1 1 teachers have 
the  oppor tun i ty  t o  c o n t r i b u t e  to the  agenda and p a r t i c i p a t e  i n  the  d i s -  
cussions, the  openness and frankness which character izes the  meetings, 
and the p r a c t i c e  o f  p rov id ing  w r i t t e n  summaries o f  s t a f f  meetings. 

P r i n c i p a l  assesses the  r o l e  o f  the  p r i n c i p a l ,  i nc lud ing  h i s  i n t e r a c t i o n  
and communications w i t h  teachers, students and members o f  t he  comnuni ty.  

Teachers ( t he  professional  r o l  e o f  t he  teacher).  It examines the  de- 
gree t o  which teachers engage i n  discussions d e f i n i n g  school goals, make 
i n s t r u c t i o n a l  decis ions,  read pro fess iona l  l i t e r a t u r e ,  experiment w i t h  
new mater ia ls ,  respect  the opin ions and be1 i e f s  o f  students and o the r  
teachers,and evaluate t h e i r  teaching i n  terms o f  achiev ing school goals. 

ITEM KEY: To ta l  No. 
Scale # Scale Name Items Number o f  I tems 

1 Dialogue 1, 20, 24, 25, 31, 35, 37, 41, 60 9 
2 Decis ion 3, 9, 21, 26, 34, 38, 46, 49, 55 9 
3 Ac t ion  6, 12, 30, 44, 48, 53, 54, 57, 65 9 
4 Meetings 2, 4, 15, 17, 22, 28, 45, 58, 66 9 
5 P r i n c i p a l  8, 14, 18, 27, 29, 32, 39, 40, 43, 47, 51, 52, 

56, 59, 61, 63, 67 17 
6 Teachers 5 , 7 , 1 0 , 1 1 , 1 3 , 1 6 , 1 9 , 2 3 , 3 3 , 3 6 , 4 2 , 5 0 ,  

62, 64, 68 15 

7 T O ~ A L  SCALE ALL OF THE ABOVE 68 



B. Scorinq o f  t he  Quest ionnaire:  

The frequency of responses f o r  each i t em was determined. Each response was 
weighted according t o  t h i s  scale:  1 f o r  "Never"; 2 f o r  "Seldom"; 3 f o r  
"Sometimes"; 4 f o r  "Frequently";  5 f o r  "Usual ly" ;  and 6 f o r  "Always". 
Therefore, a m idd l i ng  type of response f o r  any one i tern would have the  
value o f  3.5. If t h i s  value i s  m u l t i p l i e d  by the number o f  i tems on each 
subscale, an average response value can be obtained. This  can prov ide  a 
rough guide f o r  determin ing the  weaknesses and s t rengths  o f  t he  school as 
determined by the  subscales. 

TABLE 11: BOWCROFT RESULTS BY SUBSCALES 

Scale 
# 
1 
2 
3 
4 
5 
6 

Scale 
Name 

D i  a1 ogue 
Decision-Maki ng 
Ac t i on  
Meet i ngs 
P r i n c i p a l  
Teachers 

Standard Poss ib le  
Mean Dev ia t ion  Range 

27.8 6.2 9 - 54 
33.0 5.1 9 - 54 
32.3 6.5 9 - 54 
36.3 5.2 9 - 54 
61.9 15.3 17 - 102 
48.3 8.0 15 - 90 

Average 
Response 

31.5* 
31.5 
31.5 
31.5 
59.5 
52.5* 

7 To ta l  239.6 37.1 68 - 408 238.0 

Scale 4 i s  very much h igher  than the  average response; Scale 1 and Scale 6 a re  
below t h i s  reference po in t ;  w h i l e  Scale 2, 3, and 5 a re  very c lose  t o  (though 
s l  i g h t l y  below) the  reference po in t s .  

Items which c o n t r i b u t e  t o  t h e  t rends described i n  prev ious tab le :  

I n  a d d i t i o n  t o  the  data on each o f  the  subscales, i n fo rma t ion  i s  a l s o  a v a i l -  
ab le  on the  d i s t r i b u t i o n  o f  responses f o r  each i tem. Since the re  i s  a 
tendency f o r  respondents t o  answer i n  t he  m i d d l i n  ca tegor ies  ( i n  t h i s  
case, the  "Sometimes" and "Frequently" categor ies , items which dev ia te  
from t h i s  t rend  are  o f  importance. 

3 
Items f o r  which 50% o r  more o f  the respondents answered i n  t he  "Usual ly" 
and "Always" ca tegor ies  are:  (Bracketed f i g u r e  a f t e r  each i t em i n d i c a t e d  
the  subscal e) . 

Decisions a re  c l e a r l y  communicated t o  a l l  persons who a r e  a f f e c t e d  by 
the  dec i s ion  ( 2 ) .  
Meetings a re  on t ime ( 4 ) .  
Teachers make i n s t r u c t i o n a l  decis ions ( 6 ) .  
The p r i n c i p a l  has the  respect  and good w i l l  o f  t he  students (5 ) .  
The p r i n c i p a l  respects the  teachers ( 5 ) .  
Meetings a r e  such t h a t  members l i s t e n  t o  each o the r  ( 4 ) .  
Each meeting i s  fo l lowed by a w r i t t e n  memorandum t h a t  summarizes the  
proceedings o f  the  meeting (4) .  
Meetings have an agenda composed o f  i tems t h a t  any member o f  the s t a f f  
can suggest (4 )  . 
Issues and programs discussed by the  s t a f f  a re  suggested by bo th  
teachers and p r i n c i p a l  ( 1 ) .  



The p r i n c i p a l  encourager and a s s i r t s  the  s t a f f  i n  developing goals 
f o r  the  school ( 5 ) .  
Group dec is ions  are  reached by consensus ( 2 ) .  
Teachers a t tend  courses a t  co l  1 eqes and u n i v e r s i t i e s  (6 ) .  
When appropr iate,  the advice of d i s t r i c t  personnel i s  sought be fore  
a dec i s ion  i s  made ( 2 ) .  
Group decis ions are  mafle by v o t i y  ( 2 ) .  
The p r i n c i p a l  promoter: openness i n  h i s  s t a f f  ( 5 ) .  

Note, the predominance o f  i tern5 on Scale 2, 4, 5 (Decision-Making Meetings and 
P r i n c i p a l ) ,  and the  l ack  o f  i t ~ m s  from Scale 3 (Ac t i on ) .  

Items f o r  which 50% o r  more o f  the respondent answered i n  the  "Never" and 
''Soldolr~" categor ies are:  

I ?  Teachers p e r i o d i c a l l y  v i s i t  other classrooms i n  the  school ( 6 ) .  
I6  Teachers can arrange t o  have t h e i r  teaching c r i t i q u e d  by o the r  

teachers ( 6 ) .  
2r Persons become f a m i l i a r  w i t h  the  experience o f  o the r  schools be fore  

making a dec i s ion  ( 2 ) .  
31 Issues and programs discussed by the s t a f f  can be suggested by 

parents ( 1 ) .  
3r Teachers c r i t i q u e  each o t h e r ' s  teaching ( 6 ) .  
41 .  Issues and programs discussed by the  s t a f f  can be suggested by the 

students (1  ) . 
5 1 . The p r i n c i p a l  encourages the  s t a f f  t o  v i s i t  o the r  classrooms ( 5 ) .  

Note, the predominance o f  i tems on Scale 1 and 6 (Dialogue and Teachers) and 
the lack o f  i tems from Scale 3 and 4 (Ac t i on  and Meetings). 



APPENDIX THREE 

SCHOOL PRACTICES INVENTORY INSTRUMENT 



SCHOOL 
PRACTICES 

INVENTORY 

On t h e  fo l lowing  pages a r e  a  s e r i e s  of s ta tements  t h a t  
d e s c r i b e  va r ious  school  p r a c t i c e s .  They a r e  behaviors  o r  cond i t i ons  
t h a t  occur  w i th in  a  school  and toge the r  w i l l  p rov ide  a  d e s c r i p t i o n  
of t h e  o r g a n i z a t i o n a l  c l ima te  o r  "persona l i ty"  of your school .  

You can respond t o  each s ta tement  i n  two ways: 

1. I n d i c a t e  t o  what e x t e n t  each p r a c t i c e  e x i s t s  o r  
occurs  i n  your school .  

2 .  I n d i c a t e  how you f e e l  about t h e  p r a c t i c e  a s  i t  
p r e s e n t l y  e x i s t s  i n  your school ;  does i t  need 
d i scus s ion ,  o r  i s  i t  s a t i s f a c t o r y  as is. 

It is important t h a t  you respond independent ly ,  s o  p l ea se  
decide on your answers without  seeking o t h e r  op in ions .  Be f r a n k  
wi th  your answers, wi th  t h e  assurance  t h a t  i n d i v i d u a l  responses  
a r e  anonymous. School r e s u l t s  w i l l  a l s o  remain c o n f i d e n t i a l  and 
t h e  information from t h e  inventory  w i l l  be used i n  f u r t h e r  
d i s cus s ions  by your s t a f f .  





12. Anyone who i s  i n t e r e s t e d  i s  encouraged t o  
take the  r e s p o n s i b i l i t y  f o r  implementing 
decis ions.  1 2 3 4 5 6  - -  

13. Teachers p e r i o d i c a l l y  v i s i t  o the r  
classrooms i n  the  school.  

14. The p r i n c i p a l  respects the  teachers. 

15. Meetings a re  such t h a t  members l i s t e n  t o  
each o ther .  1 2 3 4 5 6  - -  

16. Teachers can arrange t o  have t h e i r  
teaching c r i t i q u e d  by o the r  teachers. 1 2 3 4 5 6  - -  

17. Each meeting i s  fo l lowed by a w r i t t e n  
memorandum t h a t  summarizes the  proceed- 
ings  o f  the  meeting. 1 2 3 4 5 6  - -  

18. The p r i n c i p a l  knows h i s  s t a f f  w e l l .  

19. Teachers a t tend  conferences r e l a t i v e  
t o  t h e i r  p ro fess iona l  growth. 1 2 3 4 5 6  -- 

20. Many persons assume the  leadersh ip  
p o s i t i o n s  dur ing  group discussions, 
depending upon the  f u n c t i o n  t o  be 
performed. 1 2 3 4 5 6  -- 

21. Both p r i n c i p a l  and teachers p a r t i c i p a t e  
i n  making decis ions which a f f e c t  the  
school. 1 2 3 4 5 6  - - 

22. Meetings have an agenda composed o f  
i tems tha t  any member o f  the  s t a f f  can 
suggest . 1 2 3 4 5 6  - - 

23. Teachers try t o  evaluate the  ex ten t  t o  
which school goals have been rea l i zed .  1 2 3 4 5 6  - -  

24. Issues and programs discussed by the f s t a f f  a r e  suggested by bo th  teachers and 
p r i n c i p a l .  1 2 3 4 5 6  - -  

25. Dialogue i s  appropr ia te  t o  the  problem 
confronted, f o r  example, b r a i  n s t o m i  ng 
when seeking new and imag ina t ive  ideas and 
task o r i e n t a t i o n  when at tempt ing t o  so lve  
a p a r t i c u l a r  problem. 1 2 3 4 5 6  - - 



26. Persons become f a m i l i a r  w i t h  the  exper- 
iences o f  o the r  schools be fore  making 
a dec is ion .  1 2 3 4 5 6  - -  

27. The p r i n c i p a l  encourages others t o  
p rov ide  leadership.  1 2 3 4 5 6  - -  

28. Meetings i nvo l ve  on l y  persons who need 
t o  be involved.  1 2 3 4 5 6  - -  

29. The p r i n c i p a l  encourages and a s s i s t s  
t he  s t a f f  i n  developing goals f o r  the 
school. 1 2 3 4 5 6  - -  

30. Ac t i on  can be mod i f ied  t o  handle 
unan t i c i pa ted  s i t u a t i o n s .  1 2 3 4 5 6  - -  

31. Issues and programs discussed by the  
s t a f f  can be suggested by parents. 1 2 3 4 5 6  - -  

32. The p r i n c i p a l  communicates e f f e c t i v e l y  
w i t h  students. 1 2 3 4 5 6  - -  

33. Teachers work t o  implement the  goals of 
t he  school. 1 2 3 4 5 6  - -  
Group decis ions are  reached by consensus. 1 2 3 4 5 6  

Dialogue has a purpose. 1 2 3 4 5 6  

Teachers c r i t i q u e  each o t h e r ' s  teaching. 1 2 3 4 5 6  

Dialogue a l lows f o r  in-depth d iscuss ion  
o f  issues t h a t  a r e  p e r t i n e n t  t o  t he  
educat ion o f  ch i l d ren .  1 2 3 4 5 6  

Decisions a re  made on the  bas is  o f  school 
goals . 1 2 3 4 5 6  

The p r i n c i p a l  u t i l i z e s  resource persons 
f rom the  d i s t r i c t  t o  he lp  teachers. 1 2 3 4 5 6  

The p r i n c i p a l  b u i l d s  the  s ta tus  o f  h i s  
s t a f f .  1 2 3 4 5 6  

Issues and programs discussed by t h e  
s t a f f  can 'be suggested by the  students.  1 2 3 4 5 6  



42. Teachers a t tend  courses a t  co l leges  
and u n i v e r s i t i e s .  1 2 3 4 5 6  - -  

43. The p r i n c i p a l  shows t h a t  he appreciates 
h i s  s t a f f .  1 2 3 4 5 6  - -  

44. R e s p o n s i b i l i t i e s  f o r  c a r r y i n g  o u t  
ac t i ons  a re  assumed by many d i f f e r e n t  
people on the  s t a f f .  1 2 3 4 5 6  - -  

45. Meetings are  such t h a t  persons can 
engage i n  an open and f rank  d iscuss ion  
o f  issues. 1 2 3 4 5 6  - -  

46. Decisions a re  c a r r i e d  o u t  w i t h  enthusiasm 
and good w i  11 . 

47. The p r i n c i p a l  communicates e f f e c t i v e l y  
w i t h  teachers. 

48. Act ions a re  c a r r i e d  o u t  w i t h  a  h igh  
degree o f  o rgan iza t i on  and e f f i c i e n c y .  

49. When appropr iate,  the  advice o f  d i s t r i c t  
personnel i s  sought be fore  a dec i s ion  
i s  made. 

50. Teachers experiment w i t h  new mate r ia l s .  

51. The p r i n c i p a l  encourages the  s t a f f  t o  
v i s i t  o the r  classrooms. 

52. The p r i n c i p a l  has the  respect  and good 
w i l l  o f  the  teachers. 

53. Before a  dec i s ion  i s  made, the  imp l ica-  
t i o n s  of a l t e r n a t i v e  ac t i ons  a re  
thoroughly explored . 

54. There i s  a  h igh  degree o f  comnitment on 
the  p a r t  o f  people respons ib le  f o r  
p u t t i n g  decis ions i n t o  ac t i on .  

55. Group decis ions are  reached by vo t i ng .  

56. The p r i n c i p a l  respects the  opin ions and 
be1 i e f s  o f  'teachers. 

57. Appropr iate ac t ions  are  taken based on 
the  decis ions made. 



58. Meetings a re  such t h a t  t he re  i s  an 
i n t e r a c t i o n  o f  teachers. 1 2 3 4 5 6  - -  

59. The p r i n c i p a l  communicates e f f e c t i v e l y  
w i t h  the  community. 1 2 3 4 5 6  - -  

60. Persons read what scholars and informed 
p r a c t i t i o n e r s  have w r i t t e n  on the  sub jec t  
and b r i n g  r e l e v a n t  ideas from t h e i r  
reading i n t o  the  d ia logue.  1 2 3 4 5 6  -- - 

61. The p r i n c i p a l  prov ides f a i r  and equ i tab le  
t reatment  f o r  a1 1. 1 2 3 4 5 6  - -  

62. Teachers respect  the  opin ions and b e l i e f s  
o f  students. 1 2 3 4 5 6  - - 

63. The p r i n c i p a l  promotes openness i n  h i s  
s t a f f .  1 2 3 4 5 6  - - 

64. Teachers evaluate t h e i r  teaching i n  terms 
of achiev ing school goals. 1 2 3 4 5 6  - -  

65. A f t e r  an a c t i o n  has been taken, i t  i s  
evaluated . 1 2 3 4 5 6  - -  

66. Meetings can be c a l l e d  by bo th  teachers 
and p r i n c i p a l  . 1 2 3 4 5 6  - -  

67. The p r i n c i p a l  a t tends  conferences r e l a t i v e  
t o  h i s  p ro fess iona l  growth. 1 2 3 4 5 6  - - 

68. Teachers respect  the  opin ions and be1 i e f s  
o f  o the r  teachers. 1 2 3 4 5 6  - -  

Culver, C.M. and Hoban, C.J. The Power t o  Change. New York: McGraw-Hill Book 
CO., 1973, P.P. 293-297. 



APPENDIX FOUR 

BIOGRAPHICAL INFORMATION SHEET 

ACCOMPANYING THE SCHOOL PRACTICES INVENTORY INSTRUMENT 



SCHOO - - - - . -  f .  PRACTICES INVENTORY 

RTOGR . - ' \ P H I C a  - INFORMATION 

Please p lace  a  chr.cl. 1 1  t ide t he  app ropr i a t e  category.  

1. Age: 

2. Sex: 

3. Highest l e v e l  of 
educat ion:  

4. Years of teaching 
experience : 

a )  under 25 

b) 26 35 

c )  36 4 5 

d)  46 55 

e )  56 65 

a )  male 

b) female 

a )  some c o l l e g e / u n i v e r s i t y  

b) bache lo r ' s  degree 

c)  mas t e r ' s  degree 

d )  o t h e r  

a )  f i r s t  year  teaching  

b) 1 - 5 a 
c )  6 10 

d) 11 15 

e )  16 20 

f )  21 25 

g) 26 o r  more 

FOR P R I N C I P A L S  ONLY: 

5. Years of admin i s t r a t i ve  
experience : a )  f i r s t  year  

b )  1 5 

C) 6 10 

d) 11 15 

e )  16 20 

f )  2 1  2 5 

g) 26 o r  more 

6. Years at this school 



APPENDIX F I V E  

LETTER TO SCHOOLS OUTLINING STUDY A C T I V I T I E S  



EXPLORING THE USE OF THE SCHOOL PRACTICES INVENTORY I N  A PROCESS OF 

SELF-EVALUATION WITH ELEMENTARY SCHOOL STAFFS. 

The p r o j e c t  i s  designed t o  explore the  use o f  some mate r ia l s  and tech- 
( 

niques developed by D r .  John Goodlad and a team o f  researchers from I/D/E/A. 

Between 1966 and 1971, the  group worked w i t h  a League o f  eighteen southern 

C a l i f o r n i a  elementary schools. The major focus f o r  t he  study was the  

quest ion o f  what happens when a school s t a f f  t r i e s  t o  cope more e f f e c t i v e l y  

w i t h  the  problems inherent  i n  schools. They were i n t e r e s t e d  i n  s tudying the  

process o f  change; the process o f  renewal and how i t  r e l a t e d  t o  c e r t a i n  

c h a r a c t e r i s t i c s  o f  s t a f f  i n t e r a c t i o n  and organ iza t iona l  c l ima te  i n  the  

school s . 
Through the  course o f  the  f i v e  year study, D r .  Goodlad's group and the  

s t a f f s  o f  t he  eighteen schools worked together  t o  d iscover bo th  ways o f  

assessing and descr ib ing  the  s t a f f  c h a r a c t e r i s t i c s  t h a t  seemed t o  e f f e c t  t he  

change process. They a l so  devised some ways o f  a l t e r i n g  a school 's  

procedures t h a t  appear t o  improve a school 's  chances o f  successfu l ly  

achiev ing change goals. 

One o f  the  techniques devised i n  the  I / D / E / A  study i s  t h e  Inventory  o f  

quest ions used t o  assess school p rac t ices .  When i t  i s  used i n  a process o f  

se l f -eva luat ion ,  d iscussion and feedback, i t  w i l l  g i v e  a school s t a f f  the  

oppor tun i ty  t o  look  more c l o s e l y  a t  what i t  i s  doing. The Inventory  examines 

how the s t a f f  goes about dea l ing  w i t h  day-to-day p lanning and operat ing o f  

the  school, focusing on the  processes o f  DIALOGUE, DECISION-MAKING, TAKING 

ACTION, G I V I N G  LEADERSHIP, TEACHER INVOLVEMENT, and EVALUATION. The 

in format ion  provided by an ana lys is  o f  s t a f f  responses t o  the  Inventory  items 

can be used by the  s t a f f  t o  f u r t h e r  d iscussion and planning. I t  can form 

the  bas is  f o r  growth and renewal o f  s t a f f  and school procedures. 



APPENDIX S I X  

INTERVIEW PROTOCOL USED WITH STUDY PARTICIPANTS 



INTERVIEWS ON THE SCHOOL PRACTICES INVENTORY 

1. The statements on the Inventory describe 68 pract ices.  They r e l a t e  t o  
6 areas o f  s t a f f  operation and in te rac t ion :  DIALOGUE, DECISION-MAKING, 
ACTION, MEETINGS, PRINCIPAL'S ROLE, and TEACHER'S ROLE. 

a) Do they describe things t ha t  are important i n  your school? 

b) Are they re la ted  t o  other e f f o r t s  you are making i n  t h i s  school? 

c )  Were people able t o  answer candidly, i n  your opinion? 

d) Are there any important areas o f  pract ices t ha t  are l e f t  out? 

2. The se l f -eva luat ion process included using the Inventory, rece iv ing 
the Feedback Report, discussing the resu l t s ,  deciding upon how t o  use 
the information, and redoing the Inventory a f t e r  a  3-4 month period. 

a) I n  your perception, could the process be used by a s t a f f  on i t s  
own as a  se l f -eva luat ion process? 

b) What was the e f f ec t ,  i f  any, o f  having outs ide resource persons 
involved i n  the process during t h i s  f i e l d - t r i a l ?  

3 .  The se l f -eva luat ion process was presented a t  your school by means o f  a 
l e t t e r ,  and through a presentat ion a t  a  s ta f f  meeting. Your par t i c ipa -  
t i o n  was i nv i t ed .  

a) When you f i r s t  heard about it, what d i d  you expect i t  would be l i k e ?  

b) When you heard i t  ca l led  a  "sel f -evaluat ion" d i d  t h a t  concern you? 



4. The feedback sessions were designed t o  p rov ide  i n fo rma t ion  from the  
Inventory  f o r  use by thc  school s t a f f .  They consis ted o f  a meeting a t  
which a w r i t t e n  repor t w : ~ ?  presented and copies of the  ana lys i s  made 
a v a i l a b l e  f o r  a l l  s b l f f  embers. A d iscuss ion  o f  the  r e s u l t s  fo l lowed.  

a) Was the  feedback ses ion u s e f u l ?  

b )  Would you say i t  was open o r  closed, i n  your  op in ion? 

c )  Were people ab le  t o  p a r t i c i p a t e  i n  t he  d iscussion? 

5. When the  feedback r e p o r t  had been presented, and d iscuss ion  fo l lowed,  
were there  any r e s u l t i n g  ac t ions ,  o r  ac t i ons  occu r r i ng  about the same 
t ime t h a t  were a f f e c t e d  by the  feedback, o r  o the r  aspects o f  the  s e l f -  
eva lua t i on  process? 

a) Act ions? 

b)  Related ac t i ons?  

6. Comments on the  process, o r  on the  invovlement o f  your  school i n  the  
p r o j e c t ?  

DATE 

CASE # 

PERSON INTERVIEWED 



APPENDIX SEVEN 

FEEDBACK REPORTS 

EXAMPLES OF TWO KINDS OF 

MATERIALS USED AT FEEDBACK MEETINGS 



SCHOOL PRACTICES INVENTORY 

DIRECTIONS : 

a)  Read each i tem c a r e f u l l y ;  i t  describes a school p rac t i ce .  
b )  t h i n k  about the  p r a c t i c e  described as i t  occurs i n  your  school.  
c )  m e  whether the p r a c t i c e  described i n  the  i t em occurs never, seldom, 

sometimes, f requent ly ,  u s u a l l y  o r  always i n  your  school.  
d) Draw a c i r c l e  around- one o f  t he  numbers f o l l o w i n g  the  i t em t o  show the  

answer you selected.  
e) Check one o f  the two categor ies ( ' yes '  o r  ' n o ' )  t o  i n d i c a t e  if you feel  

t h a t t h e  p rac t i ces  described, as i t  now e x i s t s  i n  your  school, needs 
d iscussion.  .------------------------------------- 

IN  MY SCHOOL THIS OCCURS: 

1 .Discussions inc lude c o n t r i b u t i o n s  b j  
most o f  t he  members present .  

! .S ta f f  meetings are  genera l l y  reser -  
ved f o r  mat ters concerned w i t h  cur -  
r icu lum, i n s t r u c t i o n  and school organ 
i z a t i o n - - n o t  a d m i n i s t r i v i a .  

3.Decisions are  c l e a r l y  communicated 
t o  a l l  persons who are  a f f e c t e d  by 
the  dec is ion .  

!.Meetings a r e  on t ime. 

;.The s t a f f  engages i n  d iscussions 
aimed a t  d e f i n i n g  school goals. 

;.When a dec i s ion  i s  made a c t i o n  i s  
taken t o  implement it. 

7.Teachers make i n s t r u c t i o n a l  
decis ions.  

3.The p r i n c i p a l  has the  respect  and 
good w i l l  of the  students. 

3.Persons examine and/or experiment 
w i t h  several approaches be fo re  
making a dec is ion .  

10.Teachers v i s i t  o the r  schools. 

It .Teachers read pro fess iona l  
educat ional m a t e r i a l .  

I f e e l  i t  
needs 

d iscussior  
yes no 



I N  MY SCHOOL THIS OCCURS: 

12.Anyone who i s  i n t e r e s t e d  i s  encour 
aged t o  take the  r e s p o n s i b i l i t y f o  
implementing decis ions.  

13.Teachers p e r i o d i c a l l y  v i s i t  o ther  
classrooms i n  t h e  school. 

14 .The p r i n c i p a l  respects the  teachers 

15.Meetings a re  such t h a t  members 
l i s t e n  t o  each o the r .  

16.Teachers can arrange t o  have t h e i r  
teaching c r i t i q u e d  by o the r  teacher: 

17.Each meeting i s  fo l lowed b y a w r i t -  
t en  memorandum t h a t  summarizes the  
proceedi ngs o f  t he  meeti  ng . 

I8 .Thepr inc ipa l  knows h i s  s t a f f  w e l l .  

19.Teachers a t tend  conferences r e l a -  
t i v e  t o  t h e i r  p ro fess iona l  growth. 

ZO .Many persons assume the  1 eadershi l  
p o s i t i o n s  dur ing  group discussion: 
depending upon the  f u n c t i o n  t o  be 
performed. 

21 .Both p r i n c i p a l  and teachers p a r t i -  
c i p a t e  i n  making decis ions which 
a f f e c t  the  school. 

22.Meetings have an agenda composed 
of i tems t h a t  any member o f  t he  
s t a f f  can suggest. 

23 .Teachers t ry t o  evaluate the  exteni 
t o  which school goal s have been 
r e a l  i zed. 

24.Issuesand programsdiscussedby 
the  s t a f f  a re  suggested by bo th  
teachers and p r i n c i p a l  . 

I f e e l  i t  
needs 

d iscussion 
yes no 



I N  MY SCHOOL, THIS OCCURS: 

25.Dia logueis a p p r o p r i a t e t o t h e p r o b -  
lemconfronted,  fo rexample ,bra in -  
stormingwhen seeking new and imag- 
i n a t i v e  ideas and task o r i e n t a t i o n  
when a t tempt ing  t o  so lve  a p a r t i c u -  
1 a r  p rob l  em. 

X H 6 .Persons become fami 1 i a r  w i  t h  the  I experiences o f  o the r  schools 
be fore  making a dec is ion .  

7.The p r i n c i p a l  encourages o thers  
t o  p rov ide  1 eadershi p . 

P 8.Meetings i n v o l v e  o n l y  persons who 
need t o  be invo lved.  

9. The p r i n c i p a l  encourages and 
a s s i s t s  the  s t a f f  i n  developing 
goals f o r  the  school. 

0 .Act ion can be mod i f ied  t o  handle 
unan t i c i pa ted  s i t u a t i o n s .  

1.Issuesand programsdiscussedbythc 
s t a f f  a re  suggestedby parents. 

2.The p r i n c i p a l  communicates 
e f f e c t i v e l y  w i t h  students. 

3.Teachers work t o  implement the  
goals o f  t he  school.  

4 .  Group deci  s i ons a re  reached by 
consensus. 

b5. ~i a1 ogue has a purpose. 

6.Teachers c r i t i q u e e a c h o t h e r ' s  
teaching. 

7.Dia logueal lows for in-depthdis- 
cussion o f  issues t h a t  a re  pe r t i nen '  
t o  the  educat ion o f  ch i l d ren .  

; .~ecis ions a re  made on the  bas is  
o f  school goals.  

I f e e l  i t  
needs 

d iscuss ion  
yes no 



.r aJ 
i u 3  
1 .E 2 I N  MY SCHOOL, THIS OCCURS : . L I t  
l a1 

resource per 

teachers. 

O.The p r i n c i p a l  b u i l d s  the  s ta tus  
o f  h i s  s t a f f .  

( H 1. Issues and programs discussed by thc 1 s ta f f  a re  suggested by the  students 

2.Teachers a t tend  courses a t  
co l leges  and u n i v e r s i t i e s .  

3.The p r i n c i p a l  shows t h a t  he 
appreciates h i s  s t a f f .  

4 .Respons ib i l i t i es  f o r  c a r r y i n g o u t  
ac t ions  areassumedbymanyd i f fe r -  
en t  peopleon the s t a f f .  

5.Meetings are  such t h a t  persons can 
engage i n  anopenand f rankd iscus -  
s i o n  o f  issues. 

t 6.Decisions are  c a r r i e d  o u t  w i t h  
enthusiasm and good w i l l .  

t 7  .The p r i n c i p a l  communicates 
e f f e c t i v e l y  w i t h  teachers. 

8.Actions a re  c a r r i e d o u t w i t h a  h igh  
degreeof  o rgan iza t ionand 
e f f i c i e n c y .  

I 9.When appropr iate,  t h e a d v i c e o f  
d i s t r i c t  personnel i s  sought 
be fore  a  dec i s ion  i s  made. 

0.Teachers experiment w i t h  newmater- 
i a l s .  

X H 1  .The p r i n c i p a l  encourages the  s ta f  F t o  v i s i t  o the r  classrooms. 

I 
2.The p r i n c i p a l  has the  respect  an( 
* good w i l l  o f  t he  teachers. 
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I f e e l  i t  
needs 

d iscuss ion  
yes no 



I N  MY SCHOOL, T H I S  OCCURS: 

53.Beforea dec i s ion  ismade, t h e i m p l i  
c a t i o n s o f a l t e r n a t i v e a c t i o n s  a re  
thoroughly explored . 

54,Thereis a h igh  degreeof  commitment 
on the p a r t  of people respons ib le  f o  
p u t t i n g  dec is ions  i n t o  ac t i on .  

55.Groupdecisions arereachedbyvot in !  

56,Thepr inc ipal  respec ts theop in ions  
and b e l i e f s  o f  teachers. 

57 .Appropr iate ac t ions  are  taken 
based on the  decis ions made. 

58.Meetings a re  such t h a t  there  i s  
an i n t e r a c t i o n  o f  teachers. 

59.The p r i n c i p a l  communicates e f f e c -  
t i v e l y  w i t h  the  community. 

60.Persons read what scholars and i n f o t  
med prac t ioners  have w r i t t e n  on the  
sub jec t  and b r i n g  re1 evant ideas 
from t h e i r  reading i n t o  the d ia logut  

61.The p r i n c i p a l  prov ides f a i r  and 
equ i tab le  t reatment  f o r  a1 1. 

62.Teachers respect  the  opin ions and 
b e l i e f s  o f  students. 

63.Thepr inc ipal  promotesopenness i n  
h i s  s t a f f .  

64. Teachers eva 1 ua t e  t h e i  r teaching 
i n  terms o f  achiev ing school goals 

65.After an a c t i o n  has been taken, 
i t  i s  evaluated. 

66.Meetings can be c a l l e d  by bo th  
teachers and p r i n c i p a l  . 

67 .The p r i n c i p a l  at tends conferences 
* r e l a t i v e  t o  h i s  p ro fess iona l  growth 

68.Teachers respect  the  opin ions and 
b e l i e f s  o f  o the r  teachers. 

I f e e l  i t  
needs 

d iscuss ion  
yes no 
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SCHOOL B INVENTORY OF SCHOOL PI'ACTICES 
FEEDBACK REPORT 
APRIL 7, 1976 

So t h a t  the  s t a f f  can see t o  what ex ten t  there  i s  a reement among them 
r e l a t i v e  t o  each item, frequencies o f  each response (1-6 7 have been entered 
on a b lank form o f  the  Inven to i~y .  The response category se lec ted  by the 
p r i n c i p a l  has been under l ined ;o t h a t  any d i f f e r e n c e  i n  response pa t te rns  
may be examined. 

1. Items w i t h  a wide range o f  op in ion .  

These a r e  the  items where some people responsed i n  5 o r  6 o f  the  categor- 
i e s  i n d i c a t i n g  a divergence o f  percept ions among s t a f f  members about a p a r t i c -  
u l a r  procedure. 

l e a s t  agreement: decis ion,  ac t ion ,  dialogue, p r i n c i p a l .  
s t rongest  agreement: meetings, teachers. 

Items r e l a t e d  t o  Dialogue: 20,25,31,37,41,60 (6/9) 

Decision: 3,9,26,34,46,49,55 (719) 

Act ion:  6,30,44,48,57,65 (619) 

Meetings: 2,4,17,28 ( 4/9 ) 

P r i n c i p a l  : 18,27 ,29,32,40,43,47,51 ,59,61 ,63 (11/17) 

Teachers: 5,10,13,16,23,64,68 (7115) 

2. Items w i t h  50% o r  more o f  the  s t a f f  responding i n  the  lower categor ies.  

These a re  the  items where h a l f  o r  more o f  the  s t a f f  responded i n  ca tegor ies  
1-3. Th is  p a t t e r n  i nd i ca tes  t h a t  many s t a f f  members see the  p rac t i ces  de- 
scr ibed i n  the  items below as occur r ing  l e s s  f requent ly  than o thers  t h a t  they 
ra ted .  

Items r e l a t e d  t o  Dialogue: 25,31,41,60 

Decis ion 

Ac t i on  : 

Meetings 

P r inc ipa  

Teachers 

Lowest scales are: ac t ion ,  teachers, dec is ion .  
Strongest  scales are:  p r i n c i p a l ,  meetings 

3. I tems where s t a f f / p r i  nc ipa l  responses d i f f e r .  

These a r e  the  i tems on which t h e  s t a f f ' s  and p r i n c i p a l ' s  r a t i n g s  va r ied  by 
2 o r  more response ca tegor ies .  This  l i k e l y  i nd i ca tes  a divergence i n  percep- 
t i o n s  about t he  degree t o  which these p rac t i ces  occur i n  the school. The 
p r i n c i p a l  I s  response category i s  under1 ined on the frequency repo r t .  

i Items: 8,12,15,16,17,18,22,23,29,30,32,35,45,47,52,62,66 



With which types of p rac t i ces  i s  t h i s  p a t t e r n  occur r ing? 

Are any o f  these p rac t i ces  important  i n  your  school? 

Are these p rac t i ces  a l s o  ones which were g iven lower r a t i n g s  by many people on 
s t a f f ?  

Was there  divergence among the  r a t i n g s  on any o f  these i tems? 

4. Items w i t h  50% o r  more o f  the  s t a f f  responding i n  t he  h ighes t  categor ies.  

These a re  the  i tems were h a l f  o r  more o f  the s t a f f  f e l t  t h a t  the  p r a c t i c e  
described i n  t he  Inventory  i t em was occu r r i ng  ' f r e q u e n t l y '  o r  'a lways ' .  

Items: 5,7,8,9,12,14,15,17,18,19,21,24,27,29,30,32,33,35,38,43,44, 
45,47,52,55,56,58,61,62,63,66,68. 

What k inds o f  p rac t i ces  are  i nd i ca ted  by the  above i tems? 

Are these p rac t i ces  t h a t  you f e e l  a re  important  f o r  your  school? 

Are any o f  these p o s i t i v e l y  r a t e d  p rac t i ces  r e l a t e d  t o  o the r  p rac t i ces  i n  the  
i nven to ry  t h a t  d i d  n o t  ge t  such a h igh  r a t i n g ?  

5. Items w i t h  more than 113 o f  the  s t a f f  i n d i c a t i n g  a need f o r  d iscussion.  

Items r e l a t e d  t o  Dialogue: 31,37,6O 

Decis ion:  3,38,46 

Act ion :  6,48,53,54,57,65 

Meetings: 2 

P r i n c i p a l  : 39 

Teachers: 5,16,23,33,36,64 

Scales showing most s a t i s f a c t i o n :  P r i n c i p a l ,  meetings. 
Scales showing l e a s t  s a t i s f a c t i o n :  ac t ion ,  teachers. 



APPENDIX EIGHT 

STAFF MEETING AGENDA FROM SCHOOL A 



SELF-EVALUATION PROCESS - A PROPOSAL 

Constant pressure t o  innovate and change Educat ion being s tud ies  as a 
change process t a k i n g  p lace w i t h i n  the  school o rgan iza t ion .  ( n o t  from 
ou ts ide  pressure) 

How, then, does a school know whether i t  should make changes? - what 
changes? How t o  e f f e c t  changes? i .e. How does i t  become self-renewing? 

P r o j e c t  - To develop and t r y  ou t  a s e l f - e v a l u a t i o n  process. 

The c r i t e r i a  f o r  the  process: 
(a )  mu1 ti -dimensional : 

1) d ia logue (between p r i n c i p a l  and s t a f f )  
2) dec i s ion  making ( involvement) 
3) a c t i o n  - changes r e s u l t i n g  from 1 81 2. 

(b )  emphasize s t a f f  involvement 
( c )  f a c i l i t a t e  growth and renewal 

Assumptions: 

Se l f -eva lua t i on  i n  contex t  o f  program eva lua t i on  
(a )  inc ludes a n t i c i p a t e d  and unant ic ipa ted  r e s u l t s  
( b )  people-centered - invo lves  a1 1 personnel (engineer,  custodians, 

secretary,  s ta f f  ass i s tan t ,  C.S. Coordinator,  superv is ion  a ide)  

Procedures: 

"The most s p e c i f i c  search o f  a l l  w i l l  be done t o  i d e n t i f y  s t r a t e g i e s  and 
procedures t h a t  could be used by a school s t a f f  t o  assess t h e i r  i n t e r a c t i o n  
and the  orqan iza t iona l  c l ima te  r e l a t e d  t o  the  change process." 

A "VARIANCE ANALYSIS 

- Some discrepancies between ( a )  what p resen t l y  e x i s t s  
(b )  what we t h i n k  should e x i s t  

- To he lp  us i n  rev iewing our  school phi losophy and i n  developing a 
se l  f - eva lua t i on  process 

What should be Area o f  Variance 

Goals and Object ives 

( t o  inc lude i n t e l l e c t u a l  , 
s o c i a l  and physical  ) 

Mater ia ls ,  Equipment 

A c t i v i t i e s  

* 

Evaluat ion 

What i s  



APPENDIX NINE 

VALUES SCHOOLS 



An example of the  controversy.surrounding t h e  i n t r o d u c t i o n  o f  t h i s  concept i s  

t o  be found i n  a newspaper r e p o r t  from about the  t ime o f  t h e  p r o j e c t .  Several 

school d i s t r i c t s  i n  the  lower mainland area o f  B r i t i s h  Columbia had been con- 

s i d e r i n g  the  establ ishment o a value school t o  prov ide an a l t e r n a t i v e  f o r  6- b 

parents d e s i r i n g  t h a t  type o f  program. Langley had designated a school a 

fundamental school. .  However, t h e  parents who were opposed t o  the  value 

school idea objected t o  having t h e i r  ch i l d ren ,  who were a l ready a t tend ing  the 
i 

designated school, move t o  another f a c i l i t y  t o  make room f o r  the  a1 t e r n a t i v e  
I 

program. A s i m i l a r  experiment i n  Surrey had caused a "g rea t  deal of controversy". 1 
T4 

e 

1. Vancouver Sun. "Vote censured i n  school row", "A Reporters 
View", Vancouver Sun, Saturday, March 27, 1976, 



APPENDIX TEN 

FAMILY LIFE PROGRAM 



NOTE REGARDING FAMILY LIFE PROGRAM AT SCHOOL B -- 

The Family L i f e  program was an issue i d e n t i f i e d  b y  the  s t a f f  members 

a t  School B du r ing  i n i t i a l  i n te rv iews .  I t  r e l a t e d  t o  some s h i f t s  i n  School 

D i s t r i c t  p r i o r i t i e s  and goals t h a t  were a f f e c t i n g  the  cu r r i cu lum i n  the  

Soc ia l  Studies.  S t a f f  a t t r i b u t e d  the  s h i f t  t o  pressure from po r t i ons  o f  

d i s t r i c t  p u b l i c  op in ion  concerned about t h e  i n c l u s i o n  o f  sex educat ion as 

a p a r t  o f  Family L i f e  Programs. 

S t a f f  members expressed concern about the  e f f e c t  on the  program i n  

t h e i r  school t h a t  t h e  Board d i r e c t i v e  was having. The s t a f f  had developed 

a program t o  meet s tudent  needs i n  t h e i r  school. The f e e l i n g  t h a t  the  

d i r e c t i v e  prevented the school from meeting s tudent  needs i n  t h i s  area was 

w ide ly  expressed by teachers t o  t h e  i n t e r v i e w e r  du r ing  v i s i t s  t o  t h e  school 
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FOOTNOTES 

Chapter Note 

One 1 

Three 1 

For a discussion o f  decis ion or iented and conclusion 
or iented research, see Chapter three, p. 74. 

A descr ip t ion o f  C.E.P.S. i s  t o  be found i n  Chapter 
one, p. 8. 

The handbook re fe r red  t o  i s  associated w i t h  the C.E.P.S. 
development described on p. 8 o f  Chapter one o f  t h i s  
thesis.  

The study was being done during the second semester 
o f  the un i ve rs i t y  year. The f i n a l  stages would 
coincide w i t h  the end o f  school term a c t i v i t i e s .  

For a copy o f  the document e n t i t l e d  "Ant ic ipated 
Involvement o f  Pro jec t  Schools" See Appendix 1, p. 201. 

The school d i s t r i c t  uses the "community school" term 
t o  denote schools i n  which the community and school 
use o f  the f a c i l i t y  are more c lose ly  l i n ked  than i n  
regular  schools through planning f o r  community 
a c t i v i t i e s ,  shared use o f  gymnasia f o r  recreation, 
and pa r t i c i pa t i on  by community members i n  school 
a c t i v i t i e s .  

A more de ta i led  descr ip t ion o f  the D.D.A.E. process 
can be found i n  Chapter one. 

See Appendix 2 f o r  a repor t  on the p i l o t  study o f  
the C r i t e r i a  Instrument i n  a Calgary School. 

See Appendix 3 f o r  a complete copy o f  the revised 
instrument. 

See Appendix 4 f o r  a copy o f  the Biographical informa- 
t i o n  sheet. 

See Appendix 5 f o r  a copy o f  the l e t t e r  sent t o  schools 
which included the proposed plan fo r  the a c t i v i t i e s .  

See Appendix 6 f o r  a copy of the In terv iew Protocol on 
the School Practices Inventory used w i t h  case study 
par t i c ipan ts .  

See Appendix 7 f o r  an example of the format used f o r  
feedback reports.  
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See Chapter one, p. 2 f o r  a d iscuss ion  o f  t he  term Renewal. 

The c o n d i t i o n  r e s u l t e d  i n  some teachers working i n  
i s o l a t e d  classrooms and some working together  i n  open 
teams which gave r i s e  t o  comments such as "We need t o  
f i n d  o u t  what the  o thers  ou t  t he re  a re  doing".  

See Appendix 3 f o r  a d d i t i o n a l  ma te r i a l  r e l a t i n g  t o  t h  
concept. 

See Appendix10 f o r  ma te r i a l  r e l a t e d  t o  t h i s  issue.  

See Appendix 4 f o r  a copy o f  the  Biographic In fo rma t ion  
sec t i on  o f  the School Prac t ices  Inventory .  

See Chapter three, p. 86 f o r  a d e s c r i p t i o n  o f  the  s e l e c t i o n  
process. 

See Chapter three, p. 94 f o r  a d e s c r i p t i o n  o f  the  organiza- 
t i o n  used f o r  ga ther ing  ethnographic data. 

See Appendix 8 f o r  a copy o f  the  s t a f f  meeting agenda 
w i t h  a summary o f  bo th  the  Study Proposal and the  Variance 
Analys is  p r o j e c t  which were being planned i n  School A .  

This request  was made du r ing  the  i n i t i a l  i n t e r v i e w  and 
was n o t  mentioned again u n t i l  t he  f i n a l  Key Informant  
in te rv iews,  when the  p r i n c i p a l  r e i t e r a t e d  h i s  f e e l i n g  
t h a t  i tems on " the  p r i n c i p a l "  should n o t  be inc luded as 
they d i s rup ted  the  rappor t  between teachers and adminis t ra-  
t o r s .  

Fur ther  d e t a i l  on contextual  f a c t o r s  a f f e c t i n g  School A 
noted i n  the sec t i on  o f  Chapter f o u r  headed "Contextual 
Factors" .  This  was a community school and the  s t a f f  used 
a h a l f  day per  week as a p lanning t ime w h i l e  students 
attended rec rea t i ona l  a c t i v i t i e s .  

See an e a r l i e r  sec t i on  o f  t h i s  chapter  on Contextual 
f a c t o r s  a f f e c t i n g  the  study. 

See Appendix 7 f o r  a copy o f  t he  feedback r e p o r t  prepared 
f o r  School A a f t e r  t he  p r e t e s t .  

Teacher i n t e r v i e w  School C .  

See Appendix 6 f o r  a copy o f  the  I n t e r v i e w  Pro toco l .  

A more d e t a i l e d  ana lys i s  o f  each i tem on the  Inventory  
may be found i n  the  d iscuss ion  r e l a t e d  t o  Research 
Quest ion  4. 
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A copy o f  p r i n t  ma te r i a l  sent t o  schools as an i n i t i a l  
i n fo rma t ion  communication i s  t o  be found i n  Appendix 5. 

Comments noted du r ing  the  Key Informant  i n te rv iews  a t  
School C .  

Key Informant  i n te rv iews  a t  School C.  

Key Informant  i n te rv iews  a t  School B. 

For i tems suggested, see Chapter four ,  t he  sec t i on  
dea l i ng  w i t h  Research Quest ion  Four. 

See Chapter two, pp. 64-67 f o r  a d e s c r i p t i o n  o f  the  
I .D.E.A. study. 

See p. 90 i n  Chapter th ree  f o r  a d e s c r i p t i o n  o f  the  
inst rument  and the  mod i f i ca t i ons  made t o  it, a l s o  see 
Appendix 3.  

C r i t i c a l  va lue f o r  N = 19 a t  .05 l e v e l  i s  ,458. 

I tem #45: Meetings a re  such t h a t  persons can engage i n  
open and f rank  d iscuss ion  o f  issues. 

See sec t i on  i n  Chapter f o u r  dea l i ng  w i t h  Research Quest ion  
three,  pp. 149-164. 

For a more d e t a i l e d  account o f  the  development o f  the  
inst rument ,  see pp. 91-92 Chapter Three. 

I n te rv iew  notes, taken February 12, 1976, a t  School C.  

Reports o f  contac t  person a t  School C between March 18 
and June 11, 1976. 

Observat ion notes taken du r ing  i n i t i a l  s t a f f  meeting, 
February 17, 1976. 

The C .  E.  P.  S. development i s  described i n  Chapter one, p. 8 

The "dec is ion-or ien ted"  research i s  cont ras ted  t o  
"conclus ion-or iented"  research i n  a sec t i on  o f  Chapter 
three, pp. 74-76. 
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