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A MODEL FOR INSERVICE PROFESSIONAL DEVELOPMENT 
OF EDUCATIONAL ADMINISTRATORS

Rof i thah  Hashim, Ed.D.

Western Michigan U n iv e r s i t y ,  I 98 I

The fa c t o r  most i n f l u e n t i a l  in the decis ion to undertake th is  

developmental study was a d i r e c t i v e  rece ived from the D i re c to r  General 

o f  Education,  M in is t r y  o f  Education,  Malays ia .  The second fa c t o r  was 

the percept ion tha t  the obsolescence o f  p rev ious ly  learned s k i l l s  and 

understandings d ic t a t e s  a need fo r  a systematic ,  comprehensive, and 

t a s k - o r ie n te d  ins erv ice  professiona l  development o f  educational  admini

s t r a t o r s  w i th in  the contemporary system.

The purposes o f  th is  study were twofo ld .  The f i r s t  was to develop 

a model and the second was to propose a set o f  task  desc r ip t ions  appro

p r i a t e  and necessary fo r  implementing the model.

The model developed has three  c ru c ia l  stages,  i . e . .  Planning,  

Implementation,  and E va lua t ion .  Within each stage are  four  common steps,  

i . e . .  A na lys is ,  Development, Opera tion,  and E va lua t ion .  The th ree  stages 

and the four  steps w i th in  each stage were der ived from an e xp lo ra t ion  of  

var ious schools o f  thought represented in the l i t e r a t u r e  on inserv ice  

p ro je c ts  and models. Since the development o f  the model was p r im a r i l y  

based on the advocacy and v a l i d i t y  o f  the stages and steps as proposed 

in the l i t e r a t u r e ,  the model was judged to be t h e o r e t i c a l l y  and p h i l o 

s o p h ic a l ly  v a l i d ,  and is expected to be responsive to the purpose fo r  

which i t  was developed.

In order  to o p e r a t io n a l i z e  the model, 98 task d e s cr ip t ions  were
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proposed as a p propr ia te  and necessary.  A 12 member panel o f  exper ts ,  

a l l  o f  whom were cu r ren t  p ro fess iona l  p r a c t i t i o n e r s ,  knowledgeable,  

experienced, and had demonstrated e x p e r t is e  in the f i e l d  o f  education,  

t r a i n i n g  and development, were used to  v a l i d a t e  the task d e s c r ip t io n s .

An in te rv iew  q u e s t io n n a i re  co n s is t in g  o f  98 items which required w r i t t e n  

responses, and four  items which required ora l  responses,  developed by 

the in v e s t ig a to r ,  was the survey instrument used to gather the data  

requi red.

The data analys is  cons is te d ,  p r i m a r i l y ,  o f  percentages and frequency  

d i s t r i b u t i o n s  of  panel members' responses as to the appropr iateness and 

the necessi ty  o f  the task d esc r ip t io n s  proposed. Results o f  the v a l i d a 

t io n  indicated overwhelming approval o f  the model as an ideal  despi te  

some reservat ions  regarding i t s  p r a c t i c a l i t y  in most American s e t t in g s .

One o f  the most important recommendations was th a t  an in v e s t ig a t io n  

be done a t  once to determine whether the model, developed from the l i t e r 

a tu re  o f  the United Sta tes  and v a l id a te d  by an American panel o f  exper ts ,  

is  deemed v a l id  by Malaysian  educators.
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CHAPTER I 

THE PROBLEM AND ITS BACKGROUND 

Background o f  the Study

The decis ion th a t  launched the work tha t  is documented in th is  

study was made in mid 1980 by the D i re c to r  General o f  Education 

Malaysia ,  M in is t r y  o f  Education,  Malaysia .  He recognized th a t  a sys

tematic  and comprehensive in serv ice  professional  development program 

is long overdue in Malays ia .  Since then several  o f f i c e r s  from the said  

m in is t ry ,  inc luding the present w r i t e r ,  have been d i r e c te d  to acquire  

knowledge in the r e la te d  f i e l d .

One of the fa c to rs  most i n f l u e n t i a l  in the decis ion  to undertake  

th is  study was the perception tha t  the pace o f  obsolescence o f  prev ious 

ly learned s k i l l s  and understandings d ic ta t e s  a need f o r  e f f e c t i v e  

ins e rv ic e  t r a i n i n g  f o r  improving professional  knowledge and competencies 

o f  educationa l  a d m in is t ra to rs  w i t h in  the contemporary systems. The need 

fo r  f resh and continu ing education o f  educationa l  ad m in is t ra to rs  is as 

real  and important as the need fo r  inserv ice  education o f  employees in  

a p r o f i t  o rg a n iz a t io n .

The importance o f  p ro fess iona l  development through in s e rv ic e  t r a i n 

ing has been s t rong ly  supported in recent years .  As suggested by 

Bishop ( 1976) ,  " in s e r v ic e  education and s t a f f  development despera te ly  

need to be given a higher p r i o r i t y "  (p. v i i ) .  The necessi ty  o f  p ro

fess iona l  development, as s ta ted  by Hirshowitz  (1975) was, "commitment

1
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2

to  s t a f f  development is necessary f o r  the o rg a n iza t io n  to  t h r i v e ,  b u i ld  

morale,  increase i t s  holding power, produce, and perpetuate  i t s e l f "

(p. 213).

As in s erv ice  pro fess iona l  development program f o r  educational  admin

i s t r a t o r s  can be very product ive  i f  proper ly  designed. Previous con

ceptions and operat ions of  ins e rv ice  programs have not been adequate to  

meet contemporary in s e rv ic e  needs (Rubin, 1971, p. 245; H a r r i s ,  1980,

p. 2 6 ) .

R a t io n a le  f o r  the Study

The r a t i o n a l e  f o r  th is  study was: f i r s t ,  inserv ice  professional

development must be s y s te m a t ic a l ly  organized in w r i t i n g  in terms o f  

planning i t s  design and task  d e s c r ip t io n s .  A systematic and organized  

design fo r  in s e rv ic e  development forms the framework tha t  can j u s t i f y  

the ex is tence  and modify the design f o r  improvement. Furthermore,  a 

w el l  documented design can be used as an approach to  and as a tool  fo r  

implementing an ins erv ice  profess iona l  development program.

Secondly,  the r a t i o n a l e  fo r  th is  study rested on the s p e c i f i c  need 

o f  educational  a d m in is t ra to rs  to design,  implement, and e va lua te  an 

in s e rv ice  pro fess iona l  development program to enhance t h e i r  p ro fess ion 

a l ism and e f fe c t i v e n e s s .

Rat iona le  f o r  In s erv ice  Profess iona l  Development

Numerous statements of  r a t io n a le  fo r  professional  development were 

found in the l i t e r a t u r e  reviewed, and a t  leas t  one of  the sources con

su l ted  is c i t e d  fo r  each o f  the fo l lo w in g  quoted statements .  A l l
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w r i t in g s  s t rong ly  suggested th a t  profess iona l  development is important  

fo r  educat ional  a d m in is t r a to r s ,  w i th  such statements as:

1. Educational  a d m in is t ra to rs  need professional  
development due to such fa c to rs  as: a need to  keep
abreast o f  complex educational  issues th a t  have im p l i 
cat ions f o r  t h e i r  ro le s ,  r e s p o n s i b i l i t i e s ,  and oppor
t u n i t i e s ;  novice a d m in is t ra to rs  in p a r t i c u l a r  may need 
s p e c i f i c  ro le  g u id e l in e s  and the development o f  i n d i 
v idual  s k i l l s ,  s t y l e s ,  and operat ing  s t r a t e g ie s  r e l a t 
ing to o rg a n iz a t io n a l  behavior ,  in te rpersonal  r e l a t i o n s ,  
communications, leadersh ip  methods, decis ion making, 
e f f e c t i n g  change, t ime management, and de lega t ion .
(Edwards & Pryne,  as c i t e d  in Shtogren,  1976/1978,  p. 11)

2. Without s u b s ta n t ia l  continuing growth in com
petence o f  personnel,  the e n t i r e  concept o f  accounta
b i l i t y  has l i t t l e  meaning. The heavy r e l i a n c e  upon 
people to perform near ly  a l l  tasks required f o r  organ
iz ing  and m a in ta in ing  q u a l i t y  educationa l  programs is 
a r e a l i t y  th a t  cannot be t re a te d  l i g h t l y .  I t  is th is  
r e a l i t y  th a t  gives in s e rv ic e  t r a i n i n g  both i t s  impor
tance and i t s  urgency.  ( H a r r i s ,  1980, p. 13)

3. The demonstrat ion of  competence in any complex 
job  assignment is i n e v i t a b l y  a matter  o f  in serv ice  
t r a i n i n g .  P reserv ice  t r a i n i n g  is p r i m a r i l y  an i n t r o 
duction to  pro fe ss iona l  p re p a ra t io n .  So long as people 
make the c r u c ia l  d i f f e r e n c e  in the educationa l  o rg a n i 
z a t io n ,  t h e i r  in s e r v ic e  t r a i n i n g  w i l l  be a v i t a l  con
cern.  Even i f  a f u l l y  q u a l i f i e d ,  i d e a l l y  competent 
s t a f f  were a v a i l a b l e ,  t ime would g ra d u a l ly  erode tha t  
competence. ( H a r r i s ,  1980, pp. 14-15)

From the above statements of  r a t i o n a l e  f o r  profess iona l  develop

ment o f  educational  a d m in is t r a to r s ,  one can conclude th a t  fo r  as long 

as there  is the present  magnitude o f  problems confront ing  them and for  

as long as the forces and the trends o f  change in the socie ty  and the  

system make the d i f f e r e n c e  in roles  and fun c t io n s ,  ins erv ice  w i l l  

remain a need.
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The P u rp o se s  o f  th e  S tudy

The purposes o f  th is  study were tw o - fo ld .  The primary purpose 

was to develop a model f o r  in s erv ice  professional  development o f  edu

ca t io n a l  a d m in is t ra to rs .  This model was to  be v a l id a te d  by the l i t e r a 

tu re  reviewed. The second purpose was to e s t a b l i s h  the d e s c r ip t io n s  

of  the tasks f o r  o p e r a t io n a l i z in g  the model. The proposed tasks were 

based l a r g e ly  on l i t e r a t u r e  reviewed in Chapter I I and on the percep

t ions of  the present w r i t e r .  A panel o f  experts was used to v a l i d a t e  

the appropr iateness and necessi ty  o f  the task descr ip t ions  in the model.

Profess ional  development was here regarded as synonymous w i th  

human resource development.  Nadler (1979) defines human resource d e v e l -  

pment as a ser ies  o f  organized a c t i v i t i e s  conducted w i t h in  a s p e c i f ie d  

time and designed to produce behavioral  change (p.  3 ) .  Inserv ice  

development was viewed f o r  th is  study as a process o f  prov id ing con

tinuous professiona l  growth and improving professional  knowledge and 

competence of  p r a c t ic in g  educational  a d m in is t ra to rs .  A process was 

r e f e r r e d  to  as the methods used in presenting m a te r ia ls  and ideas.  Edu

c a t io n a l  a d m in is t ra to rs  were defined as any members o f  an educational  

o rg a n iz a t io n 's  p r o fe s s io n a l ,  c e r t i f i e d  s t a f f  who perform a d m in is t r a t i v e  

dut i e s .

The study included a review o f  l i t e r a t u r e  reports  on the p ro fe s 

s ional  development needs, planning,  implementation,  e v a lu a t io n  and 

models. The model fo r  the study was designed by i n t e g r a t in g  the  

c h a r a c t e r i s t i c s  o f  pro fess iona l  development,  as reported in the pro

fess iona l  l i t e r a t u r e ,  w i th  the perceptions of  the present w r i t e r .
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L im i ta t io n s  of  the Study

The study was l im i t e d  by the fo l low ing  fac to rs :

1. The design of the model was based upon review o f  only the  

profess iona l  l i t e r a t u r e  published in the United States since 1957; 

thus,  the  e n t i r e  body o f  l i t e r a t u r e  on the subject  was not reviewed.

2. The model and i t s  task descr ip t ions  may be l im i te d  to pro

fess iona l  development in the United States  unless f u r t h e r  s tud ies ,  

c u l t u r a l  m o d i f ic a t io n s ,  and i n s t i t u t i o n a l  v a r i a t io n s  are taken in to  

cons idera t ion .

Summary and Organ iza t ion  o f  the Study

Chapter I has d e a l t  w i th  the background of the study,  purposes 

o f  the study, r a t i o n a l e  f o r  the study, and l i m i t a t io n s  o f  the study.

The remainder o f  t h is  study is organized and presented in f i v e  

a d d i t io n a l  chapters .  Chapter I I  is a review o f  l i t e r a t u r e  regarding  

the professional  development o f  educational  ad m in is t ra to rs .  The 

p e r t in e n t  l i t e r a t u r e  reviewed covered the topics o f:  (a) the need for

in s erv ice  development, (b) perspect ive  o f  in serv ice  development, (c) 

planning f o r  in s e rv ic e ,  (d) implementation o f  inserv ice  development,  

(e) eva lu a t io n  o f  in s e rv ic e  development,  and ( f )  the models tha t  

in f luenced the study.

A d e sc r ip t io n  o f  development o f  the model, i t s  components, and 

i t s  s t r u c t u r e - - a s  v a l id a te d  by l i t e r a t u r e  prev ious ly  reviewed— is 

presented in the f i r s t  sect ion  of  Chapter I I I .  In the la s t  section  

o f  Chapter I I I ,  a m a t r ix  f o r  organiz ing  the proposed necessary task
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de scr ip t ions  of  each step w i t h in  the th ree -s tag e  model is presented.

Chapter IV deals w i t h  the design and the methodology o f  task  

v a l i d a t i o n .  In t h is  c h ap te r ,  the development o f  the instrument used, 

i d e n t i f i c a t i o n  and s e le c t io n  of  v a l i d a t i n g  panel members, and the  

survey and data ana ly s is  procedures used are  discussed.

Data from the w r i t t e n  and verbal  responses o f  panel members 

are  analyzed and reported in Chapter V. F i n a l l y ,  Chapter VI presents  

the summary, recommendations fo r  implementation,  and a discussion of  

some issues o f  concern when adopting and/or  implementing the model.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



CHAPTER I I 

REVIEW OF RELATED LITERATURE 

In t roduct ion

The purpose of th is  chapter is to review the s e lec ted  l i t e r a t u r e  

re la t e d  to in serv ice  pro fessiona l  development f o r  educational  admini

s t r a t o r s .  S p e c i f i c  top ics discussed herein  are:  the  need f o r  inserv ice

development, perspect ive  o f  inserv ice  development, planning f o r  in s e r 

v ic e  development,  e v a lu a t io n  of  in serv ice  development and the models 

in f lu en c in g  th is  study.  F i n a l l y ,  a discussion o f  the need fo r  a 

proposed model concludes the chapter.

Although many w r i t e r s  have discussed var ious components o f  in s e r 

v ic e  t r a i n i n g ,  no w r i t i n g  was found tha t  presented a systematic  com

p i l a t i o n  of  current  t rends ,  e i t h e r  t h e o r e t i c a l  or o p e r a t io n a l ,  used 

by experts  in the f i e l d .  Thus the fo l lo w in g  review was completed to  

synthesize  separate w r i t i n g s  in to  a basic foundat ion fo r  t h is  study.

Need f o r  Inserv ice  Development

With the ro le  and fu n c t io n  of  educational  a d m in is t ra to rs  increas

ing ly  ta k ing  on d i f f e r e n t  dimensions,  the educational  ad m in is t ra to rs  

hold a wide range of r e s p o n s i b i l i t i e s — from main ta in ing  to  managing 

the e n t i r e  o rg a n iz a t io n ,  and from mot ivat in g  the community support to  

the accomplishment o f  u l t im a t e  educational  aims. In a d d i t io n  to these 

ro les  and func t ions ,  the educational  a d m in is t ra to rs  are confronted
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w i th  forces and trends a t  work which portend changes fo r  the educa

t io n a l  program. H e rr ick  (1 9 65 ) ,  admonished th a t  " ignor ing  these forces  

in our curr icu lum planning and teaching can only  lead to inadequate and 

dangerous educat ional  programs fo r  our soc ie ty"  (p. 7 1 ) .  The phenomena 

o f change a t  th a t  t ime included such developments as the s c i e n t i f i c  and 

technolog ica l  r e v o lu t io n ,  u rb a n iz a t io n ,  the knowledge explosion and 

increased a t t e n t i o n  to  i n t e r n a t io n a l  concerns (Saxe, 1968, p. 245).

Since th a t  t ime a d d i t io n a l  phenomena, such as those described in the  

Educational  Research Serv ice  Report (1974) ,  have become apparent:

Socie ta l  change is so rap id  today th a t  many new issues 
and problems c o n stan t ly  face leaders in the educationa l  
f i e l d .  Among these are:  changes in the n a t io n 's  eco
nomic, populat ion and employment p ic tu re s ;  the urban 
c r i s i s  and the p o s i t io n  o f  the disadvantaged; the chang
ing l i f e  s t y le s  and values of  youth; teacher o rg a n iza t io n  
and m i l i t a n c y ;  general  pub l ic  d i s s a t i s f a c t i o n  w i th  schools;  
and vo te r  r e je c t i o n  f o r  increasing spending on educat ion.
(p.  1 )

So long as the forces and trends of change make a d i f f e r e n c e  in 

the funct ions  and roles o f  educational  a d m in is t ra to rs  managing the  

o r g a n iz a t io n s ,  the in s e rv ic e  professional  development o f  the admin

i s t r a t o r s  w i l l  be a v i t a l  concern.  Even i f  a f u l l y  q u a l i f i e d ,  i d e a l l y  

competent s t a f f  were a v a i l a b l e ,  time would g r a d u a l ly  erode competence 

as condi t ions change and o ld  competencies become obsolescent.  Even i f  

new knowledge could be gained from on the job  exper iences,  s t a f f  

tu rnover  and the need to speed learn ing  processes f o r  some would s t i l l  

demand inserv ice  pro fess iona l  development. The magnitude o f  the prob

lems confront ing  educationa l  a dm in is t ra to rs  causes them to  func t ion  

under f a r  from ideal  c o n d i t io n s .  The gap between what is known and 

what is p rac t ice d  is enormous in near ly  every educat ional  system and
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i n s t i t u t i o n  (Rogers, 1972, p. 7 ) .

The gap between what s t a f f  members are al lowed to do and what 

they are  capable o f  doing is a lso  enormous. Even the gap between what 

thay are doing and what they want to  do is very gre a t  f o r  many educa

t io n a l  a d m in is t ra to rs  (Rubin & Hansen, I 98O, pp. 5 - 6 ) .  Beyond such 

compell ing needs there  remains the long-recognized o b l ig a t io n  o f  a l l  

profess iona l  personnel to  seek to improve themselves throughout t h e i r  

careers  in educat ion.

The importance of  pro fess iona l  development was emphasized by 

Richardson (1975):

I f  i n s t i t u t i o n s  can no longer be changed p r i m a r i l y  
by the process o f  adding new personnel then steps 
must be taken to he lp  e x i s t i n g  s t a f f  members ad just  
to new demands being made on them. The process of  
improving s t a f f  c a p a b i l i t i e s  f o r  deal ing e f f e c t i v e l y  
with  new and continuing r e s p o n s i b i l i t i e s  is most 
commonly re fe r re d  to as s t a f f  development, (p.  303)

Also speaking about the necessi ty  fo r  s t a f f  development,  H irschowitz

( 1975) contended:

S t a f f  development is not an o rg a n iz a t io n a l  luxury or  
p r i v i l e g e ,  i t  is an o r g a n iz a t io n a l  necess i ty .  Commit
ment to s t a f f  development is necessary fo r  the o rg a n i 
z a t io n  to t h r i v e ,  b u i ld  morale,  increase i t s  holding  
power, produce, and perpetuate  i t s e l f .  (p.  213 )

Green and Winsteadt (1 9 75 ) ,  in t h e i r  d iscussion on "Systematic

Educational  P lann ing ,"  took the p o s i t io n  th a t :

College and u n i v e r s i t y  a d m in is t ra to rs  today are  in a 
complex, ra p id ly  changing environment,  i f  i t ' s  not 
the energy c r i s i s ,  then i t ' s  i n f l a t i o n .  I f  i t ' s  not 
compet it ion f o r  s tudents ,  i t ' s  the demand f o r  account
a b i l i t y .  The l i s t  goes on and on, more im por tan t ly ,  
the l i s t  o f ten  changes from day to day. I t  has been 
said th a t  there  are only  th ree  things we know fo r  sure 
about the fu tu re :  i t  w i l l  not be l i k e  the pa s t ,  i t
w i l l  not be l i k e  we th in k  i t ' s  going to be, and the  
ra te  o f  change w i l l  be f a s t e r  than ever be fore .  We
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could a lso  make a fo u r th  p re d ic t io n :  Murphy's Law
w i l l  p r e v a i l ;  o r ,  i f  something can possibly  go wrong, 
i t  w i l l .  (p. 33)

Because of the present uncerta in  circumstances,  educational  

a d m in is t ra t io n  is more complex than ever before .  I t  requires d i f f e r e n t  

techniques and serves a d i f f e r e n t  purpose. What is needed is dynamic,  

systematic  profess iona l  development tha t  is more comprehensive, b e t t e r  

organized and more responsive than most of  the in serv ice  t r a i n i n g  

t h a t  has been conducted p re v io u s ly .  The more complex, d i v e r s i f i e d ,  

and d e c e n t ra l i z e d  an educationa l  o rga n iza t io n  becomes, the more impor

ta n t  i t  is to have systematic  in serv ice  professional  development.

To enable a d m in is t ra to rs  to meet the current chal lenges and to 

prepare  them f o r  the f u t u r e ,  i t  is necessary fo r  them to acquire  know

ledge and s k i l l s ;  to  adopt new norms and procedures th a t  would enable  

the o rg a n iza t io n  c onstan t ly  to  monitor the changing environment; to  

compare the re s u l ts  o f  the o r g a n iz a t io n 's  reactions  w i th  what i t  

would accept i f  movement toward the goals f a l l s  below an e s tab l ish ed  

c r i t e r i o n .  Gardner (1964,  p. 1 ) ,  addressed th is  m atte r  as s e l f  renewal.

I n s t i t u t i o n a l  ad m in is t ra to rs  can no longer r e ly  on t h e i r  p re 

s erv ic e  p re para t ion  to develop the needed s k i l l s .  Corey (1957) pointed  

out the necessi ty  f o r  planned programs o f  in s erv ice  education f o r  the 

improvement o f  school personnel ,  expressing the f e e l i n g  th a t  i t  was 

imprac t icab le  even then to  depend e n t i r e l y  on p reserv ice  p re para t ion  

and in d iv id u a l  i n i t i a t i v e .  He f u r t h e r  c a l le d  f o r  ad m in is t ra to rs  to  

s t r i v e  continuously  to keep abreast  o f  what they must know and be p re 

pared to  do (p.  1 ) .

S t a f f  development and program improvement a c t i v i t i e s ,  according
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to  B îshop ( 1976) :

. . . are the career  counterpar ts  o f  p reserv ice  educa
t i o n .  As such, they provide f o r  change, renewal,  
q u a l i t y  education,  and pro fess iona l  competence. What 
they seek is an a f f i r m a t i v e  response to the changing 
socia l  and p o l i t i c a l  scene and to  c r i t i c i s m  th a t  cur
r i c u la  are  not r e le v a n t ,  th a t  p ro fess iona ls  a re  not 
adequate,  and th a t  educational  i n s t i t u t i o n s  represent  
lag ra th e r  than progress.  Such e f f o r t s  are  important  
ingredients  o f  the continu ing curr iculum fo r  every  
career teacher and superv isor .  (p.  1)

T r u i t t  and Gross (1970) t e s t i f i e d  th a t  educationa l  admin is tra tors  

are professional  people and profess iona l  people in many other  organ iza 

t io n s ,  whether p r o f i t  making or n o n p ro f i t  making, have found i t  neces

sary to keep themselves c o n t i n u a l l y  informed regarding the accumulation  

o f  knowledge and the changes th a t  have taken place w i t h in  t h e i r  own 

professions.  Most p ro fe s s io n a ls  r e a l i z e  th a t  there  are many methods of  

keeping pace w i th  ra p id ly  changing needs and requirements.  I t  is l o g i 

cal th a t  most p ro fe s s io n a ls  keep themselves informed through cont inuing  

education,  a t tend ing  conferences,  reviewing cu r ren t  l i t e r a t u r e  and 

research f in d in g s ,  and in s e rv ic e  education programs. They concluded 

th a t  continued growth o f  the p ro fes s iona ls  is one o f  the d is t in g u is h in g  

fe a tu res  o f  a profession  and can be achieved through ins erv ice  education  

(pp. 2 12 -214) .

S t in n e t t  and Huggett (1963,  p. 456) contended t h a t ,  co incid ing  

with  teacher  immaturi ty  and i n s u f f i c i e n t  work exper ience,  a growing 

and changing s o c ie ty  emerged. Teachers and ad m in is t ra to rs  who were 

accustomed to d isseminat ing  knowledge and fo l low ing  prescr ibed peda

gogical th eo r ies  o f  the t ime began experiencing questions concerning  

h e r i ta g e ,  socia l  change, and s h i f t i n g  values brought upon them by the
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impact o f  fo re ig n  in f lu en ces .  The changing ro le  o f  the s oc ie ty  and 

of the students created a complex but chal lenging concern f o r  teachers  

as w el l  as a d m in is t ra to rs .  Fol lowing the turn o f  the century,  more and 

more pro fessiona l  groups met th is  chal lenge by increasing c e r t i f i c a t i o n  

requi rements.

In order  to meet c u r ren t  chal lenges and to prepare fo r  the uncer

t a in  complexity o f  the f u t u r e  i t  becomes necessary fo r  the educationa l  

ad m in is t ra to rs  to  acquire  the knowledge and s k i l l s  es s e n t ia l  to t h e i r  

careers .  Inserv ice  education is seen by numerous a u t h o r i t i e s  as a 

f e a s i b l e  method f o r  ad m in is t ra to rs  to f u l f i l l  these needs; i t  becomes 

an e ss e n t ia l  means to an end. Profess iona l  growth depends on ongoing 

education.  Highley (1974) c i t e d  the need fo r  ins erv ice  t r a i n i n g  for  

i n s t i t u t i o n a l  a d m in is t ra to rs  thus:

In a d d i t io n  to  being a means of keeping p r i n c ip a l s  
up to date and b a i l i n g  out of  emergencies,  in s e r 
v ic e  t r a i n i n g  can become more fo rc e fu l  f o r  changing 
the s t ru c tu re  o f  the p r in c ip a l  ship.  (p. 2)

Ecker,  O v e l l e t t e  and Macrae (1970) were o f  the opin ion tha t

t r a i n i n g  is needed a t  every l e v e l .  And they ind ica ted  th a t  the most

e f f e c t i v e  t r a i n i n g  programs are maintained on a continuous bas is ,  not

j u s t  f o r  t r a i n i n g  new employees f o r  " p u t t in g  out f i r e s "  in t ro u b le

spots (p. 117).

The importance o f  s t a f f  development, or  ins erv ice  education,

according to H arr is  (1 980 ) ,  is:

Ins erv ice  education is to the educationa l  admini
s t r a t o r s  what good e a t in g  habi ts  and a balanced 
d i e t  are  to  human growth and v i t a l i t y .  Without  
su b s tan t ia l  continu ing  growth in competence in 
personnel serving in our elementary and secondary 
schools and c o l leg es ,  the e n t i r e  concept o f  account
a b i l i t y  has l i t t l e  meaning. The heavy r e l i a n c e  upon
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people to  perform near ly  a l l  tasks required fo r  
bu i ld in g  and m a in ta in ing  q u a l i t y  educational  
programs is a r e a l i t y  th a t  gives in s erv ice  edu
ca t io n  both i t s  importance and i t s  urgency. (p. 13)

Some of the many o th e r  reasons th a t  make professional  development 

o f  educational  a d m in is t ra to rs  a necessi ty  are:  a need to keep abreast

o f  new and complex higher education issues tha t  have im pl ica t ions  for  

a d m in is t r a t i v e  ro le s ,  r e s p o n s i b i l i t i e s ,  and opportuni i tes ; a need fo r  

updating onese l f  in p a r t i c u l a r  areas o f  a d m in is t r a t i v e  concern; a need, 

p a r t i c u l a r l y  in the case o f  novice a d m in is t ra to rs ,  fo r  s p e c i f i c  ro le  

g u id e l in e s  and the development o f  in d iv id u a l  s k i l l s ,  s t y le s ,  and 

o pera t in g  s t r a t e g ie s  r e l a t i n g  to  o rg a n iz a t io n a l  behavior,  in te rpersona l  

r e l a t i o n s ,  communications, leadersh ip  methods, decis ion making, e f f e c t 

ing change, t ime management, and d e leg a t io n ;  and f i n a l l y  the need fo r  

personal growth (Edwards & Pruyne, as c i t e d  in Shtogren,  1976/1973,  

p. 11) .

Laird (1 978 ) ,  in answering questions on why have a t r a i n i n g  depar t 

ment, pos i ted  th a t  t r a i n i n g  causes people to  acquire  new, predetermined  

behaviors (p. 9 ) •

Thus ins e rv ic e  programs f o r  pro fessiona l  development should a l low  

a d m in is t ra to rs  to  acquire  new hor izons,  new technologies ,  and new view

po ints  in the management o f  t h e i r  o rgan iza t ions  and maintenance o f  t h e i r  

personnel .  As educational  a d m in is t ra to rs ,  they need a t  t h e i r  command 

both s c i e n t i f i c  and normative ideas.  As Levinson (1968) sta ted:

A pro fessiona l  is a person who must understand and 
apply s c i e n t i f i c  knowledge. Unless he does so, he 
w i l l  be bu f fe ted  by fo rces  beyond his c o n t r o i .
Given knowledge, the profess iona l  can choose courses 
o f  a c t io n ;  he remains in charge o f  himsel f  and his 
work. (p. 1)
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In summary, the importance of  In serv ice  t r a i n i n g ,  whether i t  is 

c a l le d  t r a i n i n g ,  in s e rv ic e  education,  professional  development, or con

t in u in g  education is paramount in any form o f  o rg a n iz a t io n .  Educational  

organ iza t ions  should undertake p e r io d ic  reviews to determine the admini

s t r a t o r s '  needs. Rapidly expanding human s erv ice  areas requ ire  a broad 

range o f  professional  knowledge and s k i l l s .  Continuing professiona l  

development should aim a t  p r o f i c ie n c y ,  at  mastery,  even a t  b r i l l i a n c e  

in the performance o f  management and a d m in is t r a t i v e  r e s p o n s i b i l i t i e s .

Perspect ive  of  In s erv ice  Development

An e f f e c t i v e  in s e rv ic e  education program is expensive and is a 

continuous year round task .  However, i f  the program is wel l  planned 

and implemented, in s erv ice  education can be a very b e n e f ic ia l  investment.  

No educationa l  o rg a n iz a t io n  can reach i t s  p o t e n t i a l  e f fe c t iv e n e s s  without  

assuming the o b l ig a t io n  f o r  updating and strengthening i t s  leaders and 

s t a f f .  The wel l  known method f o r  improvement o f  leaders and s t a f f  is 

t r a i n i n g .  In th is  case,  the  t r a i n i n g  is re fe r re d  to  as inserv ice  t r a i n 

ing or professional  development.

Tra in ing  is g e n e ra l ly  judged to  be v a l i d  i f  i t  c a r r ie s  over to  the  

job  s i t u a t i o n .  Mosel (1957) said th a t  in order to  achieve th is  t ra n s 

f e r ,  th ree  condi t ions must be met. F i r s t ,  the t r a i n i n g  content must be 

usable.  This is l a r g e ly  a m atte r  o f  being s im i l a r  enough to the re 

quirements o f  the job  to be a p p l ic a b le .  Second, the t r a in e e  must acquire  

— i . e . ,  l e a rn — th is  usable content.  To a considerable  e x t e n t ,  th is  is 

a matter  o f  mot ivat in g  him to  lea rn .  The t r a i n i n g  s i t u a t io n s  must, 

th e r e fo r e ,  set  up rewards and d e te r re n ts  which support and r e in fo rc e
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the a c q u is i t io n  of  the t r a i n i n g  content .  T h i rd ,  the t r a in e e  must be 

motivated to change his jo b  behavior to  r e f i e c t  what he has been taught  

in t r a i n i n g  (p. 5 6 -64 ) .

Mosel conciuded by g iv in g  some a l t e r n a t i v e  so lut ions  f o r  making 

t r a i n i n g  a successfui  event .  One a l t e r n a t i v e  was th a t  t r a i n i n g  should 

s t a r t  a t  the top,  or as near to the top as possib le ,  and then work down.

I f  th is  is done, each t r a in e d  ievei  w i l l  support and r e in f o r c e  the t r a i n 

ing of  the ieve i  immediately below. The persons a t  each leve l  can be 

made to play a c t iv e  parts  in determining t r a in in g  needs and in planning  

the t r a i n i n g  program. Such exper iences,  according to Mosei,  o f te n  are  

high ly  th e ra p eu t ic  fo r  executives  concerned, g iv ing  them an increased  

awareness o f  t h e i r  own behavior and o f  the c l imate  they set below.

Another a l t e r n a t i v e  is  " v e r t i c a l  t r a i n i n g , "  in which two or perhaps 

th ree  leve ls  are t ra in ed  together  as a group. To carry  out t h is  form 

o f  t r a i n i n g ,  the f i r s t  e s s e n t ia l  step is to break down the s ta tus  bar 

r i e r s  between leve ls  and c rea te  a new socia l  s t r u c tu r e  in which super iors  

and subordinates can i n t e r a c t  f r e e l y .  The importance of  t h is  method 

l i e s  in the f a c t  th a t  both superiors and subordinates become committed 

in each o t h e r ' s  presence to  a new set o f  behavioral  va lues .  This creates  

a set o f  mutual expecta t ions about how one should behave on the job

(pp. 360- 367 ) .

S e ld ik ,  Magnus and Rakau ( 198O) contend tha t  in developing a t r u l y  

e f f e c t i v e  " t r a i n i n g  system," one tha t  incorporates implementation,  f i v e  

subsystems must be included.

1. Developmental System

2. In te rna l  T ra in ing  System
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3. I n s t a l l a t i o n  System

4. Performance System

5. E v a lu a t io n /M o d i f i c a t io n  System

They exp la ined  th a t  a development system encompasses every th ing needed 

to  produce an i n s t r u c t io n a l  t r a i n i n g  program fo r  the ana lys is  o f  job  

requirements to the design and development o f  courses and m a te r ia ls .

This can be done through inhouse t r a i n i n g  c a p a b i l i t y  or a combination 

o f  inhouse and outs ide  resources.

An in te r n a l  t r a i n i n g  system provides the in te rn a l  t r a i n i n g  s t a f f  

w ith  the basic  in s t r u c t io n a l  s k i l l s  required to produce and support  

t r a i n i n g  programs. This includes t r a i n i n g  in task a n a ly s is ,  developing  

o b je c t iv e s ,  s t r u c t u r in g  i n s t r u c t io n a l  s t r a t e g ie s ,  w r i t i n g  course m a te r i 

a ls ,  prov id ing  lesson plans,  planning le c tu re s ,  packaging s e l f  in s t ru c 

t io n a l  m a t e r i a l s ,  and so on.

The performance system, a f re q u e n t ly  overlooked element in most 

developmental models, f a c i l i t a t e s  the t r a n s i t i o n  o f  s k i l l s  and know

ledge from the t r a i n i n g  to the jo b .  An e f f e c t i v e  performance system 

emphasizes t r a n s f e r  exerc ises  as job  performance a ids .

The i n s t a l l a t i o n  system, another f re q u e n t ly  overlooked element,  

includes the in formation and c ontro ls  required to  i n s t a l l  and imple

ment t r a i n i n g  programs. The i n s t a l l a t i o n  system provides the immediate 

managers or superv isors o f  t ra in ee s  w i th  the information needed to ad

m in is t e r  the t r a i n i n g  ( i f  the course is taken in the f i e l d ) ,  to  monitor  

each t r a i n e e ' s  progress as each app l ies  what he or she learned, and to  

eva lu a te  and counsel u n t i l  desired performance is achieved.

An e v a lu a t io n  system enables an o rg a n iz a t io n  to  eva lua te  the
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e f fe c t iv e n e s s  of  courses in achieving s p e c i f i c  business goals .  This 

requires instruments and methods f o r  sampling the q u a l i t y  o f  the c u r -  

ciculum and job  performance to determine whether,  and to what degree,  

goals are being accomplished (pp. 10 -12 ) .

Seld ik  e t  a l . ,  in a d d i t io n ,  s t ress  tha t  an o rg a n iz a t io n  can achieve  

s i g n i f i c a n t  b e n e f i ts  by i n s t a l l i n g  a " t r a in e d  system" th a t  incorporates:  

a systemat ic  process fo r  designing and developing e f f e c t i v e  t r a i n i n g  

m a te r ia ls  tha t  can stand a lone; a means to prepare t r a i n i n g  s p e c i a l i s t s  

and in s t ru c to rs  to accomplish t h e i r  ro les ;  too ls  and techniques to help 

t r a n s i t i o n  t ra in ee s  from the course to the job; m a te r ia ls  th a t  a l low  

superv isors to support and monitor t r a in e e  progress on the job;  and a 

means to measure e f fe c t iv e n e s s  and contro l  the system output eva lu a t io n  

and m o d i f ic a t io n  system (pp. 10 -12 ) .

Claxton ( 1976) proposed the fo l lo w in g  g u id e l in e s  to  overcome the  

paradox o f  s t a f f  re s is ta n ce  to a development program:

1. S t a f f  development is not " f o r  someone e ls e . "
Rather i t  is f o r  everyone on the s t a f f — f a c u l t y ,  admin
i s t r a t o r s ,  student serv ices  s t a f f ,  support s t a f f ,  cus
t o d ia l  personnel,  s e c r e t a r i a l  s t a f f ,  and s e c u r i ty  o f f i c e r s .

2. S t a f f  development is not something iso la te d  from 
other  a c t i v i t i e s  o f  the o rg a n iz a t io n .  I t  is a continuous,  
i n t e r a c t i v e  process th a t  encompasses the e n t i r e  i n s t i t u 
t io n  and a l l  i t s  people.

3 . S t a f f  development is not a pre-packaged program 
brought in from the outs ide  and imposed on the o rg a n iza 
t i o n — ra th e r ,  the s t a f f  looks a t  what is needed f o r  th is  
p a r t i c u l a r  o rg a n iz a t io n  and the design o f  the program 
f lows from the a n a ly s is .

4. A s t a f f  development program is not a haphazard 
use o f  resources.  I t  is a planned resource a l l o c a t i o n  
which is consis tent  w i th  the goals o f  the i n s t i t u t i o n .
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5. S t a f f  development is not a "bag of t r i c k s . "
Instead,  I t  Is a context  f o r  s e le c t in g  ways to  
achieve In d iv id u a l  and I n s t i t u t i o n a l  goals and a 
means by which they can be achieved. (p. 28)

in his  ex p la n a t io n ,  Claxton suggested tha t  the process o f  s t a f f

development should be a cyc le  which Includes reviewing goals ,  assessing

needs, sponsoring a c t i v i t i e s ,  assessing program e f fe c t iv e n e s s  and

feeding the r e s u l ts  back In to  planning so m odi f ica t ions  can be made.

Richardson (1975) In d ica te d  th a t  s t a f f  development a c t i v i t i e s  should

expose s t a f f  members to new Ideas and pra c t ic es  which can be t ra n s la te d

In to  a c t io n  which w i l l  c o n t r ib u te  to the successful  achievement o f  the

goals o f  the o rg a n iza t io n :

The ex ten t  o f  d e s i r a b le  changes which occur as a r e s u l t  
o f  e x p l i c i t l y  designed s t a f f  development experiences can 
be maintained depends upon ongoing processes,  Indlucing  
committee a c t i v i t y ,  senates,  s t a f f  eva lua t ion  procedures,  
and the behavior o f  those In pos i t ions  of  leadersh ip .
(p.  310 )

Newman (1980) discusses the 10 guide l ines  for  developing program 

po l icy :

1. Statement o f  M is s io n : The p o l icy  should Include  
up f r o n t  a statement o f  mission or purpose f o r  the t r a i n 
ing fu n c t io n .  . . . The statement o f  purpose es tab l ishes  
the r a t i o n a l e  f o r  whatever e ls e  happens In the t r a in in g  
fu n c t io n .

2.  Goals or General O b je c t iv e s : Goals or general
o b je c t iv e s  are statements which speak to some aspect of  
the mission statement and In d ic a te  In general  the condi
t ions  which are  des i red  to  be achieved a t  some fu tu re  
po in t  In t ime. They r e f e r  to  the d i re c t io n s  In which 
the t r a i n i n g  func t ion  Intends to move.

3. O b je c t i v e s : . . .  an o b je c t iv e  s p e c i f ie s  a
s in g le  r e s u l t  to be achieved w i th in  a given period of  
time which w i l l  accomplish a l l  or  some aspect o f  a goal .

4. Statement o f  Phi losophy: The statement o f
phi losophy should be r e la te d  to the statement o f  mission.
I t  may ampli fy  what Is Intended In the mission statement.
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5. System o f  Management: P o l ic y  statements or
guide l ines  should speak to the issue o f  o rg a n iza t io n  
and a u t h o r i t y .  There should be p o l ic y  gu id e l in e s  on 
plans fo r  t r a i n i n g ,  on procedures,  on scheduling,  
s t a f f i n g ,  d i r e c t i n g ,  c o n t r o l l i n g ,  review and eva lua 
t io n .

6. Revisions and M o d i f i c a t i o n s : Prov is ion  should
be made f o r  re v is in g  and modifying the statements in the 
l i g h t  o f  changing needs and co n d i t io n s .  Provis ion  
needs to be made fo r  exceptions to the ru le s .  P o l ic ie s  
should be an a id ,  not a burden. They should not be a l 
lowed to enslave the t r a i n i n g  fu n c t io n .

7. F a c i l i t i e s  and Equipment; P o l ic y  statements  
should be included concerning the appropr ia te  use of  
f a c i l i t i e s  and equipment.

8. Needs Assessment: T ra in in g  experiences and
events should be the response o f  the t r a i n i n g  fu nc t ion  
to the expressed needs of the p a r t i c i p a n t s .  Unless 
t r a in in g  events are  based on v a l i d  needs assessment 
in fo rmation ,  then t r a i n i n g  is a shot in the dark.

9. Costs and F inances: Budgeting is a c r i t i c a l  
fa c to r  in every t r a i n i n g  program. Pol icy  statements  
should be included which c l a r i f y  how funds w i l l  be 
used to support the t r a i n i n g  fu n c t io n .

10. Records System; Some acceptable  approach 
to  record keeping needs to be designed and s ta te d .
This approach should take in to  cons idera t ion  the  
needs o f  the agency or  company, the a p propr ia te  
in formation to inc lude ,  the r i g h t  to  p r ivacy  o f  
the employees and the s p e c i f i c  uses to which th is  
in formation w i l l  be put .  (pp. 22-23)

Newman (1980) suggested th a t  the above ten components were very  

c r u c i a l ,  and ideal  fo r  an e f f e c t i v e  t r a i n i n g  p o l i c y .  However, i t  is 

a lso  necessary fo r  one to  examine the s iz e  o f  the group to be t ra in e d ,  

the budget th a t  is a v a i l a b l e ,  and the expected outcome o f  t r a i n i n g  

before deciding  on developing the t r a i n i n g  p o l i c y .  The three  fa c to rs  

(group s iz e ,  budget, and outcome) have grea t  in f luence  on po l icy
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statements fo r  any form o f  t r a i n i n g .  I f  the t r a i n i n g  were fo r  

solv ing  an immediate c r i s i s ,  or short  term range, and i f  the t r a in in g  

funct ion  were not complex, the p o l icy  statement could be b r i e f  and 

simple.  Some o f  the components l i s t e d  above were used as bases fo r  

developing the present w r i t e r ' s  model fo r  in s erv ice  development.

La ird  ( 198O) c i t e s  nine  d i s t i n c t  a c t i v i t i e s  o f  t r a in in g  and deve l 

opment fo r  profess iona l  growth,  namely: (a) ana lyz ing  needs and e v a l 

uating re s u l ts ;  (b) designing t r a i n i n g  programs and m a te r ia ls ;  (c)  

d e l i v e r in g  t r a i n i n g  programs and serv ices; (d) advis ing and counsel ing;

(e) managing t r a i n i n g  o b je c t iv e s ;  ( f )  mainta in ing o rg a n iz a t io n a l  r e l a 

t ionsh ips;  (g) doing research to  advance the f i e l d ;  (h) developing pro

fess iona l  s k i l l s  and e x p e r t is e ;  and ( i )  developing basic s k i l l s  and 

knowledge. His b e l i e f  is tha t  t r a i n i n g  should take approaches which 

a c t u a l l y  make a d i f f e r e n c e  in the way o f  designing the t r a i n i n g  pro

grams; r e l a t i n g  a t  one extreme to c l i e n t s ,  lea rn e rs ,  and s t a f f ;  a t  the  

o th e r ,  to the way the t r a i n i n g  is managed (p.  18) .

Planning fo r  Inserv ice

In preparing s t a f f  development plans and procedures.  Bishop (1976)  

expla ined th a t  the best planning is f o r  a re le v a n t ,  need-or ien ted ,  w e l l -  

conceived,  and organized in s t r u c t io n a l  improvement program. To th is  

l i s t  o f  requirements must be added the importance o f  personal invo lve 

ment, consensus, and commitment. Requirements not only have to be com

p a t i b l e  w i th  the ongoing co n tex t ,  but they a lso  must include use of  the  

mass media, community personnel ,  noneducational agencies,  and a v a r i e t y  

o f  learn ing s i t e s .  The a c t i v i t i e s  planned need to be o f  an i n t e r a c t i v e
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amd evolv ing  type.  Once needs are  I d e n t i f i e d ,  a l l  personnel and 

f a c u l t y  should be Involved a p p r o p r ia t e ly  In the ana ly s is  o f  system 

needs (pp. 2 - 3 ) .

Bishop expressed the  op in ion th a t  s t a f f  development should be a 

continuous r e s p o n s i b i l i t y ,  and must be considered as an In te g ra l  

fe a tu r e  o f  a system; I t  must be woven In to  the ongoing substant ive ,  

procedura l ,  and o rg a n iz a t io n a l  f a b r i c s .  I t  should be the process by 

which needs become o b je c t iv e s  and ob je c t iv e s  become programs.

Bishop f u r t h e r  claimed th a t  Improvement and renewal a c t i v i t i e s  

should continue to be one o f  the major r e s p o n s i b i l i t i e s  o f  those 

charged w i th  leadersh ip  funct ions  In the o rg a n iz a t io n  (pp. 14 -15 ) .

in using a systems approach to plan a learn ing  design,  Davis,  

Alexander,  and Yelon (1974) posited three  p r in c ip le s :  " ( a )  system

goals and resources are s p e c i f i e d  before design decisions are made,

(b) the system design process provides fo r  progressive  c o r r e c t io n ,

and (c) the system design process Is I t e r a t i v e  and I n t e r a c t i v e "  (p. 312).

P r in c i p l e  one, system goals and resources a re  s p e c i f ie d  before  

design decis ions  are  made, "a l lows the designer to generate many possi 

b le  a l t e r n a t i v e  s o lu t ions  and judge the p r a c t i c a l i t y  o f  each one"

(Davis e t  a l . ,  p. 312 ) .

P r in c i p l e  two, the system design process provides fo r  progress ive  

c o r r e c t i o n , a l lows the designer  to  "check his work and determine whether  

the goal has been ach ieved. A f t e r  designing and t r y i n g  out the system,  

the designer determines the ex ten t  to which the o b je c t iv e s  were 

achieved and what unforeseen problems developed. Then he redesigns  

the system to remove the In d ica ted  d iscrepancies"  (p. 312).
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P r in c i p l e  th ree ,  the system design process Is i t e r a t i v e  and i n t e r 

ac t !  ve , al lows the designer to design each component o f  the system to 

f i t  together  w i th  every o ther  component. The designer " c h a r a c t e r i s t i 

c a l l y  begins w i th  an o v e r a l l  plan cons is t ing  o f  general  Ideas— using the 

plan as a guide,  he works on one par t  o f  the system a t  a t ime,  pu t t in g  

In d e t a l l s - - r e t u r n  to the same s tep— each time adding more d e t a i l  or  

co r rec t in g  e r ro rs "  (p. 313).

This p r i n c i p l e  a lso  al lows the designer to keep In mind the re q u i re 

ments and the decisions made as each phase Is r e la te d  to and has Im p l i 

cat ions f o r  the requirements and the decis ions made In the re s t  o f  the 

phases o f  the learning system design.

These p r i n c ip l e s ,  when used as design s t r a te g y ,  can help " the  

designer eva luate  a l l  Important a l t e r n a t i v e s  and a r r i v e  a t  so lu t ions  

th a t  most e f f i c i e n t l y  achieve the system goal"  (p. 306) .  An I l l u s t r a 

t io n  o f  these p r in c ip le s  being used In the phases o f  system design s t r a 

tegy Is as reproduced In F igure 1.

Analyze System 
RequIrements

Design
System

Evaluate  
System 

Effec t iveness

Figure 1

Basic S tra tegy  of  Learning System Design 

Source: Davis,  Alexander,  and Yelon (1974, p. 307)
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In phase one, analyze  system requ irements , the designer should 

" s p ec i fy  and describe  the system goals and the a v a i l a b i l i t y  o f  resour

ces and c o n s t ra in ts "  (p. 3 06 ) .  Davis e t  a l .  claimed th a t  "by consi 

der ing goals ,  resources,  and c o n s t ra in ts  toge ther ,  the designer is in 

a p o s i t io n  to eva lu a te  a l l  possib le  system components and methods o f  

organ iz ing  them" (p. 306).

in phase two, design system, the designer should s e le c t  and organ

ize  the p a r t i c u l a r  components and procedures tha t  w i l l  be employed in 

the system, and t r y  them out (p. 306).

In phase th re e ,  ev a lu a te  system e f f e c t i v e n e s s , the designer should 

"compare the actual  performance o f  the system with  the planned p e r f o r 

mance. The system may have to be redesigned, depending on the ex tent  

of  discrepancy between planned and actual  performance" (p. 3 0 6 ) .

An i l l u s t r a t i o n  o f  the  i n t e r a c t i v e  nature o f  the phases o f  the 

design process is reproduced and ind ica ted  by two way arrows, as shown 

in F igure  2.

In order  to approach t r a i n i n g  needs s y s te m a t ic a l ly ,  McGhee and 

Thayer (1961) suggested a t h r e e - f o l d  approach to th in k in g  about the  

t r a i n i n g  requirements o f  an o r g a n iz a t io n  or a component o f  an o rg a n i 

z a t io n .  I t  consisted of  de termin ing; (a) where w i t h in  the o rgan iza t ion  

t r a i n i n g  emphasis can and should be placed; (b) what the content o f  

t r a i n i n g  programs should be,  based upon a study of  the tasks or duties  

involved; and (c) what s k i l l s ,  knowledge or a t t i t u d e s  an ind iv idua l  

employee must develop i f  he or  she is to  perform the assigned tasks 

or job  duties  e f f e c t i v e l y  (pp. 10 -11 ) .
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Analyze System Requirements Design System

Spec!fy  
Goals

Select  
A ] t e r n a t  i ves

Specify  Current  
State  o f  System

Implement
System

Compare Planned 
and Actual  

Performance

Redes i gn

Figure 2

The I n t e r r e la t io n s h ip s  Among the Phases in 
the Learning Design Process

Source: Davis,  Alexander,  and Yelon (1974, p. 314)

Gross ( 1963) proposed several  g u ide l ines  fo r  ins erv ice  professional  

development, which included:

1. Each program must be planned, i n i t i a t e d  and 
perpetuated in view o f  in d iv id u a l  s t a f f  and i n s t i t u 
t io n a l  goals and needs.

2. Every ins e rv ic e  program should begin w i th  a 
set o f  agreed upon o b je c t iv e s  which g ive  d i r e c t i o n  
to the o v e ra l l  program.

3 . Inserv ice  programs must be continuously  
planned and mainta ined.

4. The in s erv ice  program should u t i l i z e  the  
knowledge and s k i l l s  o f  the p a r t i c ip a n t s  as w e l l  as 
those o f  consultants and o ther  resources

5 . Inserv ice  program a c t i v i t i e s  must be geared 
to the varying le v e ls  o f  the p ro fess iona ls  involved  
and readiness o f  the p a r t i c i p a n t s .
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6. Programs fo r  in serv ice  development should 
r e f l e c t  needs o f  s t a f f  and o rg a n iza t io n s .

7 . In serv ice  programs should use a v a r i e t y  
of resource m a t e r ia ls ,  techniques,  procedures,  and 
personnel .

8. Adequate budget and f a c i l i t i e s  should be 
assigned and made a v a i l a b l e  to the in s erv ice  pro
gram.

9 . P a r t ic ip a n t s  in the in serv ice  program should 
be a c t i v e l y  involved in program e v a lu a t io n ,  (pp. 114- 
116 )

McLaughlin and Berman (1977) claimed th a t  an e f f e c t i v e  plan fo r

ins erv ice  professional  development should have a v a r i e t y  o f  options and

a f l e x i b l e  program format (p. I 9 I ) .  The planner  needs to bear in mind

and recognize the fa c t  th a t  in d iv id u a ls  d i f f e r  in many aspects.  These

d i f fe r e n c e s  should be respected and accommodated in the planning of

in serv ice  programs, and a v a r i e t y  o f  options and f l e x i b i l i t y  in program

format are  v i t a l  (H i rs chow i tz ,  1975, p. 213).

Bishop ( 1976) s ta ted t h a t ,  in planning an in s erv ice  program, i t  is

necessary to design and i n s t i t u t e  a sequentia l  and comprehensive plan.

He concluded th a t  each phase of  planning should have the fo l lo w in g

sta te s :  decis ion  making, management, feedback,  e v a lu a t io n ,  and recyc l ing

(pp. 3- 5 ) .  He f u r t h e r  stressed th a t  i f  the plans f o r  ins erv ice  are to

be e f f e c t i v e ,  the implementation stage th a t  fo l lows should be c le a r  and

should de f in e  act ions to be performed:

By so order ing  the p lans,  i t  is possib le  to organ ize ,  
s p ec i fy ,  and develop; i t  is a lso  possib le  to develop  
a l t e r n a t i v e s  a t  each l e v e l ,  to prepare cost est im ates ,  
and to  assign s p e c i f i c  a c c o u n t a b i l i t y  measures a t  each 
leve l  o f  opera t io n ,  (p.  43)

Thus, planning should be the f i r s t  stage in designing in s erv ice  t r a i n i n g .
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Kast and Rosenzweig (1974) presented a complete cyc le  o f  i n t e 

g ra t io n  o f  planning and c o n t r o l .  Planning and contro l  were considered  

as two interdependent processes: o b j e c t i v e  s e t t i n g  planning — ^  ;

ac t ion  — feedback — ^  contro l  (pp. 457 -45 8 ) .

Anthony (1965) e xp la ined  th a t  s t r a t e g i c  planning has two contro l  

a c t i v i t i e s :  " Management contro l  is the process by which managers ensure

th a t  resources are  obta ined and used e f f e c t i v e l y  and e f f i c i e n t l y  in the  

accomplishment o f  the o r g a n iz a t io n ' s  o b je c t i v e s — operat io na l  contro l  is 

the process of  assuring th a t  s p e c i f i c  tasks are c a r r i e d  out e f f e c t i v e l y  

and e f f i c i e n t l y "  (pp. 16 -18 ) .

To insure th a t  a p r o je c t  is c a r r i e d  out e f f e c t i v e l y  and e f f i c i e n t l y ,  

the p ro je c t  must be organized ,  planned, executed,  and eva luated (Malcolm,  

1958, pp. 177-187; Odiorne,  1970, pp. 18O - I 82 ) .

Planning,  by d e f i n i t i o n ,  is a rranging or  lay ing  out a device or  

foundation aimed a t  achiev ing an end. Webster 's d ic t io n a r y  (1970, p. 457) 

defined planning as "dev is ing  a scheme fo r  do ing."  Since planners fo r  an 

in serv ice  p ro je c t  are  accountable f o r  r e s u l ts  in terms o f  outputs or o u t 

comes, instead of processes, then sen s ib le  planning is the key (Kaufman,

1972, p. 22) .

Planning does not mean th a t  one is locked in and has to f o l lo w  what 

has been prev ious ly  s p e c i f i e d .  Planning is coord inat ing  the various  

in formation-processing s e rv ic e s ,  such as communications, records manage

ment, m a i l in g ,  procuring s u i t a b le  work s i t e ,  equipping the work areas  

w ith  f u n c t io n a l ,  e f f i c i e n t  and up to date  equipment, s t a f f i n g  the o f f i c e  

w ith  q u a l i f i e d  employees so th a t  the work w i l l  f low smoothly and 

qu ic k ly  (Keel ing,  Kal laus & Neuner, 1978, p. 5)•

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



27

Planning should be performed at  a l l  leve ls  o f  management, In 

order to achieve the o b je c t iv e s  o f  the o rg a n iz a t io n .  Planning then 

is the management fu nc t ion  o f  analyz ing  information from the past and 

the present and assessing probable developments o f  the f u t u r e  so th a t  

a course of  a c t i o n - - t h e  p lan— may be determined th a t  w i l l  enable the  

o rg a n iz a t io n  to meet i t s  s ta te d  goals .  Morse and Lorsch, as c i t e d  by 

Keeling ,  Kal laus and Neuner (1978),  were o f  the opin ion th a t  " th e  best 

approach to the development o f  a hea l thy  o rg a n iza t io n  hinges on a c are 

fu l  planning o f  the nature o f  work to be done and the p a r t i c u l a r  needs 

o f  the people involved" (p.  51) .

Keel ing,  Kal laus and Neuner (1978) posited seven p r in c ip le s  

as guides to e f f e c t i v e  management o f  planning.  Six  o f  the p r i n c ip l e s ,  

which are a p p l ic a b le  to t h is  study,  are  presented below:

1. P r in c i p l e  o f  o b j e c t i v e s . The ob je c t ives  o f  a business or o f  

a group o f  functions w i t h i n  the business must be c l e a r l y  defined and 

understood (p. 52) .

2. P r in c i p l e  o f  r e s p o n s i b i l i t y . R e s p o n s ib i l i ty  f o r  o rg a n iz a t io n  

e x is ts  w i th  managers a t  a l l  l e v e ls ,  beginning w i th  top management and 

extending to  the f i r s t  l i n e  superv isor  (p. 52 ) .

3. P r in c i p l e  o f  u n i ty  o f  f u n c t io n s . A l l  business o rg an iza t io n s  

are  composed o f  var ious  funct ions  th a t  are i n t e r r e l a t e d  and which must 

work together  to achieve the major o b je c t ive s  o f  the business (pp. 52-

53) .

4. P r in c i p l e  o f  assignment o f  r e s p o n s i b i l i t i e s . An e f f e c t i v e  

o rg a n iz a t io n  is made up o f  people who perform the work assigned (p.  54 ) .

5. P r in c i p l e  o f  de lega t ing  a u t h o r i t y  commensurate w i th
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r e s p o n s i b i l i t y . In d iv id u a ls  in the o rg a n iza t io n  must be given author

i t y  commensurate w i th  t h e i r  assigned r e s p o n s i b i i i t i e s  so th a t  they can 

be held accountabie fo r  the performance o f  t h e i r  dut ies  (p. 55 ) .

6. P r in c i p l e  o f  u n i ty  o f  command. For in d iv id u a ls  to know 

c l e a r l y  to whom they re p o r t ,  each employee should rece ive  orders from 

and be responsible  to on ly  one supervisor  (p.  56) .

A l l  o f  the above p r in c ip le s  o f  e f f e c t i v e  management o f  planning  

were used as bases in developing the planning stage and the task d escr ip 

t io n s  c a l l e d  fo r  in each step o f  the present w r i t e r ' s  in serv ice  model.

From the p r in c ip le s  pos i ted  above, Keel ing,  Kal laus and Neuner (1978) 

generated f i v e  e ss e n t ia i  tasks in securing e f f e c t i v e  planning,  namely;

(a) i d e n t i f y in g  the major ob je c t iv e s  and purposes o f  the o r g a n iz a t io n ;

(b) de termining the a c t i v i t i e s  necessary to car ry  out those o b je c t iv e s ;

(c) determining the most lo g ic a l  p a t te rn  o f  o rg a n iz a t io n  to c ar ry  out 

i t s  a c t i v i t i e s  and meet the needs o f  i t s  workers; (d) f i x i n g  responsi

b i l i t y  fo r  the accomplishments o f  these o b je c t iv e s ;  and f i n a l l y  (e)  

e s t a b l is h in g  proper communications and re la t io n s h ip s  to un i fy  a l l  

e f f o r t s  and develop team s p i r i t  (pp. 5 2 -53 ) .

Fol lowing is the review o f  l i t e r a t u r e  r e l a t i n g  to implementation  

o f  inserv ice  development.

Implementation o f  Inserv ice  Development

Implementation,  by d e f i n i t i o n ,  is car ry ing  out or  executing a 

planned set o f  a c t i v i t i e s  in order to  achieve desired  outcomes.

Webster 's d ic t io n a r y  (1970,  p. 303) defined implementation as "c arry ing  

in to  e f f e c t . "
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Seven e ss e n t ia l  tasks ,  according to Keel ing ,  Ka l laus ,  and 

Neuner (1978,  p. 4 24 ) ,  in securing e f f e c t i v e  implementation include:

(a) i d e n t i f y in g  the t r a i n i n g  o b je c t iv e s ;  (b) o u t l i n i n g  the scope and 

subject matter  o f  the program; (c) i d e n t i f y in g  the t r a i n i n g  methods and 

techniques th a t  may be employed; (d) descr ib ing  the types o f  t ra in ee s  

and in s t ru c to rs  who w i l l  be Involved; (e) ass igning r e s p o n s i b i l i t y  fo r  

developing t r a i n i n g  m a te r ia ls  and course o u t l in e s ;  ( f )  p rov id ing  fo r  

top management's review and approval of  the t r a i n i n g  program; and 

f i n a l l y ,  (g) prov id ing f o r  p e r io d ic  fo l lo w  up to eva lu a te  the e f f e c t i v e 

ness of  the program.

The f a i l u r e  in b r ing ing  about p o s i t i v e  d i f fe re n c e s  in education  

and t r a i n i n g - -d e s p i te  endless approaches, p lanning,  and innovat ions—  

according to Kaufman and English (1975) ,  was not due " t o  lack o f  energy 

or ded icat ion  but to some less than productive  th in k in g "  (p. v i i ) .  Spe

c i f i c a l l y ,  the f a i l u r e  in t r a in in g  or in education was said to be due 

to  the i n a b i l i t y  o f  those people responsible  f o r  i t  to s pec i fy  and 

demonstrate an understanding o f  the needs o f  the p a r t i c i p a n t s .  Most 

of  the t ime the ta rg e t  o b je c t iv e  and the goals "a re  not re la t e d  to a 

useful and valued set o f  outcomes" (p.  v i i ) .  I t  is d i f f i c u l t  to know 

whether the ta rge ted  o b je c t iv e s  have or  have not been met when the  

ta rg e ts  are not s p e c i f i e d .

Kaufman and English regarded needs assessment as an e f f e c t i v e  

s t ra te g y  in id e n t i f y in g  educationa l  or t r a i n i n g  needs. They concurred  

th a t :

Needs assessment is a c r i t i c a l  t o o l - - b a s i c  tool  f o r  
product ive ,  r a t i o n a l ,  and log ica l  th ink ing  about 
problems and s o lu t io n s .  I t  is a tool  to be used
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to  f u n c t i o n a l l y  separate  means and ends. I t  is a 
way in which any educator ,  t r a i n e r ,  l ea rn e r ,  or  
parent can make sense of intended innovations  
ranging from program budgeting to locus o f  c o n t r o l .
(pp. v i i - v i i i )

Since needs assessment was accepted as a formal process which d e te r 

mined the discrepancy in and the gaps between the curren t  outcomes and 

the desired  outcomes, the c o r rec t  analys is  o f  needs ought to be accepted  

as a formal process o f  i d e n t i f y in g  what needs to be done in order to 

achieve the desired  outcome. Stakenas,  Kaufman e t  a l . ,  as c i ted  by 

Kaufman and English (1 9 7 9 ) ,  contend th a t  goais or missions o f ten  

f a i l e d  because they were se lected  and implemented w ithout  s o l id  evidence  

o f  what they should accomplish (p. 11) .  Analys is  o f  needs ought to be 

the basic and j u s t i f i a b l e  process o f  id e n t i f y in g  and p r i o r i t i z i n g  what 

th ings were to  be accomplished. Analysis o f  needs was conceptual ized  by 

several  w r i t e r s  as a means o f  s e le c t in g  successful  in te rve n t io n s ,  a f t e r  

f i r s t  d e f in in g  and j u s t i f y i n g  ends to achieve,  and choosing one o f  the 

a l t e r n a t i v e  means of g e t t i n g  there  (Kaufman, 1976; Kaufman & Engl ish ,  

1979).

Bishop ( 1976) agreed th a t  the implementation stage is c r i t i c a l  

in any in s erv ice  p ro je c t  because th is  is where the plan is executed and 

e f f e c t e d  (p.  115).  This stage is o f ten  termed the i n s t a l l a t i o n  or the 

o pera t io n  stage (Carver & Sergiovanni,  1969; Tannenbaum, 1969; Kaufman, 

1972) .  Bishop ( 1976) f u r t h e r  t e s t i f i e d  th a t  " implementation is a complex 

ser ies  o f  t ransac t ions  t h a t  includes a l l  the previous phases and a l l  

the o ther  processes" (p. 115).  However, a w el l  developed inserv ice  edu

c a t io n  plan can e x p l i c i t l y  guide implementation ( H a r r i s ,  1980, p. 1 l 4 ) .  

Bishop ( 1976) s ta ted  th a t ,  o p e r a t io n a l l y ,  the implementation stage
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commences once the dec is ion  has been taken to  i n s t i t u t e  a p a r t i c u l a r  

planned program, whereas t e c h n i c a l l y ,  i t  commences when planned change 

has been developed, approved and is ready f o r  i n s t a l l a t i o n .  The 

planned change, such as r e v is io n  in content,  i n s t r u c t io n a l  s t ra te g y ,  

m a t e r ia ls ,  equipment, e t c . ,  takes place a f t e r  feedback has been obta ined.  

A l l  above-mentioned a c t i v i t i e s  including s t a f f  t r a i n i n g  and market aware

ness "can be viewed as f i r s t  stages in the implementation scheme"

(pp. 119- 120) .

The implementation phase, according to Bishop (19 76 ) ,  can be 

div ided  in to  subphases, i . e . ,  preopera tion  and o p e ra t io n .  In a task  

o r ien ted  phase o f  implementation,  the emphasis is on in d iv id u a l  roles  

and r e s p o n s i b i l i t i e s  r a th e r  than on s t r u c t u r e ,  o r g a n iz a t io n ,  or events  

(p. 123).  The present w r i t e r ' s  model was designed to include a l l  

emphases, i . e . ,  ind iv idua l  ro les ,  r e s p o n s i b i l i t i e s ,  s t r u c t u r e ,  o r g a n i 

z a t io n ,  and events scheduling .  P re c is e ly ,  the model emphasized a l l  th ree  

major phases o f  task ,  fu n c t io n ,  and process.  Fo l lowing is a l i s t i n g  

o f  implementation tasks,  implementation funct ions  and implementation  

processes as l i s t e d  by Bishop (1976, pp. 126-129) .

implementation Processes

1. D i r e c t in g - a p p o in t in g — tak ing  ac t io n  o r  pu t t in g  
a decis ion in to  e f f e c t .

2. Consul t ing— judgments u s ua l ly  sought as to  
the most b e n e f ic ia l  o r  worthy a c t io n ,  may propose 
a l t e r n a t i v e s .

3. Recommending— being d e f i n i t e l y  involved but 
not the decis ion maker.

4. Obtaining consensus— obta in in g  general  
agreement o f  c o l l e c t i v e  opin ion.
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5. Conducting workshop- - invo lv ing  p a r t ic ip a n ts  
in a c t i v i t i e s  designed f o r  s t a f f  development.

6. Conducting t r a i n i n g  session— a l im i ted  
involvement of  p a r t i c i p a n t s  designed to achieve  
s p e c i f i c  ob je c t iv e s  or s k i l l s .

7. Studying— researching— care fu l  or d is c ip l in e d  
inquiry  d i rec te d  toward the data c o l l e c t i o n ,  c l a r i f i 
c a t io n ,  a n a ly s is ,  and/or  recommendations fo r  the  
re s o lu t io n  of  a problem or f o r  development.

8.  Informing— responding— re la y in g  or conveying 
in form at ion ,  l im i te d  response to a p a r t i c u l a r  communi
ca t ion  or s i t u a t i o n .

9. Obta ining group decis ion e le c t in g - - f o r m a l  
determinat ion  or s e le c t io n  o f  a l t e r n a t i v e s .

10. U t i l i z i n g — using or implementing as prev ious ly  
determined.

Implementation Tasks^

1. P lant  equipment— a c q u i r in g ,  b u i ld in g ,  or  
obta in ing  r ig h ts  to la rge  equipment,  e . g . ,  TV i n s t a l 
la t io n s  and computers, or s i g n i f i c a n t  bu i ld in g  m o d i f i 
ca t io n ;  making necessary changes, maintenance.

2. P o l ic y — s p e c i f i c a t io n s  regarding program needs 
and o b je c t iv e s ,  des ignat ion  of  budget requirements,  
high level  procedures to insure progress and implemen
t a t i o n ;  support of  implementation procedures.

3. Eva luation program— eva lua t ion  o f  o v e ra l l  
program, concern fo r  balanced instrumentat ion pro
cedures; u t i l i z i n g  standards and procedures,  prov id ing  
feedback.

4. Eva luation s t a f f — determining personnel  
competencies to e f f e c t  p a r t i c u l a r  c u r r i c u l a r  changes; 
ongoing e v a lu a t io n .

5. Eva luation le a rn e rs — determining personnel  
competencies to e f f e c t  p a r t i c u l a r  c u r r i c u l a r  changes; 
ongoing e v a lu a t io n .

In each task d e s c r ip t io n ,  a semicolon separates those aspects  
o f  implementation th a t  a re  preoperation from those th a t  are  operat io n  
respons i b i l l  t i e s .
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6. O r ie n t a t io n  c l im a t e - - e s t a b l i s h i n g  tone or 
c l im a te  fo r  change; m ain ta in ing  a high level  o f  
understanding and commitment.

7. T r a in i n g - - i n v o l v i n g  p a r t i c ip a n t s  in s p e c i f i c  
tasks necessary fo r  achiev ing a p a r t i c u l a r  outcome; 
m ain ta in ing  and improving competencies.

8. M a te r ia ls  management— s e le c t in g ,  procur ing,  
and d i s t r i b u t i n g  in s t r u c t io n a l  m a te r ia ls ;  mainta in ing  
f low and coord inat ion .

9. M a te r ia ls  s t a f f  competencies— determining  
the performance lev e ls  o f  personnel fo r  u t i l i z a t i o n  
of i n s t r u c t io n a l  m a te r ia ls ;  and continuous eva lu a t io n  
of e f fe c t iv e n e s s  o f  m a te r ia ls  and use.

10. O rgan iza t ion  school s t a f f — determining  
c r i t e r i a ,  p a t te rn s ,  and organiz ing  s t a f f  to  implement 
curr iculum; making necessary s t a f f  adjustments.

11. Schedule school,  p u p i l - -d e v e lo p in g  or overseeing  
student schedules; making necessary changes and assign
ments to program areas .

12. S t a f f  s e l e c t i o n - - s e l e c t i n g  s t a f f  fo r  s p e c i f i c  
assignments; making necessary adjustments.

implementation Functions

1. Deciding- -making the c r i t i c a l  judgment w i th  
respect to what is to  be done in a p a r t i c u l a r  s i t u a 
t io n  or course of  a c t io n .

2. Im p lem ent ing -d i rec t ing— e f f e c t i n g  prev ious ly  
determined decis ions,  p o l i c i e s ,  or procedures.

3. M o n i t o r i n g - - a c t i v e  s u r v e i l la n c e  or supervis ion  
w ith  a u t h o r i t y  to  in te rvene .

4. Designing— prepar ing plans th a t  serve as 
gu ide l ines  f o r  subsequent developments or a c t io n s .

5. E v a lu a t in g - -d e te r m in i ng the value  or worth;  
making an appra isa l  in order to f in d  s trengths and 
weaknesses.

6. Analyz ing— gather in g  evidence o f  and examining 
fa c to rs  or  parts  in terms of the t o t a l .
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7. Mediat ing— working w i th  contending p a r t ie s  
in order to bring about a set t lem ent  or compromise.

8. T r a in in g — helping others  to  become s k i l l f u l  
or p r o f i c i e n t  in a p a r t i c u l a r  task or  process.

9. P lanning— forming a plan (scheme or method) 
fo r  doing something s p e c i f i c .

10. Organizing- -making systemat ic  o r  o r d e r ly  
arrangements fo r  a program or a c t i v i t y .

11. Coord inating— performing in t e g r a t in g  tasks or 
processes.

12. Communicat ing-- re lay ing or conveying i n f o r 
mation.

13. Attend ing— being informed w i th  i n t e r e s t  or  
commitment. (Bishop, 1976, pp. 126-128)

Bishop conciuded by c la im ing  th a t :

Implementation is the cu lmination  o f  a s er ies  o f  
a c t i v i t i e s  and events th a t  began w i th  diagnosis  and 
proceeded through the planning stages o f  d e f in in g  
o b je c t iv e s ,  s t r u c tu r in g  and d es ign ing ,deve lop ing ,  and 
v a l i d a t i n g .  The implementation phase is where pro
cedures,  plans,  and product impact to achieve the  
desired o b je c t iv e s .  (p. 140)

To implement, according to H a r r is  (1980 ) ,  is " t o  s e le c t  a t r a in in g  

plan,  make arrangements,  and lead p a r t i c i p a n t s  .through a sequence of  

meaningful learn ing a c t i v i t i e s ;  and to t r a i n  personnel in s p e c i f i c  pro

cedures f o r  conducting in s e rv ic e  t r a i n i n g  sessions to assure th a t  basic  

techniques fo r  leading d iscuss ion,  presenting v i a u a l i z a t i o n s  . . . w i l l  

be s k i l l f u l l y  used" (p.  148).

In a l l  phases of  planning and implementation a c t i v i t i e s ,  Beckhard 

( 1956) concluded, i t  is important th a t  the members o f  the planning  

committee have: c r e a t i v e  ideas; understanding o f  p a r t i c i p a n t s '  needs;

f a m i l i a r i t y  w i th  meeting procedures,  to  inc lude  p resenta t ion  methods
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and processing s k i l l s ,  subject matter knowledge and exper ience; s k i l l s  

in g e t t in g  information from p a r t i c ip a n t s ;  acceptance as re p re s e n ta t iv e  

by peers,  subordinates,  and super iors ;  and s k i l l  in p u b l ic  r e la t io n s  

(pp. 9- 18) .

L i t e r a t u r e  fo r  planning and implementation o f  in s e rv ice  develop

ment was reviewed and p e r t in e n t  points presented in the two sections  

above. Fol lowing t h i s ,  a review of l i t e r a t u r e  p e r t in e n t  to e v a 1uat ion 

o f  ins erv ice  development was completed.

Evaluation  o f  Inserv ice  Development

As the importance o f  professional  development and in s erv ice  educa

t io n  has gained broader awareness and acceptance,  the need f o r  eva lua 

t io n  processes has become q u i t e  e v iden t .  Ins erv ice  educators are  being 

c onstan t ly  confronted w i th  the quest ion,  "what impact is the inserv ice  

program having on pro fess iona l  development?" Related questions con

cerning who should be involved in the eva lua t ion  process and what c r i 

t e r i a  and e va lu a t io n  s t r a t e g ie s  can be used have made e v a lu a t io n  o f  

ins e rv ice  t r a i n i n g  a much discussed, yet  l i t t l e  understood, to p ic .  In 

an at tempt to provide answers to some o f  the questions r e la te d  to  e v a lu 

a t i o n ,  the w r i t e r  reviewed some p e r t in e n t  l i t e r a t u r e  on the subject  

which can be app l ied  to in s e rv ic e  program and in s erv ice  design.

A conceptual  and methodological  d e f i n i t i o n  o f  e v a lu a t io n  is th a t  

i t  is the procedure used in determining the value or  worth o f  a process 

o r  th ing  ( P h i l l i p s ,  1968, p. 2 ) .  Stuf f lebeam ( l 9 7 l ) ,  de f ined educa

t io n a l  eva lu a t io n  as the process of  d e l in e a t in g ,  o b ta in in g ,  and pro

v id ing  useful  information f o r  judging decis ion a l t e r n a t i v e s  (p.  40 ) .
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S t u f f lebeam ( 1 9 7 0  viewed the e v a lu a t io n  fu nc t ion  as serving two 

main ro les ;  prov id ing In format ion  f o r  decis ion  making and f o r  accounta

b i l i t y .  The former c a l l s  fo r  a p roac t iv e  e v a lu a t io n  a p p l ic a t io n ,  as 

In fo rmation  Is provided to  decis ion makers In advance when they must 

make decis ions.  Hence, the c r i t e r i a  fo r  e v a lu a t io n  o f  such Information  

are:  (a) relevance to the decis ion to be served and (b) t ime when the

Information Is needed. This  type o f  e v a lu a t io n .  In genera l .  Is equiva

len t  to fo rm at ive  e va lu a t io n  as defined by Scr lven ,  c i te d  In Stuff lebeam  

( 1979 , p. 8 ) .  Formative e va lu a t io n  can help In developing programs and 

ensuring t h e i r  chances of success.

Providing  In fo rmation  fo r  a c c o u n t a b i l i t y  Is a r e t r o a c t i v e  a p p l ic a 

t io n  o f  eva lu a t io n  th a t  provides Information a f t e r  e f f o r t s  have been 

completed,  and a f t e r  a l l  Implementation decisions have been made. This 

kind of In formation helps hold the serv ice  o rg a n iz a t io n  accountable  

fo r  the content and q u a l i t y  of  t h e i r  work. Eva luation  fo r  a c c o u n ta b i l i t y  

Is s i m i l a r  to what Scr lven (1974 /1979)  termed summatlve e v a lu a t io n  (p.  8 ) .

In e v a lu a t io n  of  a t r a i n i n g  program, e s p e c ia l l y  an Inserv lce  pro

gram, the fu n c t io n s ,  according to B r in k e rh o f f  (1980),  are  three  f o l d ,  

namely:

1. To f a c i l i t a t e  planning: de te rm ina t ion  o f  program
goals and s t r a t e g ie s .

2. To f a c i l i t a t e  and develop a program's Imple
mented I on.

3 . To assess the  e f f e c t s  o f  In serv lce  programs 
upon work environment,  (p.  TST)

B r in k e rh o f f  ( 198O) says th a t  there  are  two purposes In planning  

e va lu a t io n :  (a) to  determine the proper goals f o r  an In serv lce  program.
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and (2) to help determine the best s t ra teg y  fo r  meeting these goals.

These purposes may be accomplished f i r s t  by c o l l e c t i o n  o f  information  

about needs, s t re n g th s ,  weaknesses, and other  fac to rs  w i th in  the poten

t i a l  program's environment.  Then, eva lu a t io n  can be a pp l ie d  to iden

t i f y ,  compare, and assess a l t e r n a t i v e  s t r a t e g ie s ,  or  to determine the  

adequacy o f  a given approach (pp. 17 -23 ) .

Evaluation  o f  implementation is dependent upon the developmental  

stage o f  the program, and w i l l  need to  focus upon d i f f e r e n t  purposes.

Some a l t e r n a t i v e  focuses f o r  e v a lu a t io n  e f f o r t  during the implementa

t io n  stage are  e va lu a t io n  o f :  (a) i n s t a l l a t i o n ,  w i th  the purpose of

determining the e x ten t  to  which the program is being i n s t a l l e d  and is 

opera t ing  as designed; (b) processes,  which focus on the in te n t io n  of  

discovering and c l a r i f y i n g  any causal r e la t io n s h ip  w i th  the program's 

operat ion; (c) achievement o f  te rminal  o b je c t iv e s ,  which aim a t  e v a l 

uating  the "end po in t"  o b je c t iv e s  o f  the in serv ice  in te rv e n t io n ;  and 

(d) docum enta t ion /qua l i ty  c o n t r o l ,  which focuses on ensuring th a t  the  

program is d e l iv e r e d  w i t h i n  t o l e r a b l e  leve ls  o f  v a r i a t i o n  from standard  

pract  i ce.

Impact e v a lu a t io n  has a t h r e e - f o l d  focus.  I t  should aim to d e te r 

mine: (a) the ex ten t  to which in serv ice  "graduates" are applying on

job performance, (b) the d i f f e r e n c e  noted in job  performance when the  

competencies acquired have been used, and (c) whether the condit ions  

which inspired the in s e rv ic e  program have been a l t e r e d  in any s i g n i f i 

cant way ( B r in k e r h o f f ,  1980, pp. 17 -28 ) .

Provus, as c i t e d  by S tu ff lebeam (1971/1979) contended th a t  eva lua

t io n  always involves determining the discrepancy between performance and
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some standard.  He a lso  contended th a t  a program s t a f f  should respond 

to discrepancy information by changing t h e i r  performances so th a t  the 

discrepancy w i l l  be removed. The discrepancy e v a lu a t io n  includes three  

stages,  namely: (a) design— assessed s t r u c t u r a l  adequacy and t h e o r e t i 

cal  soundness, (b) i n s t a l l a t i o n — assesses the e x ten t  to which the pro

gram design is being proper ly  implemented, (c) in te r im  r e s u l t s — assesses 

whether the p ro je c t  is ach iev ing  i t s  o b je c t iv e s .  When the discrepancy  

between the in te r im  r e s u l ts  and o b je c t iv e s  has been removed, the p ro je c t  

is said to be s t a b i l i z e d  and ready f o r  the f i n a l  two stages,  namely:

Stage 1 — terminal  outcome is compared w i th  terminal  goals;  and Stage 2—  

assessing the c o s t - b e n e f i t  e f f e c t  (pp. 1 2 -13 ) .  Thus, there  are  f i v e  

stages o v e r a l l ,  according to Provus.

Scriven (1974),  in h is  Pathway Comparison Model fo r  the eva lu a t io n  

of  t r a i n i n g  program processes,  o u t l in e d  the steps o f :  (a) c h a ra c te r iz in g

the nature  o f  a program; (b) c l a r i f y i n g  the nature  o f  the questions to  

be addressed; (c) assessing evidence about cause and e f f e c t  re la t io n s h ip s  

between independent and dependent v a r ia b le s  in the program; (d) compre

hensive ly  checking f o r  l i k e l y  consequences o f  the program; (e) d e te r 

mining and assessing the c r i t e r i a  o f  m er i t  and the ph i losophica l  argu

ments p e r ta in in g  to the program; ( f )  assessing var ious  kinds o f  program 

costs;  (g) i d e n t i f y in g  and assessing the program's c r i t i c a l  compet itors;

(h) performing a needs assessment to  determine the socia l  u t i l i t y  of  

the program; ( i )  and forming a conclusion about the m er i t  o f  the pro

gram (pp. 9 7 -1 4 3 ) .

The nine step guide to  e va lu a t io n  seems to  encompass everyth ing  

th a t  is needed in an e v a lu a t io n  process,  i . e . ,  from planning o f  a
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program through modifying i t  based on the outcome o f  the e v a iu a t io n .

Though ai i the steps must be compieted,  they do not n e ce ssa r i ly  f o l lo w  

the o u t l in e d  sequence. One can s t a r t  the eva lu a t io n  process by per 

forming a needs assessment to determine the socia l  u t i l i t y  o f  the pro

gram, or by c h a r a c te r iz in g  the nature o f  a program and so on, depending 

on the s i t u a t i o n  and the goal of  the program. i t  is imperative  to recog

n ize  tha t  eva iu a t io n  o f  in serv ice  t r a in in g  must deal f i r s t  w i th  where the  

ins erv ice  is to be done and the purpose of the t r a i n i n g .  The major goal 

and purpose o f  in s erv ice  e va iu a t io n  should be to help learn about in s e r 

v ic e  and to apply these learnings to the improvement o f  inserv ice  p lan

ning,  implementation methods and inserv ice  program content design to meet 

the required needs. Eva iuat ion  then,  ought to help d iscover ,  d e f in e ,  

c l a r i f y  and analyze  the mistakes made in inserv ice  t r a i n i n g  as a whole 

and as a p a r t .  The outcome of the eva lua t ion  should r e l a t e  to whether  

inserv ice  t r a i n i n g  achieves or does not achieve what i t  sets out to do.

B r in k erh o f f  ( I 98O) regards e v a lu a t io n 's  fu nc t ion  as a s s is t in g  w i th  

the planning and designing o f  inserv ice  so tha t  I t  can avoid e r ro rs  and 

be as responsive as possib le  to the i d e n t i f i e d  needs. Such e v a lu a t io n  

should be perceived as a fo rm at ive  learn ing process,  and should recog

n ize  the magnitude of  problems faced by in serv ice  education (p.  5 ) .

The concepts o f  the CIPP method of eva lu a t io n  described by S t u f f l e -  

beam (1976/1979)  are  worth looking a t .  CIPP is an acronym f o r  context  

eva lu a t io n  (which proposes to a s s is t  in choosing g o a ls ) ,  input eva lua

t io n  (which proposes to a s s i s t  in i d e n t i f y in g  and assessing the r e l a t i v e  

merits  o f  a l t e r n a t i v e  p ro je c t  designs),  process e va lu a t io n  (which pro

poses to a s s is t  in g iv ing  guidance to making implementation d e c is io n s ) .
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and product e va lu a t io n  (which proposes to serve as a tool  f o r  recyc l ing  

decis ions)  (pp. 2 3 - 2 8 ) .

The CIPP e va lu a t io n  model Is e s p e c ia l l y  w el l  su i ted  to the eva lu 

a t io n  of  Ins e rv lce  t r a i n i n g ,  and formed the basis fo r  the eva lua t ion  

approach Incorporated In to  the p resent ly  proposed model fo r  Inserv lce  

pro fess iona l  development.

Evaluation  has o f ten  been regarded as ranging from the h igh ly  I n f o r 

mal to the h ig h ly  formal.  Informal eva lu a t io n  has consisted o f  judging  

es t im a t in g ,  or g iv ing  opinions about the extent  to which c e r t a in  changes 

have occurred or goals have been met. Formal eva lua t ion  has Involved  

c a r e f u l l y  c o l l e c t i n g  and t r e a t i n g  data about progress toward planned or  

prescr ibed goals (Provus,  1971; Stu ff lebeam, 1971; Scrlven,  1974).

Keel ing,  Kal laus ,  and Neuner (19 78 ) ,  In viewing the p r i n c i p l e  o f  

e v a lu a t io n ,  s ta ted  th a t  "a sound t r a i n i n g  program provides fo r  p e r io d ic  

e v a lu a t io n  and measurement o f  I t s  e f fe c t iv e n e s s "  (p. 424) .  The e ig h t  

tasks required In conducting the eva lu a t io n  and measurement o f  a t r a i n 

ing program, according to them. Included: (a) checking the re s u l ts  o f

the t r a i n i n g  against  the o b je c t iv e s  o f  the program; (b) e s ta b l is h in g  

standards of  lea rn ing  t ime against  which the progress o f  t ra inees  may 

be checked; (c) developing data on t r a in e e  performance before ,  during,  

and a f t e r  t r a i n i n g ;  (d) o b ta in in g  reactions from the t r a in e e s ,  p e r f e r -  

ably  In w r i t i n g  about what they l i k e d  In the t r a i n i n g  program, what they 

d i s l i k e d ,  and suggestions f o r  Improvement; (d) keeping records on the  

progress o f  each t r a in e e ;  ( f )  t e s t in g  the t ra inee s  on the a b i l i t i e s ,  

s k i l l s ,  and knowledge acquired; (g) prov id ing f o r  the In s t r u c t o r  to  

r a t e  each t r a i n e e  during and a t  the end o f  the t r a i n i n g  program; and
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(h) fo l lo w in g  up on the t ra in e e s  by p e r i o d i c a l l y  observing the long 

range e f f e c t s  o f  t h e i r  t r a i n i n g  (p. 425) .

A second acronym— CDPP, fo r  Context,  Design, Process,  and Product— 

was developed by Randall (1 969 ) .  In CDPP, the meaning o f  context  Is 

I n v e s t ig a t io n  o f  p a r t i c i p a n t s '  needs and r e la te d  problems, e tc .  Design 

suggests program development In which money, personnel q u a l i f i c a t i o n s ,  

f a c i l i t i e s ,  schedul ing,  and the l i k e  are Ins trumenta l .  Process Is the  

monitoring  o f  program. Product means measurement o f  e f fe c t iv e n e s s  of  

the program a t  I t s  conclusion (pp. 4 0 -4 4 ) .

Another w el l  known model f o r  e va lu a t io n  Is the EPIC, o r  E va lu a t ive  

Programs f o r  Innovat ive  Currlculums. The cub ic le  model o f  EPIC shows 

one v i s i b l e  panel as Behavior , which Is subdivided In to  the c o g n i t i v e ,  

the a f f e c t i v e ,  and the psychomotor. A second v i s i b l e  panel Is In s t ru c -  

t l o n , which has w i t h in  I t  o rg a n iz a t io n  content ,  method, f a c i l i t i e s ,  and 

cost .  A t h i r d  v i s i b l e  panel Is c a l l e d  I n s t 1 t u t  Ion , which has these  

parts :  p a r t i c i p a n t s .  I n s t r u c t o r s ,  a d m in is t ra to rs ,  and s o c ie ty .  The

EPIC model, on the o ther  hand. Is said to reckon w i th  f i v e  v a r ia b le s :  

V a r ia b le  1— p r e d ic t io n  sources,  which c a l l  fo r  examination o f  types of  

I n s t r u c t io n ;  V a r ia b le  I I  — d e s c r ip t i v e  v a r i a b le s ,  which Includes In s t r u c 

t io n a l  techniques and I n s t i t u t i o n  c o n s t ra in ts ;  V a r ia b le  I I I — v a r ia b le  

of  o b je c t iv e s  of  the program; V a r ia b le  IV— v a r i a b l e  o f  behavior which 

Includes In s t r u c t io n s ,  I n s t i t u t i o n  and p a r t i c i p a n t s ;  V a r ia b le  V— v a r ia b le  

o f  e f f e c t i v e n e s s ,  which requ ires  a n a ly s is  o f  a l l  data c o l le c te d  (Hammond,

1967/1971,  p. 5 ) .

C h a r a c t e r i s t i c s  o f  e v a lu a t io n ,  as pointed out by many w r i t e r s  

(K lndva l l  S Cox, 1970; K e r l ln g e r ,  1975; Macy, 1975, e t c . ) ,  were severa l :
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(a) Presence of values and v a lu in g — the eva lua to rs  must consciously  

recognize the values tha t  they hold fo r  the e v a lu a t io n  and make value  

judgments regarding the e f f e c t s  o f  the e v a lu a t io n  a t  the conclusion of  

the eva lu a t io n ;  (b) O r ie n t a t io n  to  g o a ls - - e v a lu a to r s  must be consis tent  

in both the eval  uation devices and learn ing  exper iences expected o f  

p a r t i c i p a n t s ;  (c) Comprehensiveness — the e va lua tors  must make use o f  

numerous and var ied  media, though some may have to  be invented; (d) Con- 

t in u i  t y - - t h e  eva luators  must eva lua te  f r e q u e n t ly ,  and eva lu a t io n  must be 

recurrent  and cont inua l  i f  not continuous; (e) D iagnost ic  worth ,  v a l i 

d i t y ,  and r e l i a b i l i t y — the eva luators  must use instruments which are  

capable of :  ( i )  diagnosing s p e c i f i c  aspects o f  educational  s i t u a t i o n s ,

( i i )  descr ib ing what they purport  to descr ibe ,  and ( i i i )  measuring the  

e f f e c t s  o f  an educational  exper ience a cc u ra te ly  on repeated occasions;

( f )  In te g ra t io n  o f  f i n d in g s — the e va lu a t io n  should serve to in te g r a t e  

f ind ings  about educational  i n s t i t u t i o n s  and phenomena.

I f  an increased focus on pro fess iona l  development and inserv ice  

education is to be worthwhi le ,  comprehensive e v a lu a t io n  th a t  is respon

s ive  to the needs, purposes and outcomes is e s s e n t i a l .  From the l i t e r 

a tu re  review on th is  s u b jec t ,  one may conclude th a t  ev a lu a t io n  is 

e f f e c t i v e  when i t  begins in the workplace— w ith  broad context  ana ly s is  

to i d e n t i f y  real  needs--and ends by re tu rn ing  to the workplace to d e t e r 

mine the impact o f  programs upon needs, and the impact o f  changing needs

upon the design o f  fu t u re  programs.

The eva lu a t io n  designs and models discussed here were used as basic  

gu id e l in es  in developing the e v a lu a t io n  stage,  e v a lu a t io n  steps,  and 

eva lua t ion  task d e sc r ip t io n s  o f  the w r i t e r ' s  model.
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Models th a t  In fluenced the Study

Two models tha t  inf luenced the w r i t e r ' s  proposed model, which w i l l  

be presented in Chapter I I I ,  are reviewed in th is  s ec t io n .  The two 

models are the OCUTE (Oklahoma Consortium fo r  Urban Teacher Education) 

Model developed by Rubin and Hansen ( I 98O) and the P ro je c t  Tasks Pro

cess Model developed by Bishop (1976).

Rubin and Hansen ( I 98O) developed the OCUTE program development 

model, which can be u t i l i z e d  by a v a r i e t y  o f  groups, as shown in F igure  3*

Phase I -  Develop proposal

Step 1 -  Analyze p ro je c t  environment  

Step 2 -  Determine possible  p ro je c t  goals 

Step 3 -  Conduct p re l im in a ry  needs assessment 

Step 4 -  Select p ro je c t  goals 

Step 5 -  W r i te  proposal  

Phase I I -  Plan program 

Step 1 -  V a l i d a t e  needs 

Step 2 -  P r i o r i t i z e  p ro je c t  goals 

Step 3 -  Determine program o b jec t ive s  

Step 4 -  Design and develop programs 

Phase I I I  -  Implement program 

Phase IV -  Assess programs

Figure 3

The OCUTE Program Development Process 

Source: Rubin and Hansen ( I 98O, p. 109)
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The OCUTE program development process has four  phases:

(a) develop a proposal ,  (b) plan the program, (c)  implement the program, 

and (d) assess the program. In Phase I ,  f i v e  steps or  a c t i v i t i e s  are  

requ ired .  These a c t i v i t i e s  are:  (a) analyze  p ro je c t  environment,

(b) determine possib le  p r o je c t  goals ,  (c)  conduct p re l im in a ry  needs 

assessment, (d) s e le c t  p r o je c t  goals ,  and (e) w r i t e  proposal .  A l l  the  

f i v e  steps are used to secure adequate information to be included in the  

proposa l .

Phase ( I ,  plan program, has fo ur  steps: (a) v a l i d a t e  needs,

(b) p r i o r i t i z e  p ro je c t  goals ,  (c) determine program o b je c t iv e s ,  and 

(d) design and develop programs. As commonly claimed and used by many 

p r a c t i t i o n e r s ,  v a l i d a t i o n  of  needs assessment is here used as a c ru c ia l  

f a c t o r  fo r  determining the rest  o f  the steps in the phase. Having d e t e r 

mined possib le  p ro je c t  o b je c t iv e s ,  the planners reassemble to formulate  

the design and develop the program. An e f f o r t  is made here to insure 

th a t  the p ro je c t  o b je c t iv e s ,  the design and the programs developed, com- 

lement the requirements in Step 1 o f  Phase I I .

Phases I I I and IV a re  phases f o r  program implementation and program 

e va lu a t io n  or review. There are  no steps proposed f o r  these phases. 

However, a b r i e f  exp lan a t io n  on e v a lu a t io n  was given:

The complexity o f  the e va lu a t io n  depends upon how measur
ab le  they a re .  Both preprogram and post program measures 
are used, involv ing o b j e c t i v e  and s u b je c t iv e  feedback  
from p a r t i c i p a n t s .  This fo rm at ive  eva lu a t io n  becomes a 
part  o f  the in s e rv ic e  process.  (Rubin & Hansen, I 98O,
p. 110)

Bishop ( 1976) a lso  suggested possible  steps and sequences in his 

model, named P ro jec t  Tasks Process, as shown in Figure 4.
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In Figure 4, Steps 1 through 5 provide ana lys is  o f  the needs of  

p a r t i c ip a n t s  and o f  the o b je c t iv e s  o f  t r a i n i n g  which are complementary 

to  the o rg a n iza t io n a l  goals .  Having determined the ta r g e t  popu la t ion ,  

a general  format o f  the t r a i n i n g  a c t i v i t i e s  Is designed. Tasks 1 through 

5 of  Bishop's P ro jec t  Tasks model are somewhat s i m i l a r  to  Steps 1 through 

4 In Phase I o f  the OCUTE program development process.

Tasks 6 through 10 o f  the Bishop model prov ide f o r  synthes iz ing  

and Implementing the plan fo r  ac t ion  (p.  6 l ) .  Having accomplished a l l  

tasks from Step 6 through Step 10, a systematic  plan w i l l  have emerged.

The OCUTE program development process model embraces Bishop's Steps 6 

through 10 In I t s  Phases I I through IV, al though they are  not s pe l le d  

out.  Phase IV o f  the OCUTE model a lso  provides a means fo r  re cyc l ing  o f  

the  t r a i n i n g  plan,  design Implementation,  and e v a lu a t io n .

Both models I l l u s t r a t e  the need to have a developed s t ra te g y  In 

which the steps Involved can r e l a t e  to each other  In ach iev ing  both a 

t o t a l  process and a te rminal  p o in t .  Both models c o n t r ib u t e  to an under

standing o f  what may t r a n s p i r e ,  as w e l l  as to  a s s is t in g  personnel In 

knowing th a t  progress Is ta k in g  place .  Each model Involves a decis ion  

making process,  management process,  feedback process,  e v a lu a t io n  process,  

and recyc l ing  process.  L ikewise,  In both,  each phase Is dependent upon 

each o th e r ,  and each has subordinate  elements.

Rationa le  f o r  Developing a New Model

T h i r t y - f o u r  years ago, Corey (1957) stressed t h a t  professiona l  

development programs, which he termed " In s e r v lc e  educatIon," had not 

rece ived s u f f i c i e n t  a t t e n t i o n  In the professiona l  l i t e r a t u r e  and
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p r a c t ic e  (p. 1 ) .  I t  was i n t e r e s t in g  to note tha t in recent years much 

has been done to improve ins e rv ic e  programs fo r  professionai  deveiop-  

ment o f  educationa l  a d m in is t r a to r s .  Numerous models fo r  the purpose 

were developed. Among those models which have been o f f i c i a l l y  imple

mented are Crawford 's (1962-1968) Human Resources Research Organ iza t ion  

Model f o r  Curriculum Engineer ing,  The P ro jec t  Tasks Process (Bishop,

1976 , p. 60 ) ,  The Control  Process f o r  Solving Micro T ra in in g  Needs 

(L a i rd ,  1978, p. 7 6 ) ,  and the Oklahoma Consortium fo r  Urban Teacher Edu

ca t io n  (OCUTE) (Rubin 6 Hansen, I 98O, p. 109).

A l l  the above mentioned models were developed based on care fu l  and 

thoughtfu l  r a t i o n a l e .  They had e x p l i c i t  j u s t i f i c a t i o n s  and d i r e c t io n s .  

These models have been f i e l d  tes te d ,  o f f i c i a l l y  implemented and accepted.  

However, these models have a tendency to become more comprehensive as 

t h e i r  d i s t i n c t i v e  goals are  pursued.

In each of the above mentioned models, s ix  modes o f  change process 

were apparent:  (a) o r i e n t a t i o n ,  (b) p rep ara t io n ,  (c)  mechanical use,

(d) ro u t in e  and re f inem ent ,  (e) i n t e g r a t i o n ,  and ( f )  renewal (Loucks, 

Newlove & H a l l ,  1975, pp. 8- 9 ) .  These modes o f  change process are  cru 

c ia l  to a l l  inserv ice  models. However, these models do not eva lua te  

each mode as they progress; e v a lu a t io n  is only done a t  the end o f  the  

process.  Thus the problems w i th  these models are:  (a) they tend to  use 

only  summative e v a lu a t io n ,  (b) they lack fo rmative  e v a iu a t io n ,  (c) they  

do not have s e l f  c o r r e c t in g  procedures b u i l t  in to  t h e i r  phases.

T here fo re ,  based upon the above d e f i c i e n c ie s ,  a new model which 

incorporates both fo rm a t iv e  and summative e v a lu a t io n ,  w i th  s e l f - c o r r e c t i n g  

procedures b u i l t  in to  each step and stage,  was deemed necessary.
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Summary

Chapter I I  has examined the l i t e r a t u r e  c ru c ia l  to  e f f e c t i v e  

in serv ice  development f o r  educationa l  a d m in is t ra to rs ,  namely the areas 

of:  (a) the need f o r  in s erv lce  development, (b) perspect ive  o f  inser 

v ic e  development,  (c) planning o f  in s erv ice  development, (d) implementa

t io n  o f  in s e rv ic e  development,  (e) eva lu a t io n  of  inserv ice  development,  

and ( f )  models th a t  in f luenced the study. The f i n a l  section  o f  th is  

chapter was a p re se n ta t io n  o f  the r a t io n a le  fo r  developing a new model.

How th is  review was used in developing the needed new model w i l l  

be discussed in Chapter I I I .  The d i f fe re n c e s  between the above mentioned 

models and the proposed model w i l l  be demonstrated as one reviews the  

proposed tasks f o r  o p e r a t io n a l i z i n g  the model l i s t e d  in Appendix D and 

introduced,  w i th  a m a tr ix  which served to organize  them, in the f i n a l  

sect ion  o f  Chapter I I I .
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CHAPTER I I I  

MODEL DEVELOPMENT AND VALIDATION 

In t roduct  ion

Chapter I I I  presents a model f o r  profess iona l  development o f  

educational  a d m in is t ra to rs  th a t  improves upon e x is t in g  models. The 

v a l i d a t i o n  of  the model 's s ta te s ,  steps and tasks,  through the support  

o f  p e r t in e n t  l i t e r a t u r e ,  fo l low s  the p resenta t ion  of  th a t  model.  

Following the v a l i d a t i o n  and model is a m a tr ix  fo r  organ iz ing  the tasks 

proposed as necessary to  o p e r a t io n a l i z e  each step w i t h in  the model 's 

th ree  stages.  The tasks themselves comprise the survey instrument tha t  

c o n s t i tu te s  Appendix D.

Restatement o f  the Purposes

The purposes o f  t h is  study were tw o - fo ld .  The primary purpose was 

to  develop a model f o r  in s e rv ic e  profess iona l  development o f  educational  

a d m in is t ra to rs ,  as requested by the D i r e c t o r  General o f  Education Malay-  

s i z .  This model was to be v a l id a te d  from the l i t e r a t u r e  reviewed.

The second purpose was to determine the tasks tha t  are both appropr ia te  

and necessary fo r  o p e r a t io n a l i z i n g  the model. The proposed tasks were 

based la rg e ly  on l i t e r a t u r e  reviewed in Chapter I I ,  but augmented by the  

perceptions o f  the present  w r i t e r .

49
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Struc ture  and Components o f  the Model

The model proposed represents a systematic  and organized design,  

which can be used as an approach to  and a tool  f o r  designing an in s er 

v ice  p r o je c t .  The model in teg ra tes  the phi losophy and theory obtained  

from the l i t e r a t u r e  published from 1957 through I 98O in to  i t s  framework.

There are three  stages in the conceptual  development o f  the model 

o f  professional  development fo r  educat ional  a d m in is t r a to r s ,  v iz :

1. Planning.

2. Implementation.

3 . Eva luation .

With in  each stage o f  the model are fo ur  common steps,  namely:

1. Analys is .

2. Development.

3 . Operation.

4. Eva luation .

These three stages and the four  common steps w i t h i n  each stage are  

the r e s u l t  o f  an e x p lo ra t io n  of  var ious sources in the l i t e r a t u r e  on 

ins e rv ice  pro jec ts  and models. Included among those sources were Gross,  

1963; Kaufman, 1972; Bishop, 1976; Claxton,  1976; Newman, I 98O;

Rubin and Hansen, I 98O; and o thers .

The information gathered from those sources and others  has been 

synthesized,  along w i th  the perceptions o f  the present w r i t e r .

Figure 5 is the model fo r  an in s erv ice  pro fess iona l  development 

program. Each stage and step in the model is l a i d  out in a natura l  

sequence; there  should be no dead ends u n t i l  the whole process is
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completely f in is h e d  and eva lua ted .  A l l  the stages and steps were 

designed to concur w i th  a systems approach. The systems approach, in 

th is  context ,  o f f e r s  a set  o f  c ru c ia l  s t r a t e g ie s ,  represented in the  

f ig u r e  by three  c i r c l e s ,  each fo l lowed by four  blocks.  The c i r c l e s  

represent the stages and the blocks represent  the steps o f  the model.

As described by Davis ,  Alexander and Yelon (1 974 ) ,  a systems 

approach design includes both i t e r a t i v e  and i n t e r a c t i v e  processes 

(p. 313 ) .  The i t e r a t i v e  and i n t e r a c t i v e  processes among the stages and 

steps are indicated in F igure 5 by the two-way broken and unbroken arrows 

po in t ing  sideward,  downward and upward u n t i l  the cyc le  is completed and 

re s t a r te d .

V a l id a t io n  o f  the Model 's Stages and Steps

Following is a discussion o f  the l i t e r a t u r e  support ing the v a l i d a 

t io n  of  the stages and steps in the model.

Stages o f  the Model

The model o f fe re d  a set  o f  c ru c ia l  s t r a t e g ie s  which were presented  

in three  sequentia l  stages.  These three  stages were P la n n in g -1 . 0 ; 

Im p lem enta t ion -2 .0 ; and Eva luât i o n - 3 . 0 . in Figure 5, these three  stages 

were represented by th ree  c i r c l e s .

The l i t e r a t u r e  reviewed supported th a t  an in serv ice  model should 

s t a r t  w i th  planning,  fo l lowed by implementation and f i n a l l y  by eva lua

t io n  (Malcolm, 1958; Odiorne,  1970; Kast S Rosenzweig, 1974; Bishop,

1979).
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P la n n in g -1 . 0 . Bishop (1976) s ta tes  t h a t ,  In deveioping an inser 

v lc e  program model, I t  Is necessary to design and I n s t i t u t e  a sequential  

plan.  Each p a r t  o f  planning should comprise decis ion making, management 

process,  feedback e v a lu a t io n  and recyc l ing  (pp. 3 - 5 ) .  On one hand, 

organized p lanning ,  as descr ibed by numerous authors,  stressed the Impor

tance o f  r e a l i s t i c  d iagnosis  o f  needs, adequate resource r e t r i e v a l ,  c o l 

l a b o ra t iv e  planning and s o lu t io n  b u i ld in g ,  and systematic design and 

ev a lu a t io n  o f  a l t e r n a t i v e s  (Gross,  1963; Claxton,  1976; Newman, 1980; 

S eld ik ,  Magnus & Rakau, I 98O).

On the o th e r  hand, organized  planning helps to  organ ize ,  spec i fy  

and develop plans,  prepare cost es t im ates ,  and assign s p e c i f i c  accounta

b i l i t y  measures a t  each s tep or level  o f  o p e ra t io n .  I t  Is possible  fo r  

an organized plan to  s p e l l  out In d e t a i l  the a c t i v i t i e s  In terms o f  over 

a l l  s t r a t e g ie s  and the e x p l i c i t  sequences o f  ac t io n  steps th a t  make up 

these s t r a t e g ie s  (Malcolm, 1958; Kaufman, 1972; Bishop, 1976: Rubin 5 

Hansen, I 98O).

Planning,  shown as Stage 1.0 In the model. Is perceived as necessary 

and Important by the present  w r i t e r  because a heal thy  and e f f e c t i v e  

Inserv lce  program or  p r o j e c t  hinges upon c a re fu l  planning of the steps 

th a t  need to be taken and o f  the tasks Involved In accomplishing each 

step I f  the p a r t i c u l a r  needs o f  the people Involved are  to be addressed.  

The numerous resources on planning th a t  were reviewed Ind ica ted  that  

there  Is no one best In s e rv lc e  development approach, but th a t  I f  Ins er 

v lce  Is to  be e f f e c t i v e .  I t  has to be w el l  planned and organized so that  

the needs and the o b je c t iv e s  o f  the In serv lce  program f i t  the nature o f  

the tasks to  be performed (Mosel,  1957; HIgglnson, I 966 ; SImonds, 1970:
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Drucker,  1974; Bishop, 1976; C laxton,  1976; La i rd ,  1980; Rubin 6 

Hansen, I 98O).

The present w r i t e r  reasoned th a t  since planning Is the key to a 

successful  Inserv lce  program. I t  must come before  Implementation.  An 

In s erv lce  program without a plan Is Impossible to  prepare f o r  and Impos

s ib le  to eva lua te .  Good planning should Insure ap p rp p r la te  use of  

energy and funds and br ing  about the r ig h t  mix o f  resources, t r a i n e r s ,  

and t ra in ee s  aimed a t  ach iev ing the common o b je c t iv e s .

The high degree of  congruence between the l i t e r a t u r e  reviewed and 

the present w r i t e r ' s  dec is ion  In s e le c t in g  plannIng as the f i r s t  stage  

of  Inserv lce  p ro je c t  model t e s t i f i e d  to two conclusions: (a) the

stage developed concurred w i th  the l i t e r a t u r e  and thus Is p h i lo s o p h ic a l ly  

and t h e o r e t i c a l l y  v a l i d ;  and (b) since I t  Is a v a l i d  stage,  a model 

Inc luding I t  can be responsive to the purpose fo r  which I t  was e s tab l ish ed .

Im plem enta t Ion-2 .0 . Kast and Rosenzweig (1974 ) ,  and Nationa l  Inser 

v lc e  Network (NIN) (1 9 79 -1 9 80 ) ,  emphasized tha t  when a plan had been 

f i n a l i z e d  the next stage should be Implementation.  Implementation Is a 

complex s er ies  of  t ra n s ac t io n s  th a t  Includes a l l  the steps,  phases, and 

processes developed In the  planning stage (Carver & Serg lovannI,  1969; 

Tannenbaum, 1969; Kaufman, 1972; Bishop, 1976).

An e f f e c t i v e  Implementation stage should be s y s te m a t ic a l ly  planned 

and defined and should begin w i th  diagnosis of  needs and proceed through 

s t r u c tu r in g ,  developing,  and v a l i d a t i n g  (Bishop, 1976; Claxton,  1976; 

S e ld ik ,  Magnus, & Rakau, I 98O).  In o ther  respects .  Implementation Is a 

c r i t i c a l  stage and should be c l e a r l y  de f ined ,  step by step,  based on the  

agreed upon needs o f  the p a r t i c i p a n t s  and the o r g a n iz a t io n  (Mosel , 1957;
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Gross, 1963 ; Bishop, 1976; Claxton,  1976; L a i rd ,  I 98O). The implemen

t a t i o n  process and tasks ,  i f  w el l  s ta ted and def ined ,  make possib le  a 

smooth f low o f  a c t i v i t i e s  and accomplishment o f  goals (Bishop, 1976; 

H a r r i s ,  I 98O).

implementation,  shown as Stage 2 .0  in the model, is perceived as 

another un iversa l  and c r u c ia l  stage i f  an in s erv ice  program or p r o je c t  

planning is to  eventuate .  O p e ra t io n a l i z in g  the planning a c t i v i t i e s  is 

implementation, or i n s t a l l a t i o n  of  agreed upon act ions f i n a l i z e d  in the  

planning stage.  O p e ra t io n a i i z in g  planned a c t i v i t i e s  hinges on a wel l  

s ta ted  and wel l  def ined implementation process,  inc luding funct ions  and 

tasks .  The present w r i t e r ' s  decis ion to s e le c t  implementation as the 

second stage o f  the model was based on i t s  advocacy and v a l i d i t y  as pro

posed in the l i t e r a t u r e .

Evaluat i o n - 3 . 0 . Many a u t h o r i t i e s  in the f i e l d  o f  ins e rv ice  educa

t io n  claimed tha t  the f i n a l  stage o f  inserv ice  programs or p ro je c ts  is 

e v a lu a t io n ,  inc luding Malcolm, 1958; Odiorne, 1970; Provus, 1971/1979;

Kast and Rosenzweig, 1974; and, NIN, 1979/1980.

Evaluation as a f i n a l  stage should focus on assessing the soundness 

o f  the p lanning,  assessing the e f fe c t iv e n e s s  of  the implementation and 

assessing the e f fe c t iv e n e s s  o f  the program. The in formation obtained  

from the e v a lu a t io n  in the f i n a l  stage should serve as feedback f o r  

deciding whether the p r o je c t  is to be r e ta in e d ,  modi f ied or  dropped 

(Provus,  1971 ; S tu ff lebeam,  1971; Scr iven ,  1974; B r in k e r h o f f ,  I 98O).  

B r in k e rh o f f  f u r t h e r  claimed th a t  e v a lu a t io n ,  as the f i n a l  s tage,  aimed 

a t  f a c i l i t a t i n g  p lanning,  f a c i l i t a t i n g  implementation,  and assessing  

the cost e f fe c t iv e n e s s  o f  the p r o je c t .
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Selec t ion  o f  e v a lu a t I  on as the f i n a l  stage in the model was 

based on adequate and sound support found in the l i t e r a t u r e .  There

f o r e ,  the s e le c t io n  was judged to be t h e o r e t i c a l l y  and p h i lo s o p h ic a l ly  

v a l i d .

Steps o f  the Model

The model proposed a set  o f  common components which were presented  

in fo ur  sequentia i  steps.  These fo ur  steps were A n a l y s i s - 1 .1 ,  2 . 1 ,  and 

3.1 ; Program Development-1.2 ,  2 , 2 ,  and 3«2; O p e r a t io n - 1 .3, 2 . 3 ,  and 3 - 3 ; 

E v a lu a t io n -1 .4 ,  2 . 4 ,  and 3 . 4 .

In F igure 5, these fo ur  steps were represented by fo ur  blocks  

fo l lo w in g  each o f  the th ree  c i r c l e s .  The two-way unbroken arrows i n d i 

cated i t e r a t i v e  and in t e r a c t i v e  processes between blocks.  These four  

steps were l a i d  out in sequent ia i  order .  One has to s t a r t  w i th  step 1.1 

and proceed to step 1 .2 ,  thence to step 1.3 and so f o r t h .  While working  

on any one s tep ,  one can go back to the previous step or to the next  

step and f u r t h e r  work on i t .  However, f o r  the model to  be e f f e c t i v e ,  

i t  is recommended th a t  the steps be fol lowed s e q u e n t ia l l y .  The l i t e r a 

tu re  support fo r  each step is c i t e d  below.

A n a ly s is - 1 .1 ,  2 .1 ,  and 3 . 1 . Kaufman and English (1975) claimed  

th a t  needs assessment and analys is  served as a c r i t i c a l  tool  and as an 

e f f e c t i v e  s t ra teg y  f o r  i d e n t i f y in g  t r a i n i n g  needs and o b je c t iv e s  

(pp. v i i - v i i i ) .  The a na ly s is  o f  needs as a formal process f o r  i d e n t i 

f y in g ,  p r i o r i t i z i n g  and developing program o b je c t iv e s  was supported by 

many o th e r  a u t h o r i t i e s  in the f i e l d ,  inc luding Bishop, 1976; Kaufman 

and Engl ish,  1979; H a r r i s ,  1980; and Rubin and Hansen, 1980.
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Lack o f  an a na lys is  o f  needs and/or  a statement o f  program ob jec

t i v e s  has led to f a i l u r e  o f  goals or missions f o r  in s erv ice  pro jec ts  

(Kaufman, 1972; Kaufman & Engl ish,  1975).  Since needs assessment and 

program o b je c t iv e s  were accepted as c r i t i c a l  too ls  in in s erv ice  pro

j e c t s ,  and since they functioned as means o f  determining the d is c r e 

pancy in and the gaps between the actua l  outcomes and the desired o u t 

comes, analys i  s should be the f i r s t  step w i th in  each stage o f  the model.

The support from numerous a u t h o r i t a t i v e  sources found in the l i t e r 

a tu r e  gave evidence th a t  a n a ly s is  as a f i r s t  step was v a l i d  p h i losop h i 

c a l l y  and t h e o r e t i c a l l y .

Development-1.2,  2 . 2 ,  and 3 . 2 . Gross (1 963 ) ,  Bishop (1976 ) ,

Claxton ( 1976) ,  and Newman ( I 98O),  t e s t i f i e d  th a t  when ana ly s is  o f  

needs had been accomplished, the next step should be development.

Fur ther  testimony was provided by Rubin and Hansen ( I 98O).

Ana lysis  is an important beginning step,  but i t  is not s u f f i c i e n t  

in i t s e l f  w ithout  f u r t h e r  d e l in e a t io n  as to how the program w i l l  be 

developed. This  step is c r i t i c a l  in a l l  stages o f  an in serv ice  pro

j e c t .  Analys is  and development are  important because they focus on 

insur ing the a v a i l a b i l i t y  o f  the necessary t r a i n i n g  m a t e r ia ls ,  f a c i 

l i t i e s ,  equipment,  personnel ,  a n c i l l a r y  serv ice s ,  and f inance (Ham

monds 6 Wal lace ,  1974; Bishop, 1976; C laxton,  1976; Newman, I 98O;

Rubin & Hansen, I 98O).

The ev ident importance o f  development as an immediate next step  

fo l lo w in g  the complet ion o f  ana ly s is  o f  needs was s t rong ly  supported 

by the l i t e r a t u r e ;  t h e r e f o r e ,  the decis ion to inc lude  development as 

Step 2 .0  o f  the proposed model was judged to be v a l i d .
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O p e ra t io n - 1 .3 .  2 . 3 .  and 3 . 3 . Having completed the program 

a n a lys is  and development,  the next c r u c ia l  s t ra te g y  is o p e ra t io n .

Bishop ( 1976) termed the step as doing implementation tasks .  The 

r e la t io n s h ip  between program development and program opera t ion  is 

t h a t  the l a t t e r  has to r e ly  h e a v i ly  on the former .  Many w r i t e r s  con

tended th a t  operat io n  should be based on the s t re ngth  o f  the a v a i l a b l e  

personnel,  f a c i l i t i e s ,  equipment, a n c i l l a r y  s e rv ic e s ,  and f in a n c ia l  

c a lc u la t io n s  and then r a t i o n a l i z e d  (Bishop, 1976; H a r r i s ,  I 98O; and 

L a i rd ,  I 98O).

Keel ing ,  Kal laus and Nuener (1978) s ta ted  th a t  the step o f  opera

t io n  should come a f t e r  i d e n t i f y in g  t r a i n i n g  o b je c t iv e s  and o u t l i n i n g  

the scope and subject m at te r  (p.  424 ) .

The proposed model's t h i r d  step thus is congruent w i th  the p h i l o 

sophy o f  in s erv ice  development pervading the l i t e r a t u r e .  Since i t  is 

in l i n e  w i th  the theory professed by w r i t e r s  who a re  a u t h o r i t i e s  in 

the f i e l d ,  i t  was concluded th a t  the development o f  the t h i r d  step,  

i . e . ,  o p e r a t io n , was p h i lo s o p h ic a l ly  and t h e o r e t i c a l l y  v a l i d .

E v a lu a t io n - 1 .4 ,  2 . 4 ,  and 3 . 4 . The fo u r th  and f i n a l  step proposed 

as necessary w i t h in  each stage o f  the model was supported by prominent 

w r i t e r s ,  inc luding Provus (19 71 /197 9 ) ,  S tu ff lebeam (1 971 ) ,  Scriven  

( 1974) ,  and B r in k erh o f f  ( I 98O).

Hammond (1967/1971)  and Randall  ( 1969) s ta ted  th a t  e v a lu a t io n  is 

es s e n t ia l  f o r  measuring the  e f fe c t iv e n e s s  o f  the program a t  i t s  conclu

s ion .  Other authors suggested th a t  e va lu a t io n  o f  program is so necessary  

t h a t  i t  has to be an in te g ra l  pa r t  o f  planning and should be done on a
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continuous basis (Gross, 1963; Davis,  Alexander 6 Yelon,  1974; Bishop, 

1976; H a r r i s ,  I 980 ) .

Since the l i t e r a t u r e  reviewed posited th a t  e v a lu a t io n  should be 

the f i n a l  step in an in s erv ice  p ro je c t  and the model proposed i t  as 

the f i n a l  s tep ,  th e r e f o r e ,  the step was judged to be v a l i d  t h e o r e t i 

c a l l y  and p h i lo s o p h ic a l ly .

Eva luat ion ,  as proposed in the f i n a l  step ( 3 . 4 )  o f  the model,  

d i f f e r s  from the e va lu a t io n  as proposed in the f i n a l  stage ( 3 . 0 ) .  

Evaluation as a step (3 .4 )  deals w i th  fo rmative  e v a lu a t io n .  Eva luation  

as a stage (3 .0 )  deals w i th  summative e va lu a t io n  o f  the ins erv ice  develop

ment p r o je c t .

I t  is important to note tha t  the four  steps in every stage,  though 

each appears three  t imes,  do not have the same goals and o b je c t iv e s .

Step 1.1 in Stage 1 .0 ,  A na lys is ,  deals w i th  goals and o b je c t iv e s  fo r  the 

planning stage.  Step 2.1 in Stage 2 .0 ,  A na lys is ,  deals  w i th  goals and 

o b je c t iv e s  f o r  the implementation stage.  F i n a l l y ,  Step 3.1 in Stage 3 .0 ,  

Analys is ,  deals w i th  goals and ob je c t iv e s  fo r  the e v a lu a t io n  stage.

The same d i s t i n c t i o n  could be made fo r  each of the o the r  steps w i t h in  

each stage.

Fol lowing is an in t ro d u c t io n  to the tasks judged to be ap p ro p r ia te  

and necessary in o p e r a t io n a l i z in g  the four steps in each o f  the three  

stages.

Task Descr ipt ions

In order to o p e r a t io n a l i z e  the model, i t  was necessary to  l i s t  spe

c i f i c  tasks fo r  accomplishing each step w i t h in  each stage of  the model.
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Most o f  the task de scr ip t ions  were derived from the l i t e r a t u r e .

However, the arrangement o f  the tasks generated from the l i t e r a t u r e  and 

a d d i t io n a l  tasks incorporated in the l i s t  were based on the perceptions  

of  the present w r i t e r .  They c o n s t i tu te  the instrument to be found in 

Appendix D.

The numbering system used in the l i s t i n g  o f  task de scr ip t ions  was 

designed to in d ica te  to which stage and to which step w i t h in  th a t  stage  

each task r e la t e s .  For example, " 1 . 1 . 1 "  ind ica tes  the f i r s t  task in 

Step 1.1 (Analysis )  in Stage 1.0 (P lann ing) .  The re la t io n s h ip s  may be 

r e a d i l y  es tab l is hed  by r e f e r r i n g  to the m atr ix  in Figure 6, which fo l lo w s .

Stage Step

1.0  

Planni ng

1.1 

Analysi s

1.2

Development

1.3

Operation

1.4

Evaluation

2 .0

Implementation

2.1

Analys i s

2 .2

Development

2 .3

Operation

2 .4  

Eva 1uat ion

3 .0

Evaluation

3.1 

Analys i s

3.2

Development

3 .3

Operation

3 .4

Evaluation

Figure 6

M a t r ix  fo r  Organizing Inserv ice  Profess iona l  
Development Tasks
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Summary

Chapter I I I  has provided a restatement o f  purposes f o r  the study,  

need f o r  the model and a c o n c e p tu a l i z a t io n  o f  the model (see F igure 5 )•

I t  has described the s t r u c t u r e  and components of  the model and has pro

vided v a l i d a t i o n  o f  each stage and step o f  the model. F igure 6 has 

provided a m atr ix  f o r  r e l a t i n g  the s tages,  steps and numbering sequence 

In the model. F i n a l l y ,  a m a t r ix  fo r  organ iz ing  the proposed task des

c r ip t io n s  for  o p e r a t io n a l i z i n g  each step w i t h in  each stage o f  the model 

was presented.
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CHAPTER IV

DESIGN AND METHODOLOGY OF THE TASK VALIDATION 

I n t ro d u c t i  on

The second purpose of th is  study was to v a l i d a t e  the descr ip t ions  

o f  the tasks proposed fo r  o p e r a t io n a l i z i n g  each step w i t h in  each stage

of the model presented in Chapter I I I .  The tasks proposed were based

on the p e r t in e n t  l i t e r a t u r e  reviewed in Chapter I I  and the perceptions

o f  the present w r i t e r .

In order to accomplish the second purpose o f  th is  study, four  

act ions were required and these are  discussed in t h is  chapter ,  as 

fo l low s:  (a) developing an instrument,  (b) s e le c t in g  a panel o f  exper ts ,

(c) admin is te r ing  the instrument,  and (d) ana lyz ing  the data c o l le c t e d .

Design of the V a l i d a t i o n

The design of th is  study used survey and in te rv ie w  methods which 

e n t a i l e d  development o f  a survey instrument conta in ing  s t ruc tured  

quest ions.  The survey instrument was comprised o f  the task descr ip t ions  

introduced in Chapter I I I  and d e t a i l e d  in Appendix D. I t  was intended  

to e l i c i t  the judgments and perceptions o f  the v a l i d a t i n g  panel members 

as to  whether the proposed task d e sc r ip t io n s  were ap p ro p r ia te  and 

necessary. "Appropr ia te" was defined as the task being s u i t a b le  fo r  

accomplishing the goals o f  the model. "Necessary ,"  in the context of  

th is  study,  was defined as the task being required  in order to
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o p e r a t io n a l i z e  the model. The s truc tured  in te rv ie w  questions were 

developed to e l i c i t  f u r t h e r  in formation concerning the tasks proposed.

Both the survey instrument and the in te rv iew  questions were admini

stered to the selected p a n e l is ts  f o r  t h e i r  reac t ions .  A "yes" or "no" 

response in both the "a p p ro p r ia te "  and "necessary" columns was required  

fo r  each item in the survey instrument and an ora l  response was required  

f o r  each in te rv ie w  quest ion .  A "yes" response implied support fo r  the  

proposed task and a "no" response implied lack of  support fo r  the pro

posed task.  Responses fo r  the in te rv ie w  questions were used to supple

ment the in formation obta ined through use o f  the survey instrument.

The Survey Instrument

The i n i t i a l  undertaking was the development o f  an a ppropr ia te  

instrument fo r  surveying the react ions  of  the p a n e l is ts  as to whether  

each proposed task was a p p ro p r ia te  and necessary.  Due to the length  

o f  the survey,  the instrument was broken in to  two p a r ts .  Part  one 

l i s t e d  the proposed task d e sc r ip t io n s  in a w r i t t e n  survey form, and 

p a r t  two e l i c i t e d  supplementary in fo rm a t ion ,  through in te rv ie w  quest ions,  

regarding the same subject mat te r .

The survey instrument was comprised of the task de scr ip t ions  i n t r o 

duced in Chapter 111. Since the items in the survey quest ionna i re  were 

organized according to the model 's th ree  stages,  i t  was decided to  

admin is te r  one stage a t  a t ime. Thus Stage 1.0 o f  the instrument asked 

fo r  responses concerning the tasks proposed fo r  each step in the Plan

ning stage; Stage 2 .0  o f  the instrument c a l le d  f o r  responses concerning  

the tasks proposed f o r  each step in the Implementation stage;
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Stage 3 .0  o f  the instrument e l i c i t e d  responses concerning the tasks 

proposed f o r  each step in the Evaiuation  stage.

The r a t i o n a l e  fo r  d i v id in g  the survey instrument in to  three  stages 

was th a t  i t  was necessary to:  (a) remind the p a n e l is ts  o f  the tasks

proposed fo r  each s tage,  and (b) break the monotony and boredom of  

having to respond u n in te r r u p te d ly  to the lengthy instrument .

The instrument is shown in Appendix D.

The In te rv iew  Questions

A set o f  four  quest ions  was developed fo r  the in te rv ie w .  The 

purpose of the in te r v ie w  quest ions was to e l i c i t  supplementary or  a dd i 

t io n a l  in formation regarding the tasks th a t  the present w r i t e r  be l ieved  

to be appropr ia te  f o r  each stage.  The four  quest ions are  shown in 

Appendix E.

In te rv ie w  quest ions  1 and 2 were asked a f t e r  each stage had been 

completed by the v a l i d a t i n g  p a n e l i s t .  Questions 3 and 4 were asked a f t e r  

completion of  the f i n a l  s tage.  Responses obtained from these four  ques

t ions helped the i n v e s t i g a t o r  to  determine: (a) the adequacy o f  the

proposed task d e s c r ip t io n s ,  (b) tasks which were considered appropr ia te  

and necessary but were not included,  and (c) the appropr iateness o f  the  

sequence of the tasks .

The in te rv ie w  process required  recording of the responses obtained  

from each v a l i d a t i n g  panel member. Probing and c l a r i f i c a t i o n  o f  respon

ses were done only  when necessary.  The o b je c t iv e  o f  p ro je c t in g  a 

neutra l  a t t i t u d e  on the p a r t  o f  the in te rv ie w e r  was to reduce the  

possible  impact o f  in te r v ie w e r  b ias .  A synthesis  o f  the in te rv iewee
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responses Is presented in Chapter V.

Responses obtained from the survey Instrument and the In te rv ie w  

questions were analyzed and are reported In Chapter V.

P i l o t  Test and I t s  Result

A p i l o t  t e s t  o f  the survey Instrument and the In te rv ie w  questions  

was administered on the 3rd of  September I 9 8 I .  Persons Involved In the  

p i l o t  t e s t  were f i v e  doctora l  candidates In the Educational  Leadership 

Department,  Col lege o f  Education,  Western Michigan U n iv e r s i ty .

The purposes o f  the p i l o t  t e s t  were to:  (a) e s t a b l i s h  the admini

s t r a t i v e  procedures,  and (b) ensure c l a r i t y  and s i m p l i c i t y  o f  the In s t r u 

ment's o rg a n iz a t io n ,  concepts and wordings.

No rev is ions  resul ted  from the p i l o t  study of  the Instrument.  

Respondents Involved Ind ica ted  s a t i s f a c t i o n  w i th  the a d m in is t r a t i v e  

procedures,  the c l a r i t y ,  and the s i m p l i c i t y  of  the Ins trument 's  o rg a n i 

z a t io n ,  concepts and wordings.

Reasons f o r  Using Panel o f  Experts

The task descr ip t ions  proposed fo r  th is  study were based on many 

sources from the l i t e r a t u r e  prev ious ly  reviewed In Chapter I I .  How

ever ,  the o rg a n iz a t io n ,  the grouping,  and the packaging o f  the tasks 

fo r  each step w i th in  each stage of  the model were accomplished by 

the present w r i t e r .  In order  to v a l i d a t e  whether the tasks were appro

p r i a t e  and necessary,  two methods were considered; I . e . ,  use o f  a f i e l d  

t e s t  and/or use o f  e xper ts '  op in ions.  Due to  the t ime c o n s t r a in t  faced 

by the present I n v e s t ig a t o r ,  the f i r s t  method, f i e l d  t e s t ,  was not
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f e a s i b l e .  Thus, e xp e r ts '  opinions were sought.

According to Van Dal en and Mayer (1966) test imony o f  experts  is 

o f te n  sought by researchers because experts  are  i n t e l l e c t u a l ,  t r a in e d ,  

experienced and b e t t e r  informed than o th e r  people.  However, to t a l  

re l i a n c e  on e xper ts '  opinions is said to be "a dubious i f  not a danger

ous p ra c t ic e "  (pp. 1 9 -20 ) .  To avoid th is  danger,  researchers were 

advised to e xerc is e  many precautions when id e n t i f y in g  exper ts .  One 

means o f  ex e rc is in g  precaution  was said to be by e s t a b l is h in g  a set  o f  

s e le c t io n  c r i t e r i a .  Such c r i t e r i a  were used in s e le c t in g  a panel fo r  

t h i s  study.

S e le c t io n  o f  Panel o f  Experts

For the purpose o f  s e le c t in g  members to serve on a panel o f  experts  

in t h is  study,  s e le c t io n  c r i t e r i a  included: (a) employment, (b) know-

led g e a b i1i t y , (c) exper ience ,  (d) e x p e r t i s e ,  and (e) w i l l in g n e s s  to be 

involved in fo l lo w  up a c t i v i t i e s .  These are  expanded below.

Employment

Each member o f  the v a l i d a t i o n  panel had to be c u r r e n t ly  employed 

in an educat ional  o r g a n iz a t io n  in the s t a t e  o f  Michigan. Questions 

used to  secure in formation concerning employment were: "Are you

c u r r e n t l y  employed by an educational  o rgan iza t ion?"  and "What is your 

c u rre n t  pos i t ion?"

Knowledgeabi1i ty

Each panel member had to  be knowledgeable about the current  trends
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in ins erv ice  education.  Knowledge could have been gained through 

work in re la te d  f i e l d s  in accred i ted  h igher  i n s t i t u t i o n s .  The re la te d  

f i e l d s  emphasized were educational  a d m in is t r a t io n ,  educat ional  manage

ment, human resource development,  e t c .  Questions used to secure 

in formation concerning knowledgeabi1 i t y  were: "Do you read jo u rn a ls

and books r e la te d  to in s e rv ic e  development?" "Have you attended any 

seminars f o r  in serv ice  development programs w i t h in  the la s t  few years?"  

and "Are you f a m i l i a r  w i th  systems design f o r  in s erv ice  development"?

Experience

Each panel member had to be experienced in the f i e l d  o f  inserv ice

t r a i n i n g .  Experience could have been gained through working as a

consu ltant or  w i th  an in s e rv ic e  t r a i n i n g  asso c ia t io n  or o rg a n iz a t io n .

The minimum exper ience in in s erv ice  t r a i n i n g  and development required  

to q u a l i f y  as a v a l i d a t i n g  panel member was f i v e  years .  Questions  

used fo r  securing in formation concerning experience were: "Have you

conducted,  f a c i l i t a t e d ,  o r  planned in s e rv ic e  seminars or  programs?"

"Are you a member o f  any in s e rv ic e  a s soc ia t ion  or  o rg a n iza t io n ? "  and 

"How many years have you been a c t i v e l y  involved in ins e rv ic e  pro jects?"

Expert ise

Each panel member must have demonstrated e x p e r t is e  in the f i e l d

o f  inserv ice  t r a i n i n g ,  research,  o r  o ther  sc h o la r ly  p u rs u i ts .  Examples

o f  personnel be l ieved l i k e l y  to demonstrate such e x p e r t is e  included  

a d m in is t ra to rs ,  researchers ,  t r a i n i n g  and development o f f i c e r s ,  d i r e c 

tors  o f  programs f o r  in s e r v ic e ,  e t c .  The questions used to secure
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in formation concerning e x p e r t is e  were: "Have you had published any

o f  your w r i t in g s  regarding in serv ice  programs?" "Have you had any 

o th e r  evidences o f  t r a i n i n g  competence th a t  you wish to share?"

Follow Up

Each panel member had to be w i l l i n g  to respond by telephone,  a t  

some fu t u re  da te ,  to a d d i t io n a l  tasks suggested by o ther  panel members. 

The question used f o r  securing t h e i r  w i l l in g n e s s  to  p a r t i c i p a t e  in the  

fo l lo w  up was: "Are you w i l l i n g  to respond by telephone, a t  some fu t u re

date ,  to a d d i t io n a l  tasks th a t  may be suggested by o ther  panel members?"

Panel Size

The panel had to be la rge  enough to be re p re s e n ta t iv e  o f  a u t h o r i 

t i e s  in the f i e l d  and small enough to  be manageable, i t  was decided 

th a t  between 10 and 15 members, each o f  whom conformed to the above 

c r i t e r i a ,  would be re p re s e n ta t iv e  enough f o r  the purpose o f  v a l i d a t i n g  

the  proposed necessary task  de scr ip t ions  f o r  each o f  the fo ur  steps 

w i t h in  each o f  the three  stages o f  the model.

The Survey

P r io r  to  a d m in is t ra t io n  o f  the survey instrument ,  permission to  

conduct the in v e s t ig a t io n  was secured from the Committee on Human 

Subjects o f  the Department o f  Educational  Leadership a t  Western M ic h i 

gan U n iv e r s i ty .  Fol lowing t h a t ,  each v a l i d a t i n g  panel member was 

o r a l l y  questioned by te lephone or  in person, on personal v i t a e  to  

insure conformity  to each o f  the s e le c t io n  c r i t e r i a .  Questions were
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as in d ica ted  above (see a ls o  Appendix F ) . During the per iod from 

September 2nd through 4 t h ,  1981,  17 persons were asked the c r i t e r i a  

quest ions  by te lephone.  Of the 17 persons q u e r ie d ,  12 were judged to  

meet a l l  the c r i t e r i a .  T h e i r  names and p o s i t io n  t i t l e s  appear in 

Appendix A.

Each p o t e n t i a l  member was then appr ised o f  the  general  na ture  and 

purpose o f  the s tudy,  and o f  the na ture  o f  the forthcoming survey.

A l l  12 panel members in d ic a te d  t h e i r  w i l l i n g n e s s  to  p a r t i c i p a t e  and to  

have t h e i r  responses to  the  o ra l  quest ions  recorded, and thus were  

included as panel members.

During the weeks o f  September 7 and September 14, 1981, an a p p o in t 

ment was made w i t h  each v a l i d a t i n g  panel member. Each member was given  

th re e  packets o f  m a t e r i a l s  dur ing the in t e r v ie w .  O v e r a l l ,  the instrument  

package consisted  o f  the fo l lo w in g  th re e  i tems: (a) the I nstrumen.t Cover

L e t t e r  and General D i r e c t io n s  (see Appendix C ) , (b) a Summary o f  the  

Three Stage Model (see Appendix B ) , (c) the  instrument t i t l e d  "Task  

D e s cr ip t io n s  f o r  an I n s e r v ic e  Program Model" (see Appendix D ) .

Preceding the  complet ion o f  the survey,  the model summary was 

discussed w i th  each panel member. The panel member was then handed 

the  cover l e t t e r  and the general  d i r e c t i o n s  f o r  complet ing the i n s t r u 

ment (see Appendix C ) . Fo l lowing t h i s ,  the  Stage 1 .0  p o r t io n  o f  the  

"Task D e s cr ip t io n s  f o r  an In s e r v ic e  Program Model" was presented.

Upon complet ion o f  w r i t t e n  responses,  each panel member was then 

asked In te rv ie w  Questions 1 and 2 (see above or  Appendix E) and the  

responses were recorded. The panel member was then handed the Stage 

2 . 0  packet and a f t e r  w r i t i n g  responses to  i t ,  was again asked In te rv ie w
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Questions 1 and 2,  and again responses were recorded. S im i la r  proce

dures were fol lowed a t  tHe complet ion o f  the Stage 3 .0  packet and, in 

a d d i t io n ,  Questions 3 and 4 were asked. Again,  a l l  responses were 

recorded.

Data Analysis Procedure

A d e s c r ip t i v e  a n a ly s is ,  using frequencies and percentages,  was 

used to analyze  the data c o l l e c t e d .  Tables which f o l lo w  in Chapter V 

e x h i b i t  frequencies and percentages o f  p o s i t i v e  and negat ive  responses 

f o r  each proposed task in each o f  the fo ur  steps o f  the three  stage  

model.

The decis ion ru le  used f o r  th is  study was t h a t  any task ,  to be 

re ta in e d ,  must have been supported by "yes" responses from a simple 

m a jo r i ty  o f  responding panel members. The r a t i o n a l e  f o r  t h is  d e c i 

sion ru le  was th a t  no s in g le  ser ies  o f  task d e s c r ip t io n s  is p e r fe c t  

f o r  o p e r a t io n a l i z in g  an in s e rv ic e  model. A "no" f o r  the "Necessary"  

column did not nece s sa r i ly  mean "no" f o r  the "Appropr ia te"  column or  

v ic e  versa ,  i t  was a n t i c ip a t e d  th a t  an item might have received a 

"no" due to a semantic or  sequencing problem, or  both,  not because the  

content was in c o r re c t .  Thus, simple m a jo r i ty  support  was considered 

a high standard.

Any tasks proposed by the in v e s t ig a to r  as both a p p ro p r ia te  and 

necessary which did not achieve simple m a jo r i ty  support was to have 

been d e le te d ,  and any new and/or a d d i t io n a l  tasks proposed by panel 

members were to have been added. This would have meant a r e v a l id a t io n  

through telephone contact ,  o f  the the new tasks proposed as a p propr ia te
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and necessary by any one o f  the o r i g i n a l  panel o f  exper ts .

The recorded responses obtained from the in te rv ie w  questions are  

discussed in Chapter V.

Summary

Chapter IV has focused on the second purpose o f  the study,  which 

was to  v a l i d a t e  the task d e s c r ip t io n s  proposed f o r  o p e r a t io n a l i z in g  

each step w i th in  the th re e  stage model developed by the present inves

t i g a t o r .  This  chapter has a lso  discussed the design and the methodo

logy o f  the study,  inc lud ing  the development o f  the survey instrument,  

the p i l o t  t e s t  and i t s  r e s u l t .  The i d e n t i f i c a t i o n  and the s e le c t io n  of  

the  v a l i d a t i n g  panel members, the survey a c t i v i t y ,  and the data analys is  

procedures have a lso  been discussed in t h is  chapter .
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CHAPTER V 

REPORT OF THE FINDINGS 

In t roduct  ion

This chapter is a p re s e n ta t io n  and discussion of the responses 

obtained from the twelve member panel o f  exper ts .  The f in d in g s  are  

presented in accordance w i th  the discussion in Chapter IV deal ing with  

the ana lys is  o f  data.  The f i r s t  sect ion  of  th is  chapter deals w i th  

the p r o f i l e  of  the panel o f  e xp e r ts .  Twelve ta b le s ,  two through 13, 

are presented, dep ic t ing  percentages o f  responses f o r  each task in one 

step w i th in  each stage,  w i th  corresponding d iscussion.  Each content  

area is discussed in terms o f  the appropr iateness and necessi ty  o f  the  

tasks proposed, as perceived by the p a n e l i s t s .  A d d i t iona l  comments, 

obtained through in te rv iew  quest ions,  from panel members are  presented 

and are summarized as they r e l a t e  to the content areas .  A f u r t h e r  ta b le  

displays a p r o f i l e  o f  the panel members.

P r o f i l e  o f  the Panel o f  Experts

The i n i t i a l  undertaking before  the formal v a l i d a t i o n  o f  the tasks  

proposed was a telephone survey e l i c i t i n g  in formation regarding the  

q u a l i f i c a t i o n s  o f  the v a l i d a t o r s .  The in format ion  received was matched 

against  the s e le c t io n  c r i t e r i a  e s tab l is h e d  as reported in Chapter IV.

The c r i t e r i a  included employment, k n o w le d g e a b i l i ty ,  exper ience,  exper

t i s e ,  and w i l l in g n e s s  to p a r t i c i p a t e  in fo l lo w  up.
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Members o f  the panel included two d i r e c t o r s ,  two chairmen of  

departments,  an assoc ia te  d i r e c t o r ,  three  consu l tan ts ,  two coordina

to rs ,  one professor and an assoc iate  professor .  Each member o f  the 

panel was employed by an educationa l  o rg a n iz a t io n .  Each member was a 

professional  p r a c t i t i o n e r  in the f i e l d  o f  education,  t r a i n i n g ,  and 

development through in s e rv ic e .  Each member had demonstrated knowledge, 

exper ience ,  and e xp e r t is e  in the re la t e d  area .  The mean number o f  years 

o f  experience in ins e rv ic e  programs a t  lo c a l ,  s t a t e  and na t iona l  leve ls  

was 13-0 years ,  w i th  the maximum exper ience being 20 years and the  

minimum being s ix  years .  As a l l  v a l i d a t i o n  panel members were experts  

in the f i e l d  o f  ins e rv ice ,  t h e i r  responses provided c r e d i b i l i t y  fo r  

the appropriateness and the necessi ty  o f  the task d esc r ip t io n s  proposed. 

Following in Table 1 is a p r o f i l e  o f  the members o f  the panel o f  experts  

s e lec ted .

Report and Discussion o f  Findings

The fo l low ing  tables  in d ic a te  a t  lea s t  83% support ("yes" from 

each o f  10 of  the 12 panel members) fo r  both appropr iateness and neces

s i t y  o f  a l 1 the tasks proposed f o r  a l l  o f  the fo ur  steps in each of the  

th ree  stages o f  the model.

This was viewed as overwhelming support f o r  a l l  o f  the proposed 

task a c t i v i t i e s ,  as the percentage o f  "yes" responses in both columns, 

f o r  every ind iv idua l  item, f a r  exceeded the 51 % required by the d e c i 

sion ru le  o f  r e ta in in g  those a c t i v i t i e s  ach ieving simple m a jo r i ty  

support.
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P r o f i l e  o f  the Panel o f  Experts
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1 yes yes yes yes yes yes 15 yes yes

2 yes yes yes yes yes yes 10 yes yes

3 yes yes yes yes yes yes 13 yes yes

4 yes yes yes yes yes yes 6 yes yes

5 yes yes yes yes yes yes 14 yes yes

6 yes yes yes yes yes yes 19 yes yes

7 yes yes yes yes yes yes 8 yes yes

8 yes yes yes yes yes yes 8 yes yes

9 yes yes yes yes yes yes 20 yes yes

10 yes yes yes yes yes yes 9 yes yes

11 yes yes yes yes yes yes 20 yes yes

12 yes yes yes yes yes yes 14 yes yes
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Each ta b le  reports panel members' reactions to the tasks proposed 

fo r  one of  the twelve steps o f  the th re e -s ta g e  model.

Step 1.1

The percept ion of  the panel regarding tasks f o r  Step 1 .1 ,  Ana lys is ,  

w i t h in  Stage 1 .0 ,  P lanning,  is shown in Table 2.

Tasks 1 .1 .1  through 1 . 1 . 4  and 1 . 1 . 6  were viewed as completely  

appropr ia te  by the e xp e r ts .  The 100 per cent "yes" response to tasks 

1 .1 . 1 ,  1 .1 .3 }  1 .1 .4  and 1 . 1 . 6  ind ica ted  unanimous percept ion of  those 

tasks as both a ppropr ia te  and necessary. The 92% responses given to  

tasks 1 .1 .5 }  1 .1 .7  and 1 . 1 . 8  as a p p ro p r ia te  and to  tasks 1 .1 . 2 ,  1 .1 .5 }  

1 .1 . 7  and 1 .1 .8  as necessary were a lso  high.

The two p a n e l i s t s '  reasons fo r  not support ing tasks 1 .1 .5 }  1 .1 .7  

and 1 .1 . 8  as a p propr ia te  o r  necessary included: (a) these tasks were

inap p ro p r ia te ,  because doing them would mean tha t  too much time would 

be spent on the planning o f  the p r o je c t ;  (b) given the usual f i s c a l ,  

manpower and time c o n s t r a in t s ,  these tasks would not be f e a s i b l e ;  and 

(c) i f  the planning team were big enough, a l l  these tasks then would be 

viewed as appropr ia te  and necessary.

Three comments were provided by panel members through the i n t e r 

view session fo r  th is  s tep w i t h in  Stage 1 .0 .  Each comment was a pos i 

t i v e  endorsement o f  the o r g a n iz a t io n  and sequence of the tasks l i s t e d  

f o r  accomplishing the goals and f o r  o p e r a t io n a l i z i n g  the p r o je c t .  ■
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Table 2

The Percentage of  Responses to Step 1.1
Analysis W ith in  Stage 1.0 Planning

Step 1 .1 Analys is ’‘Appropr ia te ’’«Necessary

%Yes %No %Yes %No

1.1 .1 I d e n t i f y  the Immediate and long 
range s k i l l  needs. 100 0 100 0

1 .1 .2 Rank order  the Immediate and long 
range s k i l l  needs. 100 0 100 0

1 .1 .3 P r i o r i t i z e  the problems, pro jec ts  
and/or  outcomes to provide the 
Immediate and long range s k i l l s  
needed. 100 0 100 0

1 .1 . 4 I d e n t i f y  In d iv id u a ls  to  be p a r t  o f  
the planning team(s) based on the  
key problems, p ro je c ts  and/or  o u t 
comes I d e n t i f i e d  In 1 .1 .3 * 100 0 100 0

1 .1 .5 Prepare m a te r ia ls  f o r  planning  
team(s) meeting. 92 8 92 8

1 .1 .6 Conduct an o r i e n t a t i o n  meeting w i th  
planning team(s) members fo r  c l a r i 
fy ing  p r i o r i t y  problems, o b je c t iv e s  
and/or  outcomes. 100 0 100 0

1 .1 .7 Div ide  planning team(s) members 
In to  small groups and a l low  rea
sonable amount o f  t ime on reworking 
the o r i g i n a l  l i s t  o f  a c t i v i t i e s . 92 8 92 8

1 .1 . 8 Reassemble planning team(s) members 
to  f u r t h e r  r e f i n e  the l i s t . 92 8 92 8

'«Number o f  respondents = 12 f o r  a l l  8 I tems.
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Step 1.2

The var ious tasks i temized in the Step 1 .2 ,  Development, w i th in  

the Stage 1 .0 ,  Planning,  were viewed by the panel o f  experts  as reported  

in Table 3-

Five  out o f  11 tasks ,  i . e .  tasks 1 .2 .1  through 1 .2 .3  and 1 .2 .6  

through 1 . 2 . 7 ,  were perce ived as both a p p ro p r ia te  and necessary by the  

exper ts ,  as ind icated  by the 100% in both "yes" columns f o r  each. Tasks 

1 .2 . 4 ,  1 . 2 . 5  and 1 .2 . 8  through 1 .2 .11  received 100% support as a ppropr i 

a te  from 11 o f  12 panel members. Tasks 1 . 2 . 4 ,  1 .2 .8  through 1 .2 .9  and

1.2 .11 a lso  rece ived 92% support as necessary from 11 o f  12 panel mem

bers.  Two tasks,  1 . 2 . 5  and 1 .2 .1 0 ,  f o r  the step rece ived only 83% sup

por t .  However, even on those tasks ,  the percentage o f  support received  

exceeded the simple m a jo r i t y  required by the decis ion r u le .

This p a r t i c u l a r  se t  o f  tasks generated four  comments from the 

panel members. Genera l ly ,  the comments provided support o f  the logica l  

and sequentia l  nature  o f  the  tasks proposed. One comment focused spec i 

f i c a l l y  on tasks 1 . 2 . 4  through 1 .2 . 5 .  A member o f  the panel commented 

tha t  i f  the in s t ru c to rs  were t r a i n e d ,  competent and expert  in the sub

j e c t  area ,  the planning team should t r u s t  these a c t i v i t i e s  to the care  

of the in s t r u c t o r s .  Another member commented th a t  tasks 1 .2 . 8  through

1.2 .11 were a p p ro p r ia te  and necessary f o r  ob ta in in g  successful  planning  

fo r  development o f  a p r o j e c t ;  however, f o r  an experienced planning team, 

these tasks were normally  subsumed under others  and were given very l i t 

t l e  a t t e n t i o n .  F i n a l l y ,  another panel member in d ica ted  th a t  task 1.2 .11  

was ina ppropr ia te  and unnecessary; however, i f  th is  a c t i v i t y  was meant 

fo r  s t a r t i n g  a p r o je c t  in a new s e t t i n g ,  i t  would be a ppropr ia te  and
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The Percentage o f  Responses to  Step 1 .2  Development
W ith in  Stage 1.0 Planning

78

Step 1.2 Development "Appropr ia te  

%Yes %No
'•Necessary 

%Yes %No

1.2 .1 Id e n t i f y  any discrepancy between 
what e x is ts  and what is desired . 100 0 100 0

1 .1 .2 Id e n t i f y  program o b je c t iv e s  and 
goals from the p r i o r i t i z e d  needs. 100 0 100 0

1 .2 .3 Id e n t i f y  s p e c i f i c  outcomes to  be 
ach i eved. 100 0 100 0

1 .2 .4 I d e n t i f y  in s t r u c t io n a l  content. 92 8 92 8

1 .2 .5 Id e n t i f y  in s t r u c t io n a l  a c t i v i t i e s . 92 8 83 17

1 .2 .6 I d e n t i f y  m a te r ia ls  and other  
support ing aids (money and space) 
fo r  i n s t r u c t io n . 100 0 100 0

1 .2 .7 I d e n t i f y  p o te n t ia l  resource  
personnel . 100 0 100 0

1 .2 .8 Prepare m a te r ia ls  f o r  a meeting  
w ith  members o f  the planning  
team(s) and resource personnel. 92 8 92 8

1 .2 .9 Obtain opinions and suggestions  
from members who attended the  
meeti ng. 92 8 92 8

1 .2 .1 0 Reassemble the members involved  
to f u r t h e r  r e f in e  the a c t i v i t y  
i s t s . 92 8 83 17

1.2.11 Prepare program development r e 
q u i s i t i o n  procedure form. 92 8 92 8

'•Number o f  respondents = 12 f o r  a l l  11 i tems.
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necessary.

Step 1.3

The tasks fo r  the step o f  Operation (1 .3 )  w i t h in  the Planning  

Stage ( 1 .0 )  were judged by the panel members and t h e i r  responses are  

e xh ib i ted  in Table 4.

The twelve member panel of  experts  demonstrated t h e i r  undivided  

support f o r  the appropr iateness of  a l l  tasks f o r  Step 1.3 as evidenced  

by the data in Table 4.

Eleven of 12 members perceived seven of the 13 tasks as appro

p r i a t e  but not necessary.  Ten members perceived task 1 .3 .9  as neces

sary.  There were only a few comments regarding tasks in th is  step.  

G en era l ly ,  the m a jo r i ty  commented tha t  the format ,  the o r g a n iz a t io n  and 

the sequence of the a c t i v i t i e s  were e x c e l l e n t .  Other comments ra ised  

concern about the time f a c t o r  i f  a c t i v i t i e s  1 .3 . 2 ,  1 . 3 . 4 ,  1 . 3 . 5 ,  1 .3 .8  

through 1 .3 .11  and 1 .3 .1 3  were considered necessary.  However, in an 

ideal  s i t u a t i o n  a l l  agreed th a t  even those tasks become necessary.

Step 1.4

The judgment o f  the panel o f  experts  f o r  the tasks in the Evalua

t io n  Step (1 .2 )  w i t h in  the  Planning Stage (1 .0 )  is r e f l e c t e d  in Table 5.

The v iewpoint o f  the panel was very p o s i t i v e  on th is  set  o f  tasks

as a whole.  The panel expressed unanimous support o f  tasks 1 . 4 . 3 ,  1 . 4 . 4 ,

1 . 4 . 6  and 1 .2 .11  through 1 .4 .1 3  as both a p propr ia te  and necessary.

Tasks 1 .4 . 1 ,  1 . 4 . 5 ,  1 . 4 . 7 ,  1 . 4 . 8  and 1 .4 .1 0  were considered appro

p r i a t e  by only  11 o f  the 12 p a n e l i s t s .  Task 1 .4 .1  was considered
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Table 4

Percentage o f  Responses to Step 1.3 Operation
W ith in  Stage 1.0 Planning
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Step 1 .3  Operation ' 'Appropriate  

%Yes %No

'Necessary 

%Yes %No
1 .3 .1 Gather in formation regarding the 

c h a r a c t e r is t i c s  and the competen
c ies  o f  the p a r t i c i p a n t s  to  be served. 100 0 100 0

1 .3 .2 Determine s p e c i f i c  competencies the par 
t i c i p a n t s  w i l l  be expected to possess. 100 0 92 8

1 .3 .3 Arrange and group p a r t i c i p a n t s '  per
formance o b je c t iv e s  to develop in s t r u c 
t io n a l  packages. 100 0 100 0

1 .3 .4 Determine the in s t r u c t io n a l  methodology 
best su i ted  f o r  ach iev ing  the program 
ob je c t  i ves . 100 0 92 8

1 .3 . 5 Determine i n s t r u c t io n a l  equipment and 
m a te r ia ls  best s u i te d  to the in s t r u c 
t io n a l  methodology to  be used. 100 0 92 8

1 .3 .6 I d e n t i f y  competencies needed by the  
in s t r u c t io n a l  s t a f f . 100 0 100 0

1 .3 .7 Determine the number o f  s t a f f  
persons needed. 100 0 100 0

1 .3 .8 Develop a procedure fo r  a na lys is  of  
p o te n t i a l  p a r t i c i p a n t s '  e n t ry  le v e ls . 100 0 92 8

1 .3 .9 Develop a schedule o f  a c t i v i t i e s  tha t  
must be completed before  t r a in in g  
s t a r t s . 100 0 83 17

1 .3 .1 0 Develop a procedure fo r  opera t iona l  
budget development. 100 0 92 8

1.3 .11 Prepare s p e c i f i c a t io n s  fo r  purchasing 
and i n s t a l l i n g  new equipment. 100 0 92 8

1 .3 .1 2 I d e n t i f y  p o te n t i a l  personnel fo r  
i n s t r u c t io n a l  p o s i t io n s . 100 0 100 0

1 .3 .1 3 Prepare a s t a f f  plan fo r  requesting  
a n c i 1la ry  serv ices . 100 0 92 8

*Number o f  respondents = 12 fo r  a l l  13 items.
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The Percentage o f  Responses to  Step 1 .4  Evaluation
W ith in  Stage 1.0 Planning
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Step 1.4  Evaluation • 'Appropriate ^Necessary

%Yes %No %Yes %No
1.4 .1 Estab l ish  a committee to review  

l i t e r a t u r e  r e la t e d  to eva lu a t io n  
o f  in s e rv ic e . 92 8 83 17

1 .4 .2 Determine the r a t i o n a l e  fo r  eva lua
t io n . 100 0 92 8

1 .4 .3 Determine ty pe (s )  o f  e va lu a t io n  that  
should be conducted f o r  each a c t i v i t y . 100 0 100 0

1 .4 .4 Pian f o r  execut ing each eva lua t ion  
ac t i  vi t y . 100 0 100 0

1 .4 .5 Organize f o r  p a r t i c i p a n t s '  eva lua
t io n  of  course(s)  and i n s t r u c t io n . 92 8 100 0

1 .4 .6 Organize e v a lu a t io n  o f  f a c u l t y  
members. 100 0 100 0

1 .4 .7 Organize f a c i l i t y  e v a lu a t io n  pro
cedure. 92 8 92 8

1 .4 .8 Organize e v a lu a t io n  of  support ing  
a ids . 92 8 92 8

1 .4 .9 Organize e v a lu a t io n  of  the planning,  
implementing and e v a lu a t in g  processes. 100 0 92 8

1 .4 .1 0 Develop a plan to  u t i l i z e  the  
specia l  committee in e v a lu a t io n . 92 8 92 8

1.4.11 Determine data th a t  need to be 
gathered from each a c t i v i t y . 100 0 100 0

1 .4 .12 Determine records and reports  tha t  
need to be main ta ined by the eva lua
t io n  committee. 100 0 100 0

1 .4 .1 3  Prepare a schedule f o r  executing  
various e v a lu a t io n  a c t i v i t i e s . 100 0 100 0

^Number o f  respondents = 12 f o r  a l l  13 i tems.
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unnecessary by two members and tasks 1 .4 .2  and 1 .4 . 7  through 1 .4 .1 0  

were each so considered by one panel member.

Few comments were expressed by the panel ,  al though the e n t i r e  

set o f  tasks was h igh ly  supported. Tasks which received negat ive  respon

ses as e i t h e r  appropr ia te  or necessary were,  In actual  f a c t ,  not consi 

dered ab so lu te ly  Inappropr ia te  or unnecessary.  Given a s i t u a t i o n  where 

Ins e rv lce  Is a common p r a c t ic e ,  e va lu a t io n  tasks numbers 1 .4 . 1 ,  1 . 4 . 5 ,

1 . 4 . 7  through 1 .4 . 8  and 1 .4 .1 0  would be a p p ro p r ia te .  However, I f  tasks 

1 .4 . 1 ,  1 . 4 . 3 ,  1 .4 .7  through 1 .4 .10  were made necessary, they would be 

perceived e i t h e r  as chores or as a d is se rv ic e  to the In s e rv lc e  program 

In the views o f  those who gave "no" responses.

One member suggested that tasks 1 .4 . 7  and 1 . 4 . 8  be combined and 

l i s t e d  as one task having two goals.  This member a lso  suggested tha t  

tasks 1 .4 .11  and 1 .4 .1 2  be combined and presented as one task eva lua t ing  

th ree  areas.  An example given was "determine the fo l lo w in g :  (a) data

th a t  need to  be gathered from each a c t i v i t y ,  (b) records and reports  

th a t  need to be mainta ined by the e v a lu a t io n  committee,  and (c) a 

schedule fo r  executing various eva lu a t io n  a c t i v i t i e s . "

Task 1 .4 .1  was regarded as Inappropr ia te  and unnecessary In 

American s i t u a t io n s  due to:  (a) the l i t e r a t u r e  In the area o f  eva lu a t io n  

Is p l e n t i f u l  and having to  go through I t  Is very t ime consuming, and 

(b) I t  has always been d i f f i c u l t  to  get personnel to  do t h is  chore,  

e x p e c la l l y  In a s i t u a t i o n  where academic freedom Is p ra c t ic e d .

Step 2.1

The judgments o f  the  panel o f  experts  f o r  tasks proposed fo r
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Step 2 .1 ,  A na lys is ,  w i th  the Stage 2 .0 ,  implementation,  are  displayed  

In Table 6.

Evidence is provided in Table 6 as to support fo r  tasks proposed 

f o r  th is  step by a l l  members o f  the panel .  With the exception  o f  task  

2.1 .5»  the tasks received 100% agreement as being both a p p ro p r ia te  and 

necessary.

Comments received f o r  t h is  area were very p o s i t i v e .  The layout of  

the tasks and the s i m p l i c i t y  o f  the terminology used were w e l l  appre

c ia te d .  Task 2 . 1 . 5  was c r i t i c i z e d  as a task w i th  or w ithout  which the  

ins erv ice  p ro je c t  can be m a t e r i a l i z e d .  Furthermore,  panel members pointed  

out th a t  when scouting around fo r  personnel fo r  var ious jo b s ,  the p lan

ning team members normally would locate  capable and competent personnel.  

Thus there  would be no necessity  fo r  a job  d e s c r ip t io n  to be prepared 

fo r  each ind iv idua l  involved.  One should t r u s t  the c a p a b i l i t i e s  and

the competencies o f  the personnel.

Step 2 .2

The perceptions o f  panel members f o r  tasks proposed in Step 2 .2 ,  

Development, w i t h i n  Stage 2 .0 ,  implementation,  are e x h ib i t e d  in Table 1.

A l l  tasks proposed f o r  th is  step were perceived as a p p ro p r ia te  by 

a l l  12 panel members. T h e i r  acknowledgement o f  the necess i ty  o f  the

tasks was ind ica ted  by the 100% "yes" responses f o r  a l l  th re e  tasks—

2 . 2 . 4  through 2 . 2 . 6 — which received "yes" percentages o f  92,  83 and 92 

re s p e c t iv e ly .  Genera l ly  the comments a t te s te d  th a t  tasks could be worded 

in a number o f  d i f f e r e n t  ways. As an example, a c t i v i t y  2 . 2 . 4  could s t a r t  

w ith  "adopt l o c a l l y  developed m ate r ia ls  f o r  t r a i n i n g  or  purchase.  . . . "
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Table 6

The Percentage o f  Responses to Step 2.1 Analysis
With in  Stage 2 .0  Implementation

84

Step 2 1 Analysis ^Appropriate ''Necessary

%Yes %No %Yes %No

2 .1 .1 Decide on a management plan which 
i d e n t i f i e s  the a c t i v i t i e s  to be 
completed in a p a r t i c u l a r  program. 100 0 100 0

2 . 1 . 2 Decide on a management plan which 
i d e n t i f i e s  a c t i v i t i e s  to be com
ple ted  by p a r t i c u l a r  personnel 100 0 100 0

2 . 1 . 3 Decide on a management plan which 
i d e n t i f i e s  the ta r g e t  dates fo r  
completion o f  each a c t i v i t y . 100 0 100 0

2 . 1 . 4 Decide on the est imated expenditure  
f o r  program, personnel,  f a c i l i t i e s ,  
equipment, and t r a v e l . 100 0 100 0

2 . 1 . 5 Prepare a job  d e s c r ip t io n  fo r  each 
in d iv id u a l  involved. 92 8 83 17

2 . 1 . 6 Assign tasks and r e s p o n s i b i l i t i e s  
to  each in d iv id u a l  i d e n t i f i e d  and 
agreed upon. 100 0 100 0

2 . 1 . 7 Develop a survey o f  programs of  
i n t e r e s t . 100 0 100 0

2 . 1 . 8 Develop t r a i n i n g  and program 
o b je c t iv e s . 100 0 100 0

2 . 1 . 9 Decide on communication process. 100 0 100 0

*Number o f  respondents = 12 f o r  a l l  9 items.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Table  7

The Percentage o f  Responses to Step 2 .2  Development
With Stage 2 .0  Implementation

85

Step 2 .2 Development ’'Appropr ia te  

%Yes %No

'Necessary 

%Yes %No
2 .2 .1 Obtain adequate f i n a n c ia l  

support. 100 0 100 0

2 . 2 . 2 Approve in d iv id u a ls  fo r  s t a f f  
p o s i t ions . 100 0 100 0

2 . 2 . 3 Approve the schedule of  c lasses,  
programs, i n s t r u c t i o n ,  personnel,  
f a c i l i t i e s ,  equipment and ta r g e t  
dates fo r  complet ing a l l  a c t i v i t i e s  
i dent i f i e d . 100 0 100 0

2 . 2 . 4 Decide whether to l o c a l l y  develop 
the m a te r ia ls  f o r  t r a i n i n g  or to  
purchase commercial ly prepared  
m a te r ia ls . 100 0 92 8

2 . 2 . 5 Assign in d iv id u a ls  knowledgeable 
in the program area  to l o c a l l y  
develop prepared m a t e r i a l s . 100 0 83 17

2 . 2 . 6 Assign in d iv id u a ls  to purchase 
commercial ly prepared m a t e r ia ls 100 0 92 8

2 . 2 . 7 Approve s p e c i f i c a t io n s  f o r  pur
chasing o f  supp l ies ,  t r a i n i n g  
m a te r ia ls ,  and serv ices  needed 
f o r  program o p e ra t io n . 100 0 100 0

2 . 2 . 8 Prepare a plan fo r  c a ta log ing  and 
c o n t r o l l in g  the d i s t r i b u t i o n  and 
use of m a te r ia ls  by s t a f f  and par
t i e l  pants. 100 0 100 0

*Number o f  respondents = 12 f o r  a l l  e ig h t  items.
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Step 2 .3

The proposed tasks f o r  the Operation Step ( 2 . 3 )  w i t h in  the Imple

mentation Stage (2 .0 )  were reviewed by the panel and the re s u l ts  are  

demonstrated in Table 8.

The v a l i d a t i n g  exper ts  were t o t a l l y  in agreement w i th  a l l  the 

tasks proposed as being a p p ro p r ia t e ,  w i th  a ra t in g  o f  100% fo r  each.

In the "necessary" column, the tasks proposed were a lso  h igh ly  supported.  

The two comments received included one support ive  o f  the e x c e l le n t  f o r 

mat, o rg a n iza t io n  and sequence. The o th e r  comment was tha t  the word 

"check" in a c t i v i t y  2 . 3 . 5  should be " recheck."

Step 2 .4

Analysis of  the Eva lua t ion  Step (2 .4 )  w i t h in  the Implementation  

Stage (2 .0 )  is provided in Table 9-

Each of the tasks proposed was viewed as both a ppropr ia te  and 

necessary by a t  le a s t  e leven o f  the twelve  panel members. Task 2 . 4 . 2  

was not judged as a p p ro p r ia t e  by one panel member, who suggested tha t  

the task be broken in to  two: i . e .  (a) approve the r a t io n a le  fo r  eva lua 

t in g  the p a r t i c i p a n t s '  achievement,  and (b) approve the r a t i o n a l e  fo r  

eva lu a t in g  program resources.

One panel member suggested th a t  tasks 2 . 4 . 3  through 2 . 4 . 6  be 

grouped together as one ta sk  w i th  fo ur  s u b -d iv is ions  o f  a, b, c, and d. 

Another panel member suggested tha t  task 2 . 4 . 6  should not be included 

because i t  is not necessary,  but inc lus ion  o f  the task  does not upset 

the Implementation Stage.  G en era l ly ,  the comments rece ived provided
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Table 8

The Percentage of  Responses to Step 2 .3  Operation
With in  Stage 2 .0  Implementation

87

Step 2. 3 Operation ^Appropr ia te  

%Yes %No

"Necessary 

%Yes %No

2 .3 .1 Review and decide on complete 
learn ing  o b je c t iv e s . 100 0 100 0

2 . 3 . 2 Review and decide on performance 
standards. 100 0 100 0

2 . 3 . 3 Hand out job  descr ip t io n s  d e f in 
ing roles and tasks o f  each 
ind iv idua l  involved. 100 0 92 8

2 . 3 . 4 Determine the a v a i l a b i l i t y  o f  
t r a i n i n g  m a te r ia ls  and o ther  sup
port ing  aids requ ire d . 100 0 92 8

2 . 3 . 5 Check and approve the a p p ro p r ia t e 
ness of  t r a i n i n g  m a te r ia ls  against  
the o b je c t iv e s  agreed upon and 
p a r t i c i p a n t s '  e n t ry  le v e ls . 100 0 92 8

2 . 3 . 6 D i s t r i b u t e  l i s t  o f  descr ip t ions  
of m a t e r i a ls ,  f a c i l i t i e s  and 
equipment required to those con
cerned. 100 0 100 0

2 . 3 . 7 Monitor and provide  procedure  
fo r  c o r r e c t i v e  feedback. 100 0 92 8

*Number o f  respondents = 12 f o r  a l l  seven i tems.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Table  9

The Percentage o f  Responses to Step 2 .4  Evaluation
With in  Stage 2 .0  Implementation

88

Step 2 .4  Evaluation ’■'Appropriate 'Necessary

%Yes %No %Yes %No
2 .4 .1 Approve the r a t i o n a l e  f o r  eva lua

t in g  t r a i n i n g  o b je c t iv e s ,  programs 
and contents . 100 0 100 0

2 . 4 . 2 Approve the r a t i o n a l e  fo r  
eva lu a t in g  the p a r t i c i p a n t s '  
achievement and program 
resources. 92 8 100 0

2 . 4 . 3 Approve the e v a lu a t i v e  method 
to be used fo r  each a c t i v i t y . 100 0 92 8

2 . 4 . 4 Approve areas to be eva luated;  
such as achievable  goals ,  s p e c i f i c  
behavior,  e tc . 100 0 92 8

2 . 4 . 5 Approve instruments or procedures 
fo r  c o l l e c t i n g  e va lu a t io n  data. 100 0 92 8

2 . 4 . 6 Approve personnel to  supervise  
and appraise  e va lu a t io n  data which 
w i l l  be gathered. 92 8 92 8

^Number o f  respondents = 12 fo r  a l l  s i x  items.
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a d d i t io n a l  ins ights  in to  m o d i f ic a t io n  in the grouping o f  the a c t i v i t i e s ,  

but did not in any way d e t ra c t  from the in te n t  o f  the p a r t i c u l a r  step  

and stage.

Step 3.1

Table 10 represents the responses of the members o f  the panel o f  

experts  to the tasks proposed fo r  Ana lys is ,  Step 3 .1 ,  w i t h i n  the Evalua

t i o n ,  Stage 3 .0 .

This was another s e t  o f  tasks proposed which rece ived complete 

acknowledgement as a p propr ia te  from a l l  panel members. The r e s u l t s ,  as 

depicted in Table 10, show the "yes" responses f o r  each task f a r  exceed 

the simple m a jo r i ty  decis ion ru le .  The only comment provided focused on 

task 3 .1 . 3 ;  the suggestion was th a t  i t  be broken in to  f i v e  tasks,  one f o r  

each mentioned area  o f  e v a lu a t io n .

Step 3 .2

Table 11 d isplays the responses o f  the panel members fo r  the  

a c t i v i t i e s  proposed in Step 3 .2 ,  Ana lys is ,  w i t h in  Stage 3 .0 ,  Eva luat ion .

Tasks 3 .2 .1  and 3 - 2 . 5  were given a "yes" r a t in g  o f  100% as both 

a p p ropr ia te  and necessary,  w h i le  tasks 3 .2 . 2  and 3 - 2 .4  were given a 

r a t in g  o f  92% on both.  The two tasks which scored 92% each were per 

ceived by one panel member as too ideal  fo r  a p r o je c t ,  and thus he did  

not support them as e i t h e r  a p p ropr ia te  or necessary f o r  p r a c t ic a l  

reasons.
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Table 10

The Percentage o f  Responses to Step 3.1 Analys is
With in  Stage 3 .0  Eva luation

90

Step 3.
*

1 Analys is Appropr ia te  

%Yes %No

'Necessary 

%Yes %No

3 .1 .1 Review and analyze  e va lu a t io n  
requirements,  plans,  g u id e l in e s ,  
formats,  an o rg a n iz a t io n a l  decis ion  
and p o l icy . 100 0 100 0

3 .1 .2 Review and analyze  o rg a n iz a t io n a l  
requ1rements. 100 0 100 0

3 .1 . 3 Review and analyze  the es tab l ished  
gu ide l ines  f o r  e v a lu a t in g  each pro
gram, I t s  personnel,  m a t e r ia ls ,  
equipment, f a c i l i t i e s ,  e tc . 100 0 92 8

3 . 1 . 4 Gather and analyze the evidences  
o f  a c t i v i t y  and process In terms 
o f  the t o t a l  t r a i n i n g  achievement. 100 0 100 0

3 . 1 . 5 Review and analyze the e va lu a t io n  
procedures In order to f in d  strengths  
and weaknesses o f  the t r a i n i n g . 100 0 100 0

-'Number o f  respondents = 12 fo r  a l l  f i v e  Items.
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Table 11

The Percentage o f  Responses to Step 3 .2  Ana lysis
W ith in  Stage 3 .0  Evaluation

Step 3 .2 Development ^Appropriate  

%Yes %No

^Necessary 

%Yes %No

3 .2 .1 Approve e v a lu a t io n  requirements,  
plans,  g u id e l in e s ,  formats. 100 0 100 0

3 . 2 . 2 Approve o rg a n iz a t io n a l  r e q u i re 
ments and records. 92 8 92 8

3 .3 . 3 Approve the e s ta b l is h e d  gu ide l ines  
fo r  e va lu a t in g  programs, personnel,  
m a t e r ia ls ,  equipment, f a c i l i t i e s ,  
e tc . 100 0 100 0

3 . 3 . 4 Approve procedures to f in d  strengths  
and weaknesses of  the  t r a in in g . 92 8 92 8

•'Number o f  respondents = 12 fo r  a l l  fo ur  items .
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Step 3 .3

The judgments o f  the panel members regarding the a c t i v i t i e s  pro

posed fo r  Step 3 . 3 , Opera t ion ,  w i t h in  Stage 3 . 0 ,  E va lu a t io n ,  are d i s 

closed in Table 12.

The re su l ts  ind ica te  th a t  "yes" responses f o r  each task in th is  

step f a r  exceeded a simple m a jo r i t y .  One panel member expressed the  

opin ion th a t  a l l  tasks proposed were a p propr ia te  and necessary,  w h i l e ,  

based on normal p r a c t ic e  in which he p e rsona l ly  was involved,  tasks 

3 . 3 . 1b and 3 . 3 . Id were never c a r r i e d  out.  Thus, he could not give his  

best judgment as to whether they are  necessary or  not .  Another member 

suggested th a t  the word a t t i t u d e  fo r  a c t i v i t y  3 .3 .1 b  be changed to 

behavior because behavior is measurable and a t t i t u d e  is not.

Step 3 .4

The perceptions o f  the panel regarding the tasks proposed fo r  

Step 3 . 4 , E va lua t ion ,  w i t h i n  Stage 3 .0 ,  E v a lu a t io n ,  are displayed in 

Table I 3 .

Eleven o f  the twelve members o f  the panel o f  experts'  endorsed one 

o f  the tasks proposed as a p p r o p r ia t e ,  w h i le  a l l  12 so endorsed the 

oth e r  seven a c t i v i t i e s .  A l l  the experts  acknowledged the necessi ty  o f  

three  o f  the tasks proposed, 11 endorsed four  o f  the o th e rs ,  w h i le  only  

10 approved task 3 .4 .6 b .

A number o f  comments addressed tasks in t h is  p a r t i c u l a r  sec t ion .  

One member proposed th a t  somewhere there  should be an a c t i v i t y  fo r  

e va lu a t in g  the v a l i d i t y  o f  the e v a lu a t io n  process as a whole.  However,
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Table 12

The Percentage o f  Responses to  Step 3-3  Operation
W ith in  Stage 3 .0  Evaluation

93

Step 3 .3  Operation -A p p ro p r ia te
%Yes %No

*Necessary  

%Yes %No

3 .3 .1 Synthesize the var ious eva lu a t io n  
data gathered during Stage 2,
Step 4 to determine:

a. appropr iateness of  t r a i n i n g .  100 0 100 0

b. a t t i t u d e  change. 100 0 92 8

c. achievement o f  s ta ted
o b je c t iv e s .  100 0 100 0

d. teaching a b i l i t i e s  o f
in s t ru c to rs .  100 0 92 8

e. p a r t i c i p a n t s '  achievement. 100 0 100 0

f . relevancy of f a c i l i t i e s ,  equip
ment, support ing services and 
cost b e n e f i t  r a t i o .  100 0 100 0

*Number of respondents = 12 f o r  a l l  s ix  items.
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Table 13

The Percentage of  Responses to Step 3 .4  Eva luat ion
With in  Stage 3 .0  Evaluation

94

Step 3 .4  Evaluation ^Appropriate  

%Yes %No
3 .4 .1  Evaluate  procedures used by p a r t i 

c ipants  f o r  e va lu a t in g  course(s)
and in s t r u c t io n .  92 8

3 . 4 . 2  Eva luate  procedures used by in s t ru c 
tors f o r  eva lu a t in g  the p a r t i c i p a n t s '  
performances and achievements.  100 0

3 . 4 .3  Eva luate  procedures used fo r  eva lua
t ing  program goals and o b je c t iv e s .  100 0

3 . 4 .4  Evaluate  procedures used f o r  eva lua
t in g  f a c i l i t i e s ,  equipment and sup
port ing  serv ices .  100 0

3 . 4 .5  Evaluate procedures used fo r  eva lu 
a t ing  each course 's  goals ,  ob jec t ive s
and achievements.  100 0

3 . 4 .6  Reassemble a l l  personnel involved in 
planning,  implementation and eva lua
t io n  processes:

a. to assess the s trengths and weak
nesses of  planning,  implementation  
and e v a lu a t io n  processes, and
a c t i v i t i e s .  100 0

b. to  bra instorm f o r  ideas,  sugges
t ions  and recommendations. 100 0

3 . 4 .7  Based on the e va lu a t io n  data a n a ly s is ,  
the report  on s trengths and weaknesses 
of  the program, and the outcome o f  the  
bra instorming session,  make a plan f o r  
e i t h e r  re ta in in g  the  program or  recom
mending necessary changes or m od i f ic a 
t ions f o r  meeting the rest  o f  the needs 
i d e n t i f i e d  and for  fu tu re  inserv ice
needs. 100 0

*Number o f  respondents = 12 fo r  a l l  seven items.

* Necessary 

%Yes %No

92 8

100 0 

100 0

92 8

92 8

92 8

83 17

100
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when i t  was exp la ined  to her th a t  tasks 3 .4 .1  through 3 .2 .6 a  were 

proposed fo r  eva lu a t in g  the process step by step,  she then voided her  

suggestion.

A question was a lso ra ised on tasks 3 .4 . 6 a  and b as to whether  

i t  was possible  to reassemble a l l  personnel involved,  even though the  

task was a p p ro p r ia te  and necessary.  G en era l ly ,  a l l  members endorsed 

a l l  tasks proposed as both a p propr ia te  and necessary.

No r e v a l id a t io n  was necessary,  as no panel member proposed a 

s in g le  a d d i t io n a l  task.

Summary

Chapter V has presented a p r o f i l e  o f  the panel o f  expe r ts ,  w i th  

t h e i r  suggestions and discussion o f  the f in d in g s  regarding t h e i r  op in 

ions. Chapter V I ,  which fo l lo w s ,  w i l l  prov ide a summary of  the f ind ings  

and some conclusions o f  the study,  along w i th  some recommendations fo r  

adopting and/or  implementing the model in a d i f f e r e n t  s i t u a t i o n .
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CHAPTER VI

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS 

In t roduct ion

This  chapter  w i l l  provide the reader w i th  a review and summary o f  

the purposes and design o f  the study,  present conclusions based upon 

the f in d in g s  and make recommendations f o r  adopting and/or implementing 

the model and i t s  task d e s c r ip t io n s .  The chapter concludes w i th  a d i s 

cussion o f  some issues p e r t in e n t  to  implementing the model.

Summary o f  the Study

The major purposes o f  t h is  study were two: f i r s t l y ,  to develop a

model f o r  in s e rv ice  pro fess iona l  development o f  educational  a dm in is t ra 

t o r s ,  and secondly,  to e s t a b l i s h  a set  of  task descr ip t io n s  fo r  opera

t i o n a l i z i n g  the model.

Through review o f  the l i t e r a t u r e  o f  professional  development in the  

United S ta te s ,  the works o f  prominent authors and p r a c t i t io n e r s  in the  

f i e l d  o f  in s e rv ic e  education and development were observed. T h e i r  work 

became the t h e o r e t i c a l  base f o r  the development and v a l i d a t i o n  o f  the 

model.

The task d e s c r ip t io n s  e s tab l ished  fo r  o p e r a t io n a l i z in g  and ach ie 

ving the goal o f  the model were v a l id a te d  in the United S ta tes .  A panel 

o f  ex p e r ts — each o f  whom was d i r e c t l y  involved,  conversant,  e xper t ,  

experienced and knowledgeable in in s erv ice  fo r  professional  development--  

were the v a l i d a t o r s .
96
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Conclusions  

Findings from the L i t e r a t u r e

The fo l lo w in g  f in d in g s  resu l ted  from the l i t e r a t u r e  in v a l i d a t i n g  

the model. An in s erv ice  program must be planned and each par t  o f  the 

planning should comprise decis ion  making, management process,  feedback  

eva lua t ion  and re c y c l in g .  The planning stage must spel l  out in d e t a i l  

the a c t i v i t i e s  in terms o f  o v e r a l l  s t r a te g ie s  and the e x p l i c i t  sequen

ces o f  ac t ion  steps th a t  make up the s t r a t e g ie s .

When the plan has been f i n a l i z e d ,  the next stage should be imple

mentat ion.  Implementation is a complex ser ies  o f  t ransac t ions  tha t  

includes o p e r a t io n a l i z i n g  a l l  the steps,  phases and processes developed 

in the planning stage.

The f i n a l  stage o f  an in serv ice  program is e v a lu a t io n .  Evaluation  

here should focus on assessing the soundness o f  the p lan,  the e f f e c t i v e 

ness of  the implementation,  and the e f fe c t iv e n e s s  of  the t o t a l  program. 

The information obtained from the ev a lu a t io n  should serve as feedback 

fo r  decid ing whether the p ro je c t  is to be re ta in e d ,  modi f ied or  dropped.

Steps th a t  are  c r u c ia l  to an in s e rv ic e  p r o je c t  comprise the fo l lo w 

ing common components: (a) A n a lys is— which serves as a c r i t i c a l  t o o l ,

and as an e f f e c t i v e  s t ra te g y  f o r  i d e n t i f y in g  t r a i n i n g  needs and program 

o b je c t iv e s ,  and gives d i r e c t i o n  to program i d e n t i f i c a t i o n  and develop

ment; (b) Development— which focuses on how the t r a i n i n g  program is to  

be developed, insur ing the  a v a i l a b i l i t y  o f  personnel,  m a te r ia ls  and 

money; (c) Opera tion— which comes a f t e r  ana lys is  and development,  is 

c ru c ia l  because o f  i t s  fu n c t io n  in making possib le  a smooth f low of
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a c t i v i t i e s  and accomplishment o f  goals;  and, (d) E va lu a t io n — which is 

the f i n a l  s tep ,  should be done on a continuous basis and is e ss en t ia l  

f o r  measuring the success o f  the program a t  i t s  conclusion.

Conclusion 1

Since the development o f  these stages and steps o f  the model were 

in congruence w i th  the theory and phi losophy o f  in s erv ice  models and 

pro je c ts  professed in the l i t e r a t u r e ,  i t  was concluded th a t  the model 

was t h e o r e t i c a l l y  and p h i lo s o p h ic a l ly  v a l i d .

Findings from the F ie ld  V a l id a t io n

The fo l lo w in g  f in d in g s  resu l ted  from the f i e l d  v a l i d a t i o n  o f  the  

task d esc r ip t io n s  by a panel o f  exper ts .

Each o f  the 98 task descr ip t ions  proposed as a p propr ia te  and 

necessary fo r  o p e r a t io n a l i z i n g  and ach ieving the goal o f  the model 

received overwhelming support from the v a l i d a t o r s .  In a l l  steps w i th in  

the three  stage model, "yes" responses to  each task d e s c r ip t io n  exceeded 

a simple m a jo r i t y ,  the decis ion  ru le  used as to  whether to r e je c t  or  to  

r e t a in  each task  d e s c r ip t io n .

Each v a l i d a t o r  expressed an opin ion th a t  a l l  the task d e scr ip t io n s  

e s tab l ished  as a p p ro p r ia te  and necessary were indeed required f o r  opera

t i o n a l i z i n g  the p ro je c t  model.

The task d e s c r ip t io n s  proposed were judged to  be w el l  organized  

in sequence and groupings.  They were viewed as systematic ,  comprehen

s iv e ,  accommodating, i n s t r u c t i o n a l ,  impressive,  and meaningful  fo r  

o p e r a t io n a l i z i n g  any in s e rv ic e  systems model.
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Conclusion 2

The in formation rece ived from the formal v a l i d a t i n g  process de

monstrated the e s tab l ished  task de scr ip t ions  as a set  o f  v a l i d  a c t i v i 

t i e s  f o r  re fe rence  by human resource development p r a c t i t i o n e r s .

Conclusion 3

Since the model is a v a l i d  model based on the support o f  the  

l i t e r a t u r e  and since the task  d e s cr ip t ions  are  both a p p ro p r ia te  and 

necessary,  based on the judgment o f  a i l  members o f  the panel o f  

e xp e r ts ,  th e r e f o r e ,  the model and i t s  task d e sc r ip t io n s  a re  v a l i d  and 

toge ther  can serve as a useful  approach to and as a tool  f o r  estab

l i s h in g  an in s erv ice  program.

Recommendations

The fo l lo w in g  recommendations were based on the present in v e s t ig a 

t o r ' s  perceptions; however, the decis ion o f  whether to  act  upon these  

recommendations is p r i m a r i l y  th a t  o f  those in a u t h o r i t y  a t  the M in is t r y  

o f  Education,  Malaysia .

1. I t  is recommended th a t  th is  model and i t s  task d e sc r ip t io n s  be 

adopted in Malays ia .  Testimony to the v a l i d i t y  o f  the model and i t s  

task  d e s c r ip t io n s '  acceptance in d ica te  the model 's s t re n g th .  Some of  

the p r in c ip le s  th a t  j u s t i f y  the model and i t s  task d e s c r ip t io n s ,  as 

suggested by the l i t e r a t u r e ,  include: (a) any in s e rv ic e  p r o je c t

should be based on i d e n t i f i e d  needs o f  the p a r t i c i p a n t s  and the i n s t i 

t u t i o n ;  (b) the p ro je c t  should have c le a r  and a t t a i n a b l e  goa ls;  (c) the 

p r o je c t  should have personnel,  f i s c a l  and m ate r ia l  support adequate to
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achieve the defined goals;  (d) the p ro je c t  should e ve n tu a l ly  have both 

i n s t r u c t io n a l  development and i n s t i t u t i o n a l  development dimensions;

(e) the p ro je c t  should have support from i n s t i t u t i o n a l  and in te rna l  

l eadersh ip ;  ( f )  the p r o je c t  should c rea te  a sense o f  i n s t i t u t i o n a l  own

e rsh ip ;  (g) the p ro je c t  should have a b u i l t  in a c c o u n t a b i l i t y  mechanism 

both to the i n s t i t u t i o n  and involved personnel; (h) the p ro je c t  should 

have a s t ru c tu re d ,  ongoing eva lu a t io n  process ( fo rm a t ive  and summative) 

designed in to  i t  from the beginning; and ( i )  the p ro je c t  should be 

organized f o r  f l e x i b i l i t y .  A l l  these p r in c ip le s  were u t i l i z e d  in order  

to  a l lo w  the model and i t s  task de scr ip t ions  to make a s i g n i f i c a n t  con

t r i b u t i o n  to f u t u r e  in s e rv ic e  fo r  professional  development o f  educa

t i o n a l  a d m in is t r a to r s .

2. Since the model and i t s  task d e sc r ip t ions  are  responsive to  

the design and e s tab l ish ed  purpose i t  is recommended th a t  the next  

step be a f i e l d  t e s t  in Malays ia .

3. I f  f i e l d  te s t in g  is support ive  as w e l l ,  the model should 

then be implemented.

4 .  F i n a l l y ,  since the model and i t s  task d e s c r ip t io n s  are  v a l i d ,  

they can be used as an approach to  and as a set  o f  too ls  f o r  i n i t i a t i n g  

planned change in the o r g a n iz a t io n  and development o f  an ins erv ice  mode 

f o r  the M in is t r y  o f  Education.  However, c e r t a in  issues o f  concern must 

not be ignored when adopting and/or  implementing the model in a d i f f e r 

ent s i t u a t i o n .  Those issues are  included and recommended to the a t t e n 

t i o n  o f  those who may be concerned. They involve  change agents,  r e s is 

tance to change, and adoption and d i f f u s i o n  o f  innovat ion.  Each is
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discussed In the fo l lo w in g  sec t ion .

Issues Related  to Implementation

Change Agent

The In te n t  here Is to  analyze the change agent ,  h e r /h lm s e l f ,  as an 

Instrument fo r  change, as suggested by Rothman (19 74 ) .  The change 

agent who enters  an o rg a n iz a t io n a l  s e t t i n g  w i th  knowledge acquired from 

a fo re ign  country ,  though known f o r  h e r /h is  a b i l i t y  to br ing about 

change, might have to face  c e r t a i n  forms o f  re s is tan ce  to change. Sev

e ra l  methods, paraphrased from Rogers and Shoemaker (1971, p. 2 34 ) ,  

could be used to reduce the degree o f  res is tance ;  (a) one has to make 

a conscious e f f o r t  to understand the h i s t o r y ,  customs, language, p o l i 

t i c s ,  and the c u l t u r e  g e n e r a l l y ;  (b) one has to work w i th  the In te rna l  

opinion leaders ,  b u i ld  a r e l a t i o n s h i p ,  share the b e l i e f  In how the  

o rg a n iza t io n  works,  and empathize w i th  o thers  In the s i t u a t io n s  w i t h 

in which a change is to take  p lace .  One needs to  work through the  

opinion leaders In order  to halve the socia l  d is tance  between onesel f  

and the m a jo r i t y  o f  the c l i e n t s  and to shorten the o r i g i n a l  gap of  

Ignorance. The use o f  leaders may a lso  gain c r e d i b i l i t y  f o r  the change 

agent 's  Innovat ion by ga in ing  endorsements o f  the opin ion leaders.

Resistance to Change

To reduce the res is ta n ce  to change brought about by knowledge 

acquired elsewhere ,  the In v e s t ig a to r  here recommends th a t  both the  

diagnosis o f  the s i t u a t i o n  leading to the change and the design of
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the change i t s e l f  In a l l  cases be a c o l l a b o r a t i v e  process,  w i th  sup

port  from the l i t e r a t u r e .

Watson ( 1969) i d e n t i f i e d  some v a r ia b le s  in his  p r in c ip le s  fo r  

overcoming res is tance  to change. According to him, res is tance  w i l l  be 

less i f :

1. Admin is tra tors  and leaders fe e l  th a t  the p r o je c t  is t h e i r  

own, not one devised and operated by o u ts id e rs .

2. The p ro je c t  c l e a r l y  has wholehearted support from top 

o f f i c i a l s  o f  the system.

3 . P a r t ic ip a n ts  see the change as reducing ra th e r  than increasing  

t h e i r  present burdens.

4. The program o f f e r s  the kind o f  new experience  which in te re s ts  

p a r t i c i p a n t s .

5 . P a r t ic ip a n ts  fe e l  th a t  t h e i r  autonomy and s e c u r i ty  are not 

threatened.

6. The p ro je c t  accords w i th  values and idea ls  which have long 

been acknowledged by p a r t i c i p a n t s .

7 . P a r t ic ip a n ts  have jo in ed  in d ia gnost ic  e f f o r t s  leading them

to  agree on the basic problem and to fe e l  i t s  importance.

8. The p ro je c t  is accepted by consensual group dec is ion .

9 . Proponents are  a b le  to  empathize w i th  opponents to recognize  

v a l i d  o b je c t io n s ,  and to take  steps to r e l i e v e  unnecessary fe a rs .

10. The p ro je c t  is kept open to re v is io n  and reconsiderat ion  i f

exper ience ind ica tes  t h a t  changes would be d e s i r a b le  (pp. 22- 23) .

The p r in c ip le s  as paraphrased above do hold some promises fo r  

overcoming res is ta n c e ,  as they are  supported by research.
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Adoption and D i f f u s io n  o f  Innovation

In regard to both the innovat ion to be adopted and the process 

f o r  adoption and d i f f u s i o n ,  Rogers (1972) r e fe r r e d  to communication 

through channels,  over t im e ,  in a socia l  system. The communication 

takes place between a source ( e . g . ,  an inven tor ,  a change agent,  or an 

opinion leader)  and a re c e iv e r  (member o f  a socia l  system). Channels 

include mass media and/or  in te rpersona l  exchanges. E f fe c ts  o f  communi

ca t io n  include more r e c e iv e r  knowledge regarding the innovat ion,  a 

change in his a t t i t u d e  toward i t ,  and eventual  adoption or r e je c t i o n .

The adoption process as o u t l in e d  by Rogers and Shoemaker (1971) in c lu 

ded stages o f  (a) awareness,  (b) i n t e r e s t ,  (c) e v a lu a t io n ,  (d) t r i a l ,  

and (e) adoption (p.  2 5 ) .

These stages are perceived as a p p ro p r ia te  processes in br inging  

about adoption and d i f f u s i o n  o f  the in serv ice  model developed in th is  

study because the in te n t  is fundamental change in the nature  o f  the  

M in is t r y  o f  Education,  M a lays ia ,  r a th e r  than the more s t ra ig h t fo rw ard  

adoption o f  a given innovat ion .

Summary

This  chapter has d e a l t  w i th  the summary o f  the purposes and design  

o f  the study,  and has presented conclusions based upon the f in d in g s  from 

the l i t e r a t u r e  and the responses o f  the panel o f  e x p e r ts ,  and the recom

mendations fo r  adopting and /or  implementing the v a l id a te d  model and i t s  

a p propr ia te  and necessary task d e s c r ip t io n s .  F i n a l l y ,  t h is  chapter con

cluded w i th  a discussion o f  some issues p e r t in e n t  to implementing the 

model and i t s  task components.
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NAMES AND POSITION TITLES OF 
VALIDATING PANEL MEMBERS

Dr. Robert L. Betz: Professor  in Counsel ing and Personnel,  Western
Michigan U n iv e r s i t y ,  P r iv a te  Consul tant,  19 years exper ience  
in inserv ice  education.

Dr. Dorothy Biadt:  Associa te  Professor,  Education and Profess iona l
Development, Western Michigan U n iv e r s i t y ,  13 years o f  exper ience  
in ins erv ice  education .

Dr. Wayne Buletza:  Consul tant f o r  T ra in in g  and Development, Adjunct
Professor w i th  Western Michigan U n iv e r s i t y ,  p u b l ic  school 
teacher ,  s ix  years o f  experience in ins erv ice  education.

Dr.  Mary Cain: P rofessor ,  Education and Profess iona l  Development,
Western Michigan U n i v e r s i t y ,  20 years experience  in inserv ice  
education.

Mr. Ronaid Crowell :  Coord inator ,  Education and Professional  Develop
ment, Western Michigan U n iv e r s i t y ,  20 years exper ience  in in s e r 
v ic e  educat ion.

Mr. J er ry  Geik: Coordinator o f  Education Center f o r  Profess iona l
Development and School Improvement, Kalamazoo V a l le y  In termedia te  
School D i s t r i c t ,  e ig h t  years o f  experience in in s erv ice  education.

Dr. P h i l l i p  T.  Larsen: D i r e c t o r  and Professor ,  Math and Science
Education Center ,  Western Michigan U n i v e r s i t y ,  9 years 
experience  in in s e rv ic e  education.

Dr. Howard R. Poole,  J r . :  D i r e c t o r  o f  In s t r u c t io n a l  Development
O f f i c e  Western Michigan U n iv e r s i t y ,  15 years exper ience  in 
in s e rv ic e  educat ion.

Dr.  Thomas Ryan: Chairman, Education and Profess iona l  Development,
Western Michigan U n iv e r s i t y ,  14 years o f  exper ience  in inserv ice  
education.

Ms. Pa t t  S a h l i :  Consul tant f o r  In s t r u c t io n a l  Development, Kalamazoo
V a l le y  In t e r n e d ia te  School D i s t r i c t ,  e ig h t  years o f  experience  
in ins e rv ic e  education.

Mr. Ronald Sergeant: D i r e c t o r  o f  In s t r u c t io n a l  Development, Kalamazoo
V a l le y  In termedia te  School D i s t r i c t ,  20 years exper ience in 
in s e rv ic e  educat ion.
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Dr. Carol P. Smith: A ssoc ia te  Professor  o f  Education and
Profess iona l  Development and A s s is ta n t  D i r e c t o r  o f  Facu l ty  
Development,  Western Michigan U n i v e r s i t y ,  10 years o f  
exper ience  In In s e r v lc e  e ducat ion .
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IVAU 116 
Western Michigan University 
Kalamazoo, Michigan 49008

College of Education 
Department of 
Educational Leadership

September , I 9 8 I

Dear

Your responses to some c r i t e r i a  questions in d ic a te  th a t  you are  
eminently q u a l i f i e d  to serve as a member o f  a panel o f  experts  con
cerning in serv ice  profess iona l  development o f  educat ional  adminis
t r a t o r s .  You are hereby requested to complete the attached Tasks fo r  
an inserv ice  Program Model instrument.

Your responses w i l l  he lp  me determine whether the tasks pro
posed are necessary and a p p ro p r ia te .  I t  is extremely important fo r  
you to  understand th a t  the purpose of t h is  study is to examine the  
appropr iateness and the necessi ty  o f  the task descr ip t ions  proposed 
and not to s c r u t in i z e  the pro fess iona l  development a c t i v i t i e s  a t  your 
i n s t i t u t  i on.

Completion o f  the survey instrument and answering o f  some ora l  
questions w i l l  involve  approximate ly  an hour o f  your t ime.  Your 
cooperation in spending the t ime to  complete the instrument is g r e a t ly  
apprecia ted .

Thank you f o r  your ass is tan ce .

S in ce re ly ,

Rof i thah  Hashim 
Doctoral Student

Dr. R. E. Munsterman,
Advisor

Department o f  Educational Leadership
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TASK DESCRIPTIONS FOR AN INSERVICE PROGRAM MODEL 

General D i rec t ions

This survey instrument is d iv ided  in to  three  stages.  Stage 1.0  

consists  o f  proposed tasks fo r  completing tlie Planning o f  an in s erv ice  

program. Stage 2 .0  consists  o f  proposed tasks fo r  Implementation of  

such a program. Stage 3 .0  consists  o f  proposed tasks fo r  complet ing  

Eva luation of  such a program.

You w i l l  be given one stage at  a t ime. A f t e r  each stage is com

p le te d ,  two short  questions w i l l  be asked. Fol lowing your responses 

to  those,  the second stage o f  the instrument w i i l  be issued. The 

same procedure w i l l  continue  f o r  stage th ree .  Upon your complet ion of  

a l l  the th ree  stages o f  the instrument ,  two a d d i t io n a l  questions w i l l  

be asked. A l l  your ora l  responses w i l l  be recorded.

Please respond to each item in the quest ionna i re  by c i r c l i n g  e i t h e r  

a "Yes" or a "No" response to each o f  the quest ions.  Appropr ia te  is 

defined as the task being s u i t a b le  fo r  accomplishing the goals o f  the  

ind icated  stage of  the model. Necessary is defined as the task being 

required in order to o p e r a t io n a l i z e  the model.
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Stage 1.0 Planning

Planning herein  re fe rs  to  planning f o r  the four  steps o f  1.1 ana ly 

s is ,  1.2 development, 1 .3  o p e ra t io n ,  and 1.4 e v a lu a t io n .  For each step,  

a set o f  tasks is proposed. Please respond to each task proposed by 

c i r c l i n g  "Yes" i f  a p p ro p r ia te  or by c i r c l i n g  "No" i f  inappropr ia te .

Please a lso  in d ica te  whether you consider the task necessary by c i r c l i n g  

"Yes" or unnecessary by c i r c l i n g  "No."

Step 1.1 Analys is  Appropr ia te  Necessary

1 .1 .1  Id e n t i f y  the immediate and long
range s k i l l  needs. Yes No Yes No

1 .1 .2  Rank order the immediate and long
range s k i l l  needs. Yes No Yes No

1 .1 . 3  P r i o r i t i z e  the problems, p ro jec ts  
and/or outcomes to prov ide  the 
immediate and long range s k i l l s
needed. Yes No . Yes No

1 .1 . 4  I d e n t i f y  in d iv id u a ls  to be part  
of the planning team(s) based on 
the key problems, p ro je c ts  and/or
outcomes i d e n t i f i e d  in 1 .1 . 3 .  Yes No Yes No

1 .1 .5  Prepare m a te r ia ls  f o r  planning
team(s) meeting.  Yes No ■ Yes No

1 .1 . 6  Conduct an o r i e n t a t i o n  meeting 
w ith  planning team(s) members f o r  
c l a r i f y i n g  p r i o r i t y  problems,
ob je c t iv e s  and/or outcomes. Yes No Yes No

1 .1 .7  D iv ide  planning team(s) members 
in to  small groups and a l lo w  rea 
sonable amount o f  t ime on reworking
the o r i g i n a l  l i s t  o f  a c t i v i t i e s .  Yes No Yes No

1 .1 . 8  Reassemble planning team(s) members
to f u r t h e r  r e f i n e  the  l i s t .  Yes No Yes No

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



120

Step 1 .2 Development Appropr ia te Necessarv

1 .2 .1 I d e n t i f y  any discrepancy between 
what e x is ts  and what is desired. Yes No Yes No

1 .2 . 2 I d e n t i f y  program o b je c t iv e s  and 
goals from the p r i o r i t i z e d  needs. Yes No Yes No

1 .2 .3 I d e n t i f y  s p e c i f i c  outcomes to be 
achi eved. Yes No Yes No

1 .2 . 4 I d e n t i f y  i n s t r u c t io n a l  content. Yes No Yes No

1 .2 .5 I d e n t i f y  in s t r u c t io n a l  a c t i v i t i e s . Yes No Yes No

1 .2 .6 I d e n t i f y  m a te r ia ls  and other  
support ing aids (money and space) 
f o r  i n s t r u c t io n . Yes No Yes No

1 .2 . 7 I d e n t i f y  p o te n t ia l  resource  
personnel . Yes No Yes No

1 .2 . 8 Prepare m a te r ia ls  f o r  a meeting 
w ith  members o f  the planning  
team(s) and resource personnel. Yes No Yes No

1 .2 .9 Obtain opinions and suggestions 
from members who attended the 
meeti ng. Yes No Yes No

1 .2 .1 0 Reassemble the members involved  
to f u r t h e r  r e f i n e  the a c t i v i t y  
l i s t s . Yes No Yes No

1.2.11 Prepare program development re 
q u i s i t i o n  procedure form. Yes No • Yes No

Step 1.•3 Operation

1 .3 .1 Gather in formation regarding the  
c h a r a c t e r i s t i c s  and the competen
c ies  of  the p a r t i c ip a n t s  to be 
served. Yes No Yes No

1 .3 .2 Determine s p e c i f i c  competencies the 
p a r t i c i p a n t s  w i l l  be expected to  
possess. Yes No Yes No
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Appropr ia te  Necessary

1. 3 .3  Arrange and group p a r t i c i p a n t s '  
performance o b je c t iv e s  to  develop
in s t r u c t io n a l  packages. Yes No Yes No

1. 3 .4  Determine the i n s t r u c t io n a l  me
thodology best s u i ted  fo r  ach ie 
ving the program o b je c t iv e s .  Yes No Yes No

1. 3 .5  Determine i n s t r u c t i o n a l  equip
ment and m a te r ia ls  best su i ted  
to  the i n s t r u c t io n a l  methodology
to  be used. Yes No Yes No

1. 3 .6  I d e n t i f y  competencies needed by
the in s t r u c t io n a l  s t a f f .  Yes No Yes No

1 . 3 .7  Determine the number o f  s t a f f
persons needed. Yes No Yes No

1 . 3 .8  Develop a procedure f o r  analys is  
of p o te n t ia l  p a r t i c i p a n t s '  en try
l e v e ls .  Yes No Yes No

1 . 3 .9  Develop a schedule o f  a c t i v i t i e s  
th a t  must be completed before
t r a in in g  s t a r t s .  Yes No Yes No

1 . 3 .10  Develop a procedure f o r  opera
t io n a l  budget development.  Yes No Yes No

1 . 3.11  Prepare s p e c i f i c a t io n s  f o r  pur 
chasing and i n s t a l l i n g  new
equipment. Yes No Yes No

1. 3 .12  I d e n t i f y  p o te n t ia l  personnel fo r
in s t r u c t io n a l  p os i t ions  Yes No Yes No

1 . 2 .13  Prepare a s t a f f  plan fo r  requesting
a n c i l l a r y  serv ice s .  Yes No Yes No

Step 1 .4  Evaluation

1 .4 .1  E s tab l ish  a committee to  review  
l i t e r a t u r e  r e la t e d  to e va lu a t io n
of in s e rv ic e .  Yes No Yes No

1 .4 . 2  Determine the r a t i o n a l e  f o r
e v a lu a t io n .  Yes No Yes No
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Appropr ia te  Necessary

1 .4 .3  Determine ty pe (s )  o f  e va lua t ion  
th a t  should be conducted f o r  each
a c t i v i t y .  Yes No Yes No

1 .4 . 4  Plan fo r  executing each eva lua
t io n  a c t i v i t y .  Yes No Yes No

1 .4 .5  Organize f o r  p a r t i c i p a n t s '  eva lua
t io n  o f  course(s)  and in s t r u c t io n .  Yes No Yes No

1 .4 .6  Organize e v a lu a t io n  o f  f a c u l t y
members. Yes No Yes No

1 .4 .7  Organize f a c i l i t y  e v a lu a t io n
procedure. Yes No Yes No

1 .4 .8  Organize ev a lu a t io n  of  supporting
a id s .  Yes No Yes No

1 .4 .9  Organize ev a lu a t io n  of  the p lanning,  
impiementating and e v a lu a t in g  pro
cesses.  Yes No Yes No

1 .4 .1 0  Develop a plan to u t i l i z e  the
special  committee in e v a lu a t io n .  Yes No Yes No

1 .4 .11 Determine data th a t  need to be
gathered from each a c t i v i t y .  Yes No Yes No

1 .4 .1 2  Determine records and reports  tha t  
need to be maintained by the eva lua 
t io n  committee.  Yes No Yes No

1 .4 .1 3  Prepare a schedule f o r  executing
var ious e v a lu a t io n  a c t i v i t i e s .  Yes No Yes No
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Stage 2 .0  Implementation

Implementation here in  re fe rs  to implementation o f  the fo ur  steps 

o f  2.1 a n a ly s is ,  2 .2  development, 2 .3  opera t io n ,  and 2 .4  e v a lu a t io n .  For 

each step a set  o f  tasks is proposed. Please respond to each task pro

posed by c i r c l i n g  "Yes" i f  a ppropr ia te  or by c i r c l i n g  "No" i f  inappro

p r i a t e .  Please a lso in d ic a te  whether you consider the task necessary by 

c i r c l i n g  "Yes" or unnecessary by c i r c l i n g  "No."

Step 2.1 Analysi s Appropr ia te  Necessary

2 .1 .1  Decide on a management plan which 
i d e n t i f i e s  the a c t i v i t i e s  to be
completed in a p a r t i c u l a r  program. Yes No Yes No

2 . 1 . 2  Decide on a management plan which
i d e n t i f i e s  a c t i v i t i e s  to be com
p le ted  by p a r t i c u l a r  personnel.  Yes No Yes No

2 . 1 . 3  Decide on a management plan which 
i d e n t i f i e s  the t a r g e t  dates f o r
complet ion of  each a c t i v i t y .  Yes No Yes No

2 . 1 . 4  Decide on the estimated expenditure  
f o r  program, personnel,  f a c i l i t i e s ,
equipment, and t r a v e l .  Yes No Yes No

2 . 1 . 5  Prepare a job  d e s c r ip t io n  fo r  each
in d iv id u a l  involved.  Yes No • Yes No

2 . 1 . 6  Assign tasks and r e s p o n s i b i l i t i e s  
to each ind iv idua l  i d e n t i f i e d  and
agreed upon. Yes No Yes No

2 . 1 . 7  Develop a survey of  programs of
i n t e r e s t .  Yes No Yes No

2 . 1 . 8  Develop t r a in in g  and program
o b je c t iv e s .  Yes No Yes No

2 . 1 . 9  Decide on communication process.  Yes No Yes No
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Step 2 .2  Development

2 .2 .1 Obtain adequate f i n a n c ia l  
support.

2 . 2 . 2  Approve in d iv id u a ls  f o r  s t a f f  
p o s i t io n s .

2 . 2 . 3  Approve the schedule of  c lasses,  
programs, i n s t r u c t io n ,  personnel,  
f a c i l i t i e s ,  equipment and ta rg e t  
dates f o r  complet ing ai i a c t i v i t i e s  
ident i  f i  ed.

2 . 2 . 4  Decide whether to l o c a l l y  develop 
the m a te r ia ls  f o r  t r a i n i n g  or to  
purchase commercial ly prepared 
m a t e r i a l s .

2 . 2 . 5  Assign in d iv id u a ls  knowledgeable 
in the program area to lo c a l l y  
develop prepared m a te r ia ls

2 . 2 . 6  Assign in d iv id u a ls  to  purchase 
commercial ly prepared m a te r ia ls .

2 . 2 . 7  Approve s p e c i f i c a t io n s  f o r  pur
chasing of supp l ie s ,  t r a i n i n g  
m a t e r ia ls ,  and serv ices needed 
f o r  program o p e ra t io n .

2 . 2 . 8  Prepare a plan f o r  cata log ing  and 
c o n t r o l l i n g  the d i s t r i b u t i o n  and 
use of m a te r ia ls  by s t a f f  and par
t i e l  pants .

Appropr ia te  Necessary

Yes

Yes

Yes

Yes

No

No

Yes No

Yes No

No

No

Yes No

Yes

Yes

No

No

Yes No

Yes No

Yes No

Yes No

Yes No

Yes No Yes No

Step 2 .3  Operation  

2 .3 .1 Review and decide on complete
learn ing  o b je c t iv e s .  Yes No Yes No

2 . 3 .2  Review and decide on performance
standards.  Yes No Yes No

2 . 3 .3  Hand out job  d e s c r ip t io n s  de
f i n i n g  ro les  and tasks of  each
in d iv id u a l  involved.  Yes No Yes No

2 . 3 .4  Determine the a v a i l a b i l i t y  o f
t r a i n i n g  m a te r ia ls  and o ther  sup
port ing  aids requ ired .  Yes No Yes No
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2 . 3 . 5  Check and approve the a p p ro p r ia te 
ness o f  t r a i n i n g  m a t e r i a ls  against  
the o b je c t iv e s  agreed upon and 
p a r t i c i p a n t s '  en try  le v e ls .

2 . 3 . 6  D i s t r i b u t e  l i s t  o f  descr ip t ions  
of m a te r i a ls ,  f a c i l i t i e s  and 
equipment required to  those con
cerned.

2 . 3 .7  Monitor and provide procedure 
f o r  c o r r e c t i v e  feedback.

Appropr ia te  Necessary

Yes No

Yes No

Yes No

Yes No

Yes No

Yes No
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Step 2 .4  Evaluation

2 .4 .1  Approve the r a t i o n a l e  f o r  eva lua
t ing  t r a in in g  o b je c t iv e s ,  programs
and contents .  Yes No Yes No

2 . 4 . 2  Approve the r a t i o n a l e  fo r  eva lua 
t in g  the p a r t i c i p a n t s '  achievement
and program resources.  Yes No Yes No

2 . 4 .3  Approve the e v a lu a t i v e  method to
be used f o r  each a c t i v i t y .  Yes No Yes No

2 . 4 . 4  Approve areas to  be eva luated;  
such as achievable  g oa ls ,  s p e c i f i c
behavior ,  e tc .  Yes No Yes No

2 . 4 .5  Approve instruments or procedures
f o r  c o l l e c t i n g  e v a lu a t io n  da ta .  Yes No Yes No

2 . 4 . 6  Approve personnel to  superv ise  
and appraise e v a lu a t io n  data which
w i l l  be gathered.  Yes No Yes No
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Stage 3 .0  Evaluation

Evaluation herein  r e f e rs  to e v a lu a t io n  of  the four  steps o f

3.1 a n a ly s is ,  3 .2  development, 3 3  o p e ra t io n ,  and 3 .4  e v a lu a t io n .  For 

each step a set  o f  tasks is  proposed. Please respond to  each task pro

posed by c i r c l i n g  "Yes" i f  a p propr ia te  or by c i r c l i n g  "No" i f  inappro

p r i a t e .  Please a lso  in d ic a te  whether you consider the task necessary by 

c i r c l i n g  "Yes" or  unnecessary by c i r c l i n g  "No."

Step 3.1 Analys is  Appropr ia te  Necessary

3 .1 .1  Review and analyze e va lu a t io n  
requirements,  plans,  g u id e l in e s ,  
formats,  an o rg a n iz a t io n a l  decis ion
and p o l icy .  Yes No Yes No

3 . 1 . 2  Review and analyze  o rg a n iz a t io n a l
requirements.  Yes No Yes No

3 . 1.3  Review and analyze the es tab l ished  
g u id e l in e s  fo r  eva lua t ing  each pro
gram, i t s  personnel,  m a te r ia ls ,
equipment, f a c i l i t i e s ,  e tc .  Yes No Yes No

3 . 1 .4  Gather and analyze the evidences  
o f  a c t i v i t y  and process in terms
of the t o t a l  t r a i n i n g  achievement.  Yes No Yes No

3 . 1.5  Review and analyze the eva lu a t io n  
procedures in order  to f in d  strengths
and weaknesses of  the t r a i n i n g .  Yes No Yes No

Step 3 .2  Development

3 . 2.1  Approve e v a lu a t io n  requirements,
plans,  g u id e l in e s ,  formats .  Yes No Yes No

3 . 2 .2  Approve o rg a n iz a t io n a l  re q u i re 
ments and records. Yes No Yes No

3 . 2 .3  Approve the e s tab l is h ed  gu id e l in es  
f o r  eva lua t ing  programs, personnel,  
m a t e r ia ls ,  equipment,  f a c i l i t i e s ,
e tc .  Yes No Yes No
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3 . 2 . 4  Approve procedures to  f in d  
strengths and weaknesses of  
the t r a i n i n g .

Appropr ia te  Necessary

Yes No Yes No
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Step 3 .3  Operation

3 . 3.1 Synthesize the var ious  eva lu a t io n  
data gathered dur ing stage 2, 
step 4 to determine:

a. appropriateness o f  t r a i n i n g .  Yes No Yes No

b. a t t i t u d e  change. Yes No Yes No

c. achievement o f  s ta ted
o b je c t iv e s .  Yes No Yes No

d. teaching a b i l i t i e s  o f
i n s t r u c t o r s .  Yes No Yes No

e. p a r t i c i p a n t ' s  achievement.  Yes No Yes No

f .  relevancy o f  f a c i l i t i e s ,  equip
ment, support ing serv ices  and
cost b e n e f i t  r a t i o .  Yes No Yes No

Step 3 .4  Eva luation

3 . 4.1  Eva luate  procedures used by p a r t i c i 
pants f o r  e va lu a t in g  course(s)  and
i n s t r u c t io n .  Yes No Yes No

3 . 4 .2  Eva luate  procedures used by in s t r u c 
tors  f o r  eva lu a t in g  the p a r t i c i p a n t ' s
performances and achievements. Yes No Yes No

3 . 4 .3  Evaluate  procedures used f o r  eva lua 
t in g  program goals and o b je c t iv e s .  Yes No Yes No

3 . 4 .4  Evaluate  procedures used fo r  eva lua
t in g  each course 's  goa ls ,  o b jec t ive s
and achievements.  Yes No Yes No

3 . 4 .5  Eva luate  procedures used f o r  e va lua 
t in g  f a c i l i t i e s ,  equipment and sup
port ing  serv ices .  Yes No Yes No
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Appropr ia te  Necessary

3 . 4 . 6  Reassemble a l l  personnel Involved  
In planning,  Implementation and 
eva lu a t io n  processes:

a. to assess the s trengths and 
weaknesses o f  p lanning ,  Imple
mentat ion and e va lu a t io n  pro
cesses, and a c t i v i t i e s .  Yes No Yes No

b. to bra in  storm f o r  Ideas,
suggestions and recommendations. Yes No Yes No

3 . 4 .7  Based on the e va lu a t io n  data a n a ly s is ,  
the repor t  on st rengths and weaknesses 
o f  the program, and the outcome of the 
bra in  storming session,  make a plan for  
e i t h e r  r e ta in in g  the program or recom
mending necessary changes or m od i f ica 
t ions  f o r  meeting the res t  of  the  needs 
I d e n t i f i e d  and f o r  f u t u r e  Ins erv lce
needs. Yes No Yes No

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



APPENDIX E

INTERVIEW QUESTIONS

129

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



130

INTERVIEW QUESTIONS

A f t e r  complet ing each o f  the th ree  w r i t t e n  port ions o f  the  

quest io n n a i re ,  each panel member was asked the fo l lo w in g  two questions:

1. Did you respond to  a l l  Items posed In the quest ionna ire  fo r  

t h is  stage? I f  not,  why?

2. Are there  any o th er  tasks th a t  you b e l ie v e  should be Included? 

I f  yes,  why?

Upon complet ion of  a l l  parts  o f  the quest io n n a i re ,  each panel 

member was asked these two questions:

3. Based upon the responses,  l e t  us review each Item th a t  you 

have not supported.  Do you th in k  t h is  Item Is Inappropr ia te  or unneces

sary? Why? Do you th ink  th a t  th is  Item does not belong In th is  stage  

but does belong In another? Why?

4. Are there  any comments or suggestions fo r  f u r t h e r  Improvement?

Responses to the In te rv ie w  questions are discussed In Chapter V.
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SELECTION CRITERIA

These questions were designed to e l i c i t  in formation about the  

v a l i d a t i n g  p a n e l i s t s .  The information obtained was checked against the  

se le c t io n  c r i t e r i a  as described in Chapter IV o f  the Study. Respon

dents who conformed to the s e le c t io n  c r i t e r i a  were se lected  to serve 

as members o f  the v a l i d a t i n g  panel o f  exper ts .  The questions used as 

c r i t e r i a  were:

C r i t e r i o n  1: Employment:

1. Are you c u r r e n t ly  employed by an educationa l  organizat ion?

2. What is your c u r re n t  posi t ion?

C r i t e r i o n  2: Knowledgeabi1i t y

3. Do you read jo u r n a ls  and books r e la te d  to in s erv ice  development?

4. Have you attended any seminars fo r  in serv ice  development pro
grams w i t h in  the l a s t  few years?

5. Are you f a m i l i a r  w i th  the systems design f o r  in serv ice  de ve l 
opment?

C r i t e r i o n  3: Experience

6. Have you conducted,  f a c i l i t a t e d ,  or planned inserv ice  seminars 
or  programs?

7. Are you a member o f  any inserv ice  a s soc ia t ion  or ogranizat ion?

8. How many years have you been involved in in s erv ice  pro ject?

C r i t e r i o n  4: Exper t ise

9.  Have you had published any of  your w r i t in g s  regarding in serv ice  
program?

10. Have you had any o ther  evidence o f  t r a i n i n g  competencies tha t  
you wish to  share?

C r i t e r i o n  5: Fol low Up

11. Are you w i l l i n g  to  respond by telephone a t  some fu t u re  data ,  to 
a d d i t io n a l  tasks t h a t  may be suggested by o ther  panel members?
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