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Preface

This is the first report of the Commission on Public School
Personnel Policies in Ohio to the people of Ohio. It sets forth a
course of action to improve student learning by better use of
teaching staff. It will be followed by reports on other personnel
policies.

The nine Ohio private and community foundations that ap-
pointed and funded the Commission have a long history of con-
cern for public school education and a fundamental belief that
results of the educational process depend in great part on the
basic competence, training, and utilization of the teaching staff.
They established this statewide commission of laymen for the
purpose of determining ways of achieving optimum quality and
use of staff and enlarging the attractiveness of teaching as a
career.

Much research on public school personnel policies has been
done by competent professional people. Many constructive
ideas for change are in the minds of teachers and administrators.
The Commission’s role is one of synthesis of the research, ex-
perience, and judgment of qualified people; clarification of
issues; and advocacy of indicated courses of action. Its words
will not be new. It hopes that its voice will provide guidance
and motivation to a public deeply concerned about the effec-
tiveness of its public schools.

The Commission represents a wide range of points of view
and came together with no political intent regarding legislative
courses of action. Its aim is to look generally and objectively at
ways of improving public school education within the scope of
its particular interest in personnel policies.

The Commission expresses it appreciation to the many
teachers and administrators throughout Ohio who have assisted
in its work and to Stayner F. Brighton, Executive Secretary,
Ohio Education Association; Martin W. Essex, Superintendent
of Public Instruction, Department of Education; Willard E. Fox,
Executive Director, Ohio School Boards Association; Murl E.
Huffman, Teacher, West Carroliton High School, and former

sy e ien i NPT

At S A A

e e e A e i




11

President, O.E.A.; Raymond D. Kikta, President, Ohio Federa-
tion of Teachers, and Teacher, Wilbur Wright Junior High
School, Cleveland; and Paul A. Miller, President, Buckeye As-
sociation of School Administrators and Superintendent, Cin-
cinnati, for their help in reviewing plans and findings of the
Commission.
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1 OHIO SCHOOLS IN CHANGE

“Considering eall the talk today
about meeting the individual
needs of students, attention to
individual differences among tea-
chers is long overdue.”

-Dwight W. Allen

Too many young people in Ohio are going through its public
schools without getting the education they need. Despite efforts
of many educators and the public to provide better schooling,
outmoded patterns of school organization too often keep need-
ed improvements in instructional programs from reaching their
full potential. The Commission on Public School Personnel Pol-
icies in Ohio believes that without improved utilization of
school staffs, teacher skills cannot be sufficiently matched with
student needs to provide the quality of instruction that the peo-
ple in Ohio want and need.

Schools need more money, but money alone is not the ans-
wer. We believe that the people and educators of Ohio want
our schools to meet the full needs of our students and that new
plans of school organization can provide substantial pay-offs
in educational gains for a minimal investment of our resour-
ces. Furthermore, we cannot afford the human and financial
consequences which result when schools fail to educate a size-
able portion of their students.

In this report we outline our recommendations for action at
the state and community levels to improve school staff utiliza-
tion and set forth the reasoning which has led us to urge adop-
tion of these recommendations.

Needs
What are the needs? Attempts to predict in detail what in-

tellectual, social, and manual skills will be needed duljing the
lifetime of today’s youth are beyond our abilities. We




_conclude, however, that two skills are indispensable. One
1s an individual capacity for problem-solving-the ability to iden-
tify problems and choose the ways to solve them. The develop-
ment of this skill must necessarily begin with mastery of the
“three R’s.” The second is the ability to live and interact suc-
cessfully with a variety of other persons. These skills have al-
ways been among the goals of schools. With the advent of the
knowledge explosion, of rising human aspirations, of a highly
interdependent technological and urban society, the importance
of these skills has become increasingly visible. In the future they
are likely to become even more important.

Developing these individual and personal skills calls for

grea-t sensitivity in diagnosing student needs and great flexibil-
1ty in arranging learning experiences. In short, it calls for a
high degree of individualization in instruction.
. Conventional schools are poorly organized to individualize
mstruction. Until only recently, schools in Ohio, and everywhere
else, have been built and organized in “egg-carton” style to put
one teacher with a homogeneous or heterogeneous group of 25
to 35 students in g self-contained classroom.

By and large, this has resulted in treating children as if all
?v‘ith a birthday in the same year have the same interests, abil-
ities, motivations, and personal styles of learning. Children of
t}'le same age and from the same families and neighborhoods
differ greatly in all of these respects, and the same child may
vary substantially from time to time In his rate of development

intellectually, emotionally, and socially. An eight-year-old may

perform like a seven-year-old in reading, and a nine- or ten-
year-old in math.

‘ We have also treated teachers by job assignment and finan-
cial remuneration as if all

with a similar academic credential
?.nd thg Same years of experience were alike in capability and in
mterest to guide the learning experiences of students.

. If the goals‘ of developing every child to his full potential
in problem-solvmg and ability to be a constructive individual

ched., these patterns have to change.

New Patterns of Organization

Fortunately, some ways are known. The ideas are not new.
They have been discussed and experimented with for many
years by educational researchers and practitioners. They are
being successfully employed today in a number of Ohio schools
and in other schools throughout the nation. Many of these are
just beginnings, but districts with some innovating schools range
from Cleveland, the largest in the State, to Union-Scioto, one of
the smallest; and from Ottawa Hills, one of the richest; to
Springfield Local in Holland, one of the poorest.

The Commission staff has surveyed superintendents in all
631 school districts in Ohio. It has worked with teachers and
administrators in over 60 school districts across the state and
has analyzed innovative practices in utilizing teaching staff
throughout the country. Commission members have visited
schools which are using a variety of staffing plans and have
discussed their relative advantages with teachers and adminis-
trators.

We are not in a position to prescribe any particular plan for
a given district. Variations among teachers, students, learning
situations, and communities preclude exact determination of the
relative advantages of different new plans or the formulation of
a “model” plan suitable for all districts in the State. The impor-
tant thing is that many districts are moving away from recog-
nized deficiencies in traditional practices.

There are many different plans under which schools in Ohio
are reorganizing classrooms and using teachers more effectively.
These plans are described in detail in the appendix of this re-
port. The most common are usually termed team teaching and
differentiated staffing. The aim of all of these plans is to individ-
ualize instruction through flexible staffing.

The new ways of organizing schools usually have one thing
In common: teachers share responsibility for assessing individual
student needs and for directing and evaluating a common group
of students. All operate under the rationale that a teacher in
dialogue with another teacher is an improvement on a teacher
in isolation, that flexibility in grouping students is essential to
meeting their particular needs, and that the professional teacher



should not be expected to ca i
involved in teachinpg students. Y ont slone the myriad task
Flexible staffing has gone well beyond the fad stage, as
educators become increasingly satisfied and rewarded by’im-
pr(.)ve.d overall performance in students. The majority of school
buildings being constructed in Ohio today are designed f
flexible teaching arrangements. "
The most innovative staffing plans are to be found in ele
menta.ry schools; next come the new middle schools, which typi-
cally m;lude grades 6 to 8. Although many secondary schools
are laggmg behind, their teachers and principals are beginning
to q.uestlon the limitations of rigid assignment of students to a
subject teacher. Experiments with schedules which allow for
more creative planning and teaching are beginning.
teacg::; tz: :ie‘ mos.t e)?c_it'mg aspects of new plans for use of
poac” eir _smtabl'hty to a wide variety of locales. They
e proven highly applicable to the inner city as well as to sub-

?;rinea and rural areas. In fact, new plans of school organization
ching may be the heart of any meaningful effort to im-
prove the quality of schooling in the inner city.

wo;m;‘;i;r Slilhng E}emeptary School in Toledo and West-
eﬁ:yschools b 001: m_ Dayton are two examples of inner
N g thél yAc a_Ie’S?_l‘?mxg many of their problems and en-
i iching the leamning of students by using exciting new plans of

stamngg Martin Luthier King has established a multi-unit, team
:ﬂé&m plan, qul> lle Westvyood is completely revamping its
T&M T g e with : ,ac_igphon,of a differentiated staffing plan.
aa-emmth 5 tlents, barents; and administrators in both cities

In the armres of ey o cobiered
o & th EBB:: roving: the education of students by

‘with the capabilities of teachers,
t advantages of flexible staff-
; given the aid -and super-
than being left largely
getting closer to the pro-
chers are being given the
y - for assuming added

Future Course of Action

The great majority of school districts in Ohio are at least
thinking about opportunities for improving student learning
through better utilization of staff, and a large number have
taken some kind of action. The State is dotted with small fires
that need to be fanned.

The general situation can be described as too little but not
too late. School districts that have implemented flexible staffing
arrangements have done so almost entirely through their own
individual efforts, drawing in some instances upon limited Fed-
eral funds available for innovative and experimental programs.

Most school districts need two kinds of help to get the job
done in a reasonable period of time. They need technical assist-
ance in planning, training of personnel for new tasks, and pro-
gram evaluation. And they need financial aid in meeting the
start-up costs of these activities. The Commission believes that
the most effective and economical way to provide this assistance
would be through a program at the State level.

We submit that financial aid to help improve school

staffing is sound insurance that the operating dollars

schools receive will be used to best advantage.

The Commission believes that improvements in staff utiliza-
tion are so vital for preparing children today for the skills they
will need as adults and for ensuring that the public resources
devoted to education will produce improved educational perfor-
mance, that it urgently makes the following recommendations to
the people and schools of Ohio:

® Adopt flexible plans of staffing that meet
the needs of students by individualizing
instruction and capitalizing on the dif-
fering talents of teachers.

® Assign beginning teachers to work in

s g o




close association with experienced teach-
ers and at tasks for which they are best
suited.

® Provide for optimum sharing of infor-
mation and ideas among teachers and
set aside adequate time for group plan-
ning.

® Appraise the present roles of principals
and arrange for stronger instructional
leadership in each school.

® Expand the use of nonprofessionals to
increase the effectiveness of teachers

and the learning opportunities of stu-
dents.

® Improve teacher leadership in schools
and enhance the profession of teaching
by paying teachers extra money for as-
suming special academic responsibilities.

® Expand efforts to measure the effects of
all plans of teaching.

® Give high Priority to in-service training
of teachers and administrators in new
ways of utilizing staff,

.Arrange for the State Department of
Education to provide needed guidance

to scl'mol districts in planning and imple-
menting better use of school personnel,

® Provide state development funds to
underwrite start-up costs of planning,
training, and evaluation essential to suc-
cessful adoption of innovations in utiliza-
tion of teaching staff.
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II MATCHING THE CAPABILITIES
OF TEACHERS WITH THE
NEEDS OF STUDENTS

“The teaching profession is one
of the few in which the time of
a superb professional with 20 or
30 years’ experience is used in
Just about the same way as the
day he first walked into the class-
room.”

—-John W. Gardner

Any plan of staff utilization has only one fundamental goal:
?o permit the learner to learn what he needs to learn in the way
in which he is best able to learn. -

“Individualized instruction,” although an objective of educa-
tors for a long time, has been an elusive target. It could hardly
have been otherwise in a situation in which a single teacher

had the responsibility for the instruction of twenty-five or more
students.

Although there has been at least tacit agreement that all
students are not alike, schools

have not taken into account the

fr_;lct that all teachers are not alike. Elementary schools, espe-
c1'ally, have.failed to adapt to the intellectual and psychological
dlfference§ In teachers. Teachers also differ in their ability to
teach _various subject areas, to take responsibility for improve-
Z:;esnt;cl (1112 ncttz'nmﬂum and methods, and to work with various types
To individualize instruction
length of time, the place, the m.
individual student and his 1

is .to match the teacher, the
aterials and the activity to the

1 : ) earning style. In other words, th
jideil learning environment should be established for each stuef
ent.

In order for this to happen, a “te

: aching-learnin 2
This cycle consists of: g g cycle” must

Diagnosis of the student to determine what he should
learn next;

Prescription of the proper materials and activities—in
effect, structuring the learning environment;

Application of the materials and activities;
Evaluation of the student’s progress.

All of this is difficult to accomplish in the traditional class-
room situation.

Generalists and Specialists

The typical elementary teacher is primarily trained as a
subject area generalist, with some emphasis on individualizing
instruction. Yet, increase in the store of knowledge and ad-
vanced methods of teaching frequently go far beyond his capa-
bilities.

The typical elementary teacher is given college methods
courses in the various subject areas, with strong emphasis in
reading and language arts. He is often lacking in rigorous course
work in other subjects. For example, numerous surveys have
shown that elementary teachers rarely take a substantial num-
ber of courses in mathematics and science. Depending upon
the schools in which he teaches, the elementary teacher may re
ceive some help from specialists in art, music, and physical
education, but in most cases he will need to teach all other sub-
jects in the curriculum.

The secondary teacher is trained as a subject specialist, but
is given little training in the process of dealing with the partic-
ular requirements of individual students. He is not only subject-
oriented, but his teaching load of at least 150-180 students each
day generally precludes the possibility of individualizing instruc-
tion.

Both elementary and secondary teachers are faced with a
variety of additional administrative tasks which have little to
do with instruction. When these are added to their teaching
duties, it is apparent why the present-day job of the teacher is
often unmanageable.
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Major Advantages of New Plans of Staff Utilization

How do.some of the new plans of staff utilization compen-
§ate for basic differences in the capabilities of teachers? Specif-
1ca1_ly, the following major advantages are cited by those schools
which have permitted a group of teachers to share the Yesponsi-

bility for the educational iviti i
activities and progress of an assigned
group of students: progy Ene

Several teachers working together are better able
to cope with the “knowledge explosion.” With the
adve‘n.t of the “new math,” the “new social studies,”
the “inquiry” or “discovery” approach to science, and
numerous other curricular programs, the classroom
tea;her has faced the almost insurmountable task of
trying to keep up.

Many of the new elementary school staffing plans allow
a member of the team to take primary responsibility
for a specified subject area, e.g, science. He may not
do all of the teaching of that subject, but is the acknow-
ledged “expert” on that subject for the team.

}'maginative methods of grouping make it possible
or one or two teachers to work with s

of students. mall groups
Working ‘_vith small groups is a luxury the teacher in the
self-contained classroom seldom is permitted. While near-
?y every elemental_'y teacher organizes his class into read-
ing groups, there is always the need for further subdivid-
ing and for other types of grouping.

mough the use of common planning and varying group
sizes, the team is able to schedule the student who needs

additional help or different e i i armin,;
dditic erience i
situation he needs. - " o the e ¢

More students have the o i
: pportunity to
the superior teacher. v to be taught by

When schools follow the traditio
f nal plan of igni
students to a single teacher for an e & ot thes o

s _sing . ntire year, they are
in effect playing “Russian Rouletie” with a student?’ The

11

student may spend the year with a gifted teacher, or with
an average teacher, or he may ‘“‘plateau” or regress under
a teacher with a noticeable lack of talent.

Teaming affords the opportunity to “spread the wealth.”
The influence of the superior teacher can bear on all
children in the group, and it may be possible to put
the less talented teacher into situations where he can
concentrate on those things he does best.

Students have the opportunity to be exposed to sev-
eral teaching styles and to different points of view.
Not all students react equally to a single style of teach-
ing. Some learn better under one style, some with
another. Neither is it particularly healthy for a student
to be under the influence of a single point of view for
the entire school year.

Under flexible staffing patterns, the student benefits from
being taught by different teachers, with varying person-
alities and approaches to teaching.

These advantages are just those which relate directly to the
student. There are many others described in later parts of this
report which indirectly cause the student to benefit from a
reorganization of the school.

While effective staff utilization is important primarily in
terms of the learning options it offers the individual student,
its impact on the selfimage of the teacher can lead in turn to
better instruction. When one asks teachers who have been part
of innovative programs how they feel about their experiences,
they typically cite an improved sense of professionalism.

Why the “more professional” feeling? Teachers reply that
for the first time in their careers they are able to fit most child-
ren into the learning patterns which are best for them. The
teacher then becomes a true facilitator of learning, rather than
just a purveyor of knowledge.
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111 DEVELOPING BEGINNING TEACHERS

“Beginners must develop many
capabilities while on the job; they
cannot be prepared to deal with
all the situational variables re-
lated to children and other ele-
ments of a school’s instructional
program prior to working in the
school.”

~Herbert J. Klausmeier

_When a prospective teacher leaves a teacher-training insti-
tution, most schools assign him as though he were ready to take
over the instruction of students. Unfortunately, a teaching certif-
icate is based on courses taken in college; it may be no
guarantee of demonstrated competence in teaching.

Even though the new teacher is expected to shoulder the
same responsibilities as his more experienced colleagues, most
principals would agree that beginning teachers usually need a
large amount of help and- supervision. Indeed, some new teach-

ers find themselves completely unable to cope with a given
group of stadents.

) In few Of:cupaﬁons is the fledgling thrown into a situation
n which he is left almost entirely on his own. Most professional
groups and other organizations make an attempt to bring a new
employee along slowly, allowing him more and more free rein

as he gamns experience and displays increasing competency. The
iiisegmnmg teacher, assigned to a classroom of students,

;;slq:ected to falfill the same function as the teacher with thirty
ye afpeﬂeiiice,alf’&wﬂréghﬂixenovig:e"isusuallyextendedacer—

The plight of the new teacher is.
Pl Bew tea worsened usually by lack
Veymt’iie principal ls ﬁ:e school leader, but most sur-
supervision of e epend the time he would like in the
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Most new school staffing plans are designed to help the
beginning teacher adjust to his new environment. By placing
the novice on a team which includes experienced teachers of
proven ability, he has the opportunity to get his feet on the
ground. In most instances, team leaders or master teachers
have the specific responsibility for matching the new teacher’s
work assignments with his rate of development.

Where plans of organization permit principals or other
supervisors to function as instructional leaders, they are also
in a position to provide special guidance to the new teacher.
This type of supervision emphasizes direction and guidance from
fellow teachers with demonstrated ability and from principals
who are regarded as the “principal teacher.”
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v IMPROVING INSTRUCTION
THROUGH COMMON PLANNING
AND PEER INFLUENCE

“There is a law known as ‘syn-
ergism’ in chemistry which says
that when you have a mixture of
different agencies, the total ef-
fect is greater than the sum of
the separate effects taken inde-
pendently. With synergism, two
and two can add up to five or
even six or seven.

The same thing happens to be
true in personal and social re-
lations. Five men who might be
deemed stupid if observed sep-
arately can often combine to
produce a brilliant result.”
~Sydney J. Harris

' Over the years, many new ideas about curriculum and teach-
ing .methods have been offered as prescriptions for improving
the instruction of students. Unfortunately, too few of these have
been fully accepted and fairly tested. This is not to say that
much fine teaching does not occur in the self-contained class-
room.

John Goodlad has emphasized that cooperative teaching
forces those involved to make professional decisions based on
the full range of factors entering into the teaching-learning pro-
cess, particularly subject matter, learner interest, pupil charac-
teristics, and teacher competence.

There is obvious merit in common planning by teachers.
Id.eas become more flexible when they are tested in an exchange
with othe?: people. The shallowness of one idea is readily ex-
posed, while the depth of another is quickly reinforced.

15

Improving the Teaching-Learning Cycle

All aspects of the teaching-learning cycle (diagnosis, pre-
scription, implementation, and evaluation) can be carried out
more effectively using a more flexible pattern of staff utilization.
The diagnosis of a student’s learning problem by any single
teacher is necessarily limited and subject to bias. As far as pre
scription is concerned, most teachers tend to fall into narrow
patterns of methodology; they begin to rely on a single
technique or device to teach all students.

In the implementation phase, which is perhaps the most
crucial aspect in the cycle, team teaching offers its greatest
promise. First, the person chosen to carry out an assignment
can be selected by the group because of his particular interest
or strength in the given area. Through sharing responsibilities,
teachers gain freedom to specialize or to work with individuals
or small groups of students, and to develop materials in a man-
ner seldom possible in the self-contained classroom.

Under a plan of flexible staffing, for example, one member
of the group could become the “instructional materials special-
ist.” Although the past few years have seen some remarkable
developments in the field of educational technology - items
such as cassette tape recorders, video tape, overhead projectors
and transparencies - one of the major reasons for their lack of
widespread adoption has been inadequate teacher iraining in
their use.

Flexible patterns of staff utilization are particularly helpful
in the evaluation phase of the teaching-learning cycle. The pro-
cess of student evaluation is improved because student progress
is judged, not by a single evaluator, but by several teachers
looking at the student and his achievement from different per-
spectives.

Another advantage of flexible plans of staffing is that sub-
stitute teachers can be used more effectively. Instead of being
faced with the difficulty of following the absent teacher’s lesson
plan, the substitute can be fitted into a structured plan of

instruction and can be supervised by the other members of the
team.
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Peer Influence

The “fishbowl” nature of team teaching disturbs many
teachers long accustomed to the security of their four walls.
Yet this is actually one of team teaching’s advantages. Although
some teachers may have been apprehensive about the openness
of cooperative teaching, adapting to exposure has come more
easily than they expected, and they acknowledge the constant
and constructive pressures toward quality performance.

Performing in front of colleagues has two other advantages.
First, teachers benefit from useful suggestions of fellow teach-
ers. Second, teachers have the advantage of exposure to several
types of teaching styles and the opportunity to improve them-
selves through observation and emulation. _

The teaching profession has attracted many individuals who
simply prefer to work by themselves. Some teachers, for
example, like the relative independence that teaching affords
them in making their own decisions as to the way their work
should be organized. In some cases, these teachers may be
able to adapt to working closely with others. However, it is
probable that not all teachers are fitted by personality or interest

for some of the flexible staffing patterns currently being
adopted.

Planning Time

Ore of the biggest pitfalls encountered by schools establish-
ing cooperative teaching has been lack of ability to schedule
common planning time for members of the team. No single ob-
stacle will destroy. this -type of

venture more quickly than the
lack of time to sit down and plan together.

There are many Wways to provide planning time, the most
common being the simultaneous use of special art, music, and
physical education teachers; the use of aides, student teachers,
and volunteers; occasional early dismissal of school; and a
teacher work-day which includes time for planning after students

Teaming requires more planning time by teachers simply
because there is a larger number of students and teachers.

17

This increases the number of variables to’be con§idered. The
time spent, however, is one of the school’s best investments,
because it is directed at giving students the benefit of the
collective judgment of several teachers.
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A" IMPROVING SCHOOL LEADERSHIP

“Two things must occur if we
are to avoid complete neutral
ization of the principalship. First,
principals must work for new or-
ganizational relationships with
teachers in the decision-making
process at the school level. Sec-
ond, differentiated staffing must
be employed to release teachers
to serve in varying capacities
within the organization. The
competence of the changed prin-
cipal will be measured in the in-
terpersonal skills with which he
works with a team of teacher
specialists.”

~Fenwick English

Principals have one of the most complex jobs in public
§ch991 systems. They start with ultimate responsibility for the
md(;wdual and collective behavior of students; for the well-being
:Ee Serftc;:lmance gf st?_ff;. for the relationship of the school with
e §n oﬁce. Prmqpals finally are accountable to their
how0 community for sahgfactory student progress. They know,
> Wi/ir, that the underlying key to the success of their schools

at goes on between students and teachers in the learning
1g};o‘ce-ss. It is the key to discipline, to teacher satisfaction in

eir lecl)bs, and to community relations.

superVieS i]tlygplj;:raolmelte:;n(len‘tary principal has the responsibility for
et fror elve to t?venty~ﬁve teachers. In a school of
e c:l classrooms, this means he has an almost impos-
ol o “Sﬂpr?blem of”aflequate observation. At best, he is
has vory litﬂeeg pétil'-tner in the teaching-learning process. He
ey It inpu mt.o what t_akes place in the classroom, for
ely that he will ever sit with the teacher to help plan
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instructional strategies. The most that the principal will probably
do is to react to the teaching methods being used. Even here,
he is handicapped by not being a part of the reasoning which
shaped the teaching plan.

Principals cannot be expected to be instructional leaders in
the sense of being curriculum specialists or authorities in all sub-
jects. However, they can perform an essential leadership role in
student learning as counsellors on meeting student needs. To
do so, they need a plan of organization that permits them to
make best use of their time. Under many of the innovative plans
of staff utilization being developed in Ohio, principals are now
playing a key role in the instructional process within their
schools.

When a school is organized into units or teaching teams,
the principal works closely with the teams. From a tactical
standpoint alone, it is far easier for him to work with four teams
of five teachers each than with twenty teachers in self-contained
classrooms. Moreover, he becomes a part of the group planning
process and has input into instructional decisions. He is also
better fitted for evaluation of the methodology used and its ef-
fect on student achievement.

Many schools have formed an instructional cabinet, made
up of the principal and the leaders of the teaching teams. These
cabinets make all of the instructional decisions of the school.
This plan has the advantage of closely involving the principal
in instructional planning without expecting him to have the
time or ability to be the final authority.

Tt is important to note that the choice of principal appears
to be the key factor in teachers’ decisions to participate in new
projects. If the principal is announced in advance, and if teach-
ers have confidence in his leadership ability, they tend to want
to be a part of the innovation and work diligently for its success.

In most secondary schools, sheer size dictates that princi-
pals be given assistance in carrying out instructional leader-
ship. This may be done in several ways, but the important thing
is that assistant principals or coordinators of instruction who
are given this responsibility devote full time to the work and
that principals spend adequate time with them.
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Principals have many non-instroctional responsibilities such
as maintenance, transportation, and secretarial services that
are essential to the operation of their schools. Many principals
are successful in delegating much of this work to a variety of
people to the benefit of the total school program.

Principals who have arranged to become active in the
planning and evaluation of instruction are enthusiastic about
their new roles. Like teachers who feel more “professional”
under new plans of staff organization, they welcome the op-
portunity to spend more of their time as “educator.”
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VI USING NONPROFESSIONALS

“Although it is commonly as-
sumed that the major purpose of
public education is the improuve-
ment of the students’ ability to
think, only a small fraction of a
teacher’s time is devoted to the
improvement of his pupil’s think-
ing. There is considerable evi-
dence that teachers will modify
their classroom behavior to pro-
vide more attention to the think-
ing process when they become
aware of how little time they de-
vote to It.

It is also possible that the dele-
gation of some activities to an-
other person will permit the kind
of careful planning which is
needed to enable the teacher to
function in this, the highest pro-
fessional role.”

—Donald M. Sharpe

It has long been recognized that teachers spend a consider-
able portion of their day in activities which could be performed
by persons less highly trained. Until recently, little was done to
alleviate the problem.

Teachers themselves have been slow to accept the idea of
having “outsiders” in their classroom. Even though they may
have felt harried in their daily performance of duties, many of
them have maintained an “I’d rather do it myself” stance. This
reluctance has no doubt been partly shaped by the time-honored
tradition of the isolated teacher in the self-contained classroom.
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In 1969, Ohioc became the first state to license educational
aides. There are now approximately 6,000 aides who have Te-
ceived these licenses.

There are two key reasons for using persons other than
teachers in the classroom. First, the process of individualized
teaching can be improved. Instead of leaving one teacher to
cope with the needs of approximately thirty students, the use of
aides can reduce this ratio significantly. Secondly, the back-
ground of the aide may enable teachers to teach students who
have not been otherwise motivated. It has been shown, for ex-
ample, that aides who live within the neighborhood school
community often are effective in helping teachers to better
understand the problems of their students.

The use of aides is still largely restricted to clerical duties
and supervision of students in non-instructional duties, but
there are many schools in Ohic which are effectively utilizing
them in the instructional process. Ohio law carefully spells out
that the aide is to work under the direction of the teacher. In
many classrooms, there is very close cooperation between teach-
ers and aides, but in other cases, full use is not being made of
the capabilities of aides because of confusion as to their role.

The distinction between teaching and non-teaching duties
for the educational aide is not easy to define. Some activities in
each category overlap. For example, the showing of arithmetic
flash cards, which an aide is certainly competent to do, is a
part of teaching. In the teaching-learning cycle, teachers are
1_'esponsible for diagnosing, prescribing and evaluating, but there
1S 1o reason that nonprofessionals cannot carry out much of the
implementing, under the direction of the teacherv.

1
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colleges and universities; students from methods courses in
those institutions; volunteer parents, community resource per-
sons with special talents, jobs or skills; junior and senior high
school students, perhaps members of the Future Teachers of
America; and even students from upper grades of an elemen-
tary school, who may be found tutoring in its lower grades.

There was a time when the education profession did not
welcome any outside assistance in teaching. Even the practice
of parents helping their children learn to read was often dis-
couraged. Fortunately, this attitude has largely changed.

It is no longer a question of whether aides or volunteer
parents or college students should be used in the classroom,
but how best to train them and to use their talents. It is not
enough just to train classroom aides-teachers and principals
need to be trained to use them effectively.
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VII INCREASING OPPORTUN ITIES
IN TEACHING

“If one were to seek deliberately
to devise a system of recruiting
and paying teachers calculated
to repel the imaginatipe and dar-
ing and self-confident and to qat-
tract the dull and mediocre and
uninspiring, he could hardly do
better than imitate the system
of requiring teaching certificates
and enforcing standard salary
structures that has developed in
the larger city and statewide
systems. Qur problem today is
not to enforce conformity; it is
rather that we are threatened
with an excess of conformity.
Our problem is to foster di-
versity....”

~Milton Friedman
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that has yet been devised. The second is the general lack of com-
petence in precise rating of teachers by their supervisors or their
peers. And general agreement on the accuracy of rating is es-
sential if it is to be used to determine the amount of money a
teacher is paid.

This is not to say that strengths and weaknesses of teachers
cannot be identified, or that the effectiveness of teaching meth-
ods and the overall operation of a school cannot be assessed.
The point is that many different qualities exhibited by teachers
influence the rate of student learning, and it is difficult to add
them up for purposes of establishing salary differentials among
teachers. Furthermore, the problem of comparing results
achieved by different teachers is complicated by the fact that
no two students are alike, no learning situations are exactly
comparable, and it may take considerable time for lasting results
to be apparent.

The public strongly resents paying “poor” teachers as much
as “good” teachers. And students can less afford poor teachers
than can taxpayers. The problem of poor teachers should be
solved either by helping them develop into good teachers or
facing the fact that they are not suited for teaching.

Most outstanding teachers have professional interests that
go beyond the performance of regular teaching tasks during
prescribed hours of work. They are interested in the develop-
ment of teaching and in improving the competence of other
teachers and there is much of this work for them to do. They
should be given added responsibilities and receive extra com-
pensation for assuming them.

Unlike a rating for merit pay, the granting of added pay for
added academic responsibility and hours of constructive effort
can be conclusively justified. Added pay then becomes a due
reward to the outstanding professional teacher, a powerful stim-
ulus for leadership, and it significantly improves the attractive-
ness of teaching as an occupation for the type of people that
are needed.

In schools which have established plans of team teaching
or differentiated staffing, some teachers have been troubled by
pay differentials for those teachers who have taken on added
responsibilities, looking upon this as “merit pay.” They have
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cpnfused labels such ag “outstanding” or

zlltalliss Scl;ﬁlfas “mastfr teacher” or “team leader.” New staffing
or special duties, and when teach id di

ca . , ers are paid differ-

ently, it is according to the responsibility of their jobs. ’ fer

“superior” with job

there are usually marked differences in levels of income

27

VIII EXPERIENCES WITH NEW
STAFFING PLANS

“It would be a mistake to concentrate
all the effort on a single area of pupil
development, namely, the ‘basic
skills.’ The danger here - and it is
one by which schools have all too
frequently been trapped - is threefold.
First, it encourages the notion that,
as far as the school is concerned,
training in the basic skills is all that
matters...Secondly, it tends toward
neglect of the fact that if a school
gives exclusive attention to this one
area of pupil development, it may pur-
chase success at the expense of failure
in other areas-social behavior, for in-
stance. Thirdly, it tends to blind
people to the interrelatedness of ed-
ucational objectives...Learning to read,
for example, may be dependent on the
pupil’s maintaining good health. And
the pupil’s sense of his worth as a
human being may be dependent on

his ability to read.”
—Henry 8. Dyer

Most people hesitate to change from what they are pre
sently doing, even if they are not particularly satisfied with its
success, until they are convinced that a new plan is a “better”
alternative. The problem is usually to define what is meant by
“better.” In the case of schools, the answer to what is “better”
is generally looked for in terms of student gains in performance
on paper-and-pencil tests of academic achievement. As Henry
Dyer points out, this approach is franght with hmlt?ﬁons.
Achievement tests represent only one source of information re-

garding program effectiveness.
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Five types of information are commonly used to judge the
worth of an educational program: (1) student achievement in
subject matter and in the development of skills in thinking
(cognitive), (2) changes in student interests, attitudes, and

values (affective), (3) parent attitudes, (4) teacher attity des, and
(5) costs.

Student Achievement

In the case of differentiated staffin
conclusive evidence as to its effect on academic achievement,
However, Temple City, California, which was the first district
in the country to adopt the plan, has found encouraging signs
after evaluating the 1969-70 school year. Su.mmarizing results
in upper grades of elementary schools, Temple City found that
there were significant gains for grades 3 and 5, average gains
for grades 4 and 6, and significant gains in language and work
study skills.

Martin Luther King Elementary School in Toledo also
evaluated itg program as a multi-unit, team teaching school in
1969-70. During that year, only two students failed to be pro-
moted to the next higher grade. Normally, 24 might be ex-
pected to fail from a schoo] the size of King. Pupils at King made
greater gains in reading comprehension test scores than normal-

g, it is t00 new to offer

ly would be expected from similar students.
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hallenged for the first time and, as a result, exploring sub-
;:ects which interest them in unusual depth.

Student Attitudes

The affective domain, which incfludes 'stude:tz ;Zt:ltud::;
ept, and feelings, is receiving increasing atten ﬂ; paf-
Sfﬂf-conc i the light of student unrest. Evaluation in the o
tlcqaﬂy - in is difficult. However, attendance figures, self-
fe'CtlYe 'doma'lnitiative and enthusiasm, schOf)l morale-are
dls'cmlglxaini measures of student attitude, significantly reflect-
?H ]m}lxjat students think about their schooling. et st
e vf‘{lesearch findings consistently support the v1ewing o
dents are happier under ﬂ(f}dl;l};a ::aﬁ:;gaa:ignio;it g pans.
i e
- ’l;eglp‘l;ecfti’i’tjgz 2? ircl)?r’seéoward scho((;l,1 and 'stude;:s é::;:
ally iti ol and learning. /
o Wellgnp?ilgc;?edz?:tifiin:sc}z’ade favorabl.e gains ﬁ:; 1;;2111‘:
?olgz:rof sciool attitude. At Me'ntor, students(:hu;o ;‘,hlen Dret diffee
tiated staff school scored hlghe.r on as orale seae
:Ean did students in tradition.al buﬂdmgs:twf‘;.on;hi;rmﬁa yf:on et
tions at both Martin Luther King and Wgs o o of
an improvement in attendance and a decr
dlsmlgil:;te the generally favorable attitudes Oihj} stgrdits p::
schools with new staffing plans, there e:ée tzznzleose ; par
ticularly in the primary grades, who n od the | Mm Caton
with one teacher which the sel’f—con:camﬂle&eassa'ot)(:himrm:l
Special arrangements can be made‘ or et Shoﬂundﬁd o
flexible staffing plans. At the same tu;le, B S ole of self
made to help them become independer_lt _'pe‘er s cape
direction. The new plans usually make it east

Parent Attitudes

i has generally
Parent acceptance of innovative staffing plans

i there have been
been highly favorable. In the research :}ﬁnningz,mn e D e
only two aspects of some programs W,
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not to their satisfaction: large-group instruction and irrespon-
sible handling of unscheduled time by some students. Both of
these problems can be overcome by proper planning,

Parents in Temple City have been “overwhelmingly favor-
able,” to quote from their evaluation results. At Martin Luther
King, approximately ten times the normal number of pupils
attended King at the request of parents who had moved outside
the district.

Parents in such districts as North Olmsted and Union-Scioto,
which have adopted flexible staffing plans, are reported to be
enthusiastic in their support of them. Although it may take
time for benefits to be fully recognized, the support of parents

grows as they appreciate the effort to individualize learning for
their children.

Teacher Attitudes

Teacher attitude is crucial in any new organizational plan.
Teachers operating under new plans in Ohio schools are enthu-
siastic about their new role In the decision-making process of
their schools. They indicate that they are working harder and
almost without exception, feel that they are experiencing greater
personal pleasure and satisfaction in teaching.

At Temple City, for example, 80% of the teachers believed

in Ohio by teachers who work in team teaching or differentiated
staffing programs. They feel that they have moved to a higher
level of professionalism, one in which they have become much

more proficient in seeking out alternatives to help students
learn.

Costs

Startup costs of plans for flexible staffing are described in
the next chapter of this report. Continuing costs have proven
to be little or no more than those of traditional plans. Temple
City, California, in an evaluation recently completed, reported
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hat their differentiated staffing project was costing only a
;raction more than their previous self-contained classroom ar-
a
ements. .
ramz‘%I‘he Mentor, Ohio district has found that the two buildings
in which they have instituted differentiated staf;‘ﬁng cost no more
1: staff than the schools which operate with self-contained

classrooms.
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IX IMPLEMENTING NEW PLANS

“We can suggest that we do
nothing until and unless we are
absolutely sure of succeeding.
But it is the weak man, not the
strong man, who wants absolute
certainty. It is the essence of
leadership not only to live suc-
cessfully with uncertainty, but
also to be challenged by it, to
experience its hazards and ex-
citements, to know that the game
is being played for high stakes,
not for peanuts.”

-Edgar Dale

Districts in Ohio that are leaders in improving staffing pat-

terns have generally taken four major steps in implementing
their basie plan:

1.Preparation of cost estimates to determine financial fea-
sibility.

2. Planning the scope, timing, and development of

programs.

3. Orientation of principals, teachers, parents, and students.
4. In-service training of staff.

Costs

Many new plans of organizing schools should cost no

more than traditional programs, if carefully administered. The
major financial hurdle to be overcome is provision for start-up

costs that are typical of most new ventur

es. These are largely
for staff training,

new materials, and project coordination. In
addition, provision should be made for the cost of initial plan-
ning and program evaluation.
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Federal Title 1II funds, under the Elen_1entary and Sﬁcondzz
Education Act, are usually granted for either 0’1’1e-c?rht t;ee-lycal
periods, and are considered to be “seed money,” wit fter othe
district taking full responsibility for the programba eVerely
grant period ends. Some Ohio programs have l}ad to be s:t el
curtailed at that point because the grant period was nﬁ; t one
enough for adequate staff development. Fj'urtherm‘fle,te ost fex
ible staffing plans requireduse t(i)f surlgﬁ:in;fa:ﬁgi o aIl’ e

musie, and physical education. s
:Irrt’ployed in many districts, but Vifhe_n tfhey are temﬂ}l);):a:tl:; spr}:
vided from special grant funds, 1t. is ;mé);::stlve

o include them in later operating bu . )
take;}fere have not been sufficient Title III m@davﬁab}zoiz
meet more than a small part of the need. Cons% ez: bz more
financial support is required if a(.ie.quate progrei:u;siﬁes o mace
throughout the State in capitalizing on op;')I(‘)iﬂ e ereds ane
proving staff utilization. Furthermg_re, since ed por
for the purpose of establishing innovative alé e v
prégrams, they are restricted to. the de\{el(.)pmen S vl
of programs, rather than duplication of ems‘tnnc,;;1 sulc gy are

As previously mentioned, most new school D e e
being designed to provide the type pf .spa}c;ijirggl; L
ible staffing. Some alterations of ex1stzmgbeen S e et
required the removal of walls, others have p.
of complete renovation of old structures.

Planning

annin j m sev-
Lack of adequate planning has been a ma;z; t{f:;: m s
eral districts committed to change. digeach;ra‘bed e o s
such plans as team teaching and er:l;e S it po
be influenced as much by the way they opera
as by their concepts. -
e following are essent o= D
disti’tlts successful in adopting new plat:s afd ﬁ HWM o
The needs and goals of students, parie:hav_e - ®
assessed; the target school or s,cheot0 naY dmhm oo
Jearning objectives and how they :;e 2 easm'ed‘ T how i e
established; and the structure of the program
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fit into the overall organizational pattern of the district has
been analyzed. In addition, a development schedule has been
established covering the length of time over which the project
will be tried. Experience has shown that there is considerable
merit in starting new staffing innovations in only one or two
buildings in a district.

In most schools which change from a self-contained class-
room arrangement to some form of team teaching, there is
usually no insistence on the part of the school that teachers
participate in the new structure. Instead, they usually are given
the opportunity to volunteer their services.

Orientation

Teachers, parents, students, and the general public all need
to be oriented regarding educational innovations. Some teachers
may show little initial enthusiasm for a new staffing pattern,
because of the need for major change in established routines.
Some individual must act as the “change agent,” and this
person will usually be the principal, although he may only
be acting as the “resident change agent” for the superintendent
or some other administrator.

Parents seem to question change in schools largely out of
fear that children may learn less of the 3 R’s and that discipline
may suffer. Unfortunately, some potentially valuable past
changes in teaching methods failed because they did not assure
that an essential body of student knowledge would be acquired.
Fortunately, this is a prime concern of educators currently work-
ing on innovative plans of staff utilization.

grades but fewer later problems in high schogl.

Students are perhaps the easiest to orient, particularly in
the lower grades. Many secondary students are critical
of the instruction they are receiving, and they welcome
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i ise of being
new patterns of organization which show promi
more helpful to them.

In-Service Training

i isi i de in most occupations for con

i SUbSTHCt;:_}oir?r‘;l;;O; :)sarrtrzliiulaﬂy notable in the px:;lfgssgzrslisj

’;1;1 Iﬁiiii;:e, law, and engineering, and moszmsplicc:);eese ining

nesses budget sizeable am<_)unts for regul';}rle e o mab.

nd preparation for operational change. e e ron for

i ph 1 education has been to assume that ec O chor
%:clslcel:ro’s f)r master’s degree has adequately train

for a lifetime of work. ' achors and

There is a special need for tralplng bg: e der
dministrators in new ways of working wi e e
Flexible ffing plans. Much of this has to be.z on  advanes
ﬂe’_ﬂble. St{i fhe plan. More training is required fastmxznts nee
?f m?Jatuh'ngthe laboratory of the classrooms, gd]usduced Bt
- a%iimif t1:acher assignments, new ideas are intro ,
m

refinements are developed.
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X THE ROLE OF THE STATE

“The General Assembly shall
make such provisions by taxa-
tions, or otherwise, as, with the
income arising from the school
trust fund, will secure a thorough
and efficient system of common
schools throughout the state.....”

~Article VI of the Ohio
Constitution

Boards of education in each district are instruments of the
State rather than of municipal government, and operate under
specific requirements of Ohio law. However, much autonomy
has traditionally been left with districts to establish their own
educational objectives and plans.

The optimum relationship between the State and its school
districts with respect to improvement in instruction is one in
which the State fills needs for information, guidance, and finan-
cial support that clearly exceed the capabilities of local districts,
At present and in the foreseeable future, there is a clear need
for special help to school districts in Improving the utilization
of teaching staff-help with information, counsel, and money.

State Department of Education
The State Department of Education consists of the State

Board of Education and the Superintendent of Public Instrue-
ion and his professional and clerical staff. The Department

Guidance and Testing;
and Certification; School Fy
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School Building; and its Office of Urban Education and State
C )
the Blind and Deaf. _
SCh(’)I(‘)}ifgl;ate Board of Education and the Supennten_d_ent. of
Public Instruction have recognized the r}eed fDor bet;:)er u&hzi‘;l%x
luded in recommendations of December 14, ,
fc)(f :liaeffi}(fxr:ecrgor and the 109th General Assembly, the State
d of Education said: _
Boar “The Board of Education proposes the fol-
lowing changes in statutes governing staff con-
siderations:
1. Funds should be provided to conduct a study
on utilization of teaching manpower, the re-
sults of which could be used to forml_ll_ate
guidelines for improved manpower utiliza-
tion.
2. School districts should be encouraget-i to éle
velop differentiated staffing -pattems in order
to promote better utilization of teaching
manpower.” -
It is hoped that this report ar;i lciatper ;vgkp:fw%: I(i::lx::im:f
sion on Public School Personnel Po cles v ) '
i i tilization of teaching man-
the needed current information on u
poiver. There is an ongoing need, however, for a centrail agzx;ctssr
to collect and disseminate information on new developm
d results of particular plans. )
- ;Iflslovative programs throughout the State and na(titlm?, b?th
small-scale and those embracing entu:e schools anﬁondnstnctss}mdd
should be regularly identified and d.escnbed. Inff)rma Shoud
include: planning processes; trj‘am.mg methods,%t?;;?ﬁ of nen
facilities; adaptation of old facilities to new us. X atittndes o
teachers, students, and parents; sta.rbup costs; ne e i
basic costs; type of program evaluation; and appare: €aso!
o Slglfancenssinesgaﬁafinaﬂinu; and program evaluation are kefys to the
successful m;tanaﬁon and refinement o.f pggrams ; ec:cebetterthat
use of staff There is a need to synthes1.ze uszi experi
is being gained and to improve methods being o et comnsel on
Many school districts wonld benefit from e e ot
means of improving staff utilization. Competent
ance should be made available to them.
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The State Department of Education is the most logical
agency to serve the needs of school districts for information;
improved methods of planning, training, and evaluation; and
direct counsel on planning and implementation of programs for
improved staff utilization. It also has a background of experi-
ence in new methods of organizing schools through its _adminis-
tration of federal grants. In addition, it has been assisting at
the university level in planning pre-service teacher education
In new arrangements for teaching. If regional resource centers
should be established, they would have a tiein with the State
Department and their work would benefit from having a central
source of information on staff utilization.

The State Department of Education will need an expanded
staff to assist school districts in making best use of teaching
personnel. This staff should be compensated in appropriate

relationship to the compensation of administrators in school dis-
tricts to be served.

Funds for Development

Research and development are household words in most
American institutions, from military establishments and space
agencies to manufacturing firms and medical colleges. Today,
we seem to know little about the process of learning relative to
our overwhelming knowledge in other fields, yet the educational
enterprise nationally invests only 0.3 percent of operational
expenditures on research and development. In most school dis-
tricts the percentage is probably much smaller. This is in con-
trast to research and development expenditures of 4.6 percent

of the nation’s total expenditures on health care, a rate 15 times
greater.

and arithmetic, however, unless teachers are effectively assigned
to carry out various teaching tasks. Ways of best deploying
staff and the training of teachers in new roles can, in

this sense, be considered a fundamental aspect of educa-
tional research.
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Few school districts have adequate resources to carry out
development programs. They need financial assistance for plan-
ning, in-service training of staff, improvement in measu}'ement
of student achievement, overall program evaluation, project co-
ordination, and new instructional materials. There is no indi-
cation that sufficient federal funds will be available to meet
these needs. For example, federal Title III funds to be spent
on staff utilization in Ohio in 1971 total about $804,500, and
were allotted to only 11 out of the total 631 districts.

State funds should be appropriated to cover the
development costs of new plans of staff utilization.

State funds earmarked for improving the use of teachers
might best be placed in a discretionary fund for distribution by
the State Department of Education. The plan of distribution
could be the same as that now used in allocating most federal
funds to school districts. Each district would submit a proposal
for a grant of funds to cover the start-up costs of a particular
plan of staff utilization that it wishes to establish. The proposal
would detail steps and cost in planning; method, extent, and
cost of teacher training; and a program for project evaluatipn.
The latter would include costs of developing and applying
measures of all types of student achievement.

The State Department will need to establish guide].ines for
distribution of development funds. They should tak-e L.nto ac-
count geographic coverage of the State, size of the district, .and
completeness of programs for planning, training, and e\'raluano.n.
The relative wealth of districts should also be considered in
allocating funds among them. Geographic coverage should be
planned so that all districts in the State have easy access to
ongoing demonstration projects. ) )

Tt is expected that five to ten years will be requl.rgd. to bring
about widespread use of improved methods of utlhzmg‘staff
and the needed funding of development costs should .be viewed
as a long-range undertaking. Exact amounts for contmged sup-
port of the program should be calculated from expenenceulm
early years and from periodic evaluation of overall results

by the State Department of Education.
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In 1968, the Council for Educational Development stated:
“We are convinced that reconstruction of instructional staffs
and school organization must lie at the heart of any meaning-
ful effort to improve the quality of schooling in this country.”

We concur.

We believe that the talent and skills of our young
people are our most important resource. We are convinc-
ed that new ways of organizing schools are essential to
provide the educational programs to fully develop that
resource. We are confident that the principles of flexible
staffing are sound, that the technical expertise is within
the capability of Ohio institutions, and that the financial
means are well within our reach. We also believe that
there is much basic agreement upon these priorities
among educational leaders.

What is most needed is dedicated effort at the State,
school-district, and school-building levels to move further
in the direction of more effective staff utilization. School
districts can do much on their own. With State aid, they
can do much more. The Commission on Public School
Personnel Policies in Ohio believes that the need is
urgent, and the time to make the effort is now.

APPENDIX
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SELECTED DATA ON OHIO SCHOOLS

Fall, 1970
School Districts 631
Full-Time Classroom Teachers 100,315
Enrollment; 2,424 227
Kindergarten 170,409
Grades 1-8 1,469,217
Grades 9-12 694,969
Special 48,997
Ungraded 40,635
Public Schools: 4 255
Elementary 3,237
Junior High 263
High School 755
Operating Expenses: 5
b $1,510,223,963
State Subsidy
Percent of Operating B 461,101,802
Expenses

30.53%

Source: Ohio State Department of Education
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LEARNING TO LEARN, LIKING TO LEARN,
AND LEARNING

Effective teaching centers on teaching students to find,
relate, and evaluate information in a way that develops the prac-
tice of critical thinking and produces satisfaction in learning.
It calls for a certain amount of memorization, but learning
limited to memorization is sterile.

Most teachers try to teach children to learn and hope they
can make them like to learn. Many gifted teachers have been
successful in doing so as individual practitioners working in
the privacy of their classrooms. Experience is proving, however,
that most teachers have a better chance of accomplishing learn-
ing objectives when there is flexibility in grouping children
and dividing varied teaching tasks among a group of teachers.

One approach to flexibility is the “open” school, where
100 to 200 primary age children may be assigned to one large
room and the same number of older children to another. During
the day they will work in different groups based upon their
needs and interests and move from group to group. At a partic-
ular time, we may find one group of ten children of different
ages who have a common difficulty in reading. In another
group, we might see five first-grade children, who would be
disrupters in a regular class of 25, but who are now developing
interest and self-control working with their hands on a creative
project. In a third group there may be 35 children with high
skill in arithmetic solving problems their teacher places on a
screen.

In the open school, we may see much free but purposeful
movement of children. Some may be going to a library corner,
having left a science group to look for source information,
or from a social studies group that is unable to agree on the
background of a certain event. Among older children we may
find much unsupervised study, perhaps three boys reading to-
gether on the floor, absorbed and enjoying the process of learn-
ing.

In many schools with traditional small classrooms, grade
levels have been eliminated and students move from room to
room for subject instruction according to their competence.
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The aim is to avoid the boredom of the gifted child and the
frustration of the limited child that results when they are
always together in a large class. This in no way precludes
arrangements for putting children of varying abilities together
for subject work, but when this is done, it is on a planned basis
with a specific result in mind.

In both open schools and traditional buildings using a non-
graded plan, students are mixed together. They are grouped by
needs, but they move from group to group. This is in contrast
to some plans of grouping children by intelligence levels in
self-contained classrooms. In the open and nongraded schools,
some skilled readers may be together in a special arithmetic
class, but there are no permanent groups of “bright kids”
separated from “dumb kids.”

Some schools have stayed with grade levels in adopting
their particular plan of flexible staffing. The use of several
different ways of better meeting the needs of students should
be helpful in the refinement of all plans.

Too many high school students have suffered through a long
vear of one teacher’s interpretation and presentation of his
subject. The result has been a plateau in the process of learning
to learn, boredom, teacher frustration, and waste of time. Op-
portunity for achieving a different result can be illustrated in
the case of the teaching of American history.

It is unlikely that each of five teachers of American history
in a large high school are equally capable of making all key
parts of the subject become alive and relevant to students. Yet
one may have a deep and exciting comprehension of the history
of ethnic groups, another may be expert in economic develop-
ment, the third may be an authority on the Civil War, another
on the history of government, and the fifth may be most lucid
in the fields of American art and lLiterature. There are a variety
of ways by which they could pool their resources. In some cases,
they might have an extensive division of work, in others they
might exchange just a few classes. In any event, students should
have full benefit of available teacher expertise and the stimula-
tion of exposure to a variety of teachers.

In some upper schools, subject teachers are pooling their
capabilities in another way. There may be no American history
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teacher who can excite students about the way American litera-
ture reflects the changes in American society. History teachers
and English teachers, however, can work together to give §tu—
dents the best total learning opportunity. All of this requires
flexibility in staffing and a type of instructional leadership that
goes beyond course content and concentrates on finding ways of
best matching students with teachers.
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TEAM TEACHING

Many Ohio schools are using some form of team teaching.
The extent of its use ranges from Springfield Local near Toledo,
where two teachers work together with two combined second
grade classes, to the three elementary schools in North Olmsted,
where all teachers work in teams without designated team lead-
ers, to Martin Luther King School in Toledo, where the teams
have designated leaders. In its broadest sense, team teaching
is any arrangement where teachers jointly take responsibility
for determining the needs of students and share their capabilities
in meeting them.

Team leaders are generally not financially compensated for
their added responsibilities and duties. Many prefer to be on
the same schedules as their colleagues to avoid any feeling of
separation as “administrators.” On the other hand, the romantic
implication that everyone is a leader will probably not stand the
test of time. All programs should be regularly evaluated and
the process has to start with the leader. This aspect of respon-
sibility alone seems to call for differentiation in compensation.
In most professions there are varying levels of responsibility
with commensurate compensation, yet lawyers remain lawyers
and architects remain architects. Teaching should gain in pro-
fessional status as team leaders are appropriately rewarded.

The following schools in Ohio are considered by knowledge
able educators to be good examples of team teaching in the
State and have been visited by the Commission staff. The lst
is not presented as all-inclusive.

Elementary Schools

Centerville Village South (K-5).

Lakewood Grant Elementary (ungraded).

North Olmsted Birch (K-6), Butternut (K-6), Spruce (K-6).
Ottawa Hills (K-6), Ottawa Hills Local (Lucas County).

Union-Scioto Elementary (K-8), Union-Scioto Local (Ross
County).

Middle Schools

Centerville Watts (6-8), Hithergreen (6-8), Tower Heights (6-8).

e Willis Intermediate (6-8).
};,’izvna; Community Middle School (ungraded).

Senior High Schools

Akron Firestone (10-12).
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DIFFERENTIATED STAFFING

Differentiated staffing is basically the same as team teach-
ing and the terms are sometimes used interchangeably. Flex-
ible staffing is the fundamental characteristic of both and they
have the common objective of grouping students by needs and
assigning teachers according to capabilities. They both aim for
the optimum in individualized instruction.

Differentiated staffing is distinguished from other plans of
flexible staffing by a distinct pattern of organization which
calls for set levels of teachers, each with a different salary
schedule based upon responsibilities and duties. This arrange-
ment has perhaps unfortunately been given the designation of
a hierarchy. It is unfortunate if it connotes rigidity and distance
between levels. It has been used probably because no better
term has been found. When schools employ paid aides and
team leaders and department heads are given extra compen-
sation, they in effect have a differentiated salary plan. The
main difference is that schools classified as having differentiated
staffing have usually gone further in salary gradations and
levels of organization.

Differentiated staffing was first instituted in Temple City,
California, in 1968 after extensive planning under a district
study grant of the Charles F. Kettering Foundation. Other dis-
tricts outside of Ohio with differentiated staffing plans include
Beavertown, Oregon; Kansas City, Missouri; Niskayuna, New
York; and Fountain Valley, California. Dade, Leon, and Sara-
sota Counties in Florida all have differentiated staffing pilot
projects.

In Temple City,the“Associate Teacher”is at the lowest level
of the hierarchy. He is typically a beginning teacher with lighter
teaching responsibilities. The “Staff Teacher” at the next level
is an experienced classroom teacher. He may also be a special-
ist in small- or large-group instruction. The “Senior Teacher,”
who is “the teacher’s teacher,” is on the next level. He is a
highly skilled practitioner in his subject area, and is primarily
responsible for the application of curricular innovations.

His teaching responsibilities will be less than the Staff
Teacher.
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The apex of the hierarchy is the “Master Teacher.” He must
have a Doctorate degree or its equilvalent, and possesses schol-
arly depth of knowledge in his assigned area. ‘His teaching re-
sponsibility is less than that of a Staff or Senior Teacher, z_md
the majority of his time is spent in research and practical
application in the classroom.

Senior Teachers and Master Teachers in Temple City may
be paid salaries substantially above the schedule for Staff Teach-
ers. They are on limited contracts for these positions, however.
The intent of the salary plan is to improve financial opportu-
nities in teaching for those teachers who wish to assume added
responsibilities and duties.

Schools in Ohio with differentiated staffing plans are:
Mentor Lake (K-6), and Orchard Hollow (K-6).
Dayton Westwood (K-8).

Canton Lathrop (K-8).




INNOVATIVE HIGH SCHOOLS

It is difficult to categorize the program of Ohio’s innova-
tive senior high schools. Most of them are combining several
promising practices, including modular scheduling, team teach-
ing, large- and small-group instruction, independent study, non-
gradedness, provision of common planning time for teachers,
and flexible use of classrooms or open space.

Among the most innovative programs are:

Athens High School (9-12). Modular scheduling, semi-open
space, nongraded, independent study.

Dayton Chaminade High School (9-12). Modular scheduling,
independent study, large-small group instruction, com-
mon planning time for staff,

Lima Shawnee High School (9-12), Shawnee Local (Allen
County). Modular scheduling, independent study, team-
ing, large-small group instruction.

Mariemont High School (9-12). Modular scheduling, open
space, team teaching.

Toledo Whitmer High School (10-12), Washington Local
(Lucas County). Nongraded, team teaching.
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INDIVIDUALLY GUIDED EDUCATION (I.G.E.)

A promising new model of staff o-rg.anization gnd cmcﬂm
restructure is the program called Individually Guided E.ducat}on
(I1.G.E.). This plan is being foste.n'ed by the Instltzte or
Development of Educational Activities, .Inc., |IID|E|A]|, an
affiliate of the Charles F. Kettering Foundation.

The I.G.E. model incorporates two well-known concepts
about teaching and learning: team teaching and nongradednestss.
In addition, however, it has included several ot.her componen
which are important when a school is attempting to mn9vate,
These include special training of the sc}.mol .sta}ff and 'alhanc;zs
with other schools which are engaged in similar projects. lo
carry out these objectives, |[IDIE[A|, has produced hmany
films, filmstrips, and booklets for use by school staffs who a;rde
entering the LG.E. program; and [ID/EA| has- form
“leagues” which are composed of all .of the-schools in a egelc;-
graphic area, usually around a university, which are engag
an I.G.E. program.

Although most have begun the I.G.E. program dlurmge f;};
1970-71 school year, the following elemm@ schools ar
amples of the model in at least partial operation:

Centerville Stingley (K-4).
Dayton McNary Park (K-5).

Toledo Martin Luther King (K-6), Old Oxchard (K-6).

Xenia McKinley (K-6), Simon Kenton (K-6), Spring Valley (K-6).



YEAR-ROUND EMPLOYMENT OF
SELECTED TEACHERS

Many excellent teachers leave the classroom each year so
that they may earn higher salaries as school administrators,
Many of these persons would prefer to remain in teaching if
they could earn salaries somewhat commensurate with those
paid administrators. Differentiated salary plans are one answer
to improving financial opportunities in teaching.

The Warren City Schools attacked the problem in 1969 by
instituting an “Executive Teacher” plan, whereby 5% of the
teaching staff is employed year-round. It is aimed both at im-
proving financial opportunities in teaching and meeting a com-

Most of the Warren teachers appointed to these positions
are hired on a permanent basis in the basic cwrriculum areas
of mathematics, language arts, science and social studies. The
remainder of the teachers are employed for one year at a time
to work in the areas of art, music, physical education, industria]
arts, home economics, pre-school education and vocational ed-
ucation.
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ALL-YEAR SCHOOL

At the start of the 1968-69 SFhOOl year, Atlanta, Geoll;gla;
gained nationwide publicity when it began a four.-quarter 1;slc 00
rogram. The year-round school concept bear§ importans ;:h.lc;n
fhe attractiveness of teaching as an occupatation by lk)lrox; mi
greater employment opportunity for those teachers who de
it.

The all-year school plan has many an_d cx?mplex pro})li?:
of implementation, but offers g.reai.: promise in argas o
riculum restructuring, better utihzatl.on of space, and increased
flexibility for students in course selection.

Fairfield Local in Butler County,. Ohi? and Forest Hfﬂls ﬂllr;
Hamilton County have received a joint Title TIT granl;al oris he
purpose of implementing an all-year school. Their g
start the program in September, 1972. .

The Cincinnati City Schools will .sch.edule their l;l:onfg
schools on a “four-term year,” beginning Septem. 45 &ays
This is not year- round, since each of th_e four terms I;ged tavs
in length. By adding a fifth tsetr:;f lattcialri,z ;tﬁ::;:.lnize (;:1?“" o

- school program. w mnnah. >
iznzgtyiircause teaI.:IherS will have .the same planning period
and nearly all study halls will be eliminated.
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ADDENDUM

The purpose of this Appendix has been to provide a short
description of several promising models of staff utilization which
are currently in use in Ohio. Along with each description is a
list of schools which have successfully implemented the model,
or which have made significant first steps.

Most of these schools and several others were personally
visited by at least one member of the Commission staff. The
Commission wishes to make it clear that there are other schools
in Ohio which could have been named in this report as inno-
vative or exemplary models of improved staffing.

Many innovative programs of staff utilization are found in
Ohio’s larger cities, and most of these are being funded under
Title I or the Ohio subsidy for disadvantaged children. Since
they fall into several kinds of categories and are given different
labels, no attempt has been made in this report to describe
each model. However, many of these appear to be paying
important dividends in gains in student academic achievement
and attitudes.

Additional copies of this report can be obtained from:

Commission on Public School Personnel Policies in Ohio
700 National City Bank Building
Cleveland, Ohio 44114

Single copies  $.75
Five or more $.50



