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ABSTRACT
The sequence that the decisions of school management

follow is discussed. This sequence follows four major steps:
procedural, continuance, dissemination, and reallocation. Each of
these steps is directly related to: (1) planned instructional
activities, (2) on-going program and administrative practices,-, and
(3) overlapping conditions between newly implemented and existing
programs. To assist school management in developing, ivIA.ementing,
and sustaining instructional programs that have merit, research and
evaluation units are responsible for providing data that are
essential to making decisions. regarding instructional programs. It is
suggested that the best method for ascertaining what (and when) the
decision mechanism and control system of a school system are would.be
to document those operational steps that- encompass the development
and implementation of an instructional program. -(EE)
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one major function of school management is to provide leader-

ship in the development and implementation of successful nstruc-

tional programs. To meet this responsibility, school management

must deploy and direct Its material and personnel resources to

the instruction al needs of its school population. Although

the de ns they make consist of complex policies and procedures,

-these decisions might appear to the Uninitiated to be a singular

action commonly called "the decision-making process."

Because school management decisions are sometimes considered

to be singular actions, recommendations for improving the impact

such decisions -have centered around the use of rater formalized

methods (i.e., systems analysis, PERT, PPB). Although such tech-

niclues have been suggested and used, 'they have been neither fully

accepted nor implemented to the extent that they have identified,

defined, or demonstrated significant relationships between resource

inputs and instructional outputs (Chirikos and Wheeler, 1968) .

School Management Decisions

The fact that standardized control systems have_ not been used

effectively in education should not suggest thateducational systems
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do not have well - defined control mechanise Educational systems

tend to apply a management control technique. Management control

techniques differ from strategic planning and operations control in

that they focus on the whole organization rather than specific sub-

units of the -nization. Anthony (1965) defined management control

as a process by which -nagement assures that resources are obtained

and used effectively in the accomplishment of the organization's

objectives. School management decisions fall into four general

categories: procedural modification, program continuance, program

dissemination, and program reallocation. Accordingly, the range

of information it needs varies from the qualitative documentation

of instructional practices to the resource analysis Of specific

program subcomponents. The question as to when and which level of

information school management needs depends on the length of time

a program has been in operation and the degree to which that project

overlaps other programs ithin the school system. However, at any

given decision point, the total ration need is reflected as the

summation of each proram's history. For e = ample, if a decision is

to be made about three programs having different implementation dates,

school management needs three different levels of information.

To provide a. better understanding of the nature of the decisions

school management must make operational defihitiona of-the four

general decision categories are given below. In each case, reference

is made to the length of time the program under consideration ha

been operating.
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Procedural Nodificatio Years 1 2

At the start. of, it is essential to know whether it

is being implemented properly. During these years, school manage-

ment is required to make decisions that will lead to the orderly

adoption of the project's instructional plans and policies. A

number of internal audits are needed to determine (a) whether the

planned material and progra=m resources are arriving on schedule,

(b) whether the target population is being served, (c) whether the

impiementatior procedures are being delayed due to seine systematic

problem, (d) whether staff development-activities are underway and

well re.ceived, and (e) whether pertinent data for the respective

funding agencie sources are being collected. Such decisions have

a priority during this period because unless the-enunciated instruc-

tional processes and procedures are firmly comprehended and executed,

the true value of the project will not be realized.

program Continuance (Ye 4)

During this period, school management, having made procedural

modifications to successfully implement the project, must decide

whether the newly implemented project is capable of delivering

its specified services and (b) whether these services are producing

meaningful changes in.the educational patterns -of the targetchild-

Associated with this concern is the need to know how uch'it

costs to deliver the servic And whether it is worthwhile to con-

tinue the investment of material and personnel resources. The major

decision, therefore, is to determine whether_the project is productive
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and whether is worthwhile to continue to offer its services,

Program Disr,wination (7- Ire 5 . 6)

At this time, the project will have become an integral part of

the school sys 's instructional offerings.. Since most of its

operational constraint, ill have been worked out, its current in-
fi

str otional configuration .e., class size, teaching strategy)

would probably he in that form which permits an optimal level of

delivery. For these reasons, school management has to make a

number of strategic plans. Of the many considerations, the highest

priority is on project dissemination.

Progameallocatio(Ycars_ 6 ' 7

Reallocation and dissemination decisions are closely related.

When a project is considered for dissemination, _school management

has to examine the proposed project in a number of ways. In this

.process, they have to assess each of project's components to

determine whether it is necessary to disseminate all or some of the

project. Because this activity preceeds anturn-key" action, care

is-taken to forMulate cost-effective units. Therefore, school

management has the crucial responsibility of constructing viable

ructional additions for the school system.

Research and Evaluation Activities

To obtain systematic information about the status of instruc-

tional programs within its school system, school management turns

to its research and evaluation unit. School management expects

that the information developed by its unit ill be both timely and
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reflective of the conditions within the school system. If it is

not, school mana- en= although convinced that the evaluation in-

formation is if valid, will not use the Information as a major

refercnee source. Grobman (1970) described this situation in her

discussion of cu:7ricul evaluation. She stated that evaluation

information had no value unless its recipients believe that the

evaluation information is useful. Therefore, it seems that if

evaluation information is to be useful, it must be in-phase with

the perceived information needs of school managemert.

In Figure 1, the four levels of school management decisions

are given with the appropriate research and evaluation design tech-

nique. Although a concise statement of the preferred analysis

procedure is given, a more detailed discussion of each evaluation

phase is given below.

Phase_: Specific I

Insert Figure 1 about here

n (Years 1 )_

During implementation years 1 & 2, process evaluation techniques

should be emphasized (Brown, 1970). In operational terms, process

evaluation techniques describe the implementation process--that is,

they put a heavy emPhasis upon the rionatering of classroom

activiti_- (b) staff development activities, classroom manage

Ment practices, and (d) the development of demographic information

(i.e., enrollthent patterns cif the participating schools). In

essence, process evaluation techniques describe and document all
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aspects of the implementation process (Baker, 1969) .

Outcomes of this process evaluation produce specific orma-

tion about the discrepancies between theoretical concepts and

practical methodologies, as well as the major distinctions between

proposed and emergent program characteristics (Provus, (1969).

These data would cover all bases of the project--even those areas

which might ear to be unresearchable (i.e., the preparation of

a project X school X grade-matrix). Such data assist school manage-

ment (1) to identify areas of program strength and weakness, ( ). to

make adjustments in the internal and external management of the

-project- and (3) to modify policies governing the relationship of

the project to other instructional programs.

Phase 11: Comprehensive -o -ation (Years 3 4)

By this phase, many of -the project's initial problems will

have been resolved and the project will be delivering its se vic

in _a consistent ma_-:_er. However, school management wants to know

whether-the inputs of the project are producing the desired results.

To obtain this kind of in:ormation, R & E'personnel should use foriLL7'

ative evaluation techniques. This is.-the method of choice because

it provides data that test whether project -is- reaching -its

objectives and is producing desired behavioral-changes in the target_

children. _f the desired criteria have not been reached by the

project, the method gives an estimate of how far the project is from

reaching its terminal goals. These relative success measures provide

school management with reliable data and assist them in ascertaining
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what kinds of changes are needed to improve the outputs of the project.

Phase TIT! Judr;mental Information

Projects having been sustained for this length of time are those

which have demonstrated successfully their ability to deliver their

services or products. Nora, school management, being required to

determine which of the prescribed services are to be disseminated,

requires a different level of information. These decisions become

more crucial when there are more than one project directed toward the

e instructional objective. A similar situation exists when the

projects represent major alternatives to existing school programs.

To assist school mmagement, R & E personnel should use long-

itudinal or trend analysis techniques. These techniques permit the

use of t1,- many data sources which have been developed, codified,

and stored over the past five years to, be retrieved, catalogued, and

displayed. These data may be formatted in-a time series design

containing integrals of the variables (i. ., exposure indices,

multiple correlation coefficients). School management will expect

the investigator to study the results of these analyses and prepare

statements of his findings. and recommendations. At this time sum-

native techniques are also useful. Comparisons between participants

and nonparticipants may be perfo _ed However since the summative

data can only indicate whether the participants are performing better

than the nonparticipants at this point in time, the former, procedure

is preferable because it provides a more comprehensive review of the

historic impact, actions, and outputs of the project.
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PI nIV: Conone,t Imoact Information (Years 6 &

When school management is faced with deciding which of many

projects having the scme thrust is the best, a different assessment

procedure must be employed. For it is not enough to know or identify

the best p-- --nents) of each project, it is essential to know

,h.ich .o :bin.ation of components would hest meet the specific needs

of the school district's children. When a school system has more

than one need group, component impact procedures would provide

school management with a number of cost- effective combinations-.

A suitable comppnent impact analysis procedure (CIS) was used

by Brown (1972) to describe the impact of Title 1 projects in

Philadelphia. The proposed CIS permitted the analysis of the

impact of 16 projects in 69 elementary schools. It gave a composite

picture of the additive or compounding effects of these projects.

By, incorporating cost, demographic, achievement, and project content

input data into a hierarchialmatrix_(project density), Brown. was

able o derive -the impact cha acteriatics of the resource allocations.

By analyzing the thrusts (additive inputs) of the emergent resource

patterns (intervention experiences), the most appropriate component

combinations were identified. Therefore, through CIAPI- school.

management. as provided not only with information about how the

resources had- been allocated to meet specific- needs, -but which

combinations of resources -,was most productive. These data provided

school management with a number of alternative ways in which their

resources .could be reallocated into more productive-effective units.
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Discussion

The general belief that more sophisticated research and e u-

ation designs will satsatisfy the informational needs of school

ma_ nt is ti isleq ing. Although the discussions about the

relevenc5 of currant r earch designs are important, they circu

vent the more real and nressang oblem--namely, how to get school

management personnel to use evaluation as a primary source in

their decision - raking process. It would seem that as long as the

functions of school management are conceived within the narrow

context of a "decision-makinTprocess little progress can be

made.

. The major purpose of this paper has been to demonstrate th

the decisions of school management follow a well-defined sequence.

Decisions begin as qualitative, pragmatic concerns for the orderly

implementation of a program through a period when they become

desires for the quantitative differentiation between common compo-

nents found in parallel programs

In general,, the sequence of school management decisions

follow four major steps: procedural, continuance, dissemination,

reallocation. Each of these steps is directly related (1) to

planned instructional activities; (2) to on-going program and

administrative practices, and (3) to overlapping conditions between

newly Implemented and existing programs. Because the education of

children is an organic activity which changes as a function of the

needs of the children served, a school system always has a diversity
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program levels. It is this diversity that causes school --alage-

ment's decisions to be multifaceted. Compounding these conditions

are the influencos from outside the school system. Political

pressure, social change, pupil mobility patterns, and community

interests are b few of such influences or factors. But, given

those factors, 1 management must maintain responsibility

f- developing, imoleme -ing and sustaining those instructional

programs of me -it.

To assist them in this effort, school management personnel

turn to research and evaluation (R & E) units. R & E units,

therefore, have the responsibility for providing those data that

are essential for making the most appropriate decisions about

instructional programs. However, if R & E units feel that they

should wait for school management to develop or enunciate signifi--

cant research questions, or to define specifically what they need

at z given moment in time, R & E units will continue to Provide

information that is Out-ofphase with the major concerns of the

school system. R & E units should begin to study the decision-

making mechanism and management control system of their respective

school systems to find out how they might best be of service. For

when the decision mechanism and control system are known, it is

relativelv to develop and present appropriate evaluation information.

The findings of this study suggests that the best method fog

ascertaining what (and when) the decision mechanism'and control

-syst6m of a school syste would be to document those operational.
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steps which encompass the development and implementation of an

instructional program. As is shown in Figure 2, a. direct relation-

ship exists het we n the developmental and implementation p

(years in operation} an instructional program and requis te

Insert Figure 2 about here

school management information (research And evaluation teChniques).

When this relationship is established_ for a school system, R & E

units become able to respond to the changing information needs of

school management. Furthermore, such an alignment would sub-

stantially increase the impact of evaluation information on instruc-

tional change.
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Realloca
(Yrs-.
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semina _ion

(Yrs.' 5 & 6)

Continuance
(Yrs. 3 & 4)

Procedural
(Yrs. 1 & 2)

PR CEDU OF CHOICE

0

Figure '2. Relationship between levels of acho01 management decisions

and R & E procedures for produCingrelevant management

'information.


