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ABSTRACT 

The purpose of this study was to design a model through 

which categories and characteristics of reading programs and or

ganizational models could be integrated to form a decision-making 

base for interrelating the functions of a public school reading 

department into the overall organizational structure of a school 

district. 

No experimental design was used for this study, nor was 

there any use of human subjects. This study was not stated in 

statistical terms. Models were used to inform or establish some 

of the relationships that were judged to exist between data col

lected and the conclusions reached. 

The scope of this study was both theoretical and struc

tural in nature. The limitations were identified in the scarcity 

of available research on the bases for organizational models and 

on the absence of comparative integrating models for placing read

ing departments into an organizational structure. 

This study was directed toward the development of a model 

that could be utilized for the creation of a school district or

ganizational composite to facilitate more effective planning, de

velopment and implementation for reading department programs 

within the composite. 
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Parameters and guidelines to be used in the examination 

of organizational ideas and reading department functions were 

established. 

The procedures used included library research of litera

ture on models and model building, a basis for model structure, 

distinctions regarding criteria for models, and a way of classi

fying models. Criteria were set for identifying a school dis

trict model that could be used as exemplary where each 

organizational function was identified. Six randomly selected 

school districts were chosen and analyzed for the place of a read

ing department in their district organizational structure. 

To gather the necessary data, four procedures were em

ployed: (1) site visitations to three of the six school dis

tricts and interviewing the person(s) responsible for the reading 

department operation; (2) telephone interviews; information from 

two school districts was secured in this fashion; (3) collection 

of all available written materials, from each of the six school 

districts, concerning personnel involved in the reading depart

ment through organizational formats showing lines of authority, 

administrative responsibilities of reading personnel through job 

descriptions leveled under the generic categories of policy/ 

planning, developing/interrelating, implementing/supervising, as 

well as reading department responsibilities by administrative 

divisions using the generic categories mentioned heretofore; and 

(4) charting data collected to provide information on personnel 

responsibilities and lines of authority. 
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No significant differences were found between the goals 

of the different school districts. The sets of parameters for 

the reading programs within the total organizational support sys

tems of these districts were basically uniform for the districts. 

However, a comprehensive model for a district reading program 

with an organizational support design should emerge from a read

ing department design that is interwoven throughout the program

matic offerings in a district. 

The most generic conclusion of this study was that the 

model used by the reading department should either be a microcosm 

of the overall district model or it should provide an illustra

tive example of how a generic or unifying model can function. 



CHAPTER 1 

THE PROBLEM 

Reading is more than an academic subject. It 
is an activity that is woven inextricably into 
one's entire lifestyle (Fillmer and Griffith 1973, 
p. 455). 

Reading must be defined traditionally in terms of man's 

survival needs in various organizational developmental contexts, 

and in relationship to the increasingly complex values which have 

characterized the place of the reading process in human history. 

The history of reading as a subject matter and the emer

gence of models as structural ways of expressing ideas come to

gether in any effort to discuss reading as an integral component 

of an organized plan to educate. Reading can be set in three 

rather different organizational contexts through which to set the 

perspectives of this study: 

1. Reading as survival, as a basic skill in a traditional 

organizational design. 
r 

2. Reading as a critical strategy, as applicable to all fa

cets of the educational organizations administrative and 

instructional divisions, and finally, 

3. Reading as inquiry, as a structural contribution to edu

cational organizations and to decision making procedures. 

1 
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Reading as a cultural concern has emerged rather recently 

in the development of man's history. Reading for most of man's 

earliest years served rather simple purposes. There were leisure 

moments to be filled by making marks on cave walls which ex

pressed man's fears and hopes, declared his anxieties and his 

plans. There were moments to be filled by illustrations, with 

one-line drawings, of the things in the world of most direct im

portance to the person leaving the marks. There were elabora

tions on these drawings which came to mean special things to 

people who were frightened and supersitious, hungry and yet hope

ful. There were signs to be left for others of the group which 

carried special significance for directions or activities. There 

was a chronicle to be kept of progress and failure, hopes and 

disasters. 

For thousands of years some form of writing was needed as 

a survival strategy. Reading in this survival sense was as much 

a part of everyday life as hunting and eating. There would have 

been very little need for a class in reading separate from the 

life activities of everyday survival. Children would not have, 

for instance, ever thought that reading was a chore where: 

1. Reading as coding and decoding meant life or death to the 

reader, yet 

2. Reading as a skill in this sense was not a thing of it

self, but only a result of daily exigencies. 



3 

Then there came upon the visual scene a way in which to 

increase, in geometric progression, the process of reading and to 

fit it into all areas of the educational organization. The 

"Gutenberg Galaxy" in The Medium Is the Message by McLuhan and 

Fior (1967, p. 68) helped set the basic purpose for a different 

meaning of reading: "Print technology created the public. Elec

tric technology created the mass. The public consists of separ

ate individuals walking around with separate, fixed points of 

view. The new technology demands that we abandon the luxury of 

this posture, this fragmentary outlook." 

Changes as early as the 18th Century were to revolution

ize the concepts of word. Mankind had arrived at social and 

technical advancements destined to alter the very meaning of 

books, ideas and the printed word. 

The printing press paved the way for far more than pro

viding vast quantities of knowledge and information to massive 

numbers of people. It did more than merely expand the importance 

of reading to the citizens of each community as well as to the 

composite educational organization. It did more than pave the 

way for the "electric technology." The printing press mushroomed 

the growth of language and expression of thought to unprecedented 

proportions. Stabilized truths and doctrinaire systems were 

placed in paper retrieval form which sponsored support for read

ing as a significant component in a comprehensive educational 

effort. 
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Editorial commentaries and polemics became primary 

sources of educational organizational development and of prepara

tion for students to assume responsibilities for community life. 

Books retained the authoritative status they enjoyed earlier in 

man's history but the issue became which book for which purpose 

within the parameters of the educational organization. 

Educational structures were expanded to include "critical 

reading," "reading for content," and so forth. Somewhere in this 

sequence of changes in emphases for reading programs, different 

and often competing theories of reading were proposed by which to 

explain and to prepare teachers to teach reading. The reading 

process was identified, explored and analyzed as a means of in

creasing both the traditional goal of literacy, and, as a means 

of preparing the public and the educational system to understand 

and to participate more extensively and competently in community 

decisions: Reading as exploration and critical review of the or

ganizational purposes and the place of reading in these organiza

tional options. 

Models, School Organizations 
and Reading Programs 

Reading programs, professional preparation of teachers, 

and the goals of education have continued to assume major propor

tions in the formulation of school systems and of specific school 

districtsT organizational structures. 

A major barricade to the development of a more effective 

and comprehensive reading model as a unifying system is the 
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scarcity of model analyses and explicit criteria for reviewing 

organizational designs to formulate an "effective" and "compre

hensive" reading package. If models and attending organizational 

designs determine patterns of thinking within every discipline, 

then educational models and designs can provide the instruments 

to structure the educational organization and its reading 

component. 

Methodology is a primary concern of writers in searching 

for a generic model for the organization of reading programs, as 

are process and implementation of educational designs. Among 

those concerned are reading departments. Needed is a plan of 

operation and procedure to establish and define categories and 

necessary relationships to a reading model.. This can be used in 

a school district as a coordinating and unifying system and which 

can supply greater unity to various reading philosophies result

ing from a district's choice for an overall organizational 

design. 

An over-arching model is needed to provide framework and 

define limits of organizational structures and their parallel 

reading department categories and decisions. A structure needs 

to be developed where parts of the whole have been arranged or 

interrelated into a meaningful or effective sequence. There is a 

need for formulate a decision-making base for a reading depart

ment to unify the various categories of a district organizational 

structure so that administrative functions and perceptions of 

these functions can be identified, justified and incorporated 
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into a well-ordered structure in which different operations are 

based upon similar standards. 

This study proposed to develop a generic model to corre

late a reading department with the rest of a comprehensive school 

district's organizational structure. By placing each of various 

selected categories in perspective to both district and reading 

department, the similarity of their structures can be 

illustrated. 

Statement of the Problem 

Alternative theories of reading, alternative patterns of 

assessment, and great variations in goals for reading programs 

for children have placed dramatic emphasis on the need for a com

prehensive model for the organization of reading programs. 

School district personnel tend to see reading in isolation from 

other facets of the school program rather than as an integral 

part of each division and category of the district operations. 

Moreover, the reading program usually finds a place in the or

ganizational structure in terms of the way reading is defined or 

viewed by the districts organization. 

The subject and teaching of reading must be redefined in 

a broad perspective so that every facet of the organizational 

structure, the programmatic development, and the classroom man

agement of reading systems of a school district reflect uniform 

and unifying philosophy as pervasive to all other educational 

purposes within the district. 
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Purpose of the Study 

The purpose of this study was to design a model through 

which categories and characteristics of reading programs and or

ganizational models could be integrated to form a decision-making 

base for interrelating the functions of a public school reading 

department into the overall organizational structure of a school 

district. 

This study proposed to develop: 

1. A generic model which can be used to articulate each of 

the organizational categories appropriate to a comprehen

sive reading department with the rest of the organiza

tional structure, and 

2. A. pattern for inserting reading departments as a perva

sive element between and within the other administrative 

areas in the district organization. 

A comprehensive model for any district reading program 

should incorporate the ongoing mission for the development of 

districts in general and reading departments in particular. A 

criterion for the design of the model will reflect the organiza

tional structure of a district in terms of each division1s objec

tives, guidelines, and the relevant data from each area's 

operations in relationship to the mission and educational oppor

tunities in reading. 
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Significance of the Study 

There is, I think, nothing in the world more 
futile than an attempt to find out how a task should 
be done when one has not yet decided what the task is 
(Alexander Meiklejohn in Coulter 1943, p. 574). 

A revival by the open community of emphasis on reading 

has been instrumental in provision for financial and organiza

tional support of reading programs and for reading departments to 

play a more significant role in school district objectives. This 

renewed interest in reading programs has challenged educators and 

other reading professionals to generate more effective and com

prehensive models with which to establish the place of reading 

throughout the district administrative units. This renewed in

terest has further challenged professional administrators to de

velop a comprehensive model with which to address reading 

programs as indispensable departments and as components of an 

educational program to serve as a bridge, applicable to all con

tent areas, and as a value of itself. The very credibility of an 

educational organization depends upon its inclusion of reading as 

an integral decision-making basis for its organizational 

structure. 

There have been numerous attempts by writers over a wide 

span of years to develop more effective reading materials and to 

formulate better reading theories. However, there has been al

most no attention given to the establishment of a generic organi

zational model through which the categories of a comprehensive 
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reading program can be identified and developed as the determi

nate results of a particular organizational design. 

Major reading program purposes and responsibilities must 

be considered to meet varying needs of existing district deci

sions, personnel constraints, parent participation with their 

stated educational goals, local and state curricular statutes and 

guidelines, budget considerations and phases of organizational 

development. A model is needed to help administrators identify 

and coordinate the various components of a reading department as 

integral, even pervasive within the comprehensive district func

tions. A model, in a generic sense, must be formulated to speci

fy conditions which must be met by an adequate integration of 

district and reading department functions. Reading programs, for 

operational purposes, should specify staff organization and re

sponsibilities, participation in program planning as a parallel 

to these functions at the district level, and continuous program 

evaluation. 

fin overarching goal for a district reading program could 

be stated: To develop a system for the organization and coordi

nation of a district-wide reading program using the reciprocal 

objectives of both the reading department and the district. 

This study was directed toward the development of a model 

that can be utilized for the creation of a school district orga

nizational composite to facilitate more effective planning, de

velopment and implementation of reading department programs 

within the composite. 
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Assumptions 

Assumptions are often defined as the primitives or 

"building blocks" which go unexamined into an idea or theory ba

sic to forming an effective organizational design. This is a re

strictive definition. 

For purposes of this study, an assumption does more than 

provide a passive building block. Rather, an assumption becomes 

a designing force, a unifying pattern for the structure to be 

built. Assumptions for this study then may be stated as: 

1. Each organizational model has value commitments which im

plicitly carry philosophic orientations. 

2. No reading programs, or any other programs for that mat

ter, can be meaningfully formulated outside of a specific 

model framework. 

3. Organizational designs can be evaluated only at the gen

eric model level, by identifying the criteria appropriate 

to each level of a theory and by setting the criteria 

into a uniform pattern. 

4. No organizational design is right or wrong in the way it 

uses its component programs, but any single organiza

tional design may be appropriate within a model for a 

given goal, or for a specific objective. 

Limitations 

Each generation gives new form to the aspirations 
that shape education in its time (Bruner 1960, p. 3). 
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The scope of this study was both theoretical and struc

tural in nature. The limitations can be identified in the pau

city of available research on bases for organizational models and 

on the absence of comparative integrating models for placing 

reading departments into an organizational structure. 

Limitations here then refer only to logistic constraints 

rather than to theoretical issues; to the limitations imposed by 

material availability rather than to any limitation set by the 

hypotheses entertained by this study. 

Sources of Model Data and Procedures 

In the summer of 1976, Ginn and Company sponsored a read

ing conference at the flsilomar Conference Grounds in Monterey, 

California, for approximately 90 professionals in the field of 

reading. From among the 90 attending, six agreed to provide in

formation and data on district organizational designs and reading 

departments as components of the organizational design in their 

respective cities. 

The six school districts represented provide a continuum 

from small to average to large in terms of city and school dis

trict population and number of schools involved. Based on the 

statistical information obtained, Figure 4 in Chapter 3 charts 

an analysis of the place of a reading department in a district 

organizational structure. The six school districts selected for 

study included: 
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1. The Los Angeles, California Unified School District, 

hereafter referred to as LAUSD. 

2. Greater Victoria, British Columbia School District, 

hereafter referred to as GVSD. 

3. Tacoma, Washington Public School System, hereafter re

ferred to as TACPS. 

4. San Francisco, California Unified School District, here

after referrred to as SFUSD. 

5. Sylvan Union School District, located in Modesto, Cali

fornia, hereafter referred to as SYLSD. 

6. The Tucson, Arizona Unified School District, hereafter 

referred to as TUSD. 

To gather the necessary data, three procedures were em

ployed. The first consisted of making site visitations to three 

of the six school districts and interviewing the person(s) re

sponsible for the reading department operation. A second proce

dure was by telephone interview; information from two school 

districts was secured in this fashion, fl third procedure was by 

collection of all available written materials, from each of the 

six school districts, concerning personnel involved in the read

ing department through organizational formats showing lines of 

authority, administrative responsibilities of reading personnel 

through job descriptions leveled under the generic categories of 

policy/planning, developing/interrelating, implementing/ 

supervising, as well as reading department responsibilities by 
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administrative divisions using the generic categories mentioned 

heretofore. 

The fourth step undertaken consisted of charting data 

collected in a grid which provided information on personnel re

sponsibilities in a reading department and also opportunity to 

assess the importance of reading programs in terms of lines of 

authority. Responsibilities by administrative divisions for 

reading programs were leveled under the generic categories of 

policy/planning, developing/interrelating, and implementing/ 

supervision (Saunders, Blake, and Decker 1976). 

Based on this information a model was developed on which 

reading emphases are compatible with the appropriate organiza

tional area with levels of responsibility. 

Criteria were set for identifying a school district model 

that can be used as exemplary where each organizational function 

is identified. 

Summary 

Traditionally, reading programs have been considered out

side the administrative format for district organizational devel

opment. It could be said that reading has been floating in a 

kind of benign neglect in relationship to other components of 

district organizational structure. A school district tends to 

place its reading program in isolation from other facets of the 

school divisions rather than as a pervasive part of each division 

and category of a district operation. This chapter sets the 



14 

bases for the need of a reading model in a school district as a 

coordinating and unifying system. 

The next chapter is designed to explore the model and 

categories to be used in this study, and to formulate some of the 

criteria by which reviews of the literature in Chapter 3 can 

proceed. 



CHAPTER 2 

ORGANIZATION DESIGN AND MODELS 

It is appropriate to begin with a discussion of organi

zation design, the categories which constitute, with models, com

ponents of the design, and its place in development of structures. 

Models can be considered as fundamental to deriving meaning for 

any area of study. For our purposes, a reading department can be 

taken as a substantive department, and reading programs in orga

nizational structures as an organizational design issue. This is 

to say that reading can be seen as participant in more than one 

organizational component in a district educational program, an 

integral component of all curricular and organizational 

operations. 

Model and organizational designs which derive from these 

operations set parameters and guidelines within which educational 

goals and programs may be formulated. Therefore, it is important 

to interweave a district's goals through any reading program pro

posed for use in a district which is considering establishment of 

comprehensive reading design. 

A design should be available through which the goals of a 

school district can set the parameters of a reading program with

in a total organizational model as an organizational support 

15 
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system. District goals and program purposes should provide 

guidelines within which the reading program can be developed and 

also to which job responsibilities can be addressed. It is cru

cial that the mission and goals of the district are identified 

and made specific. Models have been used for systematizing, for 

ordering and generalizing the organizational structure and ad

ministrative practices. It is important that a model be devel

oped in which goals, objectives and activities can be framed, and 

parameters set which are broad enough to be components of all or

ganizational levels, yet which are narrow enough to be explicit 

to each level. 

Models should first be understood in relation to their 

purpose and what they are trying to explain, then judged on how 

adequately they accomplish this purpose. However, confusion of 

the issues has serious consequences whenever the resultant activ

ities tied to the use of the model for budgetary and operational 

service purposes, as an example, can be seen to direct district 

activities. 

Models 

It is appropriate here to establish some of the parame

ters which models set for the design of an organization or de

partmental component. 

In A Model for Models by Decker and Saunders (1976, pp. 4, 

8, 11) models have been identified as descriptive, theoretical 

and analogical, and the following definitions filed: 
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fl descriptive model is usually a sample case or para
digm of some situation, the components of which are usu
ally physical things or quantifiable elements. This type 
of model assumes the "reality" of the world of which it 
is attempting to find a paradigmatic case for 
illustration, 

ft theoretical model is a format, usually empty of 
content, which is constructed to explain or integrate 
ideas about "things." When a model provides some plausi
ble explanations as to how a system works by placing in 
parallel form or structure so that it can be interrelated 
with some known principles, the model is than called 
analogical. 

An analogical model reconstitutes the proportions or 
structures of the relationships from one system to an
other. If a given specialist were to develop a model in 
his field of specialization, and that model could be 
translated into different areas of study, the model could 
be called a theoretical model to the extent that it re
mained outside of substantive inquiry. (Underlining mine.) 

Decker and Saunders (1976, p. 24) further reminded us 

that "to choose a model implies an integrative stance or posi

tion, a method for discourse from which to render a decision for 

a framework from which we could demand determinate results. The 

very knowledge of competing frameworks is itself a position. De

liberate or not, articulate or not, a generic stance is a 

system." 

Talcott Parsons (1958), in an article entitled "Some In

gredients of a General Theory of Formal Organization," has also 

developed a three-level decision-making model as an explanatory 

model for formal organizations. His three major concerns center 

around the differences which arise at various levels in the hier

archy of control and responsibility in systems of organizations, 

an analysis of the external relations of organizations to the 
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situations in which they function, and the variation in types of 

organizations. 

Parsons (1958, pp. 44-45) set the following hierarchy of 

levels: 

Level 1—the technical function 

Level 2—the managerial function 

Level 3—the institutional or community function. 

At the bottom of the structure is the first level. An 

analysis of this level would highlight technical functions or the 

actual process of teaching in an educational setting. Day-to-day 

classroom operations and the decisions that must be made within 

this framework are included. The second level deals with mana

gerial functions. Judgements that must be made, technical func

tions and decisions such as facilities, staff and programming are 

included in this level. The third level deals with the framework 

where judgements are made concerning different managerial func

tions. It is at this level that the community or societal goals 

enter in and set the parameters for whatever organizational goals 

are possible. Parsons has called this third level of decision

making the institutional or community function. 

Decker and Saunders (1976, pp. 116-117), in evaluating 

ParsonTs concern for the relationships that must be established 

between major points, and the articulation points that mark the 

qualitative differences between the levels, explained the two 

concepts that spell out the importance of Parson's organizational 

distinctions by levels: 
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1. When technical personnel are competent, they must 
necessarily establish criteria for success in their 
area. This means that managerial superiors can es
tablish a framework but they cannot spell out the 
technical conclusions. The criteria for competence 
and the criteria for success are different and can
not be simply listed. They need a syntactical quali
tative distinction. 

2. Parsons' level can be seen as providing a means for 
distinguishing between kinds of decisions that must 
be made in terms of the different levels. For his 
third level, the community determines the values 
which direct the curriculum. For his second level, 
the administrator will determine which type of orga
nization is most effective for that curriculum. For 
his first level, the teacher implements in the class-
room the curriculum in that organizational form se^ 
lected from the second level choices. (Underlining 
mine.) 

Models at these levels carry comprehensive materials for 

evaluating different kinds of programs and designs. As an ex

ample, district goals developed by TUSD, based on the Decker and 

Saunders (1976) model, are leveled and include: Overarching goals 

with implications for all other educational goals; development 

goals with emphasis on educational procedures and strategies and 

specific goals for implementing particular types of knowledge and 

skills. Extension of these district goals within a reading pro

gram will not only provide a comprehensive view of the district's 

reading activities but will afford a format for interrelating all 

district programs and activities (see Figure 1). 

Goals must have their means framed in their statements. 

But unless the goals are connected to their means by way of a 

method or formula there can only be continued confusion over the 

meaning of the terms. 
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Educational Goals for the 
Tucson Public Schools 
CjToak lor ihe Tucson Public Schools were developed by 
residents of Ihe district who were members of the Committee 
For Slating Educational Purposes. These volunteers worked 
with school personnel in developing "what the purposes of the 
school district should be." The final 11-page report on educa
tional goals for the slate's largest combined elementary and 
high school district represented 10 months of deliberation by 
the group. It was presented to the School Board in November 
1972. 

The opening statement of tire committee"* report is as 
follows: 

"The ultimate purpose of education is to enable men and 
women of great variety and individuality to be aware of the 
world and themselves: to know how to solve problems which 
may arise in a rapidly changing world: to give to their com
munity what they are able and to earn from it what they 
require: and to live creatively and enthusiastically because they 
know how to learn. We believe that our children should be 
able to read comprehensively. In communicate effectively, 
to reason and interpret critically; that they should lind school 
fulfilling and thought provoking, as well as instructive, ant) 
that they should acquire self-discipline, self-respect, 
independence, and pride of accomplishment: that all personnel 
employed by Tucson District #1 must be committed to the 
notion of the fundamental equality of worth of all members 
of the school community: thai parents should participate 
by giving their time, energy, and ideas to achieve these 
purposes." 

The development oflhe committee's statements into goals 
for the Tucson Public Schools, adopted by the school board in 
1974, have been formalized into tlic following professional 
goals: 

Overarching goats 
with implications for all other educutfoilnl goals 

1A. "Students should find fulfillment us they are able to 
form or adopt goals that they can attain within their expec
tations." 

B. • 'Students should develop curiosity as they are able to find 
discontinuities in what they had assumed to beclearand as 
a result loeate new areas of interest to litem." 

C. ••Students should feel knowledgeable when they can re
trieve from w ithin their own stores of information ideas 
that are appropriate to given situations." 

2 A. "Students should be ahle lo develop self-discipline by: 
• habitually establishing short-range objectives and meei-

irg them: 
• maintaining a pattern in which they are comfortable 

wherein they can change selected components and still 
know where the basic framework is; 

• recognising and being responsible for the consequences 
of their own actions." 

B. "Students should be able to develop self-respect and inde
pendence by: 

• coming to see ihe meaning of personal and cultural integ
rity as consistently maintaining personal purposes in Ihe 
face nt'adversity: 

• knowing how to avoid bei ng swayed hy su perlicial ar
gument recognizing Ihe expert's decision as separate 
from personal opinion; 

• coming to see the way some goals are subsumed under 
longer range purposes, and realizing the need to pursue 
the»o goats in .in organized pattern." 

C. "Students should be able I D  develop pride of accomplish
ment by: 
• achieving success within their own ethnic or cultural 

heritage as well as within the open community; 

• being able to look in retrospect ai the rather complete 
way a task has been accomplished; 

• know ing that they have joined u "community ol'knovvers" 
to which prestige is given." 

3 A. "In order to live creatively, student; should be able to 
make deliberate the way in which the)' go beyond the know
ledge they have at any given moment in any given subject 
matter." 

B. "Students should become more enthusiastic when they 
suddenly see options or new goals emerging from w hat 
they already know." 

C. "Students should be able to learn how to learn by recogniz
ing the means by which effective decisions can be made so 
that lhey may be ahle lo use the process in all areas of their 
lives." 

Development goals 
with emphasis on educational procedures and strategies 

4 Students should be able lo reason and interpret critically 
which implies the ability to: 

• select and gather, classify and utilize information: 

•understand alternative modes of explanation: 

• connect ideas in a sequence with a purpose." 

5 Students should: 
• know how to solve problems from a wide variety of 

problem-solving techniques: 

• be able to anticipate some of the most important changes that 
are likely affect them now and in the near future." 

6 "Students should come to see the world from the viewpoints 
of a great many different subject matters: 

• come to compare the goals of people in different fields of 
endeavor wiih their own personal goals, their information 
with the information of specialists; 

• come to know about themselves as other* see them." 

Specific goals 
for Implementing particular types or knowledge and skills 

7 "Students should be able to give theircommunity financial, 
personal, and social support by understanding Ihe values of Ihe 
community and ways to contribute to it." 

8 "Students should be ahle to identify what they can and should 
require (rum the community in terms of goods and services and 
be ahle In lind effective ways lo attain these requirements." 

9 "Students should be able lorcitd comprehensively which 
implies ability to not only read widely but to: 

• identify different kinds of symbols: 

• relate and i ntcrpret symbol s in various combi nations: 

• discern the different purposes and designs of thnse using the 
symbols as part of understanding what they read." 

"In order to communicate effectively, students should be 
able lo: 
•develop basic communications skills appropriate to different 

situations: 

• identify different frameworks and kinds of communication 
necessary to each framework; 

• dccide on a style of communication which serves them most 
effectively for their purposes wiihitt their community." 

Tvciitfi JIublk.'KfaH4»tMMrK4<^i>tH i/ 
TPSJ5 

Figure 1. Educational Goals for the Tucson Public Schools 
(Tucson Public Schools District Goals 1974, n.p.)* 
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A comprehensive evaluation system for organizational pro

gress can be established by formulating a design or format which 

sets the major categories of the evaluation system in clear re

lationship to one another. The components to be included in the 

evaluation system can be defined in parallel terms when they are 

placed in a unifying format. For example, TUSD proposed a design 

in which each subject-matter area established goals at three dif

ferent levels. An example of a model following any level's model 

is shown in Figure 1 as overarching, developmental, specific. 

The goals for reading programs were developed by resi

dents of the district who were members of the Committee for Stat

ing Educational Purposes. The 11-page report was presented to 

the School Board in 1972. Development of the committee's state

ments into professional goals for TUSD, which were adopted by the 

School Board in 1974, have been shown in Figure 1. These state

ments were formalized into professional goals under the follow

ing headings by levels: 

1. Specific goals for implementing particular tupes of 

knowledge and skills, 

2. Developmental goals with emphasis on educational proce

dures and strategies, and 

3. Overarching goals with implications for all other educa

tional goals. 

This format provides for the expansion of goals into programmatic 

statements as well as for setting a pattern for the development 
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of district-wide responses to the many issues the district may 

want to address. It would seem advantageous to use a generic 

format which delineates types of goals so that the format into 

which the goals are stated can be used extensively to give per

spective and developmental guidelines to the reading department 

as well as to other district plans and programs. 

A clear statement of goals serves as a cohesive force, 

focusing the work of the department and providing direction to 

the planning efforts. Sub-goals or objectives may be used for 

purposes of assessment once the criteria for the satisfactory 

completion of the goals or objectives are established. 

A goal always implies that some values are held. A goal 

is always a statement that emerges from a future concern. A 

goal is always a decision-making agent. Some goals that are 

primarily procedural provide a framework and a focus within which 

long-range goals can give direction to the overall sweep of a 

district reading program, or short-ranged goals which are easily 

achieved and produce specific results. 

Decker and Saunders (1973), in clarifying the meaning of 

goals, distinguished between district educational goals and dis

trict organizational goals. Educational goals are of a grand 

scale and participate in the goals of the country, state, com

munity and district. They are value-laden and carry specific 

implications in the way they are stated for all who participate 

in them. 
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On the other hand, district organizational goals are 

structural in character and subordinate to educational goals in 

every sense of the word. While it is true that organizational 

goals may reflect some educational orientation, centralized or 

decentralized administration for instance, these goals are ef

ficiency patterns established to facilitate educational purposes. 

These purposes must fit into or be directed by the organizational 

design of which they are a component part. 

Let us take as an example the place of a specific reading 

goal for students and set the scenario for running parallel 

structures between the specific goal and the goals of the dis

trict organizational structure (Figure 1, Goal 9): 

Students should be able to read comprehensively which 
implies ability is not only read widely but to: 

3. discern the different purposes and designs of those 
using the symbols as part of understanding what they 
read; 

2. relate and interpret symbols in various combinations; 

1. identify different kinds of symbols. 

In analyzing the three types of goals as presented in the 

above, the lowest order generally contains first level concerns. 

They refer to specific items in an instructional program, such as 

"Students should learn to read comprehensively." 

The problem becomes one of restating these first level 

types of goals in such a way as to make clear the values that are 

held as well as providing a pattern by which the different values 

can come together in programmatic statements. Once this is done 
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the instructional program can proceed toward the developmental 

and overarching aspects. 

Goals can be seen, then as a brief global declaration 

that is a logical outgrowth of a particular organizational de

sign. A goal becomes a major focal point of objectives, which is 

very specific in scope. 

The planning, sequencing, and implementing of a depart

mental operation, when done in the goal format, can gain maximum 

effectiveness in the function of each component of the depart

ment. A department function can be set in a comprehensive inter

relationship to all other components found within the 

department's activities. 

The district goals set the purposes and objectives for 

the function of the reading department. The goal format sets the 

parameters and guidelines within which these functions can best 

be located and retrieved. 

Overarching goals will have as a major function the set

ting of district goals, values and mission. Values should encom

pass the three categories or levels. Administrative strategies 

are developed under the umbrella of overarching goals as organiz

ing components. For reading, one may ask if reading be related 

to a bigger system^ if reading be stretched and fitted into an 

administrative system or into a value system. 

Developmental goals in this study will .deal with reading 

systems. The present exploration will include the use of tech

nical criteria, rules for choosing and training methods as part 
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of an examination of models. The questions raised are: Is there 

any kind of hierarchy of value; does the model show syntactical 

relationships; do lines, squares, rectangles establish some kind 

of hierarchy of skills? Categories used should be consistent and 

inclusive of all different problems. 

In an application to reading programs, reading adminis

trators determine the mission for the reading program, categories 

to be used and the underlying assumptions on this level. The 

reading administrator uses different criteria in making decisions 

as to whether one structure is easier to administer than another; 

if it is theoretically more sound than another. How will the 

technician know if a good theoretical program is operational. A 

quick check would be to see if it fits in; checks against other 

reading programs. Rules for the reading administrator would re

quire that structural questions be asked. 

Evaluation processes are an integral part of the use of 

rules; in evaluating methods to be used, external and internal 

criticism could act as criteria where internal criticism would 

allow the specialist to review and expand the programs and struc

tures. External criticism poses the notion of whether an idea is 

appropriate to a stipulated agenda or is more appropriate to an 

agenda in direct conflict with the first agenda. 

Theory Sequence and Topical Parallels 

A problem with which the administrator must deal is the 

notion that theory begins at a specific subject-matter level to 
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explain a specific kind of discontinuity. A parallel problem is 

the decision as to whether a theory is explaining some one thing 

or imposing its rules. These and similar problems pose beginning 

questions that the reading administrator should explore in order 

to generate new and further questions and to formulate answers 

for future problems. The reading administrator does not need to 

be a model specialist but must be aware of theory sequences and 

know both issues. Specifically, the administrator must be famil

iar with a model(s) that deals with organizational designs. How 

can the necessary skills for a reading administrator be 

presented? 

In A Model for Models, Decker and Saunders (1976, pp. 94-

95) suggested that models must have rules and criteria to explain 

their structure. They designed a diagram to illustrate the need 

for structure and provided an instrument as a prototype for mod

els which would sort eventual models into mutually exclusive 

categories within some hierarchical sequence. The diagram (Fig

ure 2), adapted from Decker and Saunders (1976), helped place the 

following three questions in perspective: 

1. What do you know about organizational structures? 

2. How do you know which one is appropriate to your needs? 

3. How do you know the selection basis you use for adopting 

an organizational design is itself appropriate? 

In order to explain some of the distinctions between 

types of organizational models, Figure 3, A Model Sequence by 
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Level Category Question Criterion 

How can we distinguish 
between different orga
nizational designs for 
reading departments 
within comprehensive 

Model district programs? Do 
for we know somehow that 

Models the philosophic base 
used to construct an 
organizational model 
runs parallel to other 
models? 

3. 

An arbitrary form 
which permits the com
parison and interrela
tions of different 
models with respect 
to the use of specifi
able and shared forms. 

Do the evaluative cri
teria qualify as a 
necessary and/or suf-

Criteria ficient parameter for 
for reading departments? 

Criteria How do you know you 
have the right 
parameters? 

Conflicting philo
sophic bases in the 
orientation of dis
trict missions and 
the rules for using 
reading departments. 

Do reading departments 
Model describe their func

tions differently? 

Traditional versus 
Experimental designs, 

What is a reading de-
Criteria partment function? Do 

all agree? 

Describe a reading 
department. 

Object 

A reading department 
as an example. 

A reading department 
in terms of its in
structional 
activities. 

Figure 2. A Diagram of Some Suggested Relationships between 
Criteria and Models 
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Levels from Decker and Saunders (1976, p. 99) is included to set 

the parameters for the following levels of questions which will 

aid in the development of a substantive model of a reading de

partment and facilitate placing the reading department into the 

overarching design of the district's organizational structure. 

3. What "values" do we want to put in place on reading de-

departments in a district function? 

2. Which model is most "useful," most inclusive of all our 

district goals for a reading department? 

1. How do we go about implementing the reading department 

model as designed? 

Decker and Saunders (1976, pp. 127-128) stated that there 

seems to be two distinct claims inherent in the notion of build

ing theoretical models: 

1. That a model can be characterized as not having a 
theory because theories are a subordinate set of as
sertions usually associated with universes of 
discourse. 

2. That theorizing about models is a higher order, more 
abstract operation than anything dealt with from the 
framework of a subject-matter area. 

These authors have established criteria for investigating 

model categories and viewing models for syntax, structural equiv

alence and non-equivalence, explanatory power, sequence, and 

range of continuity. It may be suggested that all organizational 

models need to be reviewed for inclusion of these sub-

organizational components in parallel to the comprehensive design. 



29 

CATEGORY 

Model 
Level Inclusion 

QUESTION: A SYSTEM? 

Criteria for Knowing 

GENERIC FRAME 

Model 
Sequence 

3. Intramodel Interdisciplinary or rela-
Relations: tional facets: Judgment 
A Decision of ALL MODELS 
Procedure 

Model for Models: 
Form for Forms 
(Method Model) 

Alternate 
Frameworks: 
Models or 
Taxonomies 

Criteria for the struc
ture of a model: Inter
nal consistency and 
parsimony 

Criteria for Cri
teria: Rules for 
Rules 

A model or 
a diction
ary: 
"What do 
you know?" 

A taxonomy system: A 
classification type: 
"How do you know?" 

Taxonomies for 
Systematizing 
words: "How do 
you know?" 

Figure 3. Model Sequence by Levels. 
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Certain basic steps are prerequisite before a model of a 

department of reading can be formulated. A district plan for 

reading department programs should be included as an integral and 

critical part of a total district educational structure and 

should be implemented early in the development planning stages of 

the district organizational design development. The plan should 

incorporate some important principles of organization and func

tions of management, such as planning, organizing, directing, co

ordinating and controlling. 

To make a model operational, to design and put specific 

categories in focus for model development, a plan for planning 

should clearly establish: 

A. The explicit purposes and designs formulated to set 

those purposes in perspective, 

B. the generic category to be set into the model, 

C. the variables to be set in relationship to these cate

gories, arid in a slightly different view, 

D. the criteria for monitoring and evaluating the several 

components as well as the total model to be formulated. 

The overall goals of a reading department within this de

sign must establish a framework which will provide a comprehen

sive plan of integrating all objectives into the district design. 

This design of goal systems necessitates certain specifi

cations, as: 
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A. A kind of structure or model in which the goals can be 

placed to give them coherence and interrelational 

completeness. 

B. Goals stated in such a way as to be attainable in that 

the concepts and language used are operationally 

developed. 

C. That the criteria for evaluation are incorporated into 

the definitions of reading to be used—in that a defini

tion is determinate or entails the implementation pat

terns and steps when the definition is operationally 

established. 

Summary 

This chapter has established some parameters and guide

lines to be used in the examination of organizational ideas and 

reading department functions. 

An attempt has been made to give the reader a brief in

troduction to models and model building, a basis for model struc

ture, distinctions regarding criteria for models, a way of 

classifying models, and finally, to construct a generic frame so 

the theoretical models addressed in this study become relevant. 

The following chapter deals with some selected materials 

on theoretical models, organizational structures and reading de

partment programs. 



CHAPTER 3 

REVIEW OF RELATED LITERATURE 

Dr. T. Frank Saunders (1973, p. 14), in his "Introduction 

to Learning Theory," stated: 

A reading program in education is best when deliberate 
and systematic. The educational program is contingent for 
success upon certain "conditions" of learning. Each sys
tem pays some attention to particular conditions in direct 
relationship to its interest in the children ... in the 
society ... in the subject-matter as reconstructive 
agents. 

The primary basis for a search of the literature was to identify 

major school district organizational models of reading depart

ments, to examine their implicit or explicit assumptions, and to 

determine to what extent the goals derived from the models met a 

district's organizational need in terms of interrelatedness of 

interdivision functions within the district. 

The review of literature revealed major problems related 

to reading and reading programs. Authors addressed many of these 

problems by designing a model structure that was uni-dimensional 

rather than three-dimensional. Models reviewed in this form ex

hibited patterns of straight lines, circles, squares, triangles 

and rectangles. It was difficult to find the system into which 

components of the models were placed. 

32 
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A theory was not needed to draw lines found in most mod

els reviewed. Models should show some interrelationships that 

are based on model structure and not on theoretical beliefs. 

A comprehensive analysis of theoretical reading models 

was reviewed by Ruddell and Singer (1976). No analysis was 

available in terms of an organizational structure for a reading 

department. However, Ruddell and Singer (1976, p. 450), in their 

Introduction to Models, posed several basic questions about mod

els and made some significant assumptions for consideration. 

Some questions raised which may be applied to organizational mod

els include: 

1. What are some basic assumptions underlying construction 

of a model? 

2. How do differences in their basic assumptions affect 

their construction and explanation of reading? 

3. Are models heuristically useful and susceptible to 

self-correction? 

4. What research and instructional hypotheses have been or 

can be derived from the model? 

5. What is the explanatory power of a model? 

There seems to be a rather general confusion over what 

constitutes a model as the term is used by various writers. 

Decker and Saunders (1976) noted that models often refer to 

everyday things and ideas. Some problems of model identification 
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and questions that precede any discussion of models are partially 

illustrated when a misunderstanding is based on model usage. 

It should be noted that models emphasize interconnections 

and set relationships between categories with time and place be

ing relatively incidental. 

Some writers include flow charts, diagrams and graphs as 

models (Engel 1980). The characteristics that make these differ

ent from models include: 

1. Flow-charts are sometimes digital in structure. 

2. Connections are not explicit in character. 

3. There is no necessary chronological sequence of data. 

4. No relationships between categories are explained. 

5. Time and place are critical to the meaning intended. 

To better understand the relationship between the use of 

models, flow charts and graphs, an examination of definitions 

with major characteristics of each will set the parameters by 

which each has been critiqued for this study. 

Webster's dictionary defines model as a pattern of some

thing made on a larger scale; a copy, in miniature, of something 

to be made on a larger scale; a copy, in miniature, of something 

already made or existing; an image, copy, fascimile, standard 

that by which a thing is to be measured; anything serving or 

worthy of serving as a pattern; an example. 

Gephart (1970, p. 38) defined a model as ,Ta representa

tion of a phenomenon which displays the identifiable structural 
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elements, and the processes involved in the natural phenomenon." 

Such models'should be capable of serving three general purposes: 

"to explain what a complex phenomenon consists of; to describe 

how such a phenomenon works; and to provide the basis for predic

tions about changes which will occur in one element of the phe

nomenon when changes are made in another element" (Gephart 1970, 

p. 40) 

Fillmer and Griffith (1973, p. 455) stated: "Models have 

been used for systematizing; a system for ordering and generaliz

ing the organizational structure and administrative practices." 

They (1973, p. 458) further stated, "A model is a device for 

framing and restructuring the organization itself to generate in

formation as well as to inform one of what can be." 

In terms of Saunders' three-leveled organizational model 

in which planning, developing and implementing are major compo

nents, examples of reading program models were reviewed. In the 

reading program models addressed, there was an attempt to show 

relationships between administrative responsibilities and job 

descriptions. Strategies and skills were said to be related, but 

it was not always clear as to what was meant when the writer 

spoke of related categories. In the Model for Models (Decker and 

Saunders 1976) concept, components were related because they fit 

into a bigger picture. The present model is a model for other 

models and subsets of model content. It is a form which demon

strates how to relate elements within the structure; it is of it

self, without content. 
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In further reviewing the literature on models of reading 

departments, the need of a reading program model that was time

less and future oriented was emphasized. For example, if a read

ing department structure is adopted, there should be some vehicle 

to evaluate the consequences of using that department program 

within the district system. Not only, for instance, would an 

accountability component be in place on these terms, but the mis

sion of the school district, the goals and objectives of the 

reading department and program are part of the informing model. 

Strategies and techniques for implementation of the or

ganizational design needed to be established, as goals and objec

tives of reading departments became more complex, along with 

society. 

If reading departments are to emerge as significant com

ponents of school districts there is a need to sort out and se

lect reading programs which best reflect the mission, goals, 

objectives and evaluation patterns as basic guidelines for in

cluding reading departments as an integral function with other 

district organizational departments in a comprehensive school 

system (Saunders et al. 1976). 

The literature on school districts which included organi

zational rationale for placing reading departments into key func

tions at all operating units is scarce and incomplete. 

Organizational charts seemed to present diverse conceptions of 

how a reading department fits into the various operating units of 

a district. 
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Literature Review of School Districts; 
Organizational Rationale 

As a basis for collecting a wide range of information 

pertaining to the reading department programs of selected school 

districts was the identification of school documents and other 

published materials. A series of summary charts have been devel

oped and the data are presented in Chapter 4. 

The purpose of the summary charts was to show the rela

tionships of reading functions under categorical headings among 

six selected school districts. Topics covered include: (1) nu

merical information, (2) personnel responsibilities for reading 

programs, (3) organizational charts, (4) job descriptions, and 

(5) responsibilities by administrative divisions. 

Figure 4, Summary Chart of Statistical Information from 

Selected School Districts, includes population figures for both 

city and school district. It should be noted that populations 

of selected school districts addressed ranged from small to that 

of a large or metropolitan type. The number of elementary, ju

nior, senior high and special schools varied depending upon the 

size of the district. This information provided basic back

ground for the treatment and findings as presented in subsequent 

charts. Figure 4 represents numerical information on population 

and school levels of the selected school districts. 

Line and Staff Organization 

The organisation plan which represents the flow of au

thority is often referred to as the line chart of organization. 
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Population School Level 

District City District 
Elemen
tary 

Junior 
High 

Senior 
High Special 

SYLSD 90,000 4,000 6 1 0 0 

GVSD 300,000 25,700 38 9 6 7 

TACPS 200,000 32,500 41 10 5 0 

TUSD 385,000 60,000 70 17 11 4 

SFUSD 650,000 80,000 102 18 7 4 

LAUSD 3,306,893 650,000 450 75 60 24 

Figure 4. Summary Chart of Statistical Information from 
Selected School Districts 
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Thus, the authority of the citizens of a school district is 

vested in the board of education. The board delegates one part 

of its authority, that of dealing with carrying out its policies, 

to its chief executive agent, the superintendent. The superin

tendent delegates authority as necessary to other administrators 

provided to meet the needs of the district. The line and staff 

organizational chart makes clear who is in charge and allows for 

flexibility to complete educational tasks. An organizational 

plan for reading programs involved the staff positions shown in 

Figure 5 for selected school districts reviewed. 

fts demonstrated by Figure 5, the responsibility of educa

tional planning as it relates to reading programs resides with 

the duties of all personnel within parameters of parent purposes 

and district goals. Job responsibilities of the six selected 

school districts have been charted on a continuum from the read

ing teacher dealing with everyday functions in the classroom up

ward to the broader far-reaching responsibilities of the reading 

coordinator/director in a developing, interrelating policy and 

planning function with interrelationships with other administra

tive positions. 

An important finding shown in Figure 5 is that the role 

of the reading specialist is important in the delivery of reading 

services. The specialist answered to the principal who was the 

primary administrator in four of the six school districts re

viewed. The curriculum director position was found in four dis

tricts. The presence of programs reviewed suggests that the 



School 
"^---District 

Personnel 
LAUSD GVSD TACPS SFUSD SYLSD TUSD Total 

Superintendent X X X X X X 6 

Deputy 
Superintendent X A /  X 3 
Associate 
Superintendent X 1 
Assistant 
Superintendent X X X 3 
Administrator, 
Reading Center X 1 
Administrator, 
Elementary Ed X X 2 
Administrator, 
Secondary Ed X X 2 
Director, Curricu
lum Instruction X X 2 
Director, Reading 
Programs X X X X 4 
Assistant Director, 
Reading Programs X 1 
Primary Supervisor, 
Instruction X 1 
Intermediate Super
visor, Instruction X 1 
Curriculum Consul
tant (English) X 1 

Principal X X X X 4 

Instructional 
Specialist (RRT) X X X X X 5 

Figure 5. Personnel Responsibilities for Reading Programs—Selected School Districts 



41 

mission of literacy continues to be a crucial concern to these 

communities. However, little evidence was identified in this 

study to support an extensive concern for having the necessary 

personnel for reading department programs. 

School District Organizational Charts 

School district organizational charts were reviewed to 

determine the place of the reading department in the total or

ganizational structure. Charts from six selected school dis

tricts were developed during the 1976 or 1977 school years. 

Three of the six (TUSD, SFUSD, and LflUSD) presented do not re

flect the current organizational status. One chart (TftCPS) pre

sented was a draft copy that was being submitted to the board of 

education for approval. Two charts (SYLSD and GVSD) reviewed are 

presently operational. 

The first chart critiqued to show the relationship of a 

reading department to the total organizational structure was that 

of the Los Angeles Unified School District (LflUSD) (see Figure 6). 

The LAUSD.is a large metropolitan district with a school popula

tion of approximately 650,000 students. A reading support ser

vice center attempts to provide for a diversity of student needs 

based upon ethnic population, socio-economic conditions, housing, 

mobility and other social demands that are placed upon the 600 

plus schools. 

The staff consists of an administrator, publications as

sistant, two instructional specialists in reading, director for 
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Figure 6. Los Angeles Unified School District Organization 
Chart 
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reading program development, and directors for Black and Mexican-

American students. The administrator answers to the associate 

superintendent of instruction, who is responsible to the deputy 

superintendent with final authority vested in the superintendent 

of schools. 

The position of the reading department, previously re

ferred as the reading support services center, is located near 

the bottom of the organizational chart. This position raises a 

number of relevant questions concerning the importance given to 

the reading function in this district. An indication of the im

portance of the reading department in the LAUSD organizational 

structure can be ascertained when the following questions are 

answered positively: 

1. Are reading programs and district organization parallel 

in structure? 

2. What is the place of the reading department in the in

structional planning division of the district's organi

zational structure? 

3. Is the personnel department related to the reading de

partment in the top echelons of the organizational 

structure? 

4. Does the associate, deputy and superintendent play a ma

jor role in implementing the goals of the reading 

department? 
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(Please note the double line trace for lines of authority in 

Figure 6.) 

The Greater Victoria School Distirct (GVSD) can be de

scribed as a small to medium sized district. Its central ad

ministrative services do not provide for a reading department. 

In order to meet the major tasks of reading curriculum develop

ment, improvement of instruction and overall administration of 

reading programs, a primary supervisor of instruction, an inter

mediate supervisor of instruction and a curriculum consultant for 

English have been hired (see Figure 7). 

The primary supervisor provides for teacher direction and 

student reading needs for grades kindergarten through 3. The in

termediate supervisor of instruction provides for teacher direc

tion and student reading needs for grades 4 through 6. A 

curriculum consultant for English serves reading needs on the 

secondary level. Three curriculum specislists serve the dis

trict^ curriculum needs with an industrial education coordinator, 

physical education coordinator and a coordinator for the subject 

of French. All serve under a director of instruction. This 

position is accountable to the assistant superintendent of 

schools with final authority vested in the superintendent of 

schools. (Please note the double line trace for lines of author

ity in Figure 7.) 

The Tacoma Public Schools (TflCPS) Curriculum and Instruc

tional Division (Figure 8) provides for building-level responsi

bilities in reading and other general administrative services to 
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Figure 7. Greater Victoria School District Central Administrative Services October 1977 
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be carried out by elementary and secondary principals. Division-

level responsibilities for the total curriculum and instructional 

function is shared by directors, assistants, and helping teach

ers. A reading diagnostician has been hired to work with second

ary programs and assists in program planning/development 

relationships in elementary programs. 

The reading program of TACPS is implemented through the 

work of an assistant in curriculum for reading on the elementary 

level and the reading diagnostician on the secondary level. Ac

countability for these two positions is to the administrators 

for elementary and secondary education. Administrators for ele

mentary and secondary education are responsible to the assistant 

superintendent of curriculum and instruction. 

In identifying the place of reading programs in the or

ganizational chart and noting personnel hired to implement the 

total reading program, the reader may be led to believe that al

though the reading function is basic to all other academic offer

ings, it is on a par with other subjects. (Please note the double 

line trace for lines of authority in Figure 8.) 

The Sylvan Union School District (SYLSD) (Figure 9), with 

a school population of only 4,000 students, has no senior high 

school facility. This reflects a common problem among small 

school districts. Financial constraints have limited academic 

offerings. The reading teacher, who plays the major role in 

carrying out the schools' reading function, is directly respon

sible to the building principal. The nonexistence of a clearly 
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defined reading department makes it impossible to project how 

reading programs could be interrelated with other district 

divisions. 

The districtTs reading program is implemented through the 

efforts of the director of curriculum. This person offers as

sistance to principals and teachers in a reading instructional 

improvement program and is directly responsible to the assistant 

superintendent. (Please note the double line trace for lines of 

authority in Figure 9.) 

The organizational chart of the San Francisco Unified 

School District (SFUSD) appears to be comprehensive in its opera

tions in that many district services are offered with the accom

panying staff for implementation (see Figure 10). 

The school district has been organized into four adminis

trative and management areas overseen by an area superintendent. 

The district office of instruction provides services to the in

structional support division. The instructional support divi

sion, operating through the office of curriculum, administers the 

reading and language arts department. The authority for reading 

programs originates with the board of education with specific 

goals delineated. 

A careful review of the basic reading program offered 

found it to be an interrelated, interdependent package of materi

als, services, activities, and other variables. The philosophy, 

organization and facilities identified, showed progress toward or 

contributing to a common reading goal(s). However, the present 
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structure does not allow the reading department to show interre-

latedness to other district functions in a comprehensive manner. 

(Please note the double line trace for lines of authorigy in 

Figure 10.) 

The reading department of the Tucson Unified School Dis

trict (TUSD) consists of one staff person, a coordinator of 

reading programs as of 1975. Nineteen reading resource teachers 

assigned to selected schools assisted with implementing the de

mands of an integrated reading curriculum (see Figure 11). 

The reading coordinator is responsible to the board of 

education, the superintendent, the deputy superintendent for edu

cational services, and directly to the appropriate curriculum di

rector for making policy recommendations pertaining to the 

development, implementation and evaluation of reading programs, 

grades K-12. The coordinator works with directors/coordinators 

at the central office level, personnel directing federal and 

state projects, area coordinators and administrators, and teach

ers in individual schools to integrate reading as a skill subject 

into all aspects of the total curriculum. The coordinator pro

vides for the development of course of study guides, listings of 

resource persons, activities and materials which provide alterna

tive ways to accomplish program objectives based on district 

goals. Supervising and implementing activities include working 

with principals and teachers to determine in-service equipment 

and personnel needs (Tucson Public Schools 1977, p. 157). 
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Reorganization of TUSD in 1980 provides for the reading 

function under the umbrella of Language Arts. Reading, as one of 

the communication skills, is administered by an assistant direc

tor of language arts. (Please note double line traces for lines 

of authority in Figure 11.) 

Line authority charts for selected school districts have 

been presented to identify the place of the reading department in 

the total organizational design. For clarity, double line traces 

within the line and staff charts identified the position of the 

reading department staff and/or program. 

Organizational charts gave a pictorial view of district 

administrators, divisions, support services and regular services 

which provided a framework for which educational planning and de

velopment could take place. The charts were seen as a decision

making device whereby responsibilities and lines of authority 

were spelled out in terms of a comprehensive reading department 

that was interrelated with every other division/department of the 

structure. 

However, in reviewing the charts, reading departments did 

not appear as being focal points around which curriculum and in

structional divisions revolved. 

It is important that line and staff charts be drawn for 

clarity, precision and understanding the role and responsibili

ties for personnel involved in the reading function. Each organi

zational chart presented included a reading staff position. The 
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size and complexity of districts often determined the scope and 

comprehensiveness of its operations and personnel, ft school dis

trict's mission and goals for reading, community and governmental 

influences over reading programs, and the national demand for ac

countability among teachers are factors that explicate the need 

to discuss job descriptions and the responsibilities inherent in 

those positions. 

The Need for a Job Description 

"Accountability" has become a watchword in education to

day and therefore the question is raised, how does one provide 

for an accountability system in a school district? 

Organizational patterns in education as in other institu

tions have changed due to the complexities faced in an ever-

changing society. In education, providing specific job 

descriptions of administrators can help clarify organizational 

patterns and arrangement of responsibilities on a continuum, from 

a "laundry list" of everyday functions to the higher level respon

sibilities that deal with decision-making at the policy and plan

ning level. 

Essential to the proper functioning of any system is, 

then, a thorough explanation and analysis of that system1s struc

ture. Job descriptions form an inherent part of this process and 

can contribute to a composite of full range description of the 

total function of the school system, ft composite description can 

become part of the long-range effort to improve the organization 



55 

of the school district and help bring about a more efficient and 

effective district operation (Saunders 1973). 

Criteria for levels of responsibility for purposes of 

this study will be charted under three main functions of job de

scriptions: planning, developing, and implementation. Of con

siderable magnitude is the ordering of duties for a job 

description that will meet every level of operation for those in

volved in the reading process either directly or indirectly. 

A well-defined job description can serve a number of pur

poses, such as: 

1. It can serve as an explanation and analysis of the struc

ture of the school system. 

2. It can become part of the long-range effort to improve 

the organization of the school district. 

3. It can help bring about a more efficient and effective 

district operation. 

4. It can help clarify some of the specific relationships 

that can exist between various administrative responsi

bilities in a district. 

5. It can serve the purpose of setting frameworks within 

which evaluations of effectiveness may be undertaken in 

a shared way to ensure that the stated district goals and 

purposes are fulfilled. 

Figures 12, 13, and 14 are summary charts of job descrip

tions of administrators of reading in the selected school 
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districts. Responsibilities were delineated under the following 

categories: 

1. Policy and Planning 

2. Developing and Interrelating, and 

3. Implementing and Supervising. 

These categories allowed for setting up a priority ranking system 

of activities. 

An analysis of job descriptions for the school districts 

surveyed under the heading of Policy and Planning, the third and 

encompassing level (Figure 12) revealed the following data and 

established uniformity of activities: 

1. Provides leadership and direction for the promotion of 

improved reading and reading instruction in district 

schools. 

2. Assists in formulating and/or coordinating policies af

fecting district instructional programs. 

3. Provides assistance and serves as resource regarding 

reading progress reports to superintendent and board. 

4. Directs and assists in evaluating commercial instruc

tional materials for adoption. 

5. Shares in developing program philosophy and goals of 

reading instruction. 

6. Interprets and evaluates past, present and proposed cur

ricula, teaching methods, and instructional materials .for 

the purpose of improving instruction. 
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— School 
—- District 

Responsibilities— '—•— 
Policy and Planning " -—— LAUSD GVSD TACPS SFtiSD SYLSD TUSD 

1. Provides leadership and direction for the 
promotion of improved reading and reading 
instruction in district schools. X X X X X X 

2. Assists in formulating and/or coordinating 
policies affecting district instructional 
program. X X X X X X 

3. Provides assistance and serves as re
source; reports to superintendent and 
board. X X X X X X 

4. Directs and assists in evaluating commer
cial instructional materials for adoDtion. X X X X X X 

5. Provides for field testing and implemen
tation of instructional material. X X X X X X 

6. Plans inicial staff development training 
program. X X X X X X 

7. Shares in developing program philosophy 
and goals of reading instruction. X ,x X X X X 

8. Interprets and evaluates past, present 
and proposed curricula, teaching methods, 
and instructional materials for purpose 
of improving instruction. X X X X X X 

9. Serves as member of team involved in re
viewing, studying, evaluating and report
ing about a variety of educational/ 
instructional programs, concepts and 
projects. X X X X X 

10. Develops instructional and in-service edu
cational materials appropriate to field of 
reading. X X X X X 

11. Works cooperatively with university in 
training programs for reading teachers. X X X X X 

12. Evaluates performance of subordinate 
personnel. X X X X X 

13. In cooperation with administrative area 
offices and other organizational units, 
assures an integrated approach to the edu
cational process. X X X X 

14. Prepares the proposed annual budget for 
the district reading plan. X X X X 

IS. Promotes K.-12 vertical articulation of 
reading instruction. X X X 

16. Monitors budgetary expenditures for all 
reading programs. X X X 

17. Administers the operations of the Reading 
Support Service Center. X 

IB. Serves as the district representative in 
contacts and/or negotiations with publish
ers interested in securing publishing and 
marketing rights to district-developed 
reading programs. X 

Figure 12. Summary Chart—Job Description of Administrators of 
Reading in Selected School Districts—Policy and 
Planning 
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The position of reading administrator is given meaning by 

responsibilities assigned through a job description. An analysis 

of assignments under a second (developmental) level, Developing 

and Interrelating, revealed the following common practices for 

the six selected school districts (Figure 13). The district: 

1. Maintains an awareness and understanding of all areas of 

the curriculum and of current developments in the field 

of reading. 

2. Provides advice and assistance in the development of cur

riculum instructional methods, materials and course 

content. 

3. Coordinates initial and continuous in-service education. 

4. Develops strategies for the assessment and evaluation of 

instruction in cooperation with research and evaluation. 

Supervises and coordinates the work of personnel. 

5. Gives leadership and direction to committees. 

6. Assists with the arrangements and conduct of central of

fice meetings for coordinators, teachers, paraprofession-

als and area staff personnel. 

Comprehensive job descriptions which set in place ways 

for personnel to respond to the more routine functions were 

listed under the first (specifics) level, Implementing and Super

vising (Figure 14). The following responsibilities were found to 

be common among the six selected school districts reviewed: 
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'  — — S c h o o l  
"""" District 

Responsibilities— ' -—. 
Developing and Interrelating " ~ LAUSD GVSD TACPS SFUSD SYLSD 1USD 

1. Maintains an awareness and understanding 
of all areas of the curriculum and of cur
rent developments in the field of reading. X X X X X X 

2. Provides advice and assistance in the de
velopment of curriculum instructional 
methods, materials, and course content. X X X X X X 

3. Coordinates initial and continuous in-
service education. X X X X X X 

4. Develops strategies for the assessment and 
evaluation of instruction in cooperation 
with Research and Evaluation. Supervises 
and coordinates the work, of Dersonnel. X X X X X X 

5. Gives leadership and direction to 
committees. X X X X X 

6. Assists with the arrangement and conduct 
of central office meetings for coordina
tors, teachers, paraprofessionals and area 
staff Dersonnel. X X X X X 

7. Prepares documentaries, reports and cor
respondence related to the district read
ing program. X X X X X 

8. Develops instructional materials which are 
interdisciplinary in nature and appropri
ate for use at various grade levels. X X X X 

9. Develops resources for improvement ot in
struction by attendance and participation 
in a variety of professional meetings. X X X X 

10. Cooperates in the development or scope 
and sequence. X X X 

11. Administers the development of additional 
reading components such as upper grade and 
Spanish components. X X X 

12. Directs training and evaluation or para-
professionals in program. X X X 

13. Coordinates and supervises the availabil
ity of staff as requested. X X 

14. Provides leadership and assistance in 
screening, selecting and ordering appro
priate materials for Black and Mexican-
American students. X X 

15, Develops the K-12 Spanish bilingual, bi-
cultural, bi-literate reading component 
for Mexican-American students. X X 

16. Develops the oral language component tor 
Black students. X 

17. Supervises and coordinates the work or 
personnel. X X X X X X 

Figure 13. Summary Chart—Job Description of Administrators of 
Reading in Selected School Districts—Developing 
and Interrelating 
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Respoi 
Im 

" School 
District 

isibilities— " -—— 
elementing and Supervising LAUSD GVSD TACPS SFUSD SYLSD TUSD 

1. Provides staff assistance in planning and 
coordinating in-service meetings. Ar
ranges for visitation of staff members. X X X X X X 

2. Attends conferences with special community 
leaders and parents. X X X 

/ 

X X X 
3. Inrerviews and hires personnel. X X X X X 
4. Confers with groups for suggestions tor 

program involvement. X X X X X X 
5. Prepares necessary reports, letters, in

structional bulletins and general commu
nications relating to the instructional 
program. X X X X X X 

6. Interprets the reading program to service, 
business, fraternal, professional, and 
other community groups. X X X X X X 

/ .  Serves as consultant in implementing an 
instructional reading program. X X X X X X 

8. Makes speeches to community or district 
groups relating to reading instruction. X X X X X 

9. Administers, coordinaces and supervises 
the work of subordinates who plan and de
velop reading designs, diagnostic instru
ments, prescriptive reading materials and 
correlative teacher aids. X X X X X 

10. Performs other duties as assiqned. X X X X 
11. Supervises schools' coordinating teachers 

and clerks in establishing and maintain
ing materials, retrieval rooms and re
trieval systems. X X 

12. Coordinates approved contest activities. X X 
13. Directs and coordinates short-range as

sessments of work performed by students 
enrolled in classes utilizing products or 
programs developed by the Reading Support 
Center. X 

14. Directs the maintenance of records and 
statistics of the School Preferred Read
ing Program for information purposes. X 

15. Assists schools in the implementing of 
the School Preferred Reading Programs. X 

Figure 14. Summary Chart—Job Description of Administrators of 
Reading of Selected School Districts—Implementing 
and Supervising 
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1. Staff assistance in planning and coordinating in-service 

meetings. Arranges for visitation of staff members. 

2. Attend conferences with special community leaders and 

parents. 

3. Interview and hire personnel; 

4. Confers with groups for suggestions for program 

involvement. 

5. Prepares necessary reports, letters, instructional bulle

tins and general communication relating to the instruc

tional program. 

6. Interprets the reading program to service, business, 

fraternal, professional and other community groups. 

7. Serves as consultant in implementing an instructional 

reading program. 

8. Administers, coordinates and supervises the work of sub

ordinates who plan and develop reading designs, diagnos- • 

tic instruments, prescriptive reading materials and 

correlative teacher aids. 

The Tucson Public Schools' (1977) job description for the 

position of Coordinator of Reading Programs can be used as an il

lustrative example to summarize how one school district has de

fined the responsibilities of its reading administrator. Duties 

outlined can be used for comparison with responsibilities per

formed by reading staff in other selected school districts as 

shown in Figures 12, 13, and 14. 
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1. The responsibility of educational planning as it re
lates to reading resides with the duties of the coor
dinator of reading programs in conference with the 
deputy superintendent for educational service, ele
mentary and secondary directors of curriculum, area 
coordinators and resource teachers within parameters 
of parent purposes and district goals. 

2. Planning for the district reading program should be 
directed toward meeting clearly defined and generally 
accepted goals. 

3. An assessment of district reading needs should be 
made, and planning based on these results. 

4. Alternative methods should be devised to meet as
sessed needs. 

5. The reading department should be so organized that 
both short- and long-range analysis and planning can 
take place. 

6. A method of continuous evaluation should be built 
into the model. 

7. The function of the reading department should be in
terrelated with every other department of the dis
trict's organizational structure .(Tucson Public 
Schools 177, p. 153). 

In developing job descriptions that address prescribed 

instructional programs, district goals must have been formalized 

and used as a guide. In so doing, one is able to note the 

framework by which a given department, as reading in this study, 

is identified, monitored and set in parallel to other activities 

of different divisions (Saunders et al. 1976). 

The organizational structure established by division for

mations of the Tucson Unified School District can provide an il

lustration and even set a basic, although general outline, for a 
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paradigmatic organizational structure for the development of 

reading programs. 

The organizational chart of divisions of TUSD in 1978 are 

reviewed to reflect the interrelationships of the reading 

department. 

Business Services interrelates with the reading depart

ment only to the extent that projected or anticipated budgets for 

textbook adoptions, instructional supplies, supplementary materi

als, capital outlay and reading personnel were approved or 

rejected. 

Operational Services' personnel in their job description 

showed the least interrelationships with the reading department. 

However, cognizant of the research and group testing and person

nel departments under this umbrella, there are some direct rela

tionships in terms of scores and their interpretations from 

standardized or school tests. The recruitment, interviewing and 

hiring of reading resource teachers is paramount for a successful 

reading program. 

Community Services are the vehicles for parent and/or 

other volunteer services to enhance the reading program. Not 

only is the School-Community Partnership Council a tool for two-

way communication about all aspects of reading, but through com

munity concern and participation, the reading program can gain 

some of the impetus needed for its success (for example: parent 

surveys, support of school bonds, etc.). 
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The Student Services Division has been created to meet 

the special needs of children. A natural bond exists for inter

relationships between Student Services and the department of 

reading programs. This division carries a responsibility for the 

child of special educational needs such as the gifted and learn

ing disabled. Ofttimes the learning disabled child was identi

fied with having a reading deficiency. If cooperative efforts 

can be formed to meet the total needs of the child, then the 

reading teacher will be involved with textbook selection, indi

vidual educational plans, and with other staff needs. 

State/Federal Programs: with the demands of the federal 

government insisting on equal educational opportunities, taking a 

look at grouping practices as well as cultural and linguistic 

factors and equal access in regard to textbook selection, reading 

program concerns are built into services rendered'by state and' 

federal programs. The Compliance Plan, for instance, must show 

that pupils are grouped no more than 25% of the school day for 

reading and/or other types of specialized help. The monitoring 

of titled programs for compensatory educational programs to meet 

the needs of pupils who are educationally disadvantaged is an

other example. 

Educational Services deals most directly with a reading 

department since in actuality it is a subset of these services. 

Overall instructional and administrative practices that deal with 

reading programs are planned in this division. 
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Responsibilities by Administrative Divisions 

Each division of a school district performs some respon

sibilities that relate to a reading department program (see Fig-

rues 15, 16 and 17). 

A number of similarities and diversities of role respon

sibilities were noted. However, in some districts no connections 

of roles existed. The size of the district and the scope of the 

reading program as defined by the policy makers determined role 

responsibilities. Responsibilities generally considered common 

to reading programs were usually performed by personnel in the 

Educational Services Division. 

Reading personnel in five of the six districts surveyed 

viewed the following responsibilities important: 

1. Services as member of a team involved in reviewing, 

studying, evaluating and reporting about a variety of 

educational/instructional programs, concepts and 

projects. 

2. Develops instructional and in-service educational materi

als appropriate to the field of reading. 

3. Works cooperatively with university in training programs 

for reading teachers. 

Four of the six districts viewed the following job re

sponsibilities as important: 
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Responsibilities— 
Policy and Planning ^ E

d
u
c
a
t
i
o
n
a
l
 

S
e
r
v
i
c
e
s
 

S
t
a
t
e
/
F
e
d
e
r
a
l
 

S
e
r
v
i
c
e
s
 

S
t
u
d
e
n
t
 

S
e
r
v
i
c
e
s
 

C
o
m
m
u
n
i
t
y
 

S
e
r
v
i
c
e
s
 

O
p
e
r
a
t
i
o
n
a
l
 

S
e
r
v
i
c
e
s
 

B
u
s
i
n
e
s
s
 

S
e
r
v
i
c
e
s
 

1. Provides leadership and direction for the 
promotion of improved reading and reading 
instruction in district schools. X X 

2. Assists in formulating and/or coordinating 
policies affecting district instructional 
programs. X X X 

3. Provides assistance and serves as resource 
regarding reading progress reports to su
perintendent and board. y X 

a. Directs and assists in evaluating commer
cial instructional materials for adontion. X X X X 

5. Provides tor field testing and implemen
tation of instructional materials. X X X 

6. Plans initial start development training 
programs. X X 

7. Shares in developing program philosophy 
and goals of reading instruction. X X X X 

8. Interprets and evaluates past, present and 
proposed curricula, teaching methods and 
instructional materials for purpose of im
proving instruction. X X 

9. Serves as member of team involved in re
viewing, evaluating and reporting about a 
variety of educational/instructional pro
grams, concepts and projects. X X X 

10. Develops instructional and in-service edu
cational materials appropriate to the 
field of reading. X X 

lT. Works cooperatively with university in 
training programs for reading teachers. X X X 

12. Evaluates performance of subordinate 
personnel. X X 

13. In cooperation with administrative area 
offices and other organizational units, 
assures an integrated approach to the edu
cational process. X 

14. Prepares the proposed annual budget For 
the district reading plan. X X X 

i. j. Promotes K-12 vertical articulation of 
reading instruction. X 

16. Monitors budgetary expenditures for all 
reading programs. X X X 

17. Administers the operations oif che Reading 
Support Service Center. 

13. Serves as the district representative in 
contacts and/or negotiations with publish
ers interested in securing publishing and 
marketing rights to district-developed 
reading programs. 

Figure 15. Responsibilities by Administrative Division for 
Reading Programs—Policy and Planning 
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1. Maintains an awareness and understanding of 
all areas of the curriculum and of current 
developments in the field of reading. X 

2. Provides advice and assistance in the de
velopment of curriculum instructional 
methods, materials and course content. X X 

3. Coordinates initial and continuous in-
service education. X X 

4. Develops strategies tor the assessment and 
evaluation of instruction in cooperation 
with Research and Evaluation. X X 

5. Supervises and coordinates the work of 
personnel. X X X 

o. Gives leadership and direction co 
committees. X X 

7. Assists wich the arrangements and conduct 
of central office meetings for coordina
tors, teachers, paraprofessionals and area 
staff personnel. X 

8. Prepares documentaries, reports and corre
spondence related to the district reading 
program. X 

9. Develops instructional materials which are 
interdisciplinary in nature and appropri
ate for use at various grade levels. X 

10. Develops resources tor improvement ot in
struction by attendance and participation 
in a variety of professional meetings. X X 

11. Cooperates in the development of scope and 
sequence plans. X X 

12. Administers the development of additional 
reading components such as upper grade and 
Spanish components. X 

13. Directs training and evaluation ot para
professionals in program. X 

14. Coordinates and supervises the availabil
ity of staff as requested. X X 

15. Provides leadership and assistance in 
screening, selecting and ordering appro
priate materials for Black and Mexican-
American students. 

16. Develops the oral language component tor 
Black students. 

17. Develops the K-12 Spanish bilingual, bicul-
tural, bi-literate reading component for 
Mexican-American students. X 

Figure 16. Responsibilities by Administrative Division for 
Reading Programs—Developing and Interrelating 
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1. Staff assistance in planning and coordinat
ing in-service meetings. X X 

2. Arranges for visitation or statt members. X 
3. Attends conferences with special community 

leaders and parents. X X X X 
4. Interviews and hires Dersonnel. X X X 
5. Confers with groups tor suggestions for 

program improvement. X X X X 
o. Prepares necessary reports, letters, in

structional bulletins and general communi
cation relating to the instructional 
program. X X 

7. Interprets the reading program to service, 
business, fraternal, professional and 
other community groups. X X X 

9. Serves as consultant in implementing an 
instructional reading program. X X 

9. Makes speeches to community or district 
groups relating to reading instruction. X X X 

10. Administers, coordinates and supervises 
the work of subordinates v/ho plan and de
velop reading designs, diagnostic instru
ments, prescriptive reading materials and 
correlative teacher aids. X X 

11. Performs other duties as assigned. X X 
12. Supervises schools' coordinating teachers 

and clerks in establishing and maintain
ing materials, retrieval rooms and re
trieval systems. X X 

13. Directs the maintenance of records and 
statistics of the School Preferred Read
ing Program for information purposes. 

14. Assists schools in implementing the 
School Preferred Reading Programs. 

IS. Directs and coordinates short-range as
sessments of work performed by students 
enrolled in classes utilising products or 
programs developed by the Reading Support 
Center. 

16. Directs the maintenance of records and sta
tistics of the School Preferred Reading Pro
gram for information purposes. 

JL7. Coordinates approved concest activities. X 

Figure 17. Responsibilities by Administrative Division for 
Reading Programs—Implementing and Supervising 
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1. In cooperation with administrative area offices and other 

organizational units, assures an integrated approach to 

the educational progress. 

2. Prepares the proposed annual budget for the district 

reading plan. 

Only three districts included personnel with the follow

ing functions: 

1. Promotes K-12 vertical articulation of reading 

instruction. 

2. Monitors budgetary expenditures for all reading programs. 

Figures 15, 16 and 17 offer summaries of job descriptions 

within reading programs delineating responsibilities by adminis

trative divisions through Policy/Planning, Developing/ 

Interrelating, and Implementing/Supervising. Administrative di

visions of TUSD have been used for categorizing the results of 

the survey of the six school districts. 

These figures attempt to relate responsibilities within 

reading programs by administrative divisions. Major responsibil

ities for the reading function lie in the administrative divi

sions of Educational Services and State/Federal Programs. 

Although State/Federal Programs have major reading responsibili

ties, those responsibilities are within parameters of state and 

federal guidelines established for titled programs. 
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Summary 

This chapter has presented information on major emphases 

of various categories from selected school districts in an analy

sis of their organizational charts, job descriptions for reading 

personnel and responsibilities by administrative division for 

reading programs. Additionally, numerical information was pre

sented relating to the six school districts. 

The models presented were used to demonstrate ways in 

which an organizational framework can help set parameters of a 

reading department program within a total organizational support 

system. Much of the information derived can help set guidelines 

to determine the place of a reading department within a dis

trict's organizational structure and to help identify necessary 

variables and relationships to make reading pervasive within the 

organizational structure of a school district. 

Functions of major divisions of the Tucson Unified School 

District were used as an illustrative example showing how reading 

department functions are literally interwoven throughout the 

tasks performed by each division. 

Chapter 4 will present the comprehensive model for read

ing programs with an organizational support design. 



CHAPTER 4 

A COMPREHENSIVE READING PROPOSAL 

All that is needed is more clearly defined 
goals and an intensive effort to attain them. We 
need to keep our long range aims of good educa
tion, but in addition we need to spell out the 
immediate specific objectives for attaining those 
goals. We need to focus sustained effort upon 
these pieces of the total, measuring our progress 
step by step (Thomas L. Lee 1970, n.p.). 

Reading models have always been implicit in educational 

efforts to design, develop and implement programs in educational 

institutions. As human society became more complex and school 

systems were formed, reading departments were developed as cen

tral functions and monitors for reading programs. Such reading 

departments historically have defined goals and objectives to be 

included in an operational plan. This chapter demonstrates a way 

in which an organizational framework can provide goals of a 

school district and set parameters of a reading program within a 

total organizational support system through use of a model. 

In Chapter 2, levels and models were described in some 

detail. It should be noted that models call for options in the 

form of levels, criteria for choice among options, adequate cate

gories, viable sequences of activities and syntactical relation

ships. Models, then, can serve as tools for designing reading 

71 
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department programs, and may include components to provide for 

training and ongoing development for staff, for structuring the 

district reading design, as well as a retrieval system, and ul

timately a system of evaluation. 

By use of levels in model structure, components of read

ing programs can be easily identified. Reading theories can be 

placed in a paralleled position and then analyzed. Model struc

ture can give direction in setting reading goals and can provide 

a format to evaluate a reading program according to criteria set 

forth through the "levels approach" and then fit the reading pro

gram into the reading system. Components can be taken out of the 

model, analyzed and then returned. 

A model should aid curriculum makers in developing a 

broad overview of a reading program and afford them a framework 

for planning, developing and evaluating reading programs. This 

framework should allow curriculum designers to establish facets 

of the reading department within the theoretical structure of the 

model. 

The search of literature revealed that since 1960 many 

reading models have been explicitly and implicitly formulated 

(Singer 1976, p, 148). Some of these models can be organized 

under the rubric of a logical organization of skills and abili

ties or processes for teaching purposes. However, found nowhere 

was a generic model of a district organizational structure for a 

reading department, although a review was done of models in both 

generic and substantive senses. 
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The search of literature on models consisted of explora

tion for organizational models, reading models and systems, and 

on models as generic ways to express and inform those relation

ships which can pertain between variables placed in a model. 

Scarce and incomplete is literature on school districts 

which include organizational rationale for placing reading de

partments into key functions at all operating units. Organiza

tional charts reviewed indicated rather diverse conceptions of 

how a reading department fits into the various operating units 

of a school system. 

The development of a comprehensive model for a district 

reading program interrelated with every division of a school dis

trict must insure consistency and deliberateness in its forma

tion, usage and application. 

Within the mission of every school district there should 

exist a pervasive concern for an assurance of equal education for 

all children. Adequate provisions must be made to enable each 

student to receive appropriate reading instruction. 

There is need for a school district to develop a district 

wide educational plan to identify, interrelate and evaluate on

going operations of the district's major divisions and the 

reading department. The overall plan or the generic model could 

establish a framework within which goals and activities of a 

reading department can be monitored and set in parallel to goals 

and activities of other divisions. 
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The development of a comprehensive model for a district 

reading program with an organizational support design would make 

it possible to deliberately integrate reading program goals into 

an existing organizational structure and to demonstrate the in-

terrelatedness of the major organizational divisions, highlight

ing a district's ongoing mission to provide equal educational 

opportunity for all its students. The intent here is to demon

strate use of such a model within a given school system (TUSD 

as an example) by focusing upon each of the purposes specified 

above. 

Organizational Support 

If a school district is to function properly, an expla

nation and analysis of the system's structure must be available 

to those it serves. For clarity, and to identify the adminis

trative divisions of a school district, the organizational struc

ture, adapted from the Tucson Unified School District (Tucson 

Public Schools 1977), is used as an illustrative example. The 

organizational forms are defined as follows: 

1. Board of Education 

A reading department and reading programs find their 

place in an organizational structure from the way read

ing is viewed by the Board of Education. Since the' Board 

is a policy-making body, the formation and adoption of 

policies in terms of the reading department as a priority 
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will determine the philosophy, goals, objectives, staff

ing and overall reading implementation. 

2. Superintendent 

Hired by the Board and responsible to the Board, the 

superintendent supervises the district's reading depart

ment programs as part of the total educational offerings. 

In order to insure equal educational opportunities for 

reading improvement and for students to fulfill their po

tential in reading, the superintendent is responsible for 

hiring the appropriate staff who will plan, organize, 

delegate, coordinate, supervise and evaluate the reading 

department function. 

3. Deputy Superintendent 

The deputy superintendent has the responsibility for 

developing a district-wide educational plan for a reading 

department which can identify, interrelate and evaluate 

its program as an integral part of each of the major di

visions of a district's organizational structure. In 

this way financial as well as other district resources 

will be available to meet the needs of a diversified stu

dent population in terms of their reading needs. 

4. Educational Services 

Planning and coordinating the district's reading de

partment within the parameters of the school district's 

mission and goals is the prime task of this division in 

terms of this study. Making recommendations regarding 
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the reading department program and establishing guide

lines for implementation are prime concerns. Planning 

for staff development and the evaluation of personnel is 

a major task of Educational Services. 

5. State/Federal Services 

The objective of Federal Projects with the use of 

federal monies responds to the overall district mission 

of equal educational opportunity and professional growth 

for students and staff. In this way the identified needs 

for specialized programs are addressed. The intent is to 

offer additional services for those youngsters who meet 

criteria determined as disadvantaged, low income and 

varying forms of educational deprivation. These ser

vices supplement but cannot supplant services normally 

offered by the school district. Overarching concerns 

provide for parent involvement, additional professional 

and paraprofessional staff, staff development, supple

mentary materials, supplies and equipment. 

6. Student Services 

A major responsibility is the formulation of goals, 

objectives and guidelines that govern the work of counse

lors, psychologists, social workers, nurses and/or other 

medical resources that integrate their work to assure the 

ongoing work of the reading department in terms of meet

ing the educational needs of students in reading. State 

and/or federal laws as they relate to the gifted, 
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talented, handicapped or emotionally disturbed child and 

which have in many respects a bearing on the work of the 

reading department are addressed. Research findings, 

data collection, screening, testing and placement are 

substantive components of the developing and interrelat

ing functions. 

7. Operational Services 

District functions and administrative regulations in 

terms of management criteria outlined by the Board of 

Education is vested in the Division of Operational Ser

vices. Assessing the effectiveness of the reading de

partment in terms of site administrators who are the 

instructional leaders, research and evaluation in the 

area of reading, use of educational data to analyze state 

and local test scores and transforming schedules to en

hance the reading function. 

8. Community Services 

ft major function of a district reading department 

would involve parents as shared decision makers. This 

task is performed under the umbrella of Community Ser

vices where provisions have been made available for par

ent partnership groups. Community climate as it relates 

to textbook adoption/selection, compliance, mandated pro

grams, community agencies, the media and student assign

ment and reassignment hinge on the effective 

implementation of the reading department's work. The 
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bottom line function revolves around the responsibility 

for planning, developing, and implementing communications 

and services that deal with parent and community 

concerns. 

9. Business Services 

Administering the business and financial program of 

the district with overall supervision of plant sites is 

the major work of the Business Department. The reading 

department relies on the approval of appropriate budget 

items that are needed for the implementation of the read

ing function. The reading department, as all other divi

sions, must have fiscal responsibility in terms of 

budget items and expenditures. Supervision over federal 

programs such as Title I that directly provide services 

in the reading areas is included. 

A review of the organizational structure of TUSD with em

phases on reading program functions enhances Educational Goal #9 

(see Figure 1, p. 2 0) on reading. The reading goal, among 

others, denotes a commitment and posture on the part of the TUSD 

Board of Education to provide equal educational opportunities for 

all students and to promote an environment that is conducive for 

students to reach their potential. Since a specific goal for 

reading has been delineated, the work of the reading department 

takes on added significance. 
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The organizational structures described in Figures 15 

through 17 point up the importance of the interrelatedness of the 

reading department with other divisions of a school district to 

carry out its function within the framework of the mission and 

goals of the district. These functions have been implemented 

under the following generic categories: Policy/Planning, 

Developing/Interrelating, Implementing/Supervision. Reading de

partment functions are literally interwoven throughout the tasks 

performed by each division. The thread of the reading department 

function is interwoven throughout the overarching concerns. 

It should be noted that a hierarchy exists within each 

division in terms of line and staff relationships and responsi

bilities, with the board of education being the top decision

making body. 

The importance of the structure to an organizational de

sign can be found in the federal expectation that each organiza

tion will have a series of plans to meet different legislative 

requirements. A Compliance Plan, for instance, can reflect the 

clarity of the organizational design. 

Tucson Unified School Districtrs 
Compliance Plan 

The Overall District Plan for the Tucson Unified School 

District Compliance Plan (1975) offers an overarching model which 

provides the framework and defines the parameters of organiza

tional structures so that the district mission to extend and re

fine the options of children in an open democracy can be 
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integrated into the decision-making process. Such a decision

making base will serve the purpose of articulating and unifying 

the goals of the reading department within the rest of the com

prehensive school district's organizational structure. 

Functions of the major divisions of TUSD have been de

scribed by the following categories: 

1. Educational Programs 

2. Non-Instructional Administration of Schools 

3. Special Student Needs 

4. Fiscal Operations 

5. School/Community Relations 

6. Curriculum Plans 

7. Facilities 

8. Adaptive Education 

9. Budget Allocations 

10. Partnership Councils 

11. Textbook Selections 

12. Transportation 

13. Individual Testing 

14. Maintenance, and 

15. Dissemination of Information. 

Evaluation procedures (as well as opportunities for administrator 

sign off) have be.en built in throughout the instrument. This 

Compliance Plan, for instance, is an integrated component of the 

Overall District Plan shown in Figure 18. Compliance components 
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are designed to foster cultural pluralism intended to develop 

strength through shared differences. 

The design of the conclusions for this dissertation was 

developed within the framework of the Tucson Unified School Dis

trict's Compliance Plan. 

The Compliance Plan expresses its ongoing mission for the 

development of educational opportunities for all students. It 

reflects the districtTs organizational structure and permits the 

divisions of the district to be set in clear contrast to one an

other in terms of the major responsibilities which characterize 

those divisions. The Compliance Plan addresses: (1) the overall 

district mission, (2) the procedures and strategies for implemen

tation, and (3) the specific responsibilities and activities of 

each division. 

The format runs parallel to the framework for the formu

lation of the goals and is accomplished within the guidelines of 

the District Goals (Figure 18). 

The Compliance Plan for TUSD, as shown in Figure 18, em

bodies some of the basically valuable relational properties that 

were in an effective design for education. For purposes of this 

study, the Compliance Plan format (Figure 19) lends itself well 

to decision procedures which include reading. 

Also expressed herein is the district's ongoing mission 

for the development of educational opportunities for all stu

dents, particularly in areas that pertain to an improved dis

trict reading program. 
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The Overall District Plan as presented in the Compliance 

Plan has been kept intact, but the reading department functions 

are, as indicated, an integrated component of all divisions of 

the school district. 

The model and the organizational designs, which are in

herent components, will set the parameters through which district 

reading goals and programs can be planned, implemented and evalu

ated. The district which allows the interweaving of the reading 

department goals with those established for the total district 

begins to give credibility to the importance of the interrelated-

ness of the reading department to the total district structure. 

The inclusion of reading programs (Figure 19) as an in

tegrated component of the overall district plan exhibits the 

interrelatedness of the district's major organizational divisions 

and illuminates the pervasive concern for a reading program that 

is integrated. 

In this figure are shown functions that address the over

all district mission, deal with educational programs, non-

instructional administration of schools, special student needs, 

fiscal operations and school/community relations; functions that 

deal with the procedures and strategies for implementation in

clude curriculum plans, facilities, adaptive education, budget 

allocations, and school partnership council; functions that de

lineate the specific responsibilities and activities of each di

vision involve such procedures as textbook selection, 
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transportation, individual testing, maintenance and dissemination 

of information. 

An analysis of the Interrelationships of Reading Func

tions of TUSD with its major divisions focused on some selected 

reading responsibilities under the generic categories of Policy/ 

Planning, Developing/Interrelating, and Implementing/Supervising. 

The data described in the selected illustrations shown in Figure 

20 exemplify current practices and procedures as outlined in 

the districts job descriptions. 

To illustrate, using the column showing Division of Edu

cational Services in Figure 20, the function of policy/planning 

includes such responsibilities as assisting in the formulation of 

policy regarding the state-mandated Continuous Uniform Evaluating 

System (CUES) in which the reading department has set standards 

for determining ways in which secondary schools would define 

sixth grade and ninth grade reading.proficiencies for graduation. 

Under the function of developing/interrelating, the read

ing department is developing and promoting a K-12 vertical arti

culated reading instructional program. This is being done under 

supervision of the Assistant Superintendent of Educational Ser

vices. Implementation is being accomplished through a series of 

in-services involving feeder schools'. 

An implementing/supervising function involved providing 

leadership and direction to reading committees as they pursued 

such tasks as expanding the Educational Goal #9 (see Figure 1) 

on reading and reading text adoption. Coordinating and 
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supervising work of personnel employed in the reading department 

to implement defined goals is included under this function. 

In both Figures 20 and 21 is embodied a thought system 

based upon a levels approach as outlined in the book Double 

Think, co-authored by Saunders and Decker (1973). The levels 

give meaning to the idea processes in the following manner: 

Level 1: CONTENT—Activities, facts, specifics 

Level 2: CONTEXT—Structure, methods, procedures 

Level 3: VALUE—Purposes and goals. 

This design is made up of a hierarchy of levels, a sys

tem in which three levels of thought are set in sequence. Level 

2 overarches those below it. Purposes and goals then determine 

the structure, methods and procedures to be used, which in turn 

determine the activities of a reading department in relation to 

other district divisions. 

Figures 20 and 21 formalize these levels by setting in an 

inclusive sequence school district organizational functions in 

Policy/Planning, Developing/Integrating, Implementing/Supervising. 

These figures use the educational service of the district to il

lustrate the pervasive function for other organizational activi

ties, as in Student Services. To this effect, all implementations 

are framed within coordinated or interrelating systems, and both 

of these levels are given their parameters by the third level, 

Policy/Planning, guidelines. The advantage of this type of for

mat or design over other organizational patterns is that each 
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coordinate displays the precise responsibilities for each inter

relationship of district function. Moreover, any new function 

can be placed into the design and be given relevance in direct 

relationship to other components by the very structure of the 

guidelines for that coordinate of the design. In this way, the 

process of integrating reading functions into the present or 

emerging district structure can be facilitated and made explicit. 

Integrating Goals into an 
Organizational Structure 

The task of integrating the reading department goals into 

the existing organizational structure can be accomplished without 

making extensive changes or adding new personnel. Essentially, 

the following three components need to be considered: 

1. The operational expansion of the reading department goals 

into the generic functions of the organization. 

2. The planning of a professional training program to pro

vide personnel with the means to implement the system. 

3. The development of specific responsibilities, procedures 

and materials through which personnel carry out their 

assignments. 

The components listed above may be interwoven into an es

tablished organizational structure, as shown in Figure 22. This 

format illustrates an organizational proposal in which the read

ing department goals -are a pervasive concern within each major 

division of the district. Figure 22 was adapted from 
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PROFESSIONAL AND STAFF 
CURRICULUM AND INSTRUCTION 

DEVELOPMENT 

TESTING AND UNBIASED ASSESSMENT 

READING DEPARTMENT GOALS 

JOB DESCRIPTION 

READING DEPARTMENT GOALS 

JOB DESCRIPTION 

READING DEPARTMENT GOALS 

JOS DESCRIPTION 

TUCSON UNIFIED SCHOOL DISTRICT 

EDUCATIONAL INSTITUTION 

READING PROGRAM DEPARTMENT 

SCHOOL DISTRICT 

Figure 22. Format for Integrating Goals into an Organizational 
Structure Using the Reading Program Department as a 
Major Division of a District 
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Unbiased Assessment: Guidelines, Procedures and Forms for the 

SEA's Implementation of Public Law 94-142 by Saunders, Blake, 

and Decker (1977). 

A number of goals can be set for a reading program de

partment. However, for this study, the following, as shown in 

Figure 22, seem to be all-encompassing: Curriculum and Instruc

tion, Professional and Staff Development, and Testing and Un

biased Assessment. 

Curriculum and Instruction 

Figure 23 (adapted from Saunders et al. 1977) is included 

to extend meaning and to amplify the district reading goal as it 

relates to curriculum and instruction. Information addressed in 

this discussion has been capsulized in this illustration. 

To insure that maximum curriculum development and in

struction takes place in a school district, the reading depart

ment must provide for the implementation of certain critical 

tasks. These include: 

1. Formulation of curriculum objectives 

2. Determination of curriculum content and organization 

3. Consideration of available personnel, physical facilities 

and time for instruction 

4. Availability of materials, resources and equipment for 

instructional purposes 

5. Providing for supervision of reading personnel and in

structional program. 
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CURRICULUM AND INSTRUCTION 

READING DEPARTMENT GOALS 

1. Pervasive concern with issues related 
to reading programs in curriculum and 
instructional planning. 

2. Development of reading curriculum and 
instruction. 

3. Procedures for implementation of reading 
curriculum and instruction within the 
district. 

JOB DESCRIPTION (Chapter 3, pp. 57-58) 

Figure 23. Inclusion of Reading Program Responsibilities in 
Existing Job Descriptions in Terms of Curriculum 
and Instruction 
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Curriculum development to establish parameters and pro

gram goals is most often done at the district level. Curriculum 

change on the other hand focuses on the school unit. The indi

vidual classroom will be a secondary unit to serve individual 

teacher staff development needs, necessary classroom level modi

fications and testing and unbiased assessment. 

Many educators agree that a primary function of the 

school is curriculum development and the improvement of instruc

tion. If curriculum work is done in a deliberative manner, using 

the knowledge and resources available to us at any given time, 

this primary function of education can be accomplished. The 

reading curriculum, to be successful, must of necessity involve 

an integrated and shared interest by all district divisions. 

There has to be a common tendency to approach related reading de

partment problems in a thoughtful and caring fashion. 

Reading department goals agreed upon by a district must-

have built in a mechanism for evaluation. All evaluation efforts 

must be placed into some type of paradigmatic format to assure 

the specification of evaluative techniques for an effective 

model. The model integrates and coordinates the organization's 

evaluation efforts and provides information regarding the dis

trict's reading program that can easily be retrieved and 

reviewed. 

There are various types of objectives. For educational 

purposes, program process and performance objectives are usually 

considered. A program objective for reading, for instance, might 
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direct all district reading activities and provide for future 

operations of the reading department. Changes in the learning 

environment which would impact upon instruction and teaching 

methods would be an example of a process objective. The diag

nosed needs of the reader, the planned instruction and ultimately 

progress made by the learner, can be identified as performance 

objectives. 

Although objectives provide the level of specificity 

needed for instructional purposes, the objectives one uses should 

reflect both the general goals of a school district and processes 

necessary for teaching. Without clearly defined reading objec

tives progress will not be made. 

Professional and Staff Development 

The second goal addressed, that of professional and staff 

development, is critical to continuous growth and knowledge in 

the field of reading. 

Effective in-service programs should be planned, coordi

nated and implemented if possible, as a cooperative venture with 

an institution of higher education. These in-services can take 

the form of seminars, workshops, conferences, visitations, con

ventions and mini-courses at the university level. Although 

staff development plans must adhere to some basic structure for 

effectiveness, flexibility and applicability to specific needs 

should be built in. Provisions for evaluation and follow-up ser

vices should be made. 
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Professional and staff development programs (see Figure 

24 adapted from Saunders et al. 1977) recognized as a critical 

concern for school districts can be viewed in this discussion 

from two stances: the financial crunch that school districts 

face has allowed for fewer- opportunties to hire new reading per

sonnel, and the need for more effective training of existing 

personnel. 

The function of staff development programming is deter

mined by importance assigned by the district administration: 

amount of time given to professional and staff development; 

planned in-services during the school day as opposed to released 

time; and participation of reading personnel in the determination 

of the format and decision-making role in the contents offered. 

Also, are principals, the instructional leaders of our schools, 

actively participating in ongoing staff development experiences, 

and are staff development activities designed and identified to 

meet individual, small and large group needs? Does the posture 

of the district encourage reading teachers to be learners? If 

these basic questions are answered in the affirmative, then a 

professional and staff development model can be put in place us

ing the format as provided in Figure 24. 

Testing and Unbiased Assessment 

Attention is given to the third reading goal addressed in 

this study, that of testing and unbiased assessment. 
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PROFESSIONAL AND STAFF DEVELOPMENT 

READING DEPARTMENT GOALS 

1. Planning of professional and staff develop
ment activities in terms of reading depart
ment program goals. 

2. Coordination and development of profession
al and staff development courses and activi
ties in terms of reading department programs, 

3. Procedures for providing in-service courses, 
workshops in reading, alternative reading 
models for appropriate staff have been set. 

JOB DESCRIPTION (Chapter 3, pp. 60-61) 

Figure 24. Inclusion of Reading Program Responsibilities in 
Existing Job Descriptions in Terms of Professional 
and Staff Development 



97 

Since testing is an integral part of a reading depart

ment's task and continues to serve as a measure of performance of 

one student against another, Figure 2 5 (adapted from Saunders et 

al. 1977) will serve as a framework for identifying, reviewing 

and making recommendations for unbiased assessment to offer equal 

educational opportunities for all children. 

Definitions of certain terms used in the testing field 

will help set the stage of this discussion. Many types of read

ing tests are given students. Some include readiness, auditory 

and visual discrimination, word recognition, vocabulary and com

prehension, to name a few. Test makers in judging the suitabil

ity of items selected for tests have coined the words, face 

validity. Items should measure what they are intended to mea

sure. The term item analysis has been used to determine the 

difficulty level of each item found in a test. The term relia

bility means that the results are not due to chance, but rather, 

that the test is consistent in its measurement. The establish

ment of norms and the kinds of standardized measures most fre

quently used in reading programs will be discussed later in this 

section. 

Since present day tests have been criticized as "misused 

and abused," the mandate becomes more important for a reading de

partment to select, monitor and evaluate its testing and unbiased 

assessment component. Figure 25 offers a framework for this 

procedure. 
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TESTING AND UNBIASED ASSESSMENT 

READING DEPARTMENT GOALS 

1. Awareness of format, procedures and instru
mentation of tests as they impact on evalua
tion methods for children. 

2. Development of a comprehensive reading test
ing and unbiased assessment program. 

3. Procedures for selection and implementation 
of reading testing and unbiased assessment 
instrument; dissemination of reading test 
and assessment information. 

JOB DESCRIPTION (Chapter 3, p. 59) 

Figure 25. Inclusion of Reading Program Responsibilities in 
Existing Job Descriptions in Terms of Testing and 
Unbiased Assessment 
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The notion that tests are only one measure in determining 

the academic standards of a student are valid. However, with re

cent public support for a return to the "basics," testing and un

biased assessment take on added significance. There is a loud 

renewed demand for students to leave our schools being able to 

read. The issue of literacy must be a major priority in the task 

of implementing a district-wide reading program, considering both 

escalation of educational cost and predominating low test scores. 

Many states in their zeal to do something about declining 

test scores and the lack of confidence in public education have 

introduced minimal competency standards for high school promotion 

or graduation. 

Reading departments and local school districts have been 

bombarded with all kinds of tests including norm referenced, 

standardized, criterion references, intelligence tests, tests of 

cultural awareness, and other forms of alternative assessment. 

Norms used for test results are either local or national. 

They are often presented as grade level equivalents. If certain 

tests are administered there is real concern regarding norms used 

as they relate to the minority student. Is the test culturally 

biased? What is the thinking style of the child to be tested? 

fire the scoring procedures value laden? Are scores weighted in 

one language pattern more than another? How often can the child 

practice reading? These are basic issues needing attention now. 

A careful look at standardized tests must be taken. 

Standardized tests may be divided into two broad categories: 
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survey and diagnostic. Survey tests are usually administered to 

a group at the end of a school year to determine performance 

levels as a result of instruction. Diagnostic tests, however, 

are more often individualized and are administered prior to 

instruction. 

In sorting tests which could be used effectively in a 

reading department, certain factors ought to be considered. What 

kind of items are included and what are the norming procedures? 

How is the total test packaged? fire the instructions for use 

simply and clearly stated? Is there adequate time for test tak

ing? Is there a penalty for guessing? Does the test offer any 

extra credit? Is the scoring procedure fair and equitable? If 

answers to these questions prove negative, they indicate a need 

to seek alternative assessment instruments. 

Summary 

This chapter has reviewed the use and development of a 

model that would allow for the integration of reading program 

goals into a school districts organizational structure. 

Organizational forms that make up the body of a school 

district were described with emphases on reading program 

functions. 

The Tucson Unified School District Compliance Plan (1975) 

was used as the model by which reading functions could be plugged 

within the guidelines of the district's mission and goals. 
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An analysis of the interrelationships of reading func

tions throughout the major divisions and job responsibilities 

were identified and leveled according to a thought system devised 

by Saunders and Decker (1973). 

An organizational proposal in which reading goals of cur

riculum development and instruction, professional and staff de

velopment and testing and unbiased assessment were treated, 

illustrated a way in which reading department goals can become a 

pervasive concern within a district structure. 

The next chapter will offer a summary of the information 

presented in this study with conclusions drawn, implications for 

future study and some selected recommendations. 



CHAPTER 5 

EPILOGUE 

Inventing and designing the future by extrapo
lating from the present is to envision the direc
tion of the future and provide a sense of goals to 
the present. If the future is convincing and ra
tional, then action leading toward it, effective 
change to make it come about, also seems reasonable 
(Morphet and Ryan 1967, p. 46). 

Too often in the past, important focuses in education 

have been adopted, short-lived and lost because of the failure to 

integrate them into the total organizational system through an 

overarching model that provides the framework and defines the 

parameters of organizational structure and of parallel adopted 

categories and processes. 

In designing a reading department program several ques

tions helped set the stage for the model presented in this study: 

1. What kinds of policies and procedures can a school dis

trict utilize to ensure planned improvement of the opera

tion of the reading department? 

2. Since the solutions to reading program problems do not 

just happen, what organizational structure can be put in 

place so that the reading department can be assured that 

reading programs emerge as more significant? 

102 
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3. What developmental activities must take place to assure 

the reading department's place and role in the district 

organizational structure? 

In this'study an attempt was made to set the bases for 

the need of an organizational model for a reading department in a 

school district as a coordinating and unifying system. An ex

ploration of models and model building, bases for model struc

tures, distinctions regarding criteria for models and a 

classification of models was done in order to construct a generic 

framework for the comprehensive reading model addressed. Some 

parameters and guidelines were established in the examination of 

organizational ideas and reading department functions. 

fl review of the literature afforded an opportunity to in

vestigate reading models. There was a scarcity of available re

search for organizational models and an absence of comparative 

integrating models for placing reading departments into an or

ganizational structure. However, a search of the literature re

vealed that a large number of models have been explicitly and 

implicitly formulated. Most of these models were designed for 

organization of reading skills and abilities or processes for 

teaching reading. 

Six school districts of varying sizes in terms of city 

and school populations were selected for an analysis of their 

organizational charts, job descriptions for reading personnel and 

responsibilities by administrative divisions for reading 
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programs. Information secured helped set guidelines that deter

mined the place of a reading department within a district's or

ganizational structure. It also helped identify the necessary 

variables and relationships needed to make reading pervasive 

within the organizational structure of a school district. 

The establishment of a comprehensive model for a district 

reading program has been one of processing a variety of reading 

department functions through a model structure by which cate

gories, classifications, and concepts were sorted and leveled. 

The model framework determined meaning for the generic catego

ries used and provided opportunities to review alternative the

ories of reading, alternative theories of assessment and 

variation in reading department goals. 

The design of this study has been developed in parallel 

to the framework of the Tucson Unified School District Compliance 

Plan (1975) which addresses the following categories: 

1. the overall district mission, 

2. the procedures and strategies for implementation, and 

3. the specific responsibilities and activities of each 

division. 

Components of the Compliance Plan were designed to foster cultu

ral pluralism intended to "develop strength through shared dif

ferences." Reading programs as an integrated component of an 

overall district plan have been juxtaposed into this model estab

lishing the reading department functions as integrated 
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components of all divisions of the school district. Functions 

that address the overall district mission and functions that de

lineate the specific responsibilities and activities of each di

vision were left intact. 

Some selected reading responsibilities as they impacted 

upon major divisions of the Tucson Unified School District were 

formalized by a level structure under the generic categories of 

Policy/Planning, Developing, Interrelating, and Implementing/ 

Supervision. Policy/planning is the overarching category. An 

advantage for use of this structure over others is that each co

ordinate displays the precise responsibilities for each interre

lationship of district functions. New functions can be placed 

into the design and given relevance in direct relationship to 

other components. In this way, the process of integrating read

ing functions into the present or emerging district structure can 

be facilitated and made explicit. 

The establishment of reading goals is important if suc

cess is to be achieved. Without goals one cannot recognize the 

direction taken; some successes may happen by accident rather 

than planned in a deliberate fashion. With reading goals clearly 

defined, each accomplishment is a step toward effectuating the 

reading function. 

Three major reading goals were chosen for the purpose of 

integrating them into an organizational structure. They included 

the improvement of curriculum and instruction, professional and 

staff development and testing and unbiased assessment. 
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A first step toward organizing reading instruction is to 

identify basic elements for reading success through a curriculum 

design that will meet the needs of all children. This will en

tail setting some instructional goals, designing instructional 

units, developing and adapting the curriculum to achieve reading 

instructional goals and providing appropriate in-service. Once 

the curriculum is established, an assessment has to be made to 

determine the degree of program effectiveness. 

In the area of testing and unbiased assessment, there are 

indications that teacher observations of children's day by day 

performance in reading gives the best possible basis for diagnos

tic teaching when comparisons are needed. The conclusion reached 

is that testing should be only one criterion in determining the 

reading ability of a student. If a test does not help a teacher 

in some way to teach better, then the administering of the test 

has been of little value. 

Conclusions 

In reviewing school organizational designs in terms of a 

comprehensive model for a district reading program, the following 

conclusions were reached: 

1. The responsibility of educational planning as it relates 

to reading resides within the parameters of the dis

trict's board of education. 

2. The reading department was shown interwoven throughout 

the programmatic offerings in the district. 
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A comparative analysis of the place of reading programs 

in a school district structure did not show any appreci

able importance in terms of city and school populations 

nor the numbers of schools provided for. 

Reading departments simply did not have a prominent place 

in the total organizational structure. 

Job descriptions of reading administrators were very sim

ilar in terms of the Policy/Planning, Developing/ 

Interrelating and Implementing/Supervision functions. 

The size of the district determined to a great extent the 

number of reading staff employed and functions performed. 

A cross-relationship of each administrator at all levels 

of the organizational chart were clearly specified. 

Operational and administrative functions of a reading de

partment were interwoven with every other department of 

the district's organizational structure to some degree. 

An encompassing reading program should be guided by 

goals. Goals related to curriculum development, staff 

development and testing seem germane to any successful 

reading endeavor. 

An overall district plan can integrate reading programs 

as an integral component into each division and function 

of a district's organization. 

The use of an overall district plan such as the Tucson 

Unified School District Compliance Plan (1975) can set 
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the framework arid define parameters through which any 

discipline can be plugged. 

11. An appraisal of the educational needs of students in 

reading must include appropriate procedures and materials 

that have met certain specifiable criteria and are as 

bias free as possible. 

12. In the educational future, the concept of "literacy" may 

change but it will remain of paramount concern in our 

technological and advancing society. Alternative theo

ries of literacy instruction as well as alternative the

ories of literacy assessment will come and go. However, 

the goals of a literacy program need not be lost. 

13. If the designs and formats for integrating a reading pro

gram into all components of the organizational structure 

can be articulated and expressed in the clearest possible 

terms and with the greatest integrity possible, then edu

cational changes as conceptions of literacy can take 

place. 

14. The model developed can either be used as a microcosm of 

an overall district model or provide an illustrative ex

ample of how a generic or unifying model can function. 

Implications 

While it is conceivable that reading department programs 

and district divisions could disappear without ever being 
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involved in an interrelating function, the mandate for eradicat

ing illiteracy suggests we not let this happen. 

The media continues to remind us of the public's concern 

that "Johnny can't read." Accusations have been made against 

reading personnel in terms of teaching abilities, minimal ef

forts put forth and low pupil expectations. 

If a reading department is to help teachers overcome real 

and perceived problems they face, they can be discussed in the 

context of the following implications: 

1. The success of a district reading program depends to a 

large extent on the commitment of the board of education. 

2. The form of organization of a reading department program 

is contingent on priorities set by the school board. 

3. Planning for the district reading program should be di

rected toward meeting clearly defined and generally ac

cepted goals. 

4. Successful reading programs can be organized in many 

ways. 

5. reading department should be so organized that both 

short- and long-range analysis and planning can take 

place. 

6. Reading programs can become pervasive throughout a dis

trict's organizational structure if planning, organizing 

and implementing is made deliberate. 
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Recommend atrions 

The decade of the 1980's will provide prime time for 

school boards, administrators, teachers, parents, community 

groups and students to support a structure, a comprehensive edu

cational model for eradicating illiteracy. 

In this process, reading departments and the teachers 

still remain the most important essentials for improving litera

cy. Therefore attention to professional and staff development 

including appropriate in-service in curriculum development and 

assessment as discussed in Chapter 4 is crucial. Everything pos

sible must be done to maximize the effectiveness of the reading 

teacher. It may be necessary to expand research efforts to de

termine more precisely how to define a "good" teacher in the face 

of new reading demands in both content and in technological de

velopments. The results of this research could be helpful in 

expanding the very meaning of instructional skills for teachers. 

fl recommendation should be made to take a closer look at 

the entire scope of curriculum development for the future. It 

may be feasible to restructure the reading curriculum as pres

ently used and reallocate resources for greater benefits to stu

dents whose everyday experiences and work-a-day activities will 

change dramatically in their lifetimes. 

fit a time in the history of school districts when there 

seems to be an increased centralization and control by state and 

federal agencies, the local school districts must be prepared to 

take the giant step that will make reading programs functional 
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and viable. To be assured, there is no panacea, but progress 

must be made if the next generation of readers can be expanded in 

their thinking skills supported by an effective reading design. 

Additionally, there must be a collaborative effort be

tween administrators and teachers, community groups and students 

in the development of a district master plan for improvement of 

reading. Some of the recommendations to be presented may seem 

overly simplistic. However, the writer feels that if planned and 

diligently implemented by all involved, the future of reading and 

reading departments can meet society's needs in the next decade. 

A beginning charge of the designers of the master plan 

would be to define goals, objectives and activities for the read

ing department program. Reading responsibilities should be as

signed and an accountability system put into place. It may be 

possible that an overlap of roles and responsibilities has oc

curred. There will be a need to look for waste and overlap and 

allocate duties wisely. In the technological age in which we 

live, where computers have become a powerful learning tool, an 

interdisciplinary approach to reading should be pursued. The 

stepped-up use of computers and information systems can offer a 

wealth of knowledge that can serve to redirect reading efforts in 

meeting student and district goals. 

The organizational structure should include an articu

lated K-12 curriculum to insure continuity and to provide for the 

various learning styles of students. With the increased life 

span of adults, the trend for returning to school after rearing 



112 

children, career changes, plus the need for viable leisure time 

activities, alternative curriculum needs will have to be ad

dressed. Television has had a major impact on student learning 

and therefore ways must be found to make it work more effectively 

for literacy. The use of multi-media materials is a must. 

The nation, including many school districts, is faced 

with many major educational problems that impact on the success 

of a reading department program and the teaching of reading as a 

subject-matter skill. An incomplete list would include: declin

ing enrollment, imposition of collective bargaining by teacher 

groups, financial crunches, inflation, taxpayer revolts as sur

faced in such measures as Proposition 12 and 106. These serious 

problems demand an aggressive stance in seeking additional fund

ing from such governmental agencies as the U. S. Office of Educa

tion. These revenues should supplement not supplant district 

reading programs. If reading programs on the local level are to 

survive, additional state funds must be secured. This will re

quire legislative commitment for ample allocation or reallocation 

of state revenues. Collaborative efforts with all district, 

county and state agencies who influence education should be 

sought. 

Organizations such as Right to Read and Reading Is Funda

mental have gained nationwide credibility for the kind of read

ing programs sponsored. School districts should actively 

participate in these reading programs whenever possible. 
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No school related activity, and especially that of read

ing, should be administered without full parent participation. 

Reading is a shared responsibility and therefore parents and com

munity agencies/leaders should be urged to become involved. The 

aged who often are influential in whether a school bond passes or 

fails along with a new group of citizens without children should 

be approached for positive support in the literacy effort. These 

groups should be made advocates of public education and help dis

pel the myth that schools are preparing students for the "good 

ole days" that no longer exist. 

An important recommendation would include making the 

broadest possible use of research findings for improvement of 

reading department programs and staff. Conclusions from these 

reports can serve as a directing force for implementation and new 

programming. 

Summary 

In predicting education for the future, one can be led to 

believe that curriculum will be indeterminate and therefore model 

thinking will be a survival tool. Professional and staff devel

opment programs, to survive future needs, must be heuristic and 

provide a broad base to meet the variety of options that will be 

open. Testing and assessment as a measure of learning in the 

future will continue to hold prominent and conspicious places in 

the hierarchy of educational goals. School districts and reading 

departments will have to take a forward stance to assure that 
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individual rights of children are not violated whether they come 

from a cultural base, economic, social or educational. All com

ponents that will assure the reading department's rightful role 

in the total scheme of a district's organizational structure de

mand that some deliberate planning for educational change takes 

place. 

This study, in developing a comprehensive model for a 

district reading program, espouses the notion that reading de

partment programs must be highly visible among other educational 

priorities and maintain credibility as an essential and inte

grated part of a district's organizational structure. 

The model is available and the need significant. The 

final determination of the place of reading programs in a dis

trict structure remains with the board of education, the com

munity and students as deserving recipients, and staff charged 

with implementation. 
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