Using the Instructional
Audit for Policy and
Program Improvement

An audit by an outside expert yields a
detailed report of recommended changes
and of what a school district is doing right.

o0 you consider instruction to be
Dyour top priority—maore impor

tant than the business and finan
cial operations of your school district?
Do you spend thousands of dollars on
experts to evaluate your financial and
accounting transactions to prove that
your fiscal practices are productive
and credible? Would you like to have
school employees and your communi
ty feel that your instructional practices
are equally productive and credible?
Consider conducting an instructional
audit.

The instructional audit is an investi
gation by an external instructional spe-
cialist who samples all available data
related to instruction, identifies areas
where data are lacking, and directly
observes instructional and administra-
tive processes related to instruction
The investigation ends with a detailed
written report of the condition of the
district’s instructional programs and
practices and with recommendations
for improvement. It also includes a
confidential management letter to the
superintendent, which provides spe
cific suggestions and processes to car
ry out improvements in crucial areas

Financial audits are performed on the
basis of standards widely accepted by
national auditing associations.  Since
no universally accepted standards yet
exist for instruction, the standards re
lied upon must be derived from cur-
rent research, theory, and exemplary
practices on learning, teaching, in
structional leadership, and effective
schools

Gatl M Stepbens 1s Supertntendent, Whit
more Lake Public S5chools, Whitmore Lake,
Michigan [erry [ Herman is Superinten
dent, Greece Central School District, Roch
ester, New York
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Elements of an Instructional
Audit

All instructional  programs  are com
posed of clements that are human-,
process., or structure-related . The most
productive instructional programs use
process clements 1o mantain an ap
propriate balance berween the human
and structural elements. The instruc
nonal auditor wdenuhes and examines
the internal and external items that

make up the human, process, and

structural elements of the district’'s in
structional program: Figure 1 hsts the
iems that should generally be exam
instructional

| ined nan audit

Figure 1. Audit Guide.
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Figure 2 shows the human, process. | Obvioushv. cach superintendent and
and structural relationships of the | each auditor may wish o add o, modi

items fv, or subtract from the hist provided in
6@ . & Specifics to be included in the audit | the audit guide in Figure 1 The local |
The instructional and decisions as to who receives the | district mav choose a comprehensive
audit prOVided the various items of information need o | audit, or it mav choose from any of the
im etus for an be negotated berween the superinten components histed in the audn guide
p dent and the auditor In addition, be- | The local district also mav choose o
unequa.led cause the instructional audit is hkelvto | (1) merely have a review with recom
emphasis on lead to follow-up improvement activi- | mendanons hsted, (2) add the devel
= p % s ties, it should be decided at the ume of | opment of a plan 1o overcome identi
instruction in ﬂle contracting for the audn whether or | fied dehaencaies: and (3) add post
H not the outside instructional auditor | audit consultant and traming services
itmore Lake
X - 2 will continue in such support roles as
SChOOI District. (1) policv wrining advisor to the super

intendent or the district's policy writ Conducting an Instructional
er: (2) inservice trmner of teachers | Audit

and admunistrators 1in dehcient areas;
and (3 ) program developer of curricu
lar or management areas found to be
lacking

The following 15 a step-byv-step sched
ule of how the Whitmore Lake School
istrict carried  out s instructional
auddit

— . —_ 1 The superimendent, Gail Ste
R "3‘2‘_ 2. Instructional E?emer_lts. phens, contracted with an indepen
| Human Elements ' Process Elements Structure Elements dent consultant, Jerry Herman, o con
[ = — - ' T = 1 duct the maorine of the instructional
2 banmpes; Bxanpies: Bl audit. Because of budger and tume
| §| Employee surveys | Academic learning time | Board of education policies | considerations. items from the audit
| | Student complaints | School climate projects | Curriculum guides [ guide were prioritized
! Srevances T W ohieves Dedgget Mhocitions i 2 The superintendent and the audi
| — | Examples: Examples: Examples: | tor reviewed the wems on the audin
~
| E Community surveys | Media coverage Private school enrollment | guide to determimme: for which wems
| E School elections Citizen volunteers Tax rates | existing data were available, in which !
| areas data could be casilv retrieved af |
| simple collection devices were devel |
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“The audit provides
a snapshot in time
of the condition

of instructional
programs and
practices.”

oped; which wtems required actual ob-
servation by the auditor; and which
items lacked sufhcient data for a valid
analysis

1
Obviously, some tems had w be

examined while school was in session,
for example, the process element
dealing with the use of school nme.
Some items could be examined from
existing data: for example, allocated
tume data were available on the State
of Michigan's annual repont form. Ex-
amining the use of instructional time
required the development of a stan-
dard reportung format, but once the

form was developed and completed
the dawa could be anahvzed at anv ume
Analvsis of academic learning ume.
however, required that engagement
rate observations be conducted by the
instructional auditor while  students
were in class

3. Once the audit content and data

| collection schedule had been devel

oped, the superintendemt prepared
the instructional staff for the audit
Teachers were informed that the audi-
tor would be conducting engagement
rate observatons in their classrooms
and were assured that the data collect-
ed would be used o establish a dis-
trictwide baseline measure and would
not be used for individual evaluatnon
purposes Individual weachers who re-
quested their own engagement rate
data could arrange w obtain it and o
have a brief consultation with the audi-
tor Admmnistrators were informed of
what data would be retrieved from
their hles and what the audit nmeline
would be Explaiming the audit content
and process to the saff and providing
opportunities for the staff to meet in
formally with the auditor 1in the early
stages of the audnt prevented some of
the discomton that 1s 1o be expected
whenever the most human elements
of a school district are scrutinized

4 The audun was conducted by re-
viewing informanon on file and
direct obsenvauon Where the data
base was large. the auditor drew sam
ples for analvsis

Items that the auditor mvestigated
fell into the following nine categories

Board of Fducation. The audior |
analvzed existing policies that relared
to instruction and dentihed areas for

‘which policies should be developed ‘

Although the audnor made sugges-
tions, both he and the superintendent |

felt that the local authorities should
actually write the policies

Job  Descriptionn. The auditor re-
viewed the instruction-related elements
of administrative job descripuons, sug-
gested addinons, and recommended
writing addinonal job descripuons

Budger Expenditures. The history of
the district’s instructional  expendi-
wres was reviewed and compared
with other Michigan school districts

Master Contracts The auditor ana-
Ivzed the contracts with unionized em-
plovees to determine where and how
thev affected the instructional pro-
gram

Internal and External Communica-
tions. The auditor reviewed the meth-
ods the district used to communicate
with students, staff, and the public. and
made suggestions for improvement

nstructional Monitoring and De-
liven Systems. This major secuon of
the audit included review of the test
data. student and emplovee atten-
dance data, use of instructional ume,
curriculum development, use of effec-
tive teaching behaviors, and school
chmate data

Elections The auditor anahvzed the

history of voter support for school lewy |

I1SSUEes
Admpusoratve  Authority. Pohicies,
contracts, and other structures that

establish and control admimistrators’
authoriy related o instructional mat-
ters were reviewed

Staff Developmeni The auditor re-
viewed the content, participauon, and
evaluanons of the mstruction-related
staff development program and made
suggestions, based on classroom ob-
servaton, for additional training pro-
grams

For each of these areas. the auditor's
report outhined the existing status of
the items under review and presented
suggestions for such things as obtain-
ing data. improving programs, and de-
veloping policies and guidelines. For
example, the auditor

® Recommended negouaung stron-
ger qualiticauon requirements for the
reduction in force section of the teach-
er master contract and  suggested
items related to teacher evaluatuon that
should be incorporated in the proce
dure for reducnion in force
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® Suggested a detailed analvsis for
the reading program at specified
grade levels

® Recommended specific inquiries
for determining causes of student ab-
senteeism

® Suggested specifiic methods of in-
creasing academic learning time with-
out increasing the school day or vear

® Provided recommendatons  for
improving curriculum and the curric-
ulum development process

Effective Instructional Practices Policy

Whitmore Lake Public Schools
Whitmore Lake, Michigan

Instruction

Effective Instructional Practices

POLICY: Education theory and research have identified certain teach-
ing behaviors and classroom management techniques which
are consistently related to increasing student achievement.
In order to provide Whitmore Lake students with the highest
quality instruction, it shall be the responsibility of the admin-
istration to identify such practices and cause them to be
implemented in the district’s classrooms.

The staff development program, the teacher supervision
and evaluation process, and the testing/monitoring system
shall all support the implementation of the most current
effective instructional practices.

POLICY
ADOPTED: 10/10/83

RULES AND REGULATIONS:

1. All teachers shall be provided the opportunity to partici-
pate in the Effective Instructional Practices inservice pro-
gram.

2. All teachers shall be expected to incorporate the follow-
ing instructional skills in their daily teaching:

a. Selecting instructional objectives at the correct level of
difficulty.

Teaching to the objective using relevant teacher be-

haviors and eliciting relevant student behaviors.

c. Monitoring students’ learning and adjusting instruc-

tion appropriately.
Effectively using the principles of learning that affect
motivation, rate and degree of learning, retention, and

-increasing productive behavior.

3. Teachers shall be encouraged to assist each other to
improve their instructional skills through peer observa-
tion and conferencing.

. Principals shall make instructional supervision a top prior-
ity and shall devote the necessary time and attention to
(1) adequately develop instructional supervision skills,
(2) observe in classrooms, and (3) meet and confer with |
teachers to assist them to improve instructional skills.

RULES AND REGULATIONS
ACKNOWLEDGED: 10/10/83

b.

® Constructed a sample instruction-
al task matrix to delineate the respon
sibilitv and authority of the people
who share in instructional  decision
making

® Proposed 13 new and  revised
Board of Education policies 1o estab-
lish an operational framework for the
district s instructional program, which
covered. mission and goals, school
climate, masterv learning, ume  for
|L‘:lrrllng. LesUN mMoMItonng  Programs,
effective instructional  practices, en
richinent and  accelerated  learning
programs, homework, curriculum de
velopment, teacher supervision and
evaluatnon, atendance, grading and re
porung to parents, and graduation re
quirements

What the Instructional Audit
Accomplished

| The mstructional audit provided the

| impetus for an unequaled emphasis

on instruction in Whitmore Lake Im
mediately after accepung the audir, the

| Board of Educanon disseminated the

13 proposed pohcies and arranged for
their review by citizens and staff. With
the exception of the graduanon re
quirements pohay, which was tabled
for further study, the policies were
quickly adopted The following imple
mentation  strategies  and - acnvities
demonstrate the magnitude of the ef
foart

Hoard of Education Retreat The

Board of Educauon participated in a

weekend retreat with an external con
sultant for the purpose of selectung
district goals for a threevear peniod
Two of the goals selected were o
prepare o threesvear plan for curricu
lum development o implement mas
tery learning and to establish a tormar
for reviewing and revising graduatnon
requirements

Admunstrative Pevformeance Objec
tires. Principals attempted the follow
ing performance objecuves for the
vear

® Design and implement a building
level school learning climate enhance
ment program

® [mprove student anendance

® Develop and unlize clinical super
vision skills 1o effectively assist teach
ers to improve their mstructional prac
fees

Crrricidiom Development Teacher
language ans and math  committees
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prepared and conducted a program to
revise student learning objectives for a
masterv learning program The format
developed by these two initial com
mittees will soon be followed in other
subject arcas

staff Development. The district pro
vided research-based effective instruc
nonal pracuces raiming for all K-12
teachers and chinical supervision train
ing tor all interested teachers

Cradmg and RKeporting to Parents
A teacher commitiee was established
to develop a reporting svstem for the
mastery learning proy

Homework The Communine School
Advisorv Councils developed district
wide rules and regulations for home

dam

work tor all students

Advantages and Disadvantages
of an Instructional Audit

Based on our experience at Whitmore
Lake, we conclade thar an istructional
wichit has the followimg advantages and

disadvantages

An audit can be benehcial in that it

1 Is conducted by an external ex
pert who has no vested interest in the
past or current instructional program
of the school district

2. Provides a snapshot in time of the
condition ol instructional
and practices

3 1s standards
from current research, theon
emplan

programs
based on derived
and ex
practices on learming, teach
ing. and effective schools

. Reports what is right as well as
what 1s 1n need of improvement

5. Provides a sound basis for deter
mining priorities among needed pro
gram improvements and allocating re
quired resources

Some disadvantages of inviting such
close examination are

I The
able in all
possess adequate research skills, and
be able to conaisely articulate tin

auditor must be knowled

clements of

INsiruc

ings
from a -_\sr?‘||‘in'\ uperatic mal svstem
2 The audit mav disturb the status

SCHOOLMASTER

Let SCHOOLMASTER* take care of the data
while you take care of the students!

This comprehensive administrative package
meets student atendance, scheduling, and
grade reporting needs. SCHOOLMASTER has
been used in schools since 1980 and has
undergone a series of refinements and upgrades

quo, and change is difficult for some |
people 1o accept

3. The audit may disclose deficien-
cies that some people would rather
not address

4 The publicity surrounding the
audit mav cause political discomfort to
the Board of Education. administra
ton, unions. or emplovees

A Wealth of Information

The Board of Education, administra
tion, staff, and citizens of the Whitmore
Lake School District determined to
develop a responsive, contnually im
proving educational svstem. The in-
structional audut provided a wealth of
informaton 1o the district in
establishing responsible goals, devel

ASS1S1

oping eff

ctive programs. and moni-
Instruction 15 clearly
placed as the priority, and its
credibilitv,  productivin
and effectiveness will be continually

excellence in

toring results

op

soundness

assessed. The result

planning and monntoring and predict
abilitv in achievements O

SCHOOLMASTER

based on user input. This dependable, easy-to-
use system is now available as part of
CTB/McGraw-Hill's family of software

SCHOOLMASTER has been implemented on the IBM XT and the

IBM AT, the Televideo Personal Mini, the DEC Rainbow, the

Tandy 1200, and other MS DOS or CP/M

microcomputers

*Developed by
Olympia Computing C

Published by CTB/Mc

LJUY
Ly

il |

raw-Hill

ompatible Addrags

City. State. Zip

pany, Inc

Telephone

Ul =ar

] Please send brochure and il
cribing SCHOOLMASTE

se have my CTB/McGraw-Hill Evaluation Consultant

TB/McGraw-Hill, Dept. AP
= den Rood. Monterey

usirated DOOklet

Best time to call
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