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Puzzled about building a staff development program

for teachers in early education? Let us share with you

what we in the Ferguson-Florissant School District, Ferqu-

son, Missouri, have done to provide training for teachers

tnvolved in the Parent-Child Early Education Program,

Titl> [I[I, ESEA 306, for four vear olds.

Bacrground

In 1971, the school district received a three-year
grant under Title ITI, ESEA, to develop an early educa-
tion program. At that time, it was decided that an early
learning program must work closely with the family if it
was to be of maximum benefit to the young child. There-
tore, a model for early education was developed which
incorporated specific objectives for both the child and
parant.,  Consideration was also given to the diagnosis
and treatment of children considered to have various
handicaps, including educational, behavioral, and physi-
~al difficulties. In addition, it was considered essen-
Fial tn construct staff inservice which would assist in

developing the major ohjectives of the program and,
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gsecondly, train teachers of early education since the

colleges and universities in the area provided relatively
little course work in the field.

This monograph is intended to describe the process
involved in developing a staff to work with young children.
Inherent in our whole plan for staff development was the
belief that working together as involved and committed
pecnle over a period of time, we could develop skills
and abilities which would be of mutual benefit to parents
and children.

In defining the objectives for the federal proposal,
specific objectives were set for staff. Since some o€
the objectives dealt with areas uncommon to most teachers,
and the majority of staff members weré former teachers,
it was imperative to set up staff development which would
evolve with the program. Basically, we needed to devise
a plan by which teachers changed their perception of them-
selves and their role as teachers, so that they could
meet the needs of the Parent-Child Early Education Program.

James Lipham, in his model which analyzes the dy-
namics of curriculum change, indicates that teacher
behavior is affected by four different pressures. He
sees forces that inhibit change to include: the fact that

thange requires hard work; there is no measure of its
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success; there is no extrinsic reward; and it may make
some enemies. Forces which aid chanage, however, include:
the fact that change provides role focus; there is a halo
etfect from publicity; there is some extrinsic reward:
and one may gain some friends. The Lipham model contends
that inservice education programs must attempt to maxi-
mize the forces which will enhance change and minimize
the forea2s which inhibit change. This, of course, is no
easv matter since the forces working against change ap-
pear much more potent than the forces facilitating change.
Proper involvement of the participants may be the key to
successful development of a program. Perhaps the two

words invo}vement and committment summarize best the staff

development program in the Parent-Child Early Education
Program. When inservice programs engage the participants

in activities which wlll affect later behavior, the chances

for a successful program will increase.

Therefnre, the following end results for the inservice
wors were expected:

t) Teachers working together will be motivated toward
common goals. Stating various viewpoints can have
startling results which may effect the identification
nf common interests.

Teachers working together will prepare a sequence of

~onitive skills and develop curriculum so that the
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instructional program will be improved and in-

dividualized instruction will be provided.

3) Teachers working together will arrive at solutions
to problems. Sharing of ideas and techniques will
permit alternatives to situations that otherwise
seem overwhelming,

4) New 1deas and procedures will be tested, modified,
and thoroughly implemented into the program.

5) Accountability of staff will be improved through
the effectiveness of teachers to diagnose the in-
dividual child's need and prescribe activities to
assist in learning.

6) Teachers, in increasing their skill in working with
parents, will gain a better view of themselves as

teachers.

Staff development for the Parent-Child Early Education
Projram had certain goals, but we were conscious of the fact
that goals are of little value if a process for attaining
them is not viable and functioning.

Harris and Bessent identified three areas in which
serious mistakes are often made when inservice programs are
plinned and executed.

1} Failure~ to relate inservice plans to the genu-

ine needs nf staff., oOften careful evaluation

r B »y
AR
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is not undertaken to determine the degree to which
needs are met and/or the extent to which other needs
have been identified as a result of the prograni.

Failure to select appropriate activities for imple-

menting program plans. Activities must be diverse
and paced according to participants’ progress.
Failure to implement inservice program activities

with sufficient staff and other resources to assure

effectiveness.

As the Parent-Child Early Education staff inservice
program developed, we were cognizant of these errors and
throughout the project period sought ways of adapting in-

service to the needs of the group at a particular time.
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Description of the Staff Development Program

As mentioned previously, the staff development pro-
gram for the Parent-Child Early Education staff has been
successful because of the process developed and the built-
in aspects of staff training. The following information
describes the prdgram, its practicality, process and po-
tential for other inservice work.

Four steps are involved in the process and are

summarized as .follows:

. IDENTIFYING NEEDS

. ESTABLISHING GOALS AND OBJECTIVES

. SELECTING ACTIVITIES

. EVALUATING RESULTS

'!'h‘?”




Identifying Needs

Needs must be identified by the group involved if
staff development is to be successful, As participents
in planning decide upon a need, it may be inferred that
there is a commitment to thal need. However, leadership
must also be provided to stimulate interest and assist
the staff in seekirg wut and retognizing problems.

Through the three years of the Parent-Child Early
Education Program, staff development has been built on
needs of the staff at a given time. At the beginning
of the project it was necessary to train all teachers in
test administration; to involve them in curriculum devel-
opment; and to develop in them skills for working with
children and parents. As the project has developed,
the original needs are still basic, but greater emphasis
has been placed on certain areas. Essentially over a per-
iod of time given a fairly constant group of teachers, var-
ious areas of concer. are emphasized, based on the growth
of the t=acher and consequently of the program,

Katz indicates that there are developmental stages
of the preschool teacher. -By the end of the first year,
Stage I, the teacher has decided that she is capable of
surviving and has acqilir:vl a bhaseline of information about

what young children arc lLike and what to expect of them,
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During Stage II, teachers usually begin to focus on in-
dividual problem children and problem situations. In line
with this, they tend to use a wider range of resources to
assist them, such as supportive school personnel. Finally,
in the third stage, the teacher begins to question: "Why
am I doing this? What are some of the new materials, tech=-
niques, approaches and ideas?“

At this stage in the development of our program, the
majority of teachers, especially those who have worked in
the program since its inception, are at Level II and III.
By nature of the program, as will be described later, much
emphasis_in the program has been focused on individual
problem children.

Initially the needs of the program, such as diagnosis,
curriculum establighment and working with parents, deter-
mined the inservice. Then after working with the staff
and baserl.upon the interest of the group, certain other
areas of need were identifizd., An example of this is nec-
essary. During year II of operation,‘it was determined
that teachersg were over-referring children as speech cases.
In fact, some 47 children were referred for speech therapy.
At tre beginning of year III, inservice concerniny speech
development of young children was given, including oppor-
tunity for staff to record speech errors of a young child.

As a result only 16 children were referred this year, and
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the referrals were of an accurate nature whereby children
could benefit by assistance.

Another oxample is worthy of note. During program
year II, several inservice sessions pertained to language
development and teaching beginning reading. In program
year III, because of expressed need of the teachers, we

have emphasized motor development. Three inservice ses-

siong presented in lecture and demonstration format have
focused on the motor development of young children and
methods of developing gxoss and fine motor skills.

Teachers have had the oprortunity to express their
needs in many ways. Questionnaires at the middle and end
of the second year have addressed themselves to this con-
cern and formal teacher evaluations, along with the setting
of performance targets, have provided guidelines for

building staff expertisa,

Establishing Goals and OCbjectives

Identification of needs determines the specific ob-
jectives of an inservice program, Initially, these objec-
tives were developed for tha staff in the original project
objectives.

1) 1. Each Parent-Child Early Education teacher
will utilize appropriate motivational

techniques (e.qg., reinforcement and feed-
back strategies) for environmentally dis-
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advantaged and handicapped pupils, By
the end of the first year of project
operation, each Parent-Child Early Ed-
ucation teacher will be rated at least
a “four" on a five-point rating scale
as assessed by the Project Director
through classroom observations.

2. Each Parent-Child Early Education teacher
will be able to correctly identify learn-
ing problems due to emotional disturbance,
learning disabilities, experiential depri-
vation, physical handicaps, and mental
retardation on the basis of observation
of pupils in the learning situation. Evie
dence of correct identification will be
demonstrated by the accuracy of their re-
ferrals as judged by the Consultant Spe~
cialists for the Handicapped.

3. For those Parent-Child Early Education
pupils identified through further diag-
nostic procedures as having learning
prablems due to emotional disturbance
etc., teachers will carry out prescrip-
tions (individualized materials and/or
teaching techniques) made by the Consul-
tant Specialists for the Handicapped.
Through systematic observations, the
specialists will determine whether or
not each teacher is following the pre-
scriptions.

4. Parent-Child Early Education teachers will
establish positive relationships with par-
ents in Saturday School and Home Teaching.
Trachers will do this by showing that they
respect parents' competencies in teaching
children. This will be systematically
monitored by the Project Director and peri-
odically by elementary principals and pareats.

Nial

A Parent-Child Early Education Curriculum
Guide will be developed by the Project Di-
rector and PCEE teachers. The guide which
will include performance objectives and a
sequence of activities to meet each objec-
tive will be integrated into the district
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Early Childhood Curriculum Cuide Series
already developed for kindergarten and
beginning primary levels. Monthly plan-
ning charts will also be developed list-
lng the major concepts to be introduced
in Saturday School along with a record

of each child's progress toward mastery.
The Guide will be reviewed for its con-
tent validity by an early childhool edu~
cation specialist and for its appropriate=
ness and feasibility by the PCEE teachers
and Project Director

fach Parent-Child Early Education teacher
will attend at least two inservice sessions
per month to learn how to:

A. Utilize appropriate motivational tech-
niques for environmentally disadvantaged
and handicapped pupils.

B. Accurately identify and work with pupils
who have learning problems due to emo-
tional disturbance, learning disabilities,
‘physical handicaps, low intellectual
functioning, and mental retardation.

Each Parent-Child Early Education teacher
will demonstrate appropriate teaching tech-
niques (e.q., reinforcement methods) to
parenty during Saturday School. The Pro-
ject Director will determine whether teach-
ers are carrying on this activity through
observations of teacher-parent inter-actions
during the Saturday School classes,

Each Parent-Child Early Educatior and kinder-
garten teacher will teach each other's clasg-
ses at least once during the first year of
the program so as to demonstrate the need
tor, and the ways in which to, coordinate

the PCEE and kindergarten programs.

Weekly Home Activity Packets that comple-
ment the instruction given in Saturday School
fas described in the staff activities compo-
nent) will be developed by the Project Di-
rector, Parent-Child Early Education teachers,
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speclalists for the Handicapped, and
the Projecrt Disseminator. The content
validity of these materials will be
judged by an early childhood specialist
A3 well as by teaichers' reports based
on the appropriateness and usability of
these materials with PCEE pupils,

10. Parent-Child Early Education teachers will
work collaboratively with the Project Di~
rector in monthley meetings to develop
weekly Home Activity Packets that comple-
ment the instruction given in Saturday
School.

11. Parent-Child Early Education teachers will
work collaboratively with the Project Di-
rector in monthly meetings to develop
monthly planning charts and a curriculum
guide,
With these specific objectives, teachers set their
own objectives by setting performance targets at the
beginning of the Year. The following is a sample of tar-

gets set by teachers and used as a basis for working with

staff.

{ would Like to help the overanxious parents in better
understanding the needg of their children.

2ne ol my main goals is to give children more oppor-
tunity to talk while T listen. I want to give them
MOre spontaneous language experience,

U want to improve my ability to obhserve and spot problems,

To work with two families on child care and what is
ppropriate behavior for their children,

To h-lp in his hehavier and relationship with
nthers when his mother ig prasent,

¢ plan tn incorpnrate more movement-related activities
inko my home vigits, T do not want mothers to con-
“lude that learning in Alwaya "at a table,"
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L waut to involve parents more 1in the home visgits,

Towant to increase my understanding of the develop-
ment of the young child,

vint oo holp prerents become more involved in using
Lo Home Aztivity Guide by suggesting activities and
discussing skill objectives with the parent,

+ L want to do more professional reading in the area
of early oducation,

frve more attention ko the quiet children,
foowary my teaching techniques to allow for more

milvi-tensory ckperiences.

SeLlering Activities

MLlvitios in developing staff needs are best if the
TR bipAnts have some control over the content of the
Arkoviey, 1E tha activiLy involves multi-sensory presen-
tt.on,and L two-way communication 15 present to allow
Tor feoadback and interaction, Also it is necessary to
oot s activitioes in terms of the kind of objectives,
iiactivos probably will be handled by lecture,
! ToTotiorn or observation activities, Broader objec-

Lo Wi process and affect can be reached

T lrwrmssiong, brainstorming and guided practice.
. Pooorioin the activities carried on in inservice
mont o Y Parent-Chi L Early Fducation Program,
R N R R nrganizing staff in the beginning of the

eoyear, the nrocess which develops throughout the year

[ N

el our Coansultant in Fducational Prob-

oo R IR I
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lems and ous Consultant in Child Development, and time

for inservice and organization,

Activities at the Beginning of the School Year

During program Year I, an extensive period of time
was uged in preparing the staff to give the tests used
-0 the screening procedure. One entire week was devoted
.;ﬁ“ tO the administration, scoring and interpretation of the
4 Slecsson Intelligence Test. Additional time was devoted
Lo Lhe Language Test, the Beery Test of Visual Motor In-
tegqration, and the Parent Interview. Additional pre-
service training during this four-week period consisted of
the use of project instruments and rating forms, the cur-
riculum outline and sequence charts of skill development;
coatent and use of instructional materials; development
of learning activities for teacher and parent use; and home
teaching and working as partners with parents.

During project Year II, a three-week preservice'train-
ing for teachers included review of Lest administration and
Loterpretation, use of sequence charts of skills develop-
ment, work on task analysis, development of learning ace
tivikties for teacher and parent use, videotapes of Satur-
2y achool and home teaching. New gtaff members were given
Jetailed azsistance in develoving testing skills, becoming

dradleted with materials and using the secuence charts

L L day s iesment
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During project Year III, the preservice training

covered a two-week period of time. Since only two staff

members were new, we could start our service to children

carlier. However, during this preservice period, we were
able to develop a written philosophy of early education,
revise our sequence cnart of skill development, and do
more intensified work in task analysis, We learned more
about the child who withdraws. Attention was also given

to identifying speech problems in children, age four.

staff Development Throughout the Year

during project Year I, major inservice activities
and the approximate per cent of time allotted to each are
summarized as follows:
1) Identifyving needs of children; discussing appro-
priate motivational and Lcaching techniques to
meet these needs =-- 29% of time
2) Curriculum development including Sequence Charts
of Skill Development and corresponding learning
activities «=- 29% of time

3) Planniny and evaluating Home Activity Guides -=
9% of time

4) Team planning for Saturday School and Home Teach-
ing == 33% of time

In vroject Year II, there was some change in time
allotmeats due to the fact that the Home Activity Guides

¥nre developed, the program was developing, and we could

~oncentrate on needs of individuals.
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The major efforts of staff development are summarized

as follows:

1) Identifying needs of children; discussing emotional
problems and ways to modify behavior and appropriate
teaching techniques for different kinds of learners --
50% of time.

to

Team planning of the instructional program for Sat-
urday School and Home Teaching =-- 40% of time.

3) Formalized staff development activities led by Con-
sultant Specialists in the program -- 10% of time.

Topics for discussion included analyzing a task, gprogram-

ming instruction and developing oral language skills.,

Project Year III covered the same time allotments ag
the previous year with an even greater emphasis on the
individual, more questioning of why we do certain things,
and a greater desire to know more about child-development.
In general, a more mature and assured staff was function-
ing in situations already known to them and was ready to

solve new situations.

Inservice Activities Dealing with Educational Problems

The consultant in charge of the Component for Educa=
tional Problems has worked with the gtaff primarily through
instruction in testing procedures, diagnosis and program-
ming, task analysis and an analysis of learning. During

the three years of staff inservice, the following subjects

have been digcussed:
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Working with Non-spontanecus Loarnar

The Gifted Child

Working with the Learning Disabled Child

Art Exveriences for "Fours"”

Analyzing tasks

Ten sessions dealing with Gross and Fine Motor
skills, tracing the development of these
skills and appropriate activities to use

Receptive, Associative and ZIxpressive Language
Skills

The consultants and the twc learning disabilities
soaciallsts working in the program have alsc spent con-
si1derable time working with teams of teachers in discus-
s1ng how to teach certain concepts and what to do for
certain children exhibiting difficulties. The support
nffered by the consultants\has aided the teacher in
"talking out" and thinking through her problem. The con-
sultants also observe the children with educational

problems and then bring concrete suggestions to the teach-

er for implementation.

Inservice Needs Dealing with Child Dovalopuent Problems

This component of the program, led by a psychologist
and two psychiatric social workers, has as ~ne of its major
obiectives consultation with teachers. The gtaff meets
with teams of teachers on alternate wreks, spending one
hour with each team. The byv-produck 2f +h15 approach has
been the anticipated growth of tne taoachar 1n understanding
and working with deviant children and theor parents. By

providing a continuing opportunit- - ii.oyag difterent
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thillren, whose problems uare gquite s.riod, with the same

consultant over a period ot many wecksz, thera 18 an in-
creased likelihood of understandin: i whole child, Be-
std2s this, it affords the entire tewm an occasion to cope
with an ongoing problem which may have applicability to
avents in inother classroom at anoth<r tima., Lastly, it
permits an earlv and cohesive appreciation of a particualar
family by the consultant, who may conter with the parent
at 1 later date.

This process and relationship desveloped between the
consultant and a team of teachers over a period of at least
i3 sessions per year has resulted in a support system for
teachers who spend eleven to twelve hours a week teaching
in the homes and working with parents and children. In

being able to talk about a problem and arrive at ways of

dealing with the problem, this process has given the teacher
both skili and satisfaction in her vol:: wity parents and
~hildren,

This component of the program had also presented in-
service of 1 didactic nature, Various aubjects discussed
it lude:

What 1s Normal in Ch:id Davelooment
The Shy Child

The Aggressive Child

The Over~anxious Parent




Time for Inservice

In order to {nsure time for tnsavrvice, it is built
into the regular program of the teachers. Teachers in
the PCEE program are employed cn a twenty hour a week basis.
Thais includes six hours a week spent in Saturday School,
elaven hours in home teaching, and a two~hour team reeting.
Teachers who work in teams of three in Saturdayv School
centers, meet together in the team mesting to plan teach-
ing activities for Saturday School and home visits and
then engage in other staff development activities, as men-
.ioned previously. We usually alternate from week to week
in focusing on either educational problems or problems of
a behavioral and emotional nature which affect the whole

family.

Jrganization

Various forms of organization are utilized to carry on
-niervice.  The lecture format is used in instructing staff
on testing procedures, discussing child development, or any
type of program that provides general information. This
farmat is used to some extent, but it accounts for a rela-
"rely asmall part of the inservice period. Demonstration
ar ~bsersation of a skill or activity ig also used somewhat.
nr example, teachers have been invoived in art workshops
or in activities in which gross and fine motor skills are

daevelrped, However, most of the inservice revolves about
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large or usually small group discussions, guided practice
anl brainstorming. The emphasis has been placaed on using
group processes to further thinking and understanding, as
was mentioned in the description of the work of the child

levelopment consultants,

‘ther rasources

\

It at all possible, staff members have been encouraged
te participate in meetings and short courses outside the
school district dealing in early education, The school
Alstrict also co-sponsors a yearly conference, "The Crucial

Farly Years," with the University of Missouri-St. Louis.
This conference brings an outstanding authority in early
education to keynote the day-and-a-half-long meeting.

Poople from the greater Missouri and [llinois area lead

“ligcussions for some 500 to 600 eduiators on various topics

rolating to the young child, his parents, and his world.

Inservice for District Teachers in Early Education

As a follow~up to the staff vrogram for the Early
Bluzation staff, staff development has baen provided to
kirdergacten and first year primary teachers gso that cur-
riculum procedures and change=s would foliow the program
for four year old children. These workshops held at the

onel of the school year have considered the following
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Observing Children Objectively

working with Emotional Problems

Home Teaching Visits and Working with Parents

Discussion of individual children and analysis
of testing information between current and
future teachers

EValuating Results

As indicated previously, inservice programs ought to be
burlt upon demonstrated needs. If objcctives have been

determined and activities identified +to move toward the

goal, it should be easy to evaluate the results. The
results of the staff development program for the Parent-
Chiid Education program indicate that the various forms
of inservice have bheen successful. Details of specific
objective achievement may be found in the final evaluation
reports: Project Year I and II, Parent-Child Early Educa-
tion Program, Title III, Sec. 306 ESEA.

However, statements by the Consultant in Educational
Problems and the Consultant for the Emotionally Handicapped
contained in the evaluation report Y~ar IT summarize the

value of the staff development program:

"Specifically, it was apparent to the congul-
tants that the program's teachers were much
more secure in their roles and responsibili-
ties this year than last year. This security
was manifested in thcir self-confidence and

in their lack of Jdefensiveness about seekingy
help from consultants and from each other.
Further, their questions ware much more sophis-
ticated, reflecting a considerable .Jegree of
csrowth beyond fundamental basiz concerns ahout
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how children learn, Finally, the manner
in which they were able to design, implee
ment and evaluate the outcomes of their
programs and projects for children reflec-
ted a greater degree of competency than in
the past years. All in all, as a group,
the teaching staff has bocome rather so-
phisticated in working with preschool chil-
dren, both disabled and non-disabled; and
they appear to be ready tu entertain even
more complex levels of information dealing
. with cognitive and affective uaspects of
ch{%d growth and development.”

“I'he overwhelming majority o»f referrals
discussed with the consultants were ini-
tiated by the teacher. The sengitivity and
astuteness of the teacher in selecting these
cases wasg unquestionably correct in virtual-
ly every instance. By wav of attempting to
summarize the overall performance of teach-
ers 1n relation to consultation services,
we have separated some of the more basic
ingredients in this relationship. Almost
all teachers received ratings which placed
them at the upper end of the continuum on
most dimensions. Ever “"he oxoaptions to
this pattern, teacher. who rzceived a mod-
crately low rating on cne or another dimen-
sion, are Jencrally mitigated by higher
ratings on other dimensionz. Tnis 1s es-
peclally true for the all-important matter
of utilizing the sujyqgestio: s ol the con-
saltant. In all, the tea~'.rg were judged
to have performad at o nmar-sut tanding
level."
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