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Albert Goldberg, Coord1nator, Instruct1ona1 Deve]opment

George Gr1mes, ‘Consultant, Learn]ng ‘Resources
Mayne County Intermediate School District
: Detroit, Michigan :

2.

One of the most significant and wide ranging -movements ¢f . ' N
the 1astEfifteen vears in the organization of elc..entary/secon- _
dary education has been the establishment of a service unit si-
tuated. between the state eeudcation agency and the local schogl:
district. Over-half of:the states in the county have moved to

"~ or are ser1ous1y considering such an organ1zat1ona1 pattern.
These units are being established as major alternatives for the
provision of specialized and more expensive procrams and'ser-
.vices. A variety of titles are used to describe these service

. agencics.’ Hames used are: Educational Service Units, Education
Service Centers, Intermediate School Districts, Board “of Cooper-
ative Services and Joint County Systems. The foremost student
of these units, E. Robert Stephens of the University of Maryland,
suggests that a generic name for these service acencies be Re-
,g10ﬂa1 EducaL1on Service AqenCJ {RESA) .. ‘

ED124106

Three fundamental concepts character1ze reg1ona1 educational
. serv1ce agencies according to. Stephens ‘They, are:
Regional in ceographic area, frequent]y ex~
Luﬂd1ng beyond -the political boundar.es of
a single county. o
oo CE .
- Serv1ce oriented and tuned to tha needs of
their constituent Tocal school districts;
rather than desicned to perform administra-
tive and reculatory functions for the state
' educat1nﬂ aaency. :

- - Legally const1tuted components: of the stabe
schoo] systen.

hile there has been a Lrend touard asx1ng RESAs to deal
with more administrative respons1b1]1t1es for the state, the -
regulatory aspect has been resisted in nost cases to date. - 4 o
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A majority of RESA units were established as a result of
stateW1de studies sponsored by the state education agency which-
were_typically endorsed by nrofessional organizations in the
state. The s1gn1f1cance of these pre11m1narv activities are
that: (a) there is commitment and ownership on the part of the
staté for these-wunits; (b) professional associations have had
ongoing involvement which helps allay concerns on the part of lo-
cal school districts-and other sectors of the profess1ona1 commu-
nity that a new and threatening agency is being super1moosed, and
(c) most enabling legislation for RESA units has aiven the state
education agency significant review power to help assure opera-
t1ona1 effectiveness,

A survey of the needs of over four hundred RESA adﬂ111stra-
tors reported at the 1976 American Association of School
Administrators Convention provides:-the following profile:r—-

MUIBER OF SCHOOL DISTRICTS SERVED 7 .

HUHBER ‘ ' PEPCEHT
. 1-5 S : 17.8

- 6-10 S 26.6-

11-15 18.1

16-20 - _ : 11.4 B
21-25 - 090

lore than 25 . 16.3

ilo ‘response . _ 0.8

ENROLLHENTS IN-DISTRICTS SERVED

PUBLIC SCHOOL PUPILS - PERCENT

e
25,000 or more o, 41,2
10,000 - 24,999 - 22.3-
L,oOO‘~ 9,999 25.3
Less=than 2,500 9.1
Mo response- : 2.40-

-

TYPE OF SCHOOL SYSTEHS SERVED

DESCRIPTIOL .- - PERCEMT
Mix of toﬁn~rura1v 42.3
“Rural . 31.4 :
Cftix of urban-suburban: 13.5
Suburban 4.3
Urban - 0.3
Other . 7.4
B Mo response 0.3
8
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GEOGRAPHIC REGION OF THE UMITED STATES

New England - 0.
Mideast o 15.
Southeast ' 5.
Great Lakes 38.
Plains - L 13.
Southwest . ‘ 9.

' RocLy Mountains- -5,

Far lest 12.

flo response ' - 0.
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A study of two innovative, high-risk regional service agencies
shows that_a model for such units vould include attent1on to Lhe
following:

) - The educat1ona] needs of constituent schoo]
districts.

- The existence of a tradition of cooperatioii
arong proposed constituent districts., If
" such a tradition does not exist cooperative
activities should be engaged before 1n1t1at—
ing the agency. :

- The nature of tne agpncy shou]d ‘be semiau-
tonomous and the unit should have some choice
concern1ﬂq control -of its own activities.

- Super1ntendents of schools from the consti-
tuent districts should be members of the
service aq ncy adv1sofy board..

- .~ Agency. 1Madersh1p and staff should: be se]ected

. . for their expertise in meeting Tocal needs, for

‘ balance in age and experience, for leadership
potential, and for ability to identify and work
w1tn influential nersons in local school systems.

- Agency 1eadersh1p,personne1Msnou]d undergo an .
. orientation and training exiod nrior to assuming
) " their posts due to the un1 e nature of regional
h L service agencies. . :

- Stab1]1ty of staff and Teadersiip are esscnt1a]




i 1nd1v1dua11y to constituent scnoo] d1str1cts ' J;\;'

" Outside consultants and short term staff appoint-

ments should be used to compensate for gaps 1n
exoerL1se

Proarams offered should serve to make the agency
1nd1spensab1e to const1tuent school districts.

The agency.shoyld be - estab]1shea’to provide ser-
vices to children and youth rather than for the
administration of state,rules ard regu1at1ons

Iman1nat1ve a]terngt1ves to established pract1ce .
and the provision of those services. not ava1]ab]e

should be stressed. _ : .

An effective communicaﬁﬁons program should be AN
maintained for purposes of visibility and pro-- .
moting programs and services. :

‘Constituent: school districts should, éhare'ih "f*“”&\c_g/f~

the support of the -RESA, State and Federal funds

~ should a]so be ava1]ab1e

A national study of the services’ provided by regional units

indicates the.following as the most frequently and ]easL frequent]/

offered services.4

MOST. FPEQUEHTLY I?ENTIFIED SERVICESK

'Spec1a] Educau1on
.Career Education
Remedial Reading
Pypi1”Peronne1 Services

o e

Cooperative Purchasing

o - . Science Lducation

i : Environmental Education

Vocatjona1 Fducation

Multi ledia

" Migrant .Education

Distributive'Education
Data Processing

Arts and Humanities
Q

Bilingual Education
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| LESS FREQUEHTLY (E!TIONED SERVICES . B ’ h
: Teacher Inservice . | R “G1fted , *
‘ fetric Education-e P]anning ; °
Driver Educat1on - ,- | Evaluation
Drug Education . o Home Bound B
- Adult Education ., _ | Cbmmunications ) )

v ~ . R

The most frequentlv ment1oned activities divided 1nto Lhe

) * general subcataqor1es of nroqrams and services are: T T T
. : ' =% -
Programs Serv1ces ) ~
P ’ . ' - ‘\,::s\ \\(
Special Education _ . Inservice Training C
‘ Remedial Reading -~ . Consultant Services - : o -
' Career Education ~ Planning - - ‘
Vocationa]mﬁducation _ Evaluation S

e - Rt A - - - iaterials Selection
' ' e Information Dissemination
-3
By intent, role, and design req1ona1 educational service agen- ,
cies are becom1na magor brokeraae institutions in e1ementar//secon o o
dary education. They are-an emeraing institution, well formed. in
‘many situations, yet still flexible and oneqn. Tney are proaramn and
service oriented . - : ' . .
: R\_gmna1 educational service agenc1es are a prime, yet. 1aroc-
1y untapped, area for Instructiohal Deve1opment activities. A
brief _look at tne target popu]at1ons program ‘content being dealt
' with, and techﬂ1ques and mechanism ava11ab1c will reaff1rm this

‘n

: Judaement
Tarcet Popuylations - ‘Content Areas - © Techniques
' ’ and llechanisms =
’ fulti-District .Leadersnin Inservice o ‘
" LEAs by Scone bf Popu1wu1on llanagement v Dissemination S Hi
o Educational Leu&ers 8 Ear]y Cn11dnood\\ Diffasion ’(
“ Teacners \ Affective Education . Hetworks:
Students : - Career/Vocational Techinolody N
o Education , . _
Bavic Skills o Instruptidna] ) .
. - Sexism ) : Development
etc. . '

» . f - -
. : " . 6 . :
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~ How does Instructional Development become operational in a
regional service agency? An illustration from the third most pop-
‘ulist county school system in _the country may provide some guidance
on this question, N ' - | ~
. An indication of support and commitment to the ID process at
- tie reagional level ‘is the. appointment of a consultant or coordina-
: tor of Instructional Development. The Hayne *County Intermediate
* Schbol District, which includes the school district of Detroit,
has had a coordinator of Instructional Development as part of its o
staffing structure for two and a half years. A look at thexpurposes
and role of this position may help us identify factors related to

successful implementation of ID¥
ST e - . I S ’ .
layne County Schools became interested in the impTementation
. of ID because it has the potential to be a "consumate" approach to.

facilitating change in education in that it draws together tech-

niques from a range of other disciplines -- cybernetics, manage- .

ment science,.operations research, data processing, information -

storage and retrieval, and all of the attendant sub-sets of sys-
B _ tems theory, design, analysis, and evaluation. The job descrip-
4  _tion for the position of Coordinator of Instructional Development -
in Yayne County indicates that the general role is to "stimulate
and conduct the development of new instructional methods and ma-
terials desioned to impact priority education nroblems." Examples .
of work given are: ’ o S : '

¢ o

7’

- Conducts needs analysis of troublesome instructional
problems. . LT - o L

-« Develons new instructional approaches designed to
solve priority problems, in cooperation with Tocal
and intermediate district individuals and groups.

- *. Marshals available local and national resources in
‘ the solution of instructional problems.

~ . Horks on research.and development projects with otper”
tlayne County Intermediate School District staff«iembers. -

1

et - The-respensibility, as‘pofnted out by Bob Diamond: in his ar-
. ticle in the December 1971 issue of Audio Visual Instruction, "is
to be teacner, technician,~sa]esman, manager, and.evangelist.

]
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Tne functions of the ID Coord1nator are interwoven through
- many 1°ve]s of 4intermediate schoel district, 1oca1 schoo]l d1str1ct,
state educat1qna1 agency, and national groups. ~In terms of inter-
‘mediate school ‘districts staff ID is carried out on a consulting
‘basis within the priorities set by the spec1f1c staff member seek-
ing assistance. This action could result in furnishing special or
unique’ resources, the setting of priorities, the deve]onment and
delivery of a program, active participation on a co]]eauue basis
or direction of a specific program. Similarly, the role with local
schools could assume a variety of stances, depend1ng on the context
“of the situation presented. In all cases, however, the Coordinator
of Instructional. Deve]opmenu is first,and foremost a competent,
- trusted, facilitator in the systenat1c processes for improving
1earn1nn situations and resultant outcomes.

° .

.u«"mSpec1f1c tasks wihich thé ID coord1nabor carries out 1nc1udé

- Attending staff and local: scn001 d1str1ct meet1nns
' on a regular basis.

- Assemb]1no d1st1]11ng ‘and va]1Jat1nq district- u1de
needs assessment. ' .
- ”"Renresent1ng the district on consortia special de~
ve]opmenta] proaeccs. ' -
- . Identifying. and eva1uat1na ‘the potential of deve1op
menta] projects in the county.

. Ident1fy1ng and eva]uab1ng products generated by of-"
fice staff whicn may nave 1mnact on the needs of con-
stituent school districts. . : .

- Ha1nta1n close Tiaison witn state and federal funding
information and participating in proposal writing and
implementation where aon11cab1eg

E]

- Develoning prograns for tra1n1nq inthe Lnstruct1ona1
Development process. . \

- Seek1ng organizational structures and mission def1n1-
t1ons for research and development consortia. .

- ma1nta1n1na contacts with private and nub]1c aqenc1es'
snonsoring, producing, and d1sbr1but1nq materials in-
volving ID . processes or covering ID theory and pract1ce,
for noss1b1e staff and local d1er1ct use.

o




- Furdishing appropr1ate ‘and t1me1j reports bn the
_status of specific projects, activities, plans and
co macts deve]oped by the coord1nator

- Prov1d1nq ass1stance to local d1str1ct 1eadersh1n ' L. e

! beon]e in 1n1t1at}ng, conduct1nq, and -evaluating de- o
;7¢—~ve1opment activities )
e

E_NN_W,“’ A Sample Tist of procrams which the Coord1nator is presently
involved in includes: v

Career Educatioi Consortium ' Manpower Deve1opment Proaram
Glasser Techm’que Horkshiops " [edia Personnel. Deve]opment o ’
. i Proaran
- .Affect1ve Educat1on detwork
Continuing Education for Girls  Individually Guided Instruc-
Program : . - ~tional League L
- - Reading Council ~ "7 tiddle School Leadersh1p g
o ' Tra1n1ng
. Alternatives and dptions : Req1ona1 Educat101a1 Heu1a
Association » ‘N' Center Planning
Interinstitutional lorkshop - ' ; : ot
- I . e o ‘ ' :
: What of the future? !lhat are the conditions that shape future
~.. <« directions for Instructional Development activity? Factors ara:
o - Changing emnhasfs.in‘éociety; lav and the courts - o

- Constant ordén1zat1ona1 change

- Comnet1t1on for funds (1nc1ud1no compet1t1on witn - : :
. ,const1tuent d1str1cta) ;o -

- The quest10n of nrov1s1on of more' or less direct \°
services

- ilew modes of opcrationeand‘1inkage5'
- The identity crisis in educatioh , - o,
- The legitimization of RESA research T

- The development of iletworks
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Giveh the above conditions,, the most likely and profitable .
areas for Instructional Deve]onmant activity 1n\rea1ona1 service -
agenc1es are: 7
e - Staff deve]opnent
o .
o Tra1n1ng in nroééss tecnn1ques
- Continuing assessment of‘ro]es and funct1ons
- Increas1no Lnow]edqe of innovation, 11nLage pro—
cedures, and adoption strategies . !
. oo
J
- Prov1d1na guick access to numang 1nsL1tut\ona1, .
- and media rosources B UL T Eae
. B - i e |
- ,Shafpen1nn evaluation sk111s -Y . .
- Deve1op1nq mechanisms for sens1ng issues ahd ex-,
v press1na Teadership - - : . 1\
- Increasing receptivity for risk. takind :
- Develoning linkages which encourage the involve-
ment of 1nterd1sc1p11nary expert1se ; , ®
Lo .
- Develoning n]ann1nq mechanisms for or with the o,
State” Department of Educatioti and local d1s?r1ccs e

~ }Deve]on1ng understand1ngs of techno100j and)manaae-
ment sciences .. ‘ o |
" There seems ﬁo be areat congruence betveen Req1ora1 Educau1oqa]
Service Agencies- and Instructwoﬂa1 Davelonment. RESASs lare emeraing
brokerage institutions in elementary/secondary eduth1dn Instruc- _
tional Development is a brokecrage act1v1ty RESAs by their nature
concentrate on hﬁnn imnact areas which have the potential for broad |

 effect.  The purEosc of Tastructional Deve]onmenc is to produce nosi-

<

t1ve cn&ﬂge in e ucat1on

In sum, Re ijonal Educational Serv1ce Aoenc1es are a s1cn1f1dant
“arena’ for InstﬁUCL1ona1 Deve]onmenu acL1v1t/ and should be a sianifi-
cant market for ID sk 111s

K
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