
ED 127 306

AUTHOR-
TITLE

INSTITUTION

PUB DATE
NOTE
AVAILABLE FROM

JOURNAL.CIT

EDRS PRI01,f
DESCRIPTORS

IDENTIFIERS

DOCUMENT RESUME/.

4 SP 010 343

Van Fleet, Alanson A.; And Others
.Implementing Teacher.Education Centers :. The Florida
Experience.
Florida EduCatioal Research and Development. Council,
Gainesville.
76
91p. .

Florida EOucational Research and De4elopment CoUncil,
Inc., 126 Building E,.Uttersity of Florida,
Gainesville, Florida 326 1 ($2.00)
'Rese'rch Bulletin; v10 n3 Spr 1976

MF-$0.83 HC-$4.67 Plus Postage.
*Administration; *Inservice Teacher EdUcation;
*9rganizational Communication; *Organizational
Dev4lopient; *Organizational Effecti ness; Power
trqcturd; Resource Centers; Surveys; eacher
enters; Teacher Education
lorida

ABSTRACT .

.
This monograph is an historic al document portraying

the problems of starting ,Fq.oridals firs/ ten teacher education
centers (1974-75). Its aim is to provide information to individuals
and groups considering active.participation in teacher education'
centers. The document is organized 'as four sections followed by a
bibliography and appendix. The first section, "reacher Educdtion
Centers-in Florida: An Overview," disCusses the basic concepts of
teacher centers and the internal organizat,isp of centers. The second
section, "Start Up Problems of Tedchr.Education Cehters in Florida,"
catalogs the problems common to FloridaTeacher Centers: deadlines

\

and directives, organizational strai , 4ward systems,_needs
assessment, grass roots support, in entives and distractions, and
external events. Section three of.t e dodument, "Inside Calico
Tea her Education Center," is a dia y of a hypothetical center
cou icil. Section four "Generalizat onis f om the Florida Experience,"

arizes observations abomt the p Oram. An appendix contains an'
inst ument designed t8 survey the i service needs of teachers.
(DMT)

****************** ****************** *4!******************************
Documents.hc uire hx-ERIC incite many informal unpublished *

* materials not avai a le'frA other s urcds. ERIC makes every effort
* to obtain the best copy avaAlable.1 Nevertheless, items of marginal
* reproducibility are often encountered and this affects, the quality *

* of the Microfiche and Eardcopy reproductiOns.ERIC makes available *

'* via the ERIC `Document Reproduction Service (EDRS).\EDRS is not
* responsible for the quality of the original document. Reproductions *
* supplied- by EDRS are the best that can be made from the original. *

***********************************************************************



)

Volume 10

()

FLORIDA tOUCATIONAL
RESEARCH AND DEVELOPMENT COUNCIL

(=)
k-
r- RESEARCH BULLETINr\1

U S DEPARTMENT OF HEALTH,
EOUCATION t WELFARE
NATIONAL-INSTITUTE OF

EOUCATION

Ti-415 DOCUMENT HAS BEEN REPRO.
DUCED EXACTLY AS RECEIVED FROM
THE PERSON OR ORGANIZATION ORIGIN-
ATING IT POINTS OF VIEW OR OPINIONS
STATED DO NOT NECESSARILY REPRE-
SENT OFFICIAL NATIONAL INSTITUTE OF
EDUCATION POSITION OR

mplementing Teacher Education Centers:

The Florida Experience

Spring, 1976 Number 3

4



IMPLEMENTING TEACHER, EDUCATION. CENTERS:

THE FLORIDA EXPERIENCE
,/
by

Manson A. Van Fleet
Research Associate.

"Ik

and

Suzanne M. Kinzer
Associate Professor

College of Education
University of Florida

and

J. P. Lutz
Associate for Teacher Education

Florida Department of Education

4

Published by

The, Florida Educational Research and Development Council, Ia.

. .

Annual Subscription
Individual Copies

Spring, 1976

Published Quarterly'

$6.00
It 2 do

10% discount on an order of t or.more. Orders for4 or fewer must
be pre-paid. Otherwise, an additional charge for postage and handling
will. be included in the invoice.

This is the official publication of the Florida Educational Research
and Development Council, Inc. - 126 Building E, University of
Florida, Gainesville, Florida, 32611.



INDIVIDUAL SUBSCRIPTIONS

are atailablt to

Florida F.Alucational Res.tarch am] Developni.nt Conncal Iiull.i tins
!I .

Four (11 Research Bulletins on
v Cufrent Icypic!-: in education

E"

A Vonus Fulletin is available
with yOur'New Subscription..

You inay seIeet one Bulletin front the list
at the back of this Bulletin without additional' cost.

Please, till in .this pace and to

FER.I)C

13 Tr:V.7T .-FITTT- FtO C LI

.Gainesville, FL .32(.11

The Bonus Bulletin I would.like to receive is

Nance'

! Address'

State!
.

, Knclosed nit.; check/money order to. FERDC. in the amount .of
$o. On to coer the cost of n.y subscription, mailinix, and handling.



FORF:WORD

This FERDC Bulletin is designed to assist
those pe9ple who are, or will be, responsible for
planning and implementing a Teacher EdUcation
Center.

We are fortunate to 'have authors whO have
seen thse implementation of Florida Teacher Edu-
cation Centers fr-orn`various points of vlow. as
an -insider" helping develop the plans and imple-.
meriting a Center; as a person at the state level
attempting to interpret the legislation and assiste
Center people in their planning and itnpletnentation;
and as an o.bs'erverievalua.tor working with various
Centers.

"FERDC congratulates the authors on their
entation of concrete problems, reactions of

pa icipants, and projections of where Centers
ap'pear to lie heading,

'Spring, 1(376
W. F. B'reivogel, Ed. D.
ExecUtiVe Secretary.



PREFACE

For those in Florida thinking about starting.
teacher.education centers (established,by law in
1973), there is a special 'need to know problems.
theSe centers faced in their first year of Operation.
As teacher centers grow in .popularity in our
country, hundreds of school districts, teacher
organizations, colleges of education, and unaffil-
iated groups of teachers are deciding whether or
not to start a teacher center. Whether by .law or
by choice, schoOl personnel should be. aware of the

:firoblerns-attenaant to-s+arting a teacher center.
°This monograph is directed toward portraying
potential start-up problems so that planners may
understand and even plan for their solution. Our
aim has been to provide potentially helpful infor
mation to individuals and groups who are consider-
ing becoming active in teacher education centers,
,esp,ecially in Florida. A legitimate scholarly con-
cern also exists about factors that influence
educational change.. While we do not intentionalry
Seek to addreSs'the.problems of change, useful
evidence may be found for students of those pro-
blems.

The reader should realize*this is an historical
document covering the problems of starting Florida's
first ten teacher education centers (1974-75). Since
then, four new centers have been started, changes
have taken place loCally and state-wide, and some of
the problenA reported here either lave been solved
or have disappeared, and newer ones have appeared.
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This monograph is based on the authors'
different experiences and perspectives. It'is
partially the result of field research sponsored
bi grantsfrom therFlorida.Department of Educa-
tion (.750-177) and the United StateS Office i*
I..ducation COEG-0,7-1-2.991). It reflects the
involvement of one of the authors in a teacher
education_ center council. A general perspective

added by another author who is in direct con-
tact with each of Florida's centers.

Any undertaking of this.sort owes deep-7
felt gratitude to those whose efforts we study
and comment on. We only hope our thanks can
be expressed in the usefulnes's of our work.

AAVF
SNIN
:11-3L

January, 1976
GaineSville,\ Florida
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SECTION' I

EACHER EDUQATION CENTERS IN FLORIDA:
AN OVER VIEW

As the 1975-76 school year begins there are
already over 4,500 teacher centers i-n America.
Their rapid growth in the past few years has lecl
educational_ commenta-to-rs to say that the teacher
center "movement" is the hottest item on today's
educational :scene. One reason for the rapid
growth of teacher centers is the flexibility of the
concgpt itself. Currently an almost bewildering
variety of organizational forms, activities, and
purposes are gakllered under thelabel''teacher
center.

Within this variety two general and funda-
mentally different types J of teacher centers exist:
single-ageney and .multi-agency . .Single-agency
centers have been formed by groups of teachers,
school districts, teacher organizations. and private
concerns, in'which teachers gather together on'a 'e
voluntary basis to- share ideas-and materials for
the dual purpose of fellowship and profeSsional.
improvement. This type of center appears to We
an American adoption of the British style of in-
formal teacher center. Multi-agency teacher
centers, have been established by consortia of
teacher t..raining institutions, school diStricts, and
often teacher organizations in'an:effortto deliver
more cooperative, and field-based teacher eduCation,

-



This type of center rests on the cooperative
delivery of teacher education. services and can
he more, accurately thought of as a cooperative
teacher education center rather thah simply as a
center for teachers: Multi-agency *centers have:
"grown more from reform efforts in teacher .educa
tion than from concerns of local groups of educa-
tional practitioners. Teacher. education centers

Floridain are multi-agency centers.

The Teacher EdUcation Center Act of 1973
Florida Statutes 231. 600-231;611), as amended

in,1 474, provided for the development Of a state-
wide system of teacher edu-ckfion centers and
sponsored a new form of institutional cooperation
designed to give new shape and Meaning to teacher
education in Florida. The follOwing passages from
the Act illustrate the intent and scope of the
legislation:

-The purposes of this act a e.to declare'
new state policy for the du.' catiOn of

teachers....

-The most important influence the school
can contribute to the learning of any
student is the attitudes, skills, know-
Ledge, and understanding of the teacher.

-Teachers can best assist with improving
education when they participate in
identifying,neededchanges and in
designing, developing, implementing,
and evaluating solutions to meet. the

10.



identified, needs.

-The education o teachers is inhe ,ntly a
career-long pr cess. Effective Jul I,
1'973, then res onsibility for operating
prokranis for )res ityice and inservice
teacher echli.c is 'assigned:jointly
to the colleg s and universities, to the
district school boards, and to the
teaching pr.

-In order
between
school,. d
involve
teacher
for joi
availa
teach
shall
lis
in

t. facilitate collaboration
olleges and universities and

stricts, ensure appropriate
ent and participation of.'"
i';and establish,procedures

t utilization of resoqc'es
le for preservice anti inserrice

rs, the State Board of Education
ssue regulations for t e estab-

ent of teacher educatio centers
hool districts. / \

, t

i .
.

The anguage of this Act gains ife through
.the new r sponsibilits assumed by t achers,
school di trt,ct admi :istraters and uni er.sity
personnel, Making ,teacher education partner-
Ship is riore easilaccomplished in lekal language
than in actual practice. The new

,, policy\ isneces-
sary,, .lthough not 'sufficient, -for.bri: ging about
nee, change in the conduct of teach r education.

In brief, teacher education centersAvere
esta fished by the legislature to be a cooperative

\
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ventnt an:onu loc al school districts, collegs of
community Colleges, classropp.t.teache

s.-ontmunity representative's, /These ,groups ,are
.t.-..puosed- to collaboratively determine staff develop-
ii.ent needs of school' district personnel, plan
traininn activities, and deliver servi6.esthat are

6responsible to identified needs, &nd,sub ,equeu y .

evaluate their programs. in Florida, teacher
ecilioation centerT are notiniildingS or specific'
:11.11 es where teaeherSnreet.for training,. In that

rse, the term, center is Neither
Solely for teachers; since all- school

:itstric_t employe.es'areeligible to4-eceive their
velopncent trainizog through -the enter-;',, wa

1.: VS include administrators, principals,
ries, ci.itSfotlians, .and, bus drik-Pc(rs, Thus
.s teacher, 'centers tire not strictly 't.f.,,acher

but are .,:ocirdina,ting agencies Within
cal sc).01)1 district .adxFinistrative units' which',
;Lit, deliv,,r iiildeN,41Inte teacher ccluda.tionand

st.;;ff cit.0.10paient pro'gr'ants for participating school.:
r

Pulfillment of the 1 <gisl,.dt ive intent r uires
neA i,tehaviOrs on the part of allgroups in teacher .
e6ication, eac1ei.14 have to a9sitine'.-ntore initia-

,.e and responSibtlitw in their professional training,
hough this itlayse.eir: unfamiliar o them; Scitoot .

ai.tministratc4s have' to abandon their
iitional ing inservice'eduation- to

ers whether it meet's .teacher needs or not.
personnel, likeWiSe, face: their\respons7-

ibilit'y of:attending to teacherS and administrators
as ...final partners in an, enterprise which, up,,tO:nowo

'been assumed mostly bY the university. florid.a's:



w state polio - for- teacher education will be fully-
reali:ed when teachers, administrators, and
Cuilvge faculty learn to cooperate with one another
on a ::,ore equal basis. In the end, t'he forn. el'
teacher education centers established in Florida
ri av prove to be an. ..xperiment-in a ery old idea,
(h

After the en-thling, le, lati PEA as passed,
tiw. is of teacher education centers. at
tie loca. leVel followed a regular.pattern.. Initially

. tfte Department of Education Sent information
cherEducation Center Act to all .county--

in Florida. Those districts interesite P-
enter W'ere asked to subiliit a letter of

to the Coanimissione_r-6f Education. From those
s several dastrict,s were invited to develop a

proposal .for ,tarting. a center in their local
district or in alnulti-district arrangement, The
-proposab, were, reviewed by the State Council for
rt-acher Education Centers,- a committee appointed
liv they' Governor with representatives from the
ttachinit profession, publiC.and private collers,of
education, lbcal school' districts,,,and the i5;.:Nartment\
cii"Education... :The Counil.was Charged i.vith develop:-
ing guidelines and policy for the implementation of'a.
state -wide system of teacher 4;cluoation-centers. Part.
c):' their J.esponsibility was .reconnuendin11; to the
Conanissioner the funding of-speCific centers: the
State Council recoMmendef3 ten centers for fiscat year
l

An 'stareiiig a

In their first year, centers,- by design, we
read geographically across the state see Fig.

5t
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Of the first tern centers, seven serve one School
district each, and three are multi- district' centers
serving three to eight counties each. Together
the ten centers provide inservice training for
twenty -four of Florida's ,sixty-seven counties.
Although the law allows ir6;'olvement in inservice
and preservice teacher edtation, most centers
are more involved with inservice training. In
these counties,; they ser...v.e..16,146'br th.e'state'.
certified instructional perSinel.,:; . Table I give
pertinent information in more detail.

If you were to visit one of Florida',s teacher
education centers, You would- probably find your-
self in the administration office of a county. school.
syStetii.. I I here are thre0e.x.ceptions-. ) In.most
cases, you would first be shown an office or set'
of offices called the -teachereducatio.ic center"
where you would meet a secretary, assigned to. th,

-center. ,Behind the secretary and hex' stack. of
messages and paper work, there would most
bt-sTe.riipty offices, With the director and the staff
(if there is a-staff) in the field. When in, they are
bilsyChanneliti'g infOrmation; arranging training
programs, and .corilpleQsgnecessary paper work.
You would not find a group of teachers, -but *lose

, who manage the co-o.j:dinating activity of inservice
education.

..Each .center has a center council which plans
.and recbniniends policy for center operation.

Number of teachers arc reporte early in the
1974-75 school year byinclividu centers.

. . 1 5



ea
t' 

tit
.

*4
: a

l: 
I 

A
i

f 
tit

er
I 

i.,
tr

ls
 t

I 
..i

y
t

...
t

.
(.

1h
al

no
sa

 (

O
sc

eo
la

 C
 a

un
ty

C
uo

nt
y

Sa
ra

so
ta

 C
ou

nt
y

:M
id

ea
st

er
n 

,S
t. 

L
uc

ie
,

In
di

an
 R

iv
er

 a
nd

M
ar

tin
 C

ou
nt

ie
s)

PA
E

C
 ;C

al
ho

un
, F

ra
nk

lin
/G

ul
f,

 H
ol

m
es

,-
 J

ac
ks

on
,

W
al

to
n,

 L
ib

er
ty

 a
nd

W
as

hi
ng

to
n 

C
ou

nt
ie

s)

'S
ou

th
w

es
t (

C
ol

lie
r,

,

C
ha

rl
ot

te
, D

eS
ot

o,
G

la
de

s,
 H

en
dr

y 
an

d 
L

ee
C

qu
nt

ie
s)

of
ri

ci
e

I 
lo

r.
,:a

 A
1 

hr
:c

a 
:s

ta
tt.

r:
.:.

.t.
tr

si
ty

I'7
ai

er
st

t4
".

 t,
t W

es
t .

1-
1,

,r
it:

a

Fl
or

id
a

ec
hn

ol
og

ic
al

U
ni

ve
rs

ity
0

U
rn

s 
f-

rs
ity

 o
f 

So
ut

h 
Fl

or
id

a

U
rn

-v
er

si
fy

 o
f 

So
ut

h 
F-

1(
..\

ri
da

Fl
gi

 d
a 

A
tla

nt
ic

 1
7t

in
:e

ri
f

U
ni

ve
rs

ity
 o

f 
W

es
t F

lo
ri

da
Fl

or
id

a 
A

 &
 M

 U
ni

ve
rs

ity
Fl

or
id

a 
St

at
e 

U
ni

ve
rs

ity

Fl
or

id
a 

A
tla

nt
ic

 U
ni

ve
rs

ity
Fl

or
id

a 
In

te
rn

at
io

na
l U

ni
ve

rs
ity

U
ni

ve
rs

ity
 o

f 
So

ut
h 

Fl
or

id
a

7,
 :1

L
(L

A
s.

t-
!t

itt
7I

1

M
an

at
ee

C
hi

pc
ila

G
ul

f 
C

oa
st

0?
.a

lo
os

a-
W

al
to

n

E
di

so
n

2,
8,

6

Pe
r!

.to
,0

,P
an

ha
nd

le
 A

re
a 

E
du

ca
tio

na
l C

oo
pe

ra
tiv

e
re

po
rt

ed
 b

y 
in

di
vi

du
al

 c
en

te
rs

, F
al

l, 
19

74



The center council is iriade up of representatives
.from the local school district, classroom teachers,
community colleges, colleges of edcation, and
onimunity agenCies, with the majority of members

being classroom teach6A4.s as prescribed by laW.
Each -center council is charged through teacher
center legislation Withfour major responsibilities:

-Recommend policy and procedures for
the teacher education center.

-Develop goals and objectives for the
center within the policies as deter-.
mined by the local school board.,;

-Recommend the employment-of an
apprdpriate teacher education center
staff.

-Make recOmmendations on an appro,-
priate bud ;et.

.Section of this monograph describes in
.cietaihthe activities of a center council.

The center director and staff administer
center policY-and programs recommended by the
-council 0.nd approved by the local school board
through the superintendent. The director4is
appointed by the school board on the recommendation
of tht? council. The director and staff serve as
information sources for the council and work Aosely
with the council as liaison with the local school

a
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district and the cooperating teacher training
institution(s).

9

'.Iliet raining work done through a teacher
education center can be conducted by university
personnel, classroom teachers, school district
personnel, or conuminity members with special
expertise. Once a training need is determined
by the center council through an assessment of
t('acher needs., training resources are sought and
arrangement.s-with training personnel. are made.
leachers who have expreSsedinterest in a
training. program area then contacted and.the 'centers'
,Wtivity is scheduled. Center training programs
trt, -,e hechtled during the normal workday of
teachcrs and in early morning', afternoon, and
weekend s. ssions. .Sometimes the activity is
l'--,hort enough to be done during planning hours; at
odic the activity is sche .asled for pro-:.
IcSsioiel day or a day set :aside especially for
inserAe trainingwork. The tini activities can vary.

...

in lengt1 froth an hour to a sustained program
lasting tht, entire schoollyear.. When the training.
activity is scheduled on regular. instructional.days,
center funds. are used to provide substitutes for

., teachers attenc)ng training programs. ;When they
are conducted at other times,..eeachers are.paid, :.,..Nstipends to attend..

-%, .' .....

During their first year of operation, there
were financial incentives available fo school dis-
tricts for starting a teacher center. In addition'to
the categorized allocation for staff' development in
each school district,: amounting to $5.for each full-

a
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time student, those districts starting teacher
education centers received a $2.0,000 grant, frO-rn.
the State Department of Education and an appro-
priation of up to four full-time faculty positions
from the State University System. On a state
level tkfis amounted to $20b, in in research and
development fundS and approxiMately $509000
in college of education faculty services. The
;$26, 000 for each center :.Tas.designat'ed as start-

\up'funds to be_used for the. purchase of teacher
training materials and the\development of research
pertinent to center ciperatitrs. University faculty
positions -were appropriate 11 tocolleges of educa-
tion in the State University System, for the .support
of noncredit activities carried out in centers.
Centers received from .less than.one,ito four faculty
positions. With each Positron valued at $2,.0,'000. *

\per-calendar year,. Centers received froM,$15, '000
to. SW.), 000 worth .of adcl4ional noncredit services -

,
each. In some counties,\ starting a teacher educa-
tion center dOub.led.th e;..,isting,staff development
budget;: in others wi z larger allocations based on
fiVe dollars per student, starting a center was not
a significant financial advantage.

Severataspects of teacher education centers'
resemble the staff development actiVities present-
in school districts without -centers. Teacher' educa-
tion cente,rs institute two fundamental changes.
Under previous staff development arrangements,,
teachers served on an inseryice committee which
gave input into. district level administrators and
approved the inservice plan constructed by those
administrators. With teacher centers, teachers

r,,
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have the opportunity for. more direct involvement
.in planning and decision-making. They°can.assume

a more active role in shaping their 'own continuing .1
educatiOn..- Likewise, college faculty have a,means.. I
through/which they can take part in decisions-
which Ultimately have a bearing on their activities. I

So, the teacher Center bririgs with it an awareness. /
/..of theinvOlvement of others inleacher'education.and accepts collaboration as a means of governance.

ThiS shift causes some operational problems,
discussed in Section II. The second fundamental
change is associated with the shift toward'cooper7
tive decision-making.. Funds for teacher education
centers come from More than one source, which
mandates a certain amount of cooperation anion
these agencies. Within the center.council. arra g
ment funds from all sources ar e pooled. The
Council as a whole recommends the, expenclitur of
funds from Zach'agency... This pooling of'reso. rCes,.
isl'clesigned to Solidify the collaborative nature of
,center council \cipdrations.

Through the enabling legislation, teacher.
education centers are now taking their first steps.
To date the legislation has paved the way for ten
centers and has helped alter the traditional/concep-
lien of inservice teacher education by facilitating
new forms of cooperation among teacher training
institutions, local school districts, and teacher
organizatiOns. Traditionally, inservice teacher
education came from the University or the. school
district down to teachers in their classrooins;
Now, by law, it is a partnership arrangement.
This arrangement carries with it demands for new

go
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styles of working together among institutions and
individualS kvhich in the past have operated inde-
pendently of one another. Social scientists have
long told us that new social arrangements cause
new behaviors to emerge in those. individuals
participating in them,' Thus teacher education
centers in Florida have the potlential of be,:oming
a catalyst for change.

For centers to make a difference to teachers,
\the training programs they offer will have to be\

. -more responsive' to the training,needs.Of teachOs
thantraditional inservice education offerings.
'I w,, 'Issues are critical in prOviding/responsiVe.,
b rog,ram s T -.the a .- S !. sment of teaebir training
needs and the evaluation of center prograls.-

.

Centers, were started. in. Fl 'rida without a
well conceived way-to assess tec cher .fraining
neeels Each center made its..own :attempt to get \
information about training needs'witha variety'b .',,

_,

approaches. Used.. Centers in. smaller school
5,,kllstrl,c-ts were 'abl6i'io as ses'Snneeds inforn'iallY:
... -, .,;., ,

r, l.rd'r.exariipte, the Osceola County. center' brought ..:
together mernbers of the center council and teachers
frbin' each of the corinty's4ehbols in order to work
together in dt..terniiiiing teacher training needs. .

. Ar he same approach v.-ould not be feasible in larger
school districts,

e

One approach.sed by three center's that
serve Large numbers of teachers has included asking
''See Appendix A for materials developed in these
Centers.

2i
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teachers to respond to a listing of teaching
skills and subject area competencies in terms of
their present level of mastery and need for further
training. Teacher responses are then computed to
find out which items (skills and competencies)
ranked low in teacher mastery and ranked high
in need for further training. The data are then,
used to determine priority training areas for the
district and appropriate, training for each school.

. The evaluation of center programl, is
usually done by asking each teacher in a particular
activity to evaluate the activity on forms provided
by the center. The results are made known to the
trainer and to the center council in most cases.
Bu.t the teacher responses are' not analyzed fOrmally.
A few-centers have contracted,with outside evaluators
to help evaluate over-all center operations. In
!general, little systematic evaluation has been done:

In Florida the idea of centers preceded the
full dev,elopment of the technology, that will enable
C.errters to be more responsibe to teachers.
Effective ways to assess training needs and evaluate
programs are necessary components in the required
technology. Clearly, considerable attention should
be paid to their development. However, one should...
not at ,:ume that all problems aSsociate.d. with
.starting-up teacher centers are technological..
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SECTION II

START-UP P1ROBLEMS OF TEACHER
EDUCATION10ENTERS IN FLORIDA

Although Florida's ten teacher education
centers were implemented through the same legis-
lative act, they have heCome as different from one
another as they are alike due to dissimilar local
situations. But they'have faced common problems
during their early efforts to implement change in

,school districts and universities. This section
`Ca'r.p.logs the common problems encountered in the

st several months of center operation(Sept., 1974'
"'9 March, 1975). ,Some of the problems reported
here 'have begun to dissipate; others have moved
to' the fore. This section is not concerned ,with
the problems of one center or problems arising
from circumstances, unless to illustrate a
general point. In stating a general view of start-up
problems of teacher centers in Florida, some derail
is lost. A careful look into one center can make up
for that loss; Section III seeks to accomplish that'
task,

Section is based on'. teport entitled Stare-Up .
Problems of Teacher, Education Centers in Florida
available through the -Department of Education,
Tallahassec., Florida,
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Teacher education centers in Florida are still
taking their first steps. Consequently, research
into these centers is necessarily in its beginning stages...,
Any report on center start-up problems, 'while.timely,.
must be cursory. Presented here is the distillation
of interviews with center directors, center staff,
classroom teachers, university\ personnel, and center
council members for most ottliteacher education
centers in Florida. Scheduling'ctifficulty prevented
visits to all centers. Even in those centers which
were visited, busy schedules did not allow inter-

,

views with all individuals who should have been
consulted. Consequently., this report has to be
considered incomplete in some ways. The problem
areas dealt with are abstracted below.

Deadlines and Directives. Collaborative plan-.
ning necessary in teacher education centers required
more time than expected. DeadlineS were restrictive.
Clear directives were needed froth the state level,

Organizational Strain. School distrlict,and,.
university norms were strained with shared decision: -
making. Personnel in these organizations had to
contend with this strain as they implemented a new
policy of teacher education.

Reward SystkrnS. School district administrators
are rewarded for not "rocking-the'looat." UniVersity
faculty are rewarded basically for research and
scholarship. Teachers are typically rewarded for ti
pasSively receiving directives. Participation in
teacher education centers encouraged behavior which
falls ()aside of the traditional reward system for
each group.,



..

Needs Asses ment. If center progra s are
to be responsive t the exptessed needs .of t-achers,
such needs have be assessed. In many ca ps,
programs were plemeinted without\a cornprL1 gin.
iive assessmen of teacher needs. \

,2 \,,.

rass R ots. Su ort, 'Teacher's hater to know\
about the cen er and how it can help them for the
center to' gal i their support, New forms of corn-'
rnuriication 41.ay he ceded to build and sustain
support..

Irzc ntives and Distractions. Fina.ncial,
incentive's available to.sschool districts ,for Starting
a center/were inversely proportional to .theisize

. of the 4istriet. -The earmarking of-funds prevented
some /chool districts from implementing a center.

E-3.t.te:.nal Events. A depressedeconorny has
drallecl state.revenueS and caused cutbacks.
funding to county-districts, Growing teacher power
_hag' caused concern in several districts. Both
faOtoros influenced implementation of teacher!
education, centers.

In general, those P'roblenis listed first were
the se mentioned. most frequently in interviews with
center personnel.

Deadlines and Directives

At the local' lev,el, -planning time/for developing
center proposals was inadequate, Several centers
reported there was ingufficient tiny Co. work,
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collaboratively on center proposals. `In some
frstances teache.r..groups did not know' but thegroups

propOsal until it was time to--sign the pr salts

cover letter. In one center, the proposal ad to

be hurriedly written o.-er a weekend. And in

those instances where proposal development did
include significant cooperation among different

interest groups, it' was done by .sacrificing

. perso-41 time. Personnel in all centers agreed

that more time for proposal development could

have been helpful. .)
. .

)

The time spent on the initial slops of getting
-.the prop :al written and sent to the Department -,
of Education in Tallahasse varied. from a few
.i." li.s to several months. 'In all cases, more

. .:

\
i11..ewas nei...ded. eu.,4ollaborative planning

au.cessary for centyr PeOpdSals took more time
th,:tn most people. estirated,.',Arrairging schedules
for tilet-qi.:* 4ito2: Ilitigg;,-,getting.to know un-

...familiar face',, considt'lringa neW"way of conduct
. -. 'ice oduciitiono:;deci9ng on a plan, writing
he op.osal, arid getting of .

through district and univoesitysystems.were all
tin-e consuming proc!..sses

'44

The planning phase of Center development has
to be recogni-Ared as critical. Center personnel hakfe

reported" st,p-ting their'activities without complete-
.management systems, without cle.ar guideiiires
a to how decisions are to be- made, without a
clea'r notion of how resourees are to be spent,,.
and without ground rules for 'participation among
vat:iousiriVerest groups. Not that they started 'Out

willy-nilly, but they did report uncertain first steps.



Joint planning, a necessary part of the
collaborative process, takes considerable time.
TO rush,. orodeinand premature results, can
ieopardize the potential of collaboration by
hindering a fuller and more'wholesorne parti-
cipation among all groups. 'The enabling legis-
lation for teacher center's clearly intends to
sponsor liartnership arrangements in teacher
education. Certainly, the intent of the legisla-
tion is short-circuited whehlleadlines are set
that cause a_centrvproposal to be written
hastily.

Along with the lack of planning time, most
-cent #r personnel,. particularly center directors,
leeported that starting a' center was made more
difficult ,clue to lack of guidelines.-or directives.
Teacher education centers were a new experience
for all. Many operational procedures were unclear.

ose chaiged with the -management of centers.
felt unsure of such basic issues as:

What kinds of resources are available
through the universities" How much
can I uSe" how do I arrange for them'
How are contact hours counted`' Who,
pays the travel of university personnel"

Is the teacher education center re-
sponsible for inserVice work for all
school district personnel) If. so,
should secretaries, bus driiferssand
lunchroom staff be included on the council

27



Heck- is the five-dollar FTE to be
managed in multi-district teacher
education centers? Does each county
have to send all of the allot five
dollars to the center? What if a.
county in a multi-district center does
not participate in all center activities:-._
does it have to pay? Who is accountable
for the expenditure of funds in a multi7
county district?

How are center programs developed?
Is there a sound needs assessment
technique to determine training needs
for teachers? How are staff d6,elop-
nAmt 'programs developed last/year
under the Master InserVice Plan imple-
mented this year through the teacher

-center''

At the collegiate level, how are the
non. - credit lines managed ?.. How is
faculty paid' How can schedules be
developed in adyante.'

Such uncertainties caused insecurity on the
-, in of directOrs and university personnel and
'fostered a lack of clear directi6n on the part of
ut,:itcr councils.

There is a certain wisdom in not binding up
a new iclith too niarqidirectives at the state
level. Yee, in the dailyvorld of school district and

ersity; administration Written directives can
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provide security. In developing guidelines for new
forms of organization a balance is desirable that
gives direction and certainty to those local admin-

. istrative units and proVides the latitude and flexi-
bility which are needed w.fien organizational systems
have t5Vioe grafted onto local arrangements..

Partnership problems. The problems of dead-
lines and direction were especially crucial during
the early months of proposal writing and program
"planning. Akt,eq. those. problerns, most center per-
sonnel re, ported that collaboration and communica-
tion were the most difficult problems facing teacher
center6 in their early months. Both communication
and collaboration are identified as problems in
relation to their key role in maintaining partnership

. arrangements. The Teacher Education Center Act
assigned the responsibility of designing, implement-
ing, and- ealuating center programs jointly to
teaChers* administrators, and university personnel.
Learning to be equal partners has been a chief .

problem in all centers.,

Collaboration is an appealing idea, but putting
it into practice is another matter. Itio time con-
suming ancPex.pensive. Finding a common and
convetent meeting time in the busy lives of public
school and.university personnel is a basic problem
in beginning and sustaining teacher center opera-
tion. Once found, that time has to be made free. In
the case of classroom teachers this means providing
substitutes, and when a meeting is set, money is
needed to'reirnburse travel costs which may be
considerable, especially in multi-district centers.

2 9
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In effect, collaboration is expensive in terms of
tithe and money. Moreover, in the minds of many
Who are in decision-'making roleg; the collaborative
mode is not the most efficient one for reaching a
decision,, and people in those roles hay learned
to live with efficiency as a value.

Beyond concerns of time, money, and
efficiency, there were more fundamental problems
associated with collaboration: there Were problems
of partnership. The intendedpartnership arrange-
ment is founded on the principle of shared decision-
making among those parties affected by such
decisions. The partnership principle is activated
on the local level through a teacher center council
consisting of teacher, school district, university
and citizen representatives and is charged with
establishing policy for the center. According to
various center personnel; the sharing of decision-
making in these councils has been hindered by
local Circumstances and traditional- role expecta-
tions, some of which are temporary and are begin-
ning to dissolve; others are more serious.

Problems of establishing partnership arrange-
ments which have been reported are:

lack of background information necessary.
for 'decision-making, particularly among
teacher groups;

Traditional social distance and role
separation among different role .groups
in education are carried into shared

22

30



decision-making efforts and interfere
with desirable group process.

People with power don't have to
collaborate.

Coun.cil-members don't have the inter-
personal communication skills to be
effective collaborators.

A few people tend to dominate informa-
tion relating and decision-making at the
expense of others' participation.

Decisions are made at another level
and the 4ouncil talks- them over and
act sas, a!.-rubber stamp.:

It is pOssible for the superintendent, -
sometimes an assistant superintendent,
to override a,project which the council
sponsors.

Teachers on this council were hand-
picked by the superintendent.

Such concerns are the tip of an iceberg. They
-suggest that psychological and sociological readiness
is necessary to adopt collaboration as a means of
governance. Psychologically, people need to he
readied to participate in cooperative decision -
making; For that 'process to take place,. those
with power have to learn to listen and attend to the
input of others, and those without power have to

31

23



learn.to exprress their concerns and-opinions in. a
positive and mutually understandable way. It is
necessary to overcome traditional.role separation
and social distance if collaboration is to take
place. Sociologically, ingrained habits of who
initiates action and who responds - which are
expre'ssions of the relative,positionskof individuals
in a status order - have to, undergo change.
Collaboration requires-the amendment of established
patterns of unilateral decision- making presentin
school districts and universities. ,lerhe semi-
exclusi\ e nature of decision-making. irk those
administrative units has to be opened up.

Each center visited Was making progress in,
the direction of the psychological and sociological
-prerequisites for collaboration. Subsequently,
each center was undergoing someprganizational
strain in their change efforts (a center start-up
problem in its own right to be discussed later).

,Communication. ,Communication, or insuffi-
cient communication, was a problem usually men-
tioned along with collaboration. Communication is
an internal problem in the workings of each center
in the sense that comrnunication.,networks- have not
been developed to get needed i-nformation to all
center personnel and those affected by their deci-
sions. School district personnel, teachers, deans,
college professors, principals and teacher organi-
zations all need to know what is going on in the
center and be informed about matters pertinent to
decisions to be made.

3 2
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As decision-making moves toward a more
participatory mode, communication structures come
Under pressure to change. When the structure of
decision-makingyiS unilateral, the initiator controls
information and communication flow. It is to his.
.advantage to control and guard information and corn-.
munication, as it proiects his place in the order. The
process of going Through -channels" is an expression
of this communication structure. As participation
in decision-making increaSes,, more people need more
kinds of information in order to, assume a meaningful
role in decision-making. More people need to know
what is gOing on and the behind-the-scenes meaning
or,certain'actions. To develop this kind of knowledge,
new structurles of communication will have to be
formed.'

Communication is also thought of as a problem
in another way'. Center directors and other center
personnel want to know more about what is going on
in other centers and at the state level. Insufficient
communication among the centers and between
centers and state agencies.is another aspect otthe
larger communication problem. Stemming from .a
state-wide teacher education centerconference,held
dilring November, 1974, at Orlando, the center
directors agreed to meet on a regular basis to share
information, concerns and ideas. No other role

.group has established regular meetings.

Organizational Strain

An, inevitable problem of starting up Florida's
teacher, education centers was organizational strain.

O
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The type of centers established through legislation
could be put into operation only by grafting them
onto already existing educastional agencies. Conse-
quently, if centers were t6"es4.blish,a new way of
conducting inservic,e,education, they had to do it
throUgh wrestling-With establi hed organizational
patterns.

Center personnel work within n-going
organizational settings in which operational proce-
dttres were established before the develOpMent of
teach-er education centers. Previously existing
formal and informal arrangements associated with
inservice work were disrupted by, new styles of
decision-making and new techniques for program
planning, delivery and evaluation required in
centers. For example, ,centers have established
the following new methods for assessing teacher
training needs: representative councils for
decision-making; la new basis for cooperation
between school districts, university personnel,
and teachers. In addition, centers have been
given control of inservice money.

In some instances, the strain took on a
personal dimension as a. shifting power base caused
conflicts between role ..groups within school district
administrative units. For example, directors, had to-
adjust their relationships with other school district
personnel. Several center di-rectors were relatively
new to.district level administration, particularly at
the director rank. If their newness alone was not

. enough to separate them from other district staff,
their control of resources did. They frequently
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were the only district level directors with their
own budgets and they 'gained additional prestige
by being involved in a new program receiving state-
yAde recognition. These characteristics coupled

,.,

with a different conception of insevice work and .

hov.:- it should be carried out pled strain on the
relationships between center directors and other
staff, especially those traditionally involved in ''''

inservj..ce. Inservice work in most counties is a
traditional concern of subject area curriculum
coordinators. They lave tended to make
decisions about inservice offerings' based on their
perceptions of teacher needt and their offerings
tended to focus on curriculum development in
individual: subject areas. Inservice took on another'
shape and meaning as the teacher center started
up. Training needs were now seen more in terms
of teaching skills and interpersonal skills, rather
than strictly subj ct area skills. Decisidns about

N .

the kinds.tpf trains g tc be offered were to be made
cooP:peratively,by the center council with rePresen-
tatiVes. from various interest groups, rather than

county office. Within thistwo or three people i
shifting power frax-neN ork, directors faced strained.
relationships with sc ool district staff employed as
subject area coordinat, rs who saw their power

shing.

There was organizational strain on the colle
.1/4carnpus as well. ,..Traditional ways of offering

inservice education through workshops. and consulting
sessions were taking new shape through centers.
Faculty were becoming involved in planning programs
to meet expressed, teacher training needs. Faculty

3 5
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were assigned part - time , -t centers or school
;,dist,ricts; sometimes as art of their regular

sometimes as oyerload. Their work.with.1/4...
teachers could become more sustained in this
,way. As a result of these different kinds of
involvement, faculty behavior began to change.
NeW systems of administering the additional
resources gained through the teacher education
center, and new procedu'res for accounting for.
faculty time also had to be deVeloped. These
new.-procedures were necessary to accommodate
complicated formulas designed to determine how
much faculty tii sho ld be spent in centers and
to budget fac y lines granted for. non-credit
activist,. clf new procedures and faculty
behaviors set up tension in the existing college
operations.

Teacher centers 'also placed new demands.
on1-teachers

Many teach-ers 'haye become passive
about inservice training. 1-listoricallY, they
have 'not initiated ideas about their own training. /
They usually took what was offered. AS a conse-
quence, they have not learned to conceive and
communicate their training needs to others.
Teacher education centers' put them on unfamiliar
ground by asking them to do so. In addition;
teachers have grown used to their place in the line-

.oriented managementof school bureaucracies:
They are not accustomed to sitting down at a table
with.diStrict administrators, principals, and
college professors and acting as co-equals. As
teachers take their place in the organization of
teacher centers, their role also strained. >

28



`..17

Personal statements bear witness to organi-
zational and role strain.

Directors said:
iWhere teacher educati n centers are put

in the county organizational system is
an important concern, If they are put in
the wrong place, their, purpose and activi-
ties can be shortstopped:

U

It'(eacher,education center) has given me
an ulcer.

When our (teacher education center)
activities.a.ren't clearly separated from
others in the county, conflict arises,
And it's hard to keep them separated.

There is simply too much to do, too-,
many meetings in which we don't
reach any decision.

Sometimes- I can't wait for the next
meeting to make a decision. I have
to act now.

We're all just learning to play the
. teacher center game..

If I Weren't a good politician, we
wouldn't have a teacher center here.
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Teachers said:
Most of the time I don't know( eno.ag_h.to
put my two cents. in. 1..Q

I supported that activity because Mr. X.
(school district staff) said it was necessary.

You have to remember that we're "line'
Oriented here. Everything comes from
top down,

Teachers were not consulted,

These 'Meetings take me out of my
614woom too much.

What difference:does this mak

Teacher center? Oh, I remember a
fellow carne and talked about it in a
faculty meeting.

College of Educationar Personnel said:
The college is not structured to promote
service to the field, and (the college) is
where I-have.to live. `

-*"

I like working 'with teacher s;-but it has
toi:come out of my hide.

The system for designating faculty to
serve teacher centers is informal now.
In the, future it will have to become more
formalized.

6
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We may be in a honeymoon eriod.
When more of the faculty finds out what

is going on, you. can expect more trouble.

In visits to county school officeS, colleges,
and public school classrooms, it was apparent that
teacher education centers were additions to estab-
lished organizational arrangements which included/
habits of thought and action.. Teacher centers
asking people within those systems to behave'dif
ferently, and when the surrounding conditions
which shape behavior do not change to support he
adoption of newt patterns of behavior; psycl-.olOgical
and sociological disturbance follow.

Teacher centers, to the extent they Niemand
or expect ne* behaviors, set up organizational
strain. Such strain interferes with the Smooth
operation of the center and this is part of their
start-up problems. It ES, however, a necessary

Reward Systems

Center start-up problems associated with
reward' systems are closely related tp those of,
organilational strain. They hale th.e isa.me root:
expecting or demanding new for of behavior
without support systems for that , ehavior.

Organizations structure th/e behavio- r of
individuals to insure continuity and smooth opera-,
Hon. As a general principle, reward systems
are established within organizations to accornplisfli

ti



that end. For organizational participantse, habits
of thought and action become patterned and corn-.
fortable as they grow accustomed to the'Systern
in which they operate. These same principles hold
true for school district administrators,. college

professors., and classroon teachers.
\ .

School Aistrict administrators report that

tl

they are rewa ded basically for implementing and
, administering olicy according to established ,

guidelines and f not causing disturbances within
the district sy ste'ae. As a teacher center is
imple,mented, indi -iduals charged, with managing
the center are in a insecure position on both
counts. Center directors are forcbd to operate
slightly out of the ordinary, slightly out of the

acrd system.

*Ns

Similarly, university personnel work within
a re and sirstern which traditionally recognizes
tht worth of research and publication and is yet to
recog service to the:field as an equally
imporeant consideration in prOmotion and tenure.
Personnel in smaller universitiet cl© not report
as sharp a dichotomy in the reward system as' do
their counterparts in the major state institutions.
Reportedly, service to the field will in the future
become a.i-nore important factor in the granting .of
tenure and promotion;

As they now stand, the reward 'syslterfis in
universities, s`Chool.district administrative wilts'
and,public schools' do not reward participation in
teacher education centers.

4 0
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Needs Ass

Centet activities are supposedly designed
specifically to fit the felt training needs of class-
room teachers. The lack of a'Well developed
system of assessing teacher training needs has
constituted a:problern in several centers. Mose'
centers have assigned a high priority to the develop-
ment of a needs aisessment, instrument. These
instruments are being designed to identify teacher
needs in the areas of teaching skills and interper-
sonal skills, as well as the mpre traditional '.
curricular areas.

It is the feeling amdng mostcenter personnel
that an accurate assessment of needs is important
in developing a responsive program of training

,However, centers are just getting to
work on syslernatic needs assessment and sclbse-
quent program development. will take .additional,
tame."

An attendant problem is that teachers are
not used to talking about their needs and are
suspiciotis or indiffTerent about communicating
them. Traditionally, telling your principal or
county coordinator about your needs was.the sign
of a weak teacher. It never brought much. help,
but was a good way to get someone "'snooping" around
your room. Even with a needs assessment survey
conducted by teacher center.personnel, teachers
express some concern that results not be shown
to principals.
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Building Grass Roots Support

8-v -72n:: ci,hory in thic buiWnj know
(!enr?

A: Not very many; others may have heard
about it, but don't pay any attention
to it.

,12 tat? teacher e.! lt r

A: I got a note from the county office
telling me I was appointed and when
the meeting was.

t ztc, know think

A: Many of them think it's a sham, another
gimmick in a long tine of new ideas,
If they don't see it making a difference .

in' their classro6m, many of them are not
interested: It will take time.

Building grass roots support for teacher centers
is a three-part problem. First, many teachers are
not familiar with what the teacher education center
can do for them. This problem rests partially on
the fact that centers have not, due to their short
history, offered enough of the kinds of inservice
work tt.at would attract the necessary attention of
teachers. Secondly, efforts to communicate with
tea' ters about center activities have been incom-
plete. Thirdly, there is a problem of perceived
ownership. As they: exist, teacher centers are seen
as the -property" of the district school system:-
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school district people run them and they are usually
housed in school district offices. Centers do
usually involve several teachers in center council
activities as part of the decision-making body.
Such teachers are typically picked either by the
county office or the teacher organization, and in
both cases appointed by the superintendent. In
either case, there is no assurance that a majority
of teachers in a school system know who these
people. are or communicatetliith them.

Efforts to develop r Fiore systematic means
of communication an upprt among classroom
teachers have been dert en by at least two
centers which have ,:dopted a system of "contact
teachers" in each of t,e county's schools. The
assumption of this arran ment is that a selected
teacher in each school can get information into the
center, about training needs of that school and get
information about the center into the schools. A
drawback of this arrangement is that an additional
burden is placed on those teachers serving as con-
tact teachers without, any reimbursement. Several
contact teachers hake expressed frtistration in their
role.

Incentives and Distractions

For those school districts starting a teacher
education center, additional resources were available
in the form of $20, 000 per,center for start-up
expenses and up to four full-time equiyalent university
faculty positions per center. Most centers received
less than four faculty positions, In a small county,
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with an inservice budget around $40, 000, these
incentives may be of some financial importance.
One county just about doubled its inservice budget
by starting up a center. HoweVeri, larger counties
with centers report that additional resources
gained were not a major factor in` starting a center.
In even larger counties, it is repl)rted that the
financial incentives were so negligible that they
would not be worth the possible disruption a teacher
center might make. Teacher centers'are not found
in the large urban counties .in Florida.

One distraction-has been tie state ruling that
mot s generated for insery4ce work (five dollars

per FIT) be spent through th4 center. In larger
Counties this could put a considerable amount of
capital in the teacher centVr (about one and one-half
million dollars in Dade Cieunty, for instance). The
county staff of larger counties can exercise moe
control of those resources without a teacher center.
According to some accounts, larger counties might
be more attracted to teacher centers if they did not.
have to spend all of their inservice funds through
the center.

Another distraction is unanticipated events.
With all good intentions and all good planning, unan-
ticipated events sa11 occur. In implementing change
in organizational arrangements within a school
district or university-some problems can-be pro-
jected and planned for; others will escape attention.
For example, one county built teacher center
activities into the existing Master Plan system.
This meant that Master Plan project forms had to
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be filled out for every center activity. Consequently,
a flood of paperwork bogged down' operations for a

External Events

Teacher center start-up problems hive been
complicated by external events beyond the control
of those involved in centers. Dwindling state
revenues due to the econonilc recession have caused
a reduction of operating funds at the county level
and in the state's public universities. Faculty lines
di-ign'ated to teacher centers have been lost. In
one center funds have been temporarily frozen to
be used in other school district operations. It
would be hard to estimate theopact that economic
hard times haVe had on the first year of center

. operation.

Another factor affecting the development of
centers is the recent advent of collective bargaining
and the growing power of teacher organizations.
While the political clout of these organizations
helped pass the- enabling legislation for centers
through the state legislature,, it is reported that
some counties in Florida,do not want to get involved
in teacher -centers because the seesee centers as
fanning the fires of teacher milAancy. -Others are
concerned that centers will bed me bargaining items
for school boards.and---:teacher o nizations.

The stated purpose of the Teacher-Education'
Center Act, passed by the Florida Legislature, is
to establish a new arrangement fo'r'Ae continuing
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education of Florida teachers. Since organizational
change is never easy and changing, the behavior Of
individuals is no easy matter either,, implementing
the new arrangements necessary for teacher centers
has been a complex task. It tough business to
change, personal habits, alter organizational
structures and contend with vested interests.
Beyond the general problems attendant to any,
organizational change, teacher centers have had
to forge a new conception of insiervice teacher
education at their local level, have had to implement
structures which woukHacilitate that conception,

and develop appropriate technologies. The problems
discussed in this report are interrelated, rather
than discrete. They revolve around efforts to
conduct inservice teacher education in a more
responsive way.
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SECTION III
IN

INSIDE CALICO TEACHER EDUCATION CENTER*

At/the heart of each of Florida's teacher
education centers is the center council which is
charged with the major decision-making, functions
of. the center. In an effort to illustrate the nitty-
gritty of center council operations and give those
interested in startinga center an idea. of what
can transpire,during the first year of operation,
we present a case study in diary format of the
meetings of the Calico Teacher Education Center
.Council during is first year. We begin with pre-.
liminary meetings and move through those soul
searching meetings in which council members
question the purpose of the center, how it should
be run, and the role of the center council in
general. You will notice how concernsshift.over
time and how some of the more fundamental con-
cerns persist, often unresolved. Although this
case study is a diary of a hypothetical center
council, it is based on the actual involvement in
a center council by one of the authors.'

Prelimirkary Meetings.

The beginning of Calicd Teacher Center can
be traced back to early discUssions between the

a fictitious center .
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superintendent of Sycamore School System and the
dean of a nearby college of education Both were
familiar with the new. teacher center legislation and,
had already discussed the idea of teacher centering.
with others.' In their discussion they agreed that
the collaborative arrangements available through
a teacher center might be away to improve teacher
education, particularly inservice education, The
two institutior s had a history of working together
and the teacher'center, in one way, made the rela--
tionship more formal.

In accordance with state law, a teacher
center council was formed: the superintendent
appointed six teachers from the school district,
based on the recommendations of the local teachers',
organization, and two county staff perSonnel; the ,

dean appointed two members from the college of
education. The Human Rights Council, a local
community agency, was asked to select a citizen
iepresentative: With a council so formed, the
superintendent appointed an acting chairperson
to act as director of its efforts. The first pre_
lizoioryzoeating was held in early Jully, 1974,
to begin thinking about the local teacher center '
and to Make plaris'.'fOr sending a letter of intent:
to the State Department of Education.

Immediately, long and short range problems
.had to be faced. What might the center lobk like?
WhattwoUld bells purpose? Who could participate?
How would it relate to existing programs and
activities in 'teacher education? Who was to plan
future meetings? Where were they to be held?
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Who should write the letter of intent? How should
the proposal be prepared?

Some cuncil members talked of a center that
inigt)Vbe speCific place, one which could be tied
into an already existing learning, resources center.
Others felt the center should be a fluid operation of
activities. Eventually it was decided that the center
would function as a clearinghouse and coordinating
agency for staff development. The group then dis-
cussed possible goals and objectives for these,.
activities in preparation`for writing the letter of
intent._

In these prel nary meetings, prior to
--, writing the proposal the following kinds .of activi-

::"tied and discussions-tOok much of the council's
time:

review of needs assessment techniques
. previously used to develop inservice

programs;

-money spent.on inservice in previous
years;

.possible relationships between existing.
groups and structures (for example', the
inservice committee of the school
district and the proposed teacher center
council);

-lines of accountability and responsibility;
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- examination of other teacher enters;

-university relationship to the te4her
center;

-relationship and possible conflict be ween
teacher needs and goals and school
district needs and goals.

After initial discussions, the acting direCt r
wrote-a letter of intent outlining the concept of the
Calico Teacher Education Center and presented it
to the school board for approval. Upon approval,
the letter was sent to the Department of Education
in Tallahassee. With the planning underway-the
following groups were formed by council me bers
for subsequent proposal writing:

-needs-assessment procedures for thee
center;

-activities of the center;

-future projections of growth;

-organizational chart'and budget
for the center; c

-goals, objectives, measurement pro-
cedures and data collection to be used
by the center.

The ideas generated by each task group were
reported to the full.council and revised. The

42
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acting direcizz-41:Len s nthesized the planning
groups' ideas and wrote the:final proposal re-
quired fore sate funding.

By late summer the Calico Center was
approved by the Florida.Department of Education
and procedures for staff selection were determined.
The council was charged by the teacher center' /
legislation with the responsibility of selecting
staff. However, the council asked the dean, the
superintendent, and tte executive board of the
teachers' organization each to appoint one person
to serve, along with the citizen, representative, as
en interview committee for staff selection, since
several council members had expressed interest
in the two full-time staff positions of director and
resource teacher. The committee reviewed the
applications and made their recommendations,
to the council which forwarded them to the super-
intendent for school board approval. As a result,
tfte center director, a former-school district
administrator, and a resource teacher, a former
classroom teacher, were 'appointed and the
original planning__ roup then became the official
teacher education center council.

The newly formed council was immediately
concerned witlrgetting inforMation about the, center
into' the schools. 'Po that end,, a system of contact
teaChers was devised. Contact teachers were
selected in a variety of ways (i. e., elected by
teachers, appointed by principals, volunteered) for
each school and asked to inform the teachers in
their school about center activities. In addition,
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the contact, teacher was asked to infot'm the center
about the training desires of the teachers in that
school. To orient contact teachers to the center

.and its funations, a meeting for them was arranged
during the preplanning days of the l974-75 school
year..

The September Meeting

As the first offici council meeting took place
in.September, itshecame apparent that :procedural
questions relatecto council organization and func-
tioning were fundamental, and demanded attention.
To facilitate the resolution of these problems, 'a;
committee was appointed to draft a- working policy
for the teacher center. .Formulating and clarifying
the center's, priorities was td become a lasting con-
cern, one which was often neglected in preference
to meeting more pressing needs.

o

Questions about the center's'rbudget.formed a
second important area of. activity during this first
meeting. Pertinent questions were raised: should
budget guidelines be developed by the full council
or should a budget Committee be appointed? How
should the Council respond to resource r,equests by
teachers? lArllat roles, if any, should particular
council members assume? Specific problems haa
already arisen as requests were being received for
funds to attend fall conferences, working without
guidelines, the director asked the ounc il for help
in these matters. The council responded by sug-
gesting emergency procedures to deal with/these
requests on an individual basis and called a special
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meetineto do so. T is meeting turned into a long, I'

tipn of gui. Jelin s or priorities,- but rather_ ing.i.'
1ciinvolved iscus ion t t resii1ted not in the gener...a--.-

rev' :..y. of fide p _and cons of each request. the'
iss of.deier fining prioritieS for staff develop-
men to guid future .aittion wag postponed.I Although
the utzi di# decide on several specific requests,. ..
some Members felt the dotincilIostan opportunity
to set lOng I guidelines for the future..

..

The October Meeting
f,;.

At .the October rneetin a=dra4 of the working
policy was preserited by the previously established
cdrinliittee and reviewed by the council, mt,hkth sug-
gested some revisions e.nd -fintaly appfoVed the
draft. However, the qu'eition of working- policy
was far from settled. In establishing a' wOrking -
policy, se'ireral,specific items were troublesome, .

such as reimbxsement, for attendance at profeS-
sional conferences and meetings, the use of gubsti-
tuteAtand consultants,.-individual research projects,
individual school training programs, and the
relationship ,of teacher center activiteto the school
Idistrict'S plans for sta4development, Again, a
set of priorities for long term .gtiida.nce continued
to be set aside. The working policy was still in its

-*first stage of evolution.

During the discussion related)tb approval
of the working policy, three 'key issues came up.
First, confusion existed a.s'-to the function of the
teacher center council. Was it an advisory body
Or a policy-making group? The council deferred
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to the leg islathe mandate which charged the
Council with the responsibility of recommending
actions to the school board.

SeOncl, th issue,of co tncii membership
was raised. . The direct6r askedif there should,

e,principal representation. Since',.principals
are highly involved in the staff clevelopmetit
cess; were they not,being left out of the teacherv.,
center decision process').; There was "Some feeling

-that perhaps'princifial involveynent.would
ontkpuniqatiOrt with the-schools. Afteriliscus:

sing Various .,i.ewpoirits, including the practical
fact that teacher re.presentation.'on the council
woiild have to be i.n.$_:!..-..eased if a principal were
added, the cOlincil voteil to acid a principal retire-:

sentati4,' 4ubsequenrt1y, the Is' Stile of c;nimunity
reprosentationwA raised.: The representative
designateb,:y the Human Relations Boar4 had
expressed adesire to withdraw from the-counciL

he group ag=reed to honor this request and invite
a citizen who had s'er'ed on similar groups to be
the community representative for the remainder
of the year

Third, iproc screesing fin an
4.

retitle is were discussed. It was decided tha
Abcorrun Rte. wOtilciWork with the staff to pro-
pose budget categories' and expenditure-' limits..

council woulckthen 'act on the Vudget proposed
,1),,, the subcorrin*tee. The cou4CiLalso dee4ated
authority to teacher center staff to act upon
requests in apprOvedcategories up to $500 without
further C'ouncil ariProval. The overall bud'Aet :



t.401,,il c..ourst7.,

appr4nal.
to hoard

) nieral problem of
t.:!,..ta'1) r t center, the council
iit)entified Several tentative priorities for staff

reldOpitient through the eenter?:

-thy olveruent of teachers. asion
ritaVi regarclin tAaff develop it;

cea v,rc-.a Oncern with preservice
ining, especial', through

inf.proving universityiptiblic school
r elationsh

tiOVOI0pin;ellit Off' practical
an for use m the classroom, along,

an increased use of teacher talent
in training tprogranni,-,

porisoritio the developiiimtat. and
ation of r).:pw dd 'o° s and\innovati ns;

)provngi center nctiontri ough the
det'loprri.-iat of activities regztrding

With thf.-. schools and
operation

-the eni..-,--ourog:,,en,(ht-
and continui,no prwlramieval

orough

:ta this meeting, overall commurat. on was
6.1 at7.; an additional Evy issue for the council.
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Feedbadk from the schools indicated that neither
'the existence of the. council nor of the teacher
centt,r was well known, Teachers were either
ignorant of teacher center services and possibil-
ities, or already skeptical about the center as a
new vehicle for inservice education. To help
alleviate this problem, the council agreed to
participate in the field testing of s^ome new
-materials that focused on human relations proces-
ses and communicatioAs involved in teacher
enterino..

Meetin

At t eeting a nuntber of special guests
were present, including the superintendent, the
asi,stant superintendent for instruction, and the
dean of the college of education. Their comments
exnres;ed :,everal; different themes and concerns,
all "uf which were relevant to the future role and
functiftn of the teacher center council;

-The council was spending an inappropriate
amount of tine reviewing spti.cific pro-
posals on a proicct-by-project basis,
rather than setting directions, policies,
and making recommendations regarding
stAff developntent. Had the council
inadvertently gotten involved in directing
the center staff 'to iniplement center '
activities before priorities had been set"

-Activities such as designing needs
a:lsessment procedures, recommending

5 k.4
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staff development policy, identifying
criteria for project evaluation, and
monitoring the implementation of staff
development programs were sugge`sted
as examples of appropriate council
functions.

-Staff development is.multi-leveled:
individual, school, araPpzogram or
County-wide. How do all of these
levels fit into center activity? Specific
concerns were expressed about the
district level program supervisor's
role in center activity.

-The council was urged to identify
teacher needs from .a variety of per-
spectives and to plan in the spring
for teacher center budgeting.

-The visitors expressed concern about
their lack of information about council
activities.

These remarks, not all of which were brought
out into the open, caused a considerable amount of
reaction among council members. The record shows
the following kinds of responses:

-The presence Of people in power sug-
gested their commitment to teacher
center activity.
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-The need to develop a means of personal
corximunication with teachers to develop
a better understanding of center activities
was. discussed.

-Methods for More effective communication
to and from the schools and the college of
education were suggested.

-The need to discuss various possibilities
for data, gathering procedures for an
assessment of teacher training needs
was mentioned.

-The council should focus on planning for
next year So that carefully established
priorities could provide direction for
the center.

-Suggestions were made to renew the dis-
cussion on policy and procedures prior
to an upcoming school board meeting,and
to di,scuss_the council's purpose in light
'of the day's discussion.

Some council members felt that a political
'maneuver had occurred in which the "bosses" were
trying to keep the council from gaining too much,
power by taking away their direct involvement in
approving or disapproving specific training projects.

The December Meeting

Eiy December the debate. over a working policy
for the council. was not yet over. The meeting was
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spent reviewing the policy, with some changes.
being. made. The council considered the idea of
including a list of tentative priorities in the policy
statement, but decided against doing so because
the list was seen as needing further clarification
and refinement. There was also some concern
about the list not being, based on an assessinent of
teacher needs. As a result Of. these reservations,
the list was tabled indefinitely.

With attempts to resolve a direction for the
center ending again in frustration, discussion
regarding problems of communication resumed
once more. The. center staff had taken some mea-
sures to improve.the image of the center through
a slide-tape presentation; meetings with contact
teachers and the distribution of a survey throughout
the school system. Several of the council members
had recently attended a state-wide meeting on
teacher centers and had developed some ideas for
improving communication. A task group was
formed to study the communication problem and
suggest appropriate strategies.

At the close of the calendar year, we find.
the teacher center council unsure of its purpose,
and unclear about its role, but with some agree-
ment as to its operational guidelines. It should
be recognized that this lack of clarity was not
unique to this center. A general questioning of
purpose and scope was reported in Secti6n II as
a common start-up problem among all centers.
The other _najor problems which found expression
in the early Meetings of this council, such as
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communication, needs assessment, and proper
relationships with existing agencies are also
common among Florida's teacher centers in the
first year.

The January Meeting

As the Calico Teacher Center began a new
year, a number of new business items appeared
on the agenda along with some old concerns. Ideas
related to inservice training for principals were
discussed as the new principal representative
reported a survey he had conducted. In addition,
plans for needs assessment were discussed, with
the director requesting help in designing an
appropriate. procedure. The chairperson reported
on his presentation of the center policy to the
school board.' The board approved the working
policy, but expressed some concern about the lack
of preservice activities and citizen involvement.
They subsequently voted the following'rnembership
composition for the teacher center council: three
citizens, ten teachers (three elementary, three
middle school, and four high school), two county
staff, one principal, and two college of education
faculty. Because of the change in council compo-
sition, the entry of new meMbeis became a concern.
Training by a university project interested in
building the process of collaboration was suggested
as one possibility; visiting other teacher centers
and having a state-wide conference were suggested
as others.'

-A' new concern for the council was emerging
as the remainder of the meeting was spent discussing
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preservice teacher education and university/public
school relationships particularly related to field
work. The following points were made in the
diScuision;

0

;-supervision of interns by college of
education faculty is inadequate;

-interns are not well prepared;

7the center could play a role in
bringing interested groups together;

-university reward system does not
support serviCe'in the field;

- defensive attitudes exist among
respective role groups;

- a university praject on collaboratiorf
has made some studies in iMproving
understanding - it could also serve,
as a vehicle for bridging people to-
gether to express cahcerns and share
ideas.

A new dimension to the preservice problem
was discl'Osed as a possible boycott by the local
teachers association over a fee charge to teachers
was brought out in the Open. After much discussion,
the council adopted a posture of collaboration rather4i
than one of issuing ultimatums and drawing battle
lines. When the discussion returned to training
activities for preservice teacher education, a task
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force was set up to deal with various ,problems of
preserviCe education. The council did agree that
some of its time and resources should be spent
trying to reduce problems of preservice field work.

The February Meeting

The February meeting introduced a new
concern: the' support of the center by the school
system.

The chairperson reported on a meeting he
had had wit the superintendent of'schools. The
superintendent's plans for next year (1975-76)
included keeping the teacher center council as aril
advisory group, but doing away with the staff.
personnel (director and resource teacher) because
of budget cuts'. He further suggested allocating
the categorical funds directly to school sites.
Both recommendations dealt quite. a blow to the
center council. Council members questi6ned the
implications of this possible decision and sent a
letter requesting that the superintendent attend the.,
next council Meeting. In addition, the entire
question of center funding was uncertain since the
legislation which established centers was being re-
examined, and the funding plan supported by the
Commissioner of Education was uncertain.

The topic of preservice teacher education was
agai:n considered. By breaking into small groups
with college of education faculty who attended as
guests, several questions were raised, How could
relationships be strengthened? What's happening
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now'? What would we like to see happen? Where
have we experienced. successes? What are the
needs') What resources are needed to implement
changes' As answers to theSe questions were
.generated, suggestions were made to list successes
and evidences of cooperation which Iiiou ld emphasize
positive accomplishments and;report them tQ school
districtpersonnel, legislators, and other6.

The;prbblems of needs assessment was be-
coming crc.rcial for the council since planning waS.'
necessarily tied to what';,t-ffe''assessment found.
At this meeting.the director presented a possible
needs assessment model. However, the weight .of
other concerns prevented a, careful consideration
of the proposed model, and the problem of 4
thorough and systematic means for assessing
teacher training needs per-eisted..

'The March Meeting

This meeting began with the superintendent
relating his views on the role of the Calico Council
and staff in the center's operation. He was con-
cerned about ihe amount of money being spent on
staff rather than programs and suggested that the
coordination of teacher center activities be assumed
by another county staff person as a part of their
responsibility. In his ;view, the council would Con-
tinue functioning as a recommending body for
staff development priorities. Questioning.the super-
intendent, council members indicated the need for
a full-time teacher center staff. In response, the
superintendent agreed to review a list, of vital staff
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functions developed by the council before, he
,made his final decision.

During this meeting. considerable time was
also used in discussions of summer plans for the
center.

"The April Meeting

The April meeting provided some relief for
the council.' A letter from the Commissioner of
Education was received commending the Calico
Center fOT its efforts. Secondly, the superintendent'
announced that he had considered the repdTt of the
council on center staff functions and agreed that
one full-time person was necessary.

The staff reported on meeting with'elementarir
school people about planning for next year. Forms
for requesting funds had been distributed. Needs
assessment interviews had been conducted in two
schools on a try-out basis. The' teacher appraisal
process was discussed, and plans for meeting with

.middles school and secondary school contact
teachers' were announced. ',Mailings were sent to
both principal and contact teachers with, the hope
that scl'ool needs would be discussed at the local
site prior to the meeting.

In an effort to accomplish some year -end
closure and future planning, the director estab-
lished the following sub-committees:

.

-Selection of permanent staff person and
contact teachers in local school-sites;
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-Priorities and budget;

-Policy revision and task group.
organization;

-Role of council regarding center staff
and contact people.

The May Meeting

As the first year of teacher center operation
came to an end, meetings became somewhat con-
fused. .At'least two factors contributed to this

.confusion:.the anxiety comrnohly experiehced by
school personnel as demands press on them at the
end of the school Year, and an uncertainty about
the pending change in the directorship of the center:
The last meetings of the counoayere influenced

-by these factors and discussion Within these meetings
often wandered-among severalSolg.cs.

The May rairktiaghegan with the council'
divided into the subcommittees established at the
previous meeting. Each groups work focused on
planning for the next year; and each subcommittee
later reported its suggestions to' the full council.

The subcommittee on the role of contact
teachers reported the following recommendations:

-Contact teachers should be selected
during preplanning;
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-Sinop hly meetings ..of contact teachers
should e scheduled and those attending
should be paid a stipend;-

-A school site system of peer evaluation
should by devised for contact teachers;

-Contact teacher's should report on teacher
center activities at each school site;

-More face -.to -face communication with
contact teachers should take place.
through meetings, social gatherings,
and informal conversations.

icse recommendations were approed and
iiiIplementation was urg,ed for next year.

The subcommittee on`policy formation
reported no recomniended" changes in the center's
policy approved ,earlier by the school board, but
did suggeSt the nelcl for task groups to help the
ins )Ming director, especially for funding review,

The subcommittee on budget and priorities
for the center called attention to the need for a

. framework of priorities which could give Mean-
ingful direction in budget matters. The group
recommended a formula for the allocation of funds
by individual, scho 1 site, and school district
categories. The iscussion 'generated by their
report ranged over seVeral.topics including a
definition of staff development, the issue of using
substitute's vs.. stipends to release time for teachers,
and plans for summer programs.
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With they directorship open for next year, the
staff appointment subcommittee report received
Careful attention. Since several people: on the
Council were applying for the position, a decision
was made not to have the council sit as the inter-
viewing body.. The appointment of the director
subsequently went through established hiring
procedures of the school-district with some input
from two council members.

The i)rlay meeting continued with an /rig
session which saw further discussion of the following:

- teachers receiving stipends for
attending workshops;

-the questionable usefulness of
probrem solving workShops for
teachers;

-the lack of receptivity of teachers

to the ,survey of needs assessment;

-the effectiveness of county-wide reading
inservice activities;

-preference toward the use of teachers
as workshop leaders.

The June Meeting

At the end of the year, the directorship
changed hands. The-touncil agreed that some
informal meetings shopid take place over the

k
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suirtz-gler ecialiy. task- :ps h wowilr id
trans ior of hrec,tors.

11-1 Y..erms :budget guid Ines for the following
vi-; the: ClOuncil'ti,,zitati',. distri -Vute

ordirde, tothe egoritS:

d projects With pproi.,ed
ams by the council;

District-wide °ets sponswor
ante? r;bv the teacher

Indiidt prolec
h the .above eategoraes.

plan school-based sta f
mrt from the uuie i Flow e,

council felt nortant that .schonis
reful , for inser:vice work before they. 4.eit

gis iron the (e.ritti- Future Meetings would'deal
or c::.penses; Who would receive and

ove school ins- for -staff-deNelopment: and
schbois upuld be informed a) u

the :it V: r l ns sr '''1 001....fraZt.td staff development,,

The coterxt it also agr ed to enlist the help of; .

two out :7, s during the not year in order to
help in two crucial areas: the improvement of Cotincit
planning, and evaluation procedures, and specific
tr;iining for the center cottn41.1*and staff in coninvini-

tion skills and:problem solving skills, At the end
of the first year, -both of these areas were viewed .

as important for the council's effectiveness and.con
tinued growth,
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Because of differences in role and background, all
council participants may not be speaking the same
sort of language. An acquaintance with local jargon
and speg ialized phrases of educational personnel is
reTtired and some training in communication skills
is 4nerally recommended,

teacherAlication centers in Florida
t: nit specific places', they suffer from an identity
probItten. Many centers have gone to considerable
expense in making "slide -tape presentations or

about their center to be used in making the.
(-enter well known to school personnel. Centers

hoped that such efforts would help them gain
r#.t.rted support. In this way the problems of grass-
roots ,''''t:murt- are often linked to communication

-.kith classroom teachers.. Yet, the problems of
m.ay ,ry iS e 1 I go beyond communication

with !h field. In the past, inset-vice education
has not been popular an-.omit many te_achers.. Teacher
k.-fr.-ition centers wiligain, supportfrCim teaches
on tb,..! basis of .he s.ervices they provide to them.

,e-itp,rs will be by the fruit they bear.

Ext -rut- ggests that modest and rea-
4oals ?ci have a better chance of

an do lofty ones.' C'ante'rs may
-t.selyt:s well by focusing on pro
immediate to acher. traininv needs and

accomplished in one year. Several
proiects' can help get the center off



Teacher education centers, as a process of
institutional cooperation and shared decision-making,
come into conflict with the existing procedures for
conducting inservice education. For example, the
personnel and procedures associated with school

ict plans for inserVice training and staff
development t required of every school district by
the Department of Education) and those associated
with college campus and off-campus offerings are
already operating when teacher education centers
come onto the scene. Making provisions for initial
co-existence, communication and coordination is
mandatory. To the extent that centers demand new
behaviors in the conduct of inservice teach6T edu-
cation, strain between the old and new ways of
behaving will occur.

As centers fate their future, they will have
to face the question of their proper. institutional
alignment. Under current legislation they are
placed within schoOl district administrative units,
which may eventually lead to the use of the center
by the school district or the Department of Educa-
tion for their own purposes. Without question,
school districts have a large stake in center opera-
tions, particularly since they are the largest
contributors to their operation----Yet, under present
arranOments, centers are ultimately a part of their
hoSt school district and controlled by school district
regulations. If a question arises, the school board
has the final word. This may eventually act to
erode the confidence of college and teacher parti-
cipants in the center. If the teacher education
center is to he open for participants, it may have



to become a more independent agency.

One of the most exciting aspect's of teacher
education center development, in our vie, is its
potential for establishing new priorities, new
structures, and new patterns in.teaCher education,
both preservice and inservice. Already some
practices are being questioned as center operation
is forcing an exploration of several issues that
nay lead to improved education for Florida's
teachers.. Indeed in their first year, the success
of teacher education centers can be better mea-
sured by the issues they have forced to attention
than by actual change's that they have been able
to ma.rtifest. We fa.el a listing of these issues is
,a good way to conclude our examination of teacher
education centers in Florida. These issues por-
tray the future landScaPe over which teacher
education centers will travel in their future.

Who -runs"-the teacher education center?
Does any one group have more at stake than another?
What makes the center 'legitimate to the'partici-
pating agencies? Who is ultimately accountable
to whom*' How should teacher education center
resources be generated and allocated? What
role should the state 'pray"' How does the center
fit into the total educational scene?

How are teacher training needs most
appropriately identified? What are the advan-_
tages of various needs assessment strategies?
Does the mandating of inservice training needs
by higher-ups- have a legitimate place in centers?

74
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Once inservice needs have been identified, what
should "delivery systems" look like? What are
the appropriate incentives for participation in in-
service programs? Ore . current inservice
strategies appropriate? Should inservice teacher
education have long range programs goals or
should it be determined solely by immediate
training needs as expressed by teachers? HoW'
are theqraining needs of individual teachers,
specialized teacher groups, school sites, and the
school district to bE balanced?

Are current institutional norrns appropriate
for teacher education centers? Reward systems
for college faculty, School district administrators,
and teachers do not seem to facilitate participation
within teacher education centers. What are the
implicatiOns for the college of education as faculty
assume a changing r4e in inservice education?
How is their increased participation to be funded?
Will university personnel have to be retrained?
What about public school personnel: will continuing
education become part of the job description of
teachers?. Does increased teacher involvement
and leadership in inservice education have any
implidations for the role definition of teachers?
What happens to the roles of curriculum and subject
matter supervisors at the school district level as
their role in determining teacher training programs
diminishes?

These questions pinpdint some critical future
issues for those interested in teacher education centers.
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['he answers tq these question-s will have to be
.,,oH«.(1 out by those involved in v rious aspects
e nublic education. . If teacher e ucation centers
enable the Various interest groups in teacher
edn,.ation to work through such issues in ways,
iiIii! pi.ovide valuable learning *experiences for
teachers' and viable forms of institutional Co-
oberatibn, then teacher education centers can
be k onsidered a 's uc cess. We hope they will be.
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68



BIB I ,IOGRA

The purpose of this bibliography is to provide
useful starting points in the literature on teacher
centers. If you have access to ERIC microfiChe,
you will find a great deal, of information about
centering there.

JOURNAL OF TEACHER EDUCATION, Vol. 25,
No. 1. Spring, 1974. ,r1.-his issue includes ten

rrrr :r'rrzrircia 'aspects f centering..

Allen Schmieder and SamYargesr. TEACHING
CENTERS; TOWA21.) THE STATE. (5F.THE SCENE
(Washington, D. Cr ; The American AsSociation of
Colleges for ,Teacher Education, 1974)-. It also

ri:rrtr.1,:r) tki I -*

Bruce, Joyce andl\ilarsha Weil. CONCEPTS OF
FEACHER CENTERS... (Washington,rD. C.;
ERIC .Clearinghouse on Teacher Education, 1973);
Ed. 075..375.

Benjamin Rosner.' The British Teacher center:.
Report on Its Development., Current. ()Orations,

Effects, and Applicability' to Teacher. Education'
in the U. S.:-; ERIC Clearinghouse;onTeacher
Education. Ed 0917 165.
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Sam yarger and Albert Leonard. A DESCRIPTIVE
_STUDY OF THE TEACHER CENTER MOVEMENT'
"--IN AMERICAN EDUCATION; (Syracuse, N. Y.:
School of Education, 1 -37 5).

Kathleen Devaney and Lorraine Thorn.
EXPLORING TEACHERS' CENTERS; (San Fran-
cisco, CA, Far West Laboratory for' Educational
Research and Development, 1975).
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APPENDLX A

On the follo,.'ing pages we have included
examples of an instrument designed to survey the
inservice needs of teachers.in the Southwest
Florida Teacher Education Center, Lee County,
Florida. All teachers are asked to respond to the
first forty (40)°statements..%. Programs b9gin
with numbe,r forty,one (414' and have varfing
numbers of questions... This basic format is used
to collect data in the following areas: -Elementary:
Physical Education; Secondary: Social Studies,
Science; Music,' Art, Physical Education; Foreign
Languagesi InduStrial Arts, Exceptional Student
Education, -pupil Personnel, Media Cooperative
Education (DE, DCT, WE, SE), Business Educa-
tion, and Home' Economics.

This procedure, or an adaptation of it, is
also used in the Polk and Sarasota County Teacher
Education Centers.
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