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This document presents a framework for planning the statewide

FOREWORb

staff development of education personnel, Where staff development., is

'defined' as "any planned and organized effort to pro-vide educational

personnel 'with the job7related_ capacities needed to facilitate improv-Old

student learning and performance." Considering the scope and 'poterAial

impact of staff development programs, it is crucial that these programs

be well planned. It is hoped that this .docuMent,will be useful as a

general guide to the developmental phases and coMponents of statewide

staff development.
500

Background and Goals of the Four State Project

T.he Four S%tate Project resulted from the U. S. Office of Education

funding an unsolicited proposal written by staff members of the West

Virginia Department of Education. The proposal.was written in response

to a reOuest frdm the Chief State School Officers of Michigan tnd West

Virginia. It' was written and submitted in September 1977 .and was

approved tly' U. S. Commissioner 'of Education Boyer. in May 1978. He

directed the Teacher' Corps Office to suPervise the project. The

-

assumptions of the project, its outcomes, funding, and the participatior9

expected of the member states are detailed in the proposal.

The goarS of the project were (1) to develop a framework for

statewide planning for staff development, (2) to submit 'the state .plans

for staff 'clevelcipment for eabi of the states involved it4 the project, and

(3)' to provide technical assistance documents.. This document is/-14:ie

framework specified above.

a
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Assumptions of Four' State Project Proposal.

To defihe the context within which the steering committee operated,
\.

the basic assumptior of the Four State _Project .afe listed.
, z

1

Public schools exist -to facihtate learning by studnts.

2. Staff development of educati l personnel is essential for

stu nt learnints.

Fdwation designed to improve the job performan, ofeducationalpersonnel and to enhance student learning shoild

be a continuing, developmental process celled staff

development .

4. Staff dev&opment should be based primarily on the needs. of

studeots and educational personnel:4V

All educational personnel should have equal access to staff

development .

6. TeChniques and- methOds used for conducting staff .development

activities should be congruent with fundamental principles, of

effective teachin9 and 1)34ning.

7 Assessment, evaluation, and research are_ essential components

of effective staff deVelopment programs.

8. A reward system is an integral part of staff development

programs.
4

All institLi!ons; . organizations, agenys, and, . individuals
#

having a .cotItern in .the 'establishment of a statewide staff

development system should be involved in developing the state

pl4n: JV
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St les Involed'

The West Virgini .0epartment of Education was .'designated as th,.

contracto of the project. Drigna.ted as subcontractors weyse the state

departm,6ts of education in Michigan and New York,. and the Teaching

Research Division of.the Oregon Skate System of Higher Education. The
efour states were selecled because thiey were at different stages in

,developing their plans for 'staff' development. The state department of

citication in each member state was asked /9 appoint a steering _committee

of lour memberNs to represent the state on the project steering committee.

One steering committee representative from each state was designated as

a facilitator to coordinatt the in-state and interstate activities of the

project. The project steering committee met four times (once in each

member state) as specified in the proposal in order to complete the

project activities.

Project Activities

Input from a wide variety of constituent- grOups was solicited in the

development of this framework and the ,inclividual slate plans. Teathers, .

administrators, professional organizatiOns, state education agenCy

personnel, and lay citizens were contacted for recomme:ndations which

might enhanGe the individual state plans and the framework. Also, the

Four State Project steering committeeT gave status reportS .on the prOiect,:'.

al PneeTings heid. -by .tfoe N'ational Council -a States 'on lnservice,
, ,

Education, the National %Association of State' Directors of Teacher

Education and Certification, and the Association of Supervision and°

Curriculum Deve4opment. Additionally, ther, steering committee solicited

information from Ormnizations and agencies which operate,. staff

dvelopment programs. Also, a consultant from the American



Management Association critiqued the framework document at a fortifative

.stage and Olaced the goals and intent of the TraMewOrk within the larger

context of current social and training technology trends'. Finally,

professional educational organizations, such *is National EducatiorY",

Association, Amerivan. Federation of Teachers, and National Council of

States .on Inservice. Education were asked to read a draft of the model

and make observations;

By Whom and For Whom

This document was written by the project steering ommittee, which

included persons from state departmepts of education, colleges and

universities, and the public schoors. Since it was written by persons

. involved daily in staff development efforts or experiehced in statewide

planning for staff development, it is intended to be helpful to persons

.(')state education agency staff members, teachers, public sehool

administrators, and members of professkmal organizations) currently

developing statewide plans. Such educators should benefit from this

.guide, which identifies the major components of any statewide staff

development plan and offers specific direction on how to move a plan

from conceptiqh to reevaluation.

Cautions

Four cutions are made about this documerq. First, it is a model,

a pattern, a frar'riework. Thus, the' reader is urged to look at it as" a

flexible, guide rather than as a rigid prescription. It is intended to give

a general sense of direction; ait is not to be take? as a. predetermined

course of action.



Second, statewide plan is defined,, in thi dotumont, as "the

systematic pro\:fision of needs-baseq iob-related aCtivities, developed

collaboratively,' and equally accessible to all educational .personnel

throughout a states" It dees not impty a plan developed.and imposed by
. .. .

the state department. of educatior or any- other singlt agency or

organization within a state.
a

Third, ,the title of khe document ties student learning to staff

tlevelopment. Given the results of edUcational research, it may be
p.

t, r-
inappropri-ate now to assert that a direct relationship exists betw'een

staff development activities and student lea\ing;:Aowever, the project
_-

steering ' committee argues that -.eventuolly a direct, relationship will

emerge. As educators beceirne More knowledgeable. about and skilled in

delivering -.staff dev'Mopment programs, these programs will have -positive

eftects* upon 'the job-related performance of educational personnel and

will relat-e- directly to intended, specific student learning outcomes.

Last, staff development efforts must be viewed Within the larger

context of school improvement. There are variables which, often

counteract the positiVe impal of .good instructors. For e>ample,

viole6Ce, vandalism, and drugs are problems which must be resolved via

comprehensive school iMprovernent plans. .....Staff- development. p.rografris

alone may not be enough.

While the frameWo'rk for statewide planning for staff development
-or

presented in this document addresses some Major considerations and

gives general direction to the planning process, it does not answer all

the questions Which particular planning group May have. Planners a.re

urged to use the model as a guide--a point of departurr --and to modify

'it to, meet the conditions within their particular state.

vii
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Orctanitation

-:"

This document has three sectidns. Section 'A gives a perspective
_ .

on statewide staff .development:; Section B outlines a way to form

plannig teams; and Section C is a guide to develbping a statewide plan

for the s6ff developmet of educational personnel. While each section is.
0,

self-contaihed, the entire document is presented in a sequence Whieh'

leads the reader throeigA the logical development of a statewide Olen.

7
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G'LpssARY4

educ.ational persognel - individuals- employed to giVe instrutti

r educational services to public- school pupils.
4

in ervice - a typb of staff development.

professional development - the comprehensive networ'lc. f

programs and procedures for developing and verifying

competemce of -educational Personnel on a continuum

beginning with entry inta an approved teacher edudation

program and terminating with retirement.

4 staff develppment - any, planned and Organtzed effort to provide

edu4,aticinal p5krsonnel with the job-related capaqVies.needed ,

to facifitate improved stuAnt:leatnilvf ; and performance... ,.

tatewide . plan tiA sy..s4tmatiC pro/ision of': needs-baSed job- ,1 f
4.- .

related ictivities, developed collaboratively, and' &lila ixr,
.. ,

accessible to all educational personnel throughout a sta ft
. 5%

, i

studaKt le .,..arning an increase in cognitive, affective,. psycho-.
,

motOr 4and/or .performance skills resulting from schooling. ,

12. A
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SECTION A: A PERSPECTIVE ON STATEWIDE PLANNING
FOR STAFF DEVELOPMENT

Introduction

In order to respond to' changing educational needs, the burden of

,maintaining quality education has fallen moSt heaSelly on the teachers,

adniinistrators, and Sthool board members in local schools across the.

nation. The critical question they face is, "How do we tsro.vide the best

possible education for our children given' the current economic*.diffieulty,

the current ,facilities, and, most impOrtantly, school staffs which are

insulated from the traditional stimulants for change such as turnover in

staff and mandatory renewal through college credit?" .

Traditionally, the motivations to public school staffs have lpen
,.

ceartification regulations, advancement on the salary Schedule, and
.-

dedication to the profession. Generall, public school teachers and

administrators have been selfz-motivated in their continued professional

development. In many waVs, the current emphasis on statewide- staff

deyelopment is a response to this self-motivation; ' for it (staff

development) will provide publio school educators with another option for

their continued development.

State education agencies have a vital role to play in- providing

leadership and coordination as educators face the. issue ,of the

49" professional development of school personnel . Because of a n4tion-wide

interest -in providing programs to assist school personnel in, 4eting the

educational needs of children, a state education agency should take ian

initidgie to ensure ihe quality of education ir its state by exercising



'

t

. leadership in creating options for the stafcdevelopmentAt. _educational_

personnel
S.

'Problem

In .the1 past, the educational commUnity relied upOn individual

educators to. take the initiative for their own' continued profetsiOnal

growth. Motivated by certification requirementi and salary benefits,

educational personnel enrolled in 'graduate prógrains at .cotleges and

universities. The graduate programs wer4 designed to serVe educational

personnel from many schools who probablyAnild move to several
/ -

different schools during their4, careerS. Often, the programs

designed to address the needs of 'specific school systems.

As school staffs have .bectMe less mobile, tradilional motivational I.

factors, such as certification rectOirements and salar inctrients, have

were 9ot
414

become less important. For example, the Michigan plan for staff
.1

development indicates that approxiMately 77$ of Michigan's 1011;000 publio

school teachers -have met all requtrements for full continuing .

certificationt and over 75% have r

schedules.

have voiced

to meet th

ched the fop of their local salary

Al the same time, tea hers, individually and coHectively,

their, need for con tin.ual , .well-planned, job-relted p"rograms

eir needs as well' as -soCiety' expectations for public

education.

The. problem is :

How, does a state effectively utilize its. human,

phyOical, and financial resources to -meet the needs
of students through staff deVelopment efforts?

2



ek Context foe' Planning

As planners from each of the four stAtes worked to establish their'

statewide plans for-- staff- development, they endountered Common

circumstances, incidents, and variables, which provide a context for

planning staff development Working within this context should increase

the probability that a successful staff development plan will be designed

_and _implemented. _ Also, _understanding_ihe_ context_ shoul_ci help planners'

to work efficiently. .

.1-he Four State Project steering c6mmittee has defined the conteXt

based on beliefs and assumptions, including the following .

1 . ,:St'aff developtnent programs should be designed to achieve

many objectives; however, a primary objective must be the enhancement

of student learning .

2. The confusion over control of decision-making in education h.as

blurred traditional . relationships among education agencies, associations,

and institutions. The cOnfusion must be eliminated because successful

staff development requires a 'collaborative effort and clear definition of

roles and relationships among the groups involved in and affected by the

process.

3. Concern is increasing for the total professional development of

educational personnel including the continuity between initial preparation

programs and staff development programs.

4. Economic conditions indicate that staff development will compete

for support with other programs within increasingly reStricted budgets.

5. Staff development is a political process in which competing

groups vie for influence and/or control.

.

r
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6. The traditional Incentives of continuing certification and -salary

tncrements are losing, thrir dominance; neverthvless,, educators still
4. 7

recogriize they need continual- professional development.

7- A growing body of research---1 (see references

Bibliography) indicates that successful staff development progra re

based on the following principles:'

the

a. Educators will 'benefit Mor4 froM programs in whit they

/ choose the goals and plan the activities than from

pre-planned programs.

b. School-based programs will have more 1influence on

educators than programs located on college campuses or

other external sites.

c. The objectives of programs should tye stated as specific

competencies or outcomes.

If programs are to afect student learning and the school

system, .an educator's personar goals/needs and those of

the school should becongruent.

e. By including a variety of experiences rather tharr a single

set of activities, trainers will ccomplish their objectives

more effectively.

f. staff activities related to job assignifien1s are most

effective when adequate time is provided for these

activities within thia daily wqrk schedule.

Using a systematic model of pi-6gram development,

implementation, and evaluation wHI produce effective

programs.

19° 4
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Effective programs are based ön principles of effective

teaching and learning
;

(i.e. needs-based content,

site-ba-ted delivery,- demonstration of

participation in learning, practice

continuous feedback).

I seues.

ski4ls; active-
. .

skills, and

A number of common issues were encountered by each of the four

stases in developing their statewkle plans. The iSsues are presented here

to provide further perspective on She development of statewide plans in

general.

Responsibility

Fixing responsibility for planning and implementin* the plan is the

first issue to be cobsidered. It surfaces as the need for a state plan is

iden.tified and planning begins. An "ef4icient way, to begin is to

yesignate
the resPonsibility f,or the planning process within tile state

education agency 0 with select group representative of the educatipnal

community. The :ultimale success of a statewide plan require the

suplbort of mai'y groups, however. Experiences of . the four states

indicate' that early and full involvement of groups likely to. affect or be

affectea by tiCe plan will ensure the development of an acceptable plan.

Roles

Role appropriate for all individuals, agencies, associations, and

institutions .to be involved should be defined and agreed upon early in

the'planning process to ensure participation and eventual support. The

role of the state education agency in staff development should be-

derived from' its statuafory responsibilities and mission Statement. The

5



state agency stiould facilitate .the conditions necessary tO provide -a

collaborative approach to staff development which effectively addresses

state, regional, local, and individual needs.-by coordiriating the use of

existing and new resources. In. order to have a collaborative System,

the roles of te4cher and administrator' organizations, institutions of

higher education,, and local end intermediate education agencies in the

planning and implementation of a statei'de plan for a f developRent

must be' defined.

9

Focus

Another issue concerns the focus of program content and c141ivery.

Planners will want to consider the scope and variety of existing staff

development programs in order to specify the objectives and delivery

system ,for their program. Question's 'such as the eollowing need to be

answered: Should the plan contain,' mechanisms to satisfy staff 'needs. ,
emerging at the ri:ptiOnal, tae, local, and indiVidual levels? Should the

focus of the planning be on state system where needs identification

arid program delivery are state department of educarbn functionS?

Should the system center primarily on local and regional needs and

.program delivery, with the state department of ecliication offering

facilitative leadership 4ithin its legal responsibilits?

1 he- focuS issue. may riot be resolved ,easily. The policy implications
*of the decision must be considered carefully.

Access
. -

Access refers to the availablility of programs to, intended recipiehts.

Programs should be available to all the educators in the state; however,

the point of accesi may differ. Some programs may originate' locally

while others may be offered statewide; planners will want to .provide

6
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such fle"xibility.- The access- issue is critical, affecting decision's about

needs assessment; program development and deliVery, funding, . and

governance. For- example, the decision to make programs available-to all-

educational personnel requires a system which offers programs at the

local, regional, and statewide levels rather than at a single level.
I.

Funding

Funding and access pre inter-related; the experiences of the'

steering committee indicate that multiple sources of funding Will be

necessary to't support a statewide program. The use of st4e grants,

categorical funds, resources from insti1tutions of higher education, loc+l..

/
school fL ds, and individual tuition payments are to be considered. A5

1
c,itical va iable in this issue is the' relationship between program costs

#
and beikefits received.

Phases and Generic Components of a Statewide
Plan for Imp'roving Student Learning

Through Staff DeVelopment

After considering a context for planning and resolving the issues,

planning for a statewide plan for staff development can begin. The.,,,.NL

eperiences of Michigan, New York, Oregon, and West Virginia led .to

the. identificatiOn of both the phase; and the gener'ic components

.necessary for a comprehensive -plan. A statewide plan should include at

least seven components: governance,

Further,

phases:

needs Asessment, program

outcomes, rewards/incentives, evaluation, and funding.

the planning for a statewide system will move through five

p'rer-planning, planning, construction, implementation, and

continuous renewal. The phases and components will be detailed later.



Thi \section of the prototype has provided a perspective _on

statewide planning for staff development.

how to- form a planning4eam.

The net sectióriwIll cliscuss
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SECTION B: FORMING PLANNING TEAM(S)
1

I ntroduction

Thft cOmposition of a planning team varies from one phase of a state
Ctt

plan to another,: depending upon the nature of the task being

uhdertaken. Also, there is not an exclusive planning -team format which

is appropriate-throughout-the- state-.plan -For- -inpance, a imall group

in a state educatitn agency ,could be the initial planning iiroup. This.

group could be expanded as the plan is moved into its later phases;

however, by contrast, a study commission or task forme, created to
\/

study the idea of a state plan, would not be appropriate through 'all

phases of the plan. Further, a team formed for the purpose of

developing a state plan should be based on parity, collaboration, and a

wide range of representation.

The purpbses of this section are (11 to identify some groups which

should be considered for membership on a planning team(s) and (2)N to

suggest a device for creating Dr modifying a planning team(s) as the

plan i moved from inception to fruition. Figure 1 lists examples of
Al.

grRups to be con,idered and identifies the major phases of a state plan.

Person% wishing to create a planning team may find Figure 1 useful in

determining (1)' who is to be involved, (2) the phase of the plan where

the nvolvement will occur, and (3). the percentage of the total

membership which each group will comprise. The list is not exhaustive

and will-vary from one state to another.

1 For the purpose of discLission in this document, reference is made
to a single planning team. In some situatiops, it may be' preferable to
have -fipue than one plannin.g team in operation simultaneously, or a

succesiifl of planning teams. The guidelines presented are appropriate
for ertheli- sithation.

4
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Figure 1: A aticiti; to Forming Planning Team(s)
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Gu'idellnes for .Forming Planning _Team(s)

It may b dvantage04 to use the following guidelines when

forming a planning _team

I. sure that the, team is representative of the educational

.4f

community. Organizations that Will be affected by ing plan

should be asked to appoint representatives: 41.

,
2. Take care to select persons who are analytical and inClined

toward solving problems.

3. Pay attiaKtion to the political realities by including influenti t

persons on the planning team.

Y4. Specify the tasks of the planning tepm for each' phase of the

state plan.

5 Have the chief state school officer invite, in , writing, the

members of the planning team to serve.

The planning. team has a vital role in determining the sPecifications,

for defining, designing, delivering, and evaluating the staff development

efforts in a state. Therefore, the amount of attention paid to

establishing criteria to be used, in forming die team and specifying its

tasks and objectives will affect the quality of the state pian. Also, the

inevitable give-and-take. over the issues involved in planning for staff

development will be more focused and positive if it occurs within a 9roup

which iS goal-oriented.
4

Once the Jlanning team is formed and has 'begun to function, the

actual develo ment of the statewide plan should begin)orth the team's

initiation of pre-planning activities. The team should continue to

4/11function until the construction phase has been completed.

I.
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SEGT ION C: DEVELOPING A. STATEWIDE PLAN

I nteoduction
-

This section gives detatled InforMation to gtlide: the development of

a statewide plan ,for enhancinb student learning throilgh staff

development. It is organized around five phases of plan development:

pre,planning activries, planning for the plan, construction of the .plan,

infr'.1tk-A7`
:

implementation of the plan and ContinuouS renewal af the plan. -Each of

these five developmental phases is essential' to mnhanting the

effectiveness of staff development efforts.

This section also' identifies the seven generic 'components of a state

plan for staff development: goi/ernance, needs assessment,-' program

delivery;1 outcomes, rewards/incentives, evaluStion, and funding. Each

of these co nents should be viewed in terms of the five developmental

phase, beginning With pre-planning and culminating in any continuous

renewal that may bccur. Figure 2 'shows, in schematic form, the

'interrelationship of the developmental phases and generic components of

state plan. For example, the% component of governance is first

...addressed at the pre-planning and planning phases by studyind the

impetus for plan development; by identifying the assumptions which

the piqn is, based ; and by examining data from students rofessionals,

Alm

the school organization, institutions of higher education, and zcitizeWs.

Governance continues to be a component ih .the 2itruction,
A

implementation, and continuous renewal. phases.

I
Figure 2 atfici, provides a framework for viewing the sequential

nature of plan development, proceeding rrom pre-plan4ing through .the
.

12 re
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continuous renewal phase. each phase implies a tiineframf which will.be

affected by forces both. 'within and beyond the planners' immediate

control. The planners' ability ta encourage positive forces and
_

neutralize negative fi*rces will speed the plan through the sequential

., phases.

While the planning process has !peen characterized at sequential and s

developmental, it is cyclical, also. The insights and learning which
.

occur as the plan is moved through its stages will, be used to 'regenerate

and invigorate the process. Figure 3 shows the cyclical nature of the

process.

Pre-planning Activities

Staff development requires thoughtful 'planning. Care exercised in

the early stages of a plan will be reflected in all subsequent s,tages.

Fhe false starts, dead ends, political traps, and intergroup

disagreements may not be avoided completely,c but they will be miniMized.

This subsection will deal with the activities of the pre-plannLng phase;

its maOr activities and their attendant issues will be identified.

Identify Im'petus /

As a first step, the lannin'g team should identify the impetus -far

the state plan. It may 'be an individual (the chief state school officer or

governor), an organization (the state legislature, teacher association, or

citizen group), or a series of events (the publication ofm school

evaluations)'. It is important to be aware of both the .impetus and the

underlying motivation. Motivation may range from concern for quality

education to personal ambition. Usually, motives are .mixed; the better%

14



Figure 3: Cyclical Nature of the Developmental Phases

15 32(



they are understood, the more likely productive role relationships will be
-(4

established and planning will proceed effetctively.

Specify Assumptions

After it has clarified the impetus for the state plan, the planning

team will want tp identify the assumptions underlying staff development

in its particular state. The assumptions should be written and checked

for clarity ancti validity. The assumptions will indicate the scope as well

as the direction that the %planning should take. For exaMple, if it is

assumed that a plan must be developed via the collaboration of the

various constituent groups to be affected by the plan, ths planning will

have a different scope and direction than if it is assumed that the plan

must be developed almost exclusively by the state department of

education. The planning team should deliberate over the assumptions

and .should specify clearly th,e bases upon which the planning will be

done. Finally, the planning team must agree to*operate on the- bases

identified.

Identify Policy_ Issues and Concerns

As the planning team begins to function, it will have to address

some immediate ,-oncerns. At lst six concerns surface in the

-X-.e-planning phase, and the planners should begin to consider the

alternatives and implications for their state. The concerna are:

1 . Where does the respqnsibility for ,developing a statewide system

for staff devblopment reside specifically?

2. Which agencies, .organizations, and associations are to be

inyolved the statewide staff development system? What is the extent

of their involvement?

16



3. How will the planning actiyities address governance, needs

assessment, prograiirdelivery, outcomes, rewards/incentives, evaluation',

and funding?

4. How should 'an analysis of existing staff develbpThent.activities

be condUcted?

5.' How wjil a recommendation for financin% the plan result from
4

the plening activities?

6. How will the planning activities provide a. proceSs for gaining

approval for the plan?

-The concerns identified in the pre-planning phaSe may develop into

policy issues which will, be examined further in the planning phase.

Alternative courses of action will have t.o be developed, and their

Implications for a particular state will have to be explored .

Initiate Activities

. lluring the pre-planning phase, management and communications

systems should be established . -1 asks must be identified, timelines set ,

products specified , potential participants identified , budgets prepared,

and logistical arrangements completed for planning and developing the

state plan . -The next section outlines the procedures fOr planning for a

state plan .

17



Planning a State Plan

The seven ;generic components of any state plan for staff

development are governance; needs assessment, s program delivery,

outcomes, rewards/incentives, evaluation, and funding. They provide

the framework and direction for the planning 'bf a state plan. By

evaluating the present system for staff development via the seven

generic components and by using . these components as guides in the

steps of the planning phase, planners will' focus quickly on the

information to beTAollected and considered, the issues to be _addressed,

and the goals to be set. Time will be spent collecting aNI-aluating

only the relevant information.

A planning team will want to use the seven cbmponents as its point

of departure at each of the four steps of the Warming phase. The

specific steps are (1) determine the current status of staff development

activities in the state, (2) analyze the information, (3) write assumptions

and goals, and (4) specify the objectives f the plv.

Determine Status of Staff Development

As the first step in actual planning, planners will need accurate

information about staff development. Some of it will be data-based, and

some of it will be based on opinion. What .information to gather, how to

collec)it, and where it may be found are .questions each planner wil))

ask.

In order to describe the status of staff development in a given

state and thereby provIde some direction, planners should collect

information relative to staff development from a variety of sources.

18



Stbdents, educational

education agency,

personnel, school districts/communities, the state

the federal government, institutions of higher

are examples of. sources of info.rmation. Theeducation, and incluist_ry

collection procedures should provide for gathering information about both

currenc Status and the trends emerging in staff development relative

to the groups or institutions :tust mentioned..

Figure 4 is a sample worksheet, which may be useful in collecting

information. The worksheet identifies the general descriptors of .cUrrent

status and emerging trends, the topics to be addressed in gathering the

information, the sources of information, and the method(s) to be used in

obtaining the data. The sample .worksheet is for gathering information

about educational personnel. In addition, separate worksheets have been

prepared for obtaining information about students, school districts, the

state education agency, the federal government, institutions of higher

edutation, and industry. Accompanying each worksheet .is a list of

eissential questions which planners may want to address. A complete set

of wo-rksheets is included in the Appendix.

Analyze the Inforrnation

The Second step in plaiining for, a state plan is to analyze the

information collected in, step one. A possible procedure for examining

the data is presented below:

1. Examine the data from the information sources (students,

educational personn'el, etc. ) singly in terms of the descriptor current

statuS and identify the implications for the seven geheric components of

a state plan (governance,tneeds asSessment, etc.).



.

INFORMATION COLLECTION WORKSHEET:
. ..

EDUCATIONAL PERSONNEL

GENERAL
DESCRIPTOR

TOPICS TO BE
... . . _

ADDRESSED
'SOUkCES,OF
INFORMATION

METHOD OF
COLLECTON.

CURRENT
STATUS

/

1: DEMOGRAPHICS OF
EDUCATIONAL
PERSONNEL
A: CERTIFIcATION

""1"

r..
r

STATE, REGIONAL,
LOCAL RECORDS

. .

. z4

SEARCH
CXISTING
RECORDS

.-

.

.
.

.

"-.1.J,RVEY OR

QUESTIONNAIRE

..-

.-

SURVEY

SURVEY

2

(SAME AS ABOVE)

.

.

.

.

EMERGiNG
TRENDS

,

,
/

.

B. AGE
C. DEGREE

EXPERIENCE

,

E. SALARY CLASSI-
FICATION'

.

2. INVOLVEMENT IN
STAFF-DEVELOPMENT
A. DEGREE OF
B. AREAS OF

, C.C EXTENT. OF
D. INCENTIVES

3. COLLEGE/dRADUATE
COURStWORK

4 PROFESSIONAL
-ASSOCIATIONS

(SAME-AS ABOVE)

,,

.

.

.

,

...

. .

STATE, REGIONAL
LOCAL, INDIVI-
DUAL REOORDS

..

-

C

INDIVIDUALS

ORGANIZATIONAL
POLICY STATE-
MENTS

(SAME AS-ABOVE)

.

Figure 4: A Sample Intormation Collection Worksheet

V
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1

*of the descrirptor emerging trends and identify the implications for the

2.- EXamine the data from the information sources -singly in terms
,

seven generic components of a -state plan.-

3. Examine the ,ciata from the information sources jointly in terms

of the descriptor current- status and identify e implications for the

seven generic components of a state plan.

4. Examine the data from the information sources jointly in _terms__

of the descriptor eMerging trends an* identify the implications for the

even generic components of a state plan.

Eliminate duplicate implications.

6. Combine similar implications.

7. List the. implications under the appropriate geleric component.

After the information has been analyzed, the planners should be

ready to write some assumptions anCi goals based on the information

col "Wted .

Draft Assumptions and Goals

In the third step, -planners will use the information collected and

the implications identified to write the assumptions and goals of the slate

plan: For clarity and completeness, the planners should continue to use

the seven generic components as the centraL reference. The assumptions

and goals should address each of the generic components of a state plan.

Specify the Objectives of the Plan

1-he final step in the' planning phase is to specify the objectives the

planners have identified for each of the 'seven componentp. The result

of the previous step was a list of assumptions and goals which should

now be stated as objectives.

21 38
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1.

4

While goals are broad statements of future conditIons, objectives are

Measurable or precise statements of future conditions. Planners will

want to hive the More precise objectives as the basis for their

developing recommendations about the state plan :

2 For example, an assumption might be that staff development

.artivities should be based on the assessed needs of students and

educational personnel . The goal then is to ,have needs-based staff

development activities. Samples of objectives which might be derived

from this goal are:

needs assesoments will be c6nducted at least every three years.

needs will be identified as- the discrepancy between expected level

of performance and current level of performance.

needs assessments will result in specific training prograM

objectives.

Planners should discuss each component and identify objectiyes

appropriate to it. The final list of objectives should be condensed to

eliminate duplieations.

At thil point, a planning team should have sufficient information

and knowledge about staff deve.lopment to make specific recommendations

about the nature of the statekide plan. Figure 5 shows the ste s of the

planning phase in pictorial forM. It is an outline for a plan ing team to

follow in order to make recommendations for a statewide Ian for staff

devell5ment. The next section of this docOment will detail the areas fOr

which recommendations should be made.

39
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Constructing the State plan

At the completion f5f the planning phase, the assumptions, goals,

and objectives of the state plan will hawe been identified in writing.

Now recommendations for the specific components of the plan are to be

made, and the strategy for the adoption of the plan is to be specified.

--Aey---Ares--of Recommendation

.. The retommendations for' any state plan ihould address the areas of
rlp

igovecpancip, - needs assessment, program deliverY, outcomes ,

rewards/incentives, evaluation, and funding. Any particular state plan

may include other components of special concern in the state. Some

general advioe on making recommendations follows.

GTernance. "'This is the decisiOn-making dimension of the state

plan-. It inclUdes both policy-making and management functions. The

policy-Making fu,nction establishes the limit§ within which the programs

are.managed. The management function is the day-to-day operatiori of a

system and is guided by established policies.

The system of governance specifies the membecship of the

governing bodies; it defines the role and functions of the governing

boards and their memberships; it creates and implements policy; and

finally, it represents the fiscal and social accountability of the plan. A

collaborative governance structure is ihe most appropriate form;

therefore, two major considerations are (1) the process by which

representatives are chosen and (2) their voting rights and strength on

the governing boards.

Regardless of th,e final character of /he governing system, there

are some consider*Ions common to all governance structures,. which are

as follows: 42 24
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The governing board should be representative" a. the persons
A

affected by the state plan, and it might be W ighted. wit/h.

particular categories of educational personnel teAchérs

Or administrators).

The rok,s and functions of board members should be explicitlY

defined.

The power of the board should be defined precisely.

The recommendation for the membership of the Overning

system should be compatible with the assumptions and goals of

the plan.

The cost of establishing and maintaining the governance system

should be estimated.

N"teds assessment. This is /he procedure used to `determine the

objectives for .the individual staff development activities. It is the

method used to glean, from all appropriate sources, the areas of concern

to be addressed in staff developMent programs. Needs assessment is a

process whIcK, results in a product, in this instance a list of training

objectives.

Some considerations common to any needs assessment are the

following:

The purpose and target of the needs assessment plan should

be identified- (e.g. , individuals, institutions, total systems,

classroom, and educational agency).

The input variables and data. sources for the needs assessment

should be 'identified (e.g. , standardized tests; federal, state,

and local' mandates; state and local goals for education; and

the results of educational research)..

25
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The most appropriate analysis of input data should be

selected.

The procedures used in conducti'ng a needs assessment should

be consistent with the purpose, target, and population(s).

The data derived from the identification of needs should

establish the objectives for staff developmerit activities.

The effectiveness of the needs assessment process should be
Vr

reviewed at the local, intermediates and state levels.
A

The limitations of paper-and-pencil questionnaires should, be

considered when determining ways for obtaining Oats.

All needs .identified are not of equal importance so a prioritY

of th'e needs should be established.

Needs assessment procedures should be dynamic and

responsive to changing needs..

Program delivery. The method(s) by which the ,objectives, derived

from the needs assessment, are translated into activities offered to

educational personnel is. the program delivery. It should effectively

transmit the intended skills to participants.

.Delivery of activities may occur at the state, regional, local, or

school-building levels. Some common considerations in developing

program delivery are:

That the form of the program delivery follows the function or

outcome intended.

/kat an existing delivery system" be modifiey to accommodate

the objectives identified through statewide planning.

That the delivery of activities be efficient and cb-ordinated.

26
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That the person dr body _..in control of _program deliver* be

identified and the specifications for offering training be clear

and well publicized.

That steps be taken to ensure that staff development activities

are of high quality.

That the qualifications necessary for persons conduOing the

staff development activities be clearly stated. E*
I?? That an estimaled cost of the delivery system be given.

Outcomes. The resLtrts of activities for all individuals and grouPs

involved in staff de\ielopment should be stated as short, intermediate,

and long rangejgoals or program objectives. Examples of outcomes are

the expectatior for the state plan; the impact of the plan at the local,

intermediate, ond state -levels; the effects of staff developmen1 training

activities delivered to school staff; and the influence of staff

development activities on \atudent learning at all organizational. levelt.

Results to be expected from a state plan for staff development are

(1) increased , ability to identify staff development needs; (2) improved

skills in identifying and developing training. mo dels; (3) increased

coordination in program development, implementation, and evaluatipn; (4)

greater' knowledge of available resources; (5) irriproved access to steff

development programs; (6) enhanced student learning in relation to' short

range, intermediate range, and long range criteria; and (7) increased

confidence in staff development. Specification of outcomes is important

to provide a framework of expectations for participants and to establish

standards for revIewing the state plan at all levels. The following'

considerations should be taken seriously:

1.
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Link outcomes. of staff \ development actMtiss to enhanced

student learning, where appropriate. ,-""-

The, linkage to student learning is acceptable with the

understanding that continual eAperience in staff development

will lead to more sophisticated demonstration that student

learning does in fact result from Staff deyelopment activities.

Acceptable evidence that an outcome has been attained include

successful completion of an activity, satisfactory performance

on a post-activity assesiment, demonstrable change on the job,

or enhanced studel learning.

Rewrds/incentives. Personal benefits which accrue to the

.74.

individuals who participate in and are affected by staff development

activities Must be considered. Traditionally, the rewards for educational

personnel have' been certificate renewal and salary increments. Because

more educational personnel are 'receiving permanent certification and

being paid the maximum on salary scales, it is necessary to recognize

professional -development efforts in new ways. Letters of commendation,

scheduling staff development activities during the school day, time off to

attend professional meetings, and designations asiornaster teacher are

examples of new rewards/incentives. Even thoutil many educators find

that increased job effectiveness is reWard enough for their professional

development efforts, persons shduld be recognized in some waji for those

.!.:efforts.

The variety of rewards is dependent on local conditions, but may

include iMproved school climate, higher quality of work life, intreased

community involvement and support df. sqhools, a more direct involvement

1628



for colleges and universities, and -fulfillment ofstate-education-agency--

leadership roles.

-Evaluation.- It is important to. examine thi pcocesses and products of

the system in order to determine Whether the ,system is df)ting what It is

suppOsed to do and doing it effectively. The assumptions, goals, and

outcomes of the plen are the best guide for developing recommendation

area of evaluation. To permit the plan to be evaluated on criter a_

unrelated to its purposes, goals, 'and outcomes is unfair and

counterproductive.

The recotnmendations for the evaluation phase of the state plan

should outline procedures for addressing the following areas:

The extent to which the state plan has been implemeAted; the,

extent to which its dbmponents are in place and functioning.

The effectiveness of individual staff developmtnt activities.

The effectiveness of local staff develppment efforts.

The effectiveness of the state plan including public reactions

to the plan and the reactions of the profession to it.

The state plan's impact on staff performance and student

learning.

The projected use of evaluation data.

Funding. The costs of a state plan may be covered by a single

source (state tax monies) or by a combirWion of monies (private, state,

federal, and local). Any recommendations for a. state plan should

include a reasonably established estimate of the cost for developing and

implementing the plan. The care taken in projecting the costs can be

taken as evidence bf the sincerity and respolikibility of the planners.
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Some considerations relevant to funding include the following:

The method- of funding current staff development .efforts.

The number of persons to be affected by the activities 'of the

statewide plan.

ReallOcation of existing resources rather than adding new

Costs,

Compilint the Recommendations Intoa Plan
4

The key areas of rpcommendation Must be compiled into a clearly

written document, which will be used during the process of having the

plan adopted. The written recommendations will be enhanced if a' variety

of disseMination strategies and media (e.g., brochures, slide/tape

shows, posters) are developed to inform individuals, who will be affected

by the .plan, about the recommenaations.

Adoption of the State Plan

A well-conceived plan may never be implemented because the

support of key groups Or organizations is not forthcoming. Persons

developing a state plan should design a strategy (1) for introducing the

legislature, tIce public, the profession, the ..-1Ftate superintendent, the

board of regentS, and the state board of education to the plan and (2)

for incorporating the suggestions of these groups into the plan.

Figure 6 represents a strategy for getting the recommended plan

critiqued by the groups most likely to be interested in and influential on

the plan. Two purposes will be served by inviting all interested groups

to react to the plan. First, the critiques of the plan will incline the

planners to strengthen it. Second, since all interested groups will have

an opportunity to be heard prior to the Presentation of the plan in final
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form Ai; groups will more llkely feel som ownership, o( it. It will hot

be possible to develop a plan whith satisfies ll indiVidual

openness .of the strategy suggested in Figure 6 maY be suffi to

ensure the official adoption of the state plan in a form acgeptable to

persohs and groups conce-rhed.

ail

The process suggested for adoption will also facilitate the'

implementation bf the plan--the focus of the next artion.

,.
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Implementing the State Plan

Once a state plan has been adopted, the difficult but rewarding job

of .implementing the plan :begins.. If the plan has been carefull

conceived, its implementation could involve four steps: giving the plan

broad exposure, training the individuals Who will implement the plan,

putting the plan into operation, and evaluating the plan as implemented.

.

OrientatiOn

The initial steP in implementing the state tolan is to publicize it and

to exPlain it to as many persons as possible. The people to be affected

by- the plan should be identified and given an in-depth explanation of

'the plan as described! below.

S Identify, the groups or indix.iduals who heed to become familiar

with the plan.

Develop a clear, concise dekription of the plan 'that includes

the particular, interests and concerns of each audience, A

Multi-media spiftesentation, is desirable in most instances.

Select and train persons who are to provide the orientation.

Schedule orientation Sessions. Con'sider tiMeevening sessions
,

often are better for teachers, board members,. ancKcitizens.

Consider facilitiescomfortable meeting rooms. Consider

locationcomprehens`ive coverage of the state.
Pt

i Announce orientation sessions..

a Conduct orientation sessions

Prepare, report on orientation sessions, answering the following

questions: How many people attended? What was general

mood of group?. What was the thrust of questions2 Hovie coulcl

the presentation be improved?
33

5 2

if

fkA

. -.)

11.



.6

Training People to Implement the Pjfn

Persons who haVe the responsibility for iMplementing, the state pli0

should be thohoughly familiar With its operation!. particularly the decrsiOn

points- and the bases for making the decisions. Alio,: training the

-implementers of the plan dhhances.the probability of its 'being accepted
I,

and effective.- The Steps, for ensuring adequate trainin0 are lisleq

below.

a.

Delineate ther.Objectives of the training, including the generic'

training objectives to be adhieved by all persons inv ved in

the. implementation of the plan; the specific training oh ives

for persons responSible for imktlementation by position (i.e. ,

superintendents, principals, inservice coordinators, advisory
pcounciti).

111
Select the appropriate activities to accomplish the training

,

objectives .

beN7 fzir'ii'h';- the training materials.

$pecifV` the- time, place, and number of Ses.sions.'
-

-ft Select the persons who will do the training
a ,

Develop' an evatuation design to be used to assess the progress

tooard the expetted training outcomes.

Allocate the.funds to 'accomplish the /raining.

Condyct the training

Putting the State Plan in Operation
,

A state plan. for staff develop ment moves toward full oppration as.

the following tasks are completed:

34
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Needs assessments have been done ta identify t

for the aCtivitiei to be offered.

Guidellhes for program activities have been written.

Technical assistance has been identified and is available.

Deliverers of serviCes have been identified.

Sites and times. for activities have been scheduled.

The necessary communication about activities takes place.

Activities are conducted.

Program monitoring occurs.

objectives

While th,is list is not exhaustive, the tasks noted are basic to

implementing a state plan.

In order to provide a systematic approach to the operation of a

plan, the planning matrix in Figure 7 was devised. The essential

factors are identified on the three axes by the terms 4Rident learning,

tasks, and inquiries. These broad terms are further defined by the

specific factors used as labels for the cells of the matrix.

The matrix should .be used in the following manner. First, identify

the people or activity- to be affected by the ,state _plan (or a single

activity of the plan). Then, note in the boxes formed by the

intersections of the tasks d inquiries the why, who, what, etc. of the

task. For example, ppose a state plan is intended to improve a

school's, programs. The focus would be on student learning through

programs; however, educational personnel professionals) and pupils

'become foci, also. A task essential to improving schdol programs is

needs assessment. AnsWering the inquiri,es of why do a needs
1
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assessment, rwho Is to do it, What It will look likd, how it will be

accorrIplished, and where and when it will be done will give guidancein

condmting a needs 'assessment directed at improving, school programs.
3

This is shown in Figure 7a. By answering the inquiries relative to each

of the other tasks, an otitline of the whole operation of the plan will be
tr.

accomplished. Figure 7b shows how this is accomplished for the task of

technical assistance.

Evaluating the State Plan

Evaluation appears in two places in the framework described in this

document. First, .it is identified as a generic component of a-state plan

(pages 13 '& 29). Second, it is included as a part of the implementation

'phase (page 13)7 Evaluation has the unique status of ipeing both a

component and a portion of a phase because it.is a process which must

be planned for; the assumptions, goals, and objectives of evaluation

must be stated clearly. Further, though , as evaluation of the state' plan
,f0

is accompHshed it overlays all the other components b'ecause it includes

an assessment Of how well the objectives of each generic cOmponent have

been realized. This relationship is sh.own in Figure 8.

In this document,' evaluation is defined as a comprehensive analysis

of the implementation and outcomes of the state plan in order to make

informed judgements about the quaHty of the plan in reference to its

purposes (Stufflebeam, et al, 1972 & Chase, 1974.). It is the examination

of the state plan in order to determine (1). the degree to which the plan

is in operation, and (2) the degree to which its goals have been

realized.

A thorough eValuation may be accomplished by examining the vven

components of the state plan in terms of context, processes, and
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outcomes. Context is the geographic, socio-economic Oa political .

conditions under which the plan takes place. Procsses are the series of

actions or operations Oesignated n the plan. Outcomes are the

intentional and incidental results of the -plan. A structure for

accomplishing the examination of the seven components in terms of

context, processes and outcome is detailed in the secti6n immediately

following.

Structuring the evaluation. While an ultimate outcome of staff

development is enhanced student learning, the evaluation of a state plan

sh uld encompass a larger inquiry. A comprehensive e4aluatiOn requires

th a conceptual structure, similar to the- following one, be developed

and used.
,

The evalualion structure lo be described involves a three-way

analysis. The generic components of the state plan (governance, needs

assessmtnt, etc. ) are to be examined in terms ot the general 'ai-eas of

context, processes, and o.utcomes which' are delineated further by

specifications applicable to each component and .general area; the

specifications are: (1) .evaluation questions, (2) measurement techniques

'and . sampling :.procedures, (3) strategies for collecting and iclferpreting

the information, and (4) responsibilities of individuals and groups. The

structure just desct-ibed is shown in Figure 9.

As planners rnOved tkroUgh the planning phase described on pages

18-23; they were to 'identify assumptions, goals, and obj0tives for each

generic component (governance, needs assessment, etc.). When the plan

was adopted, it included a clear statement of objectives for the plan

generallIP and/or for its.specific components. In the evaluation structure
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shown in Figure 9, the components are tcVbe examined relatkie to the

general areas of context, processes, and outcomes. For example, the

objectives of the plan would be anilyzin terms of the context In which

the plan actUally occurred. Also, they would be contrasted to the

processes of the plari:-both actual and intended. And, finally, the

objectives would be examined in relation to both the intentional and

incidentah outcomes. The data colleCted here describe the realities of the-------------------------------------------------
pian general I y,.

The realities of the plan may be detailed by the specifications

(evaluation q estions, measurement technique, etc.) delineated in each of

the general a's Thus, the evaluation structure proposed here acts

like a grid (components & general areas) wit.h."1 a fine filter (the

specifications).

Doing the evaluation An example of the eValuiltion structure just

described will be helpful. A complete sample evaluation of a state plan

will not be presented; however, one component (needs assessment) 9l

be outlined in terms of thePstructure just described.

An assumption of the needs assessment component might be: Staff
C.

development activities are more effective when they are designed to meet

specific needs of participants. A goal derived from this assumption is:

All staff development activities shall be based on the assessed needs of

participants. From this assumption and this goal, the plan identifies the

objective: Each staff development activity will be based on the results

of a needs assessment of participants in the activity. The needs

assessment will have been conducted not more than three years prior to

the activity.

Figure 10 shows just the needs assessment portion of the total

structure shown in Figure 9. The assumption, goal, and objective

41

63



It

64'

\

S.

ASSUMPTION:

GOAL:

Staff developmant.activities are more effectIve:when they
are designed tO Meet specifiC needs of participants.

All staff development activities shall be based on the
assessed needs,-f participants.

,

OLIECTIVE: Each staff deve oproint actIvity will be based on the
results of a snoods assessment of the participants In the
activity. The needs assessment will have been conducted
not more than three years prior to the activity.

S.
.

CONTEXT

Evaluation cipestion:

PROCESSES V

Evaluation Qyestion:

OUTCOME
INTENTIONAL/INCIDENTAL

Evaluation %mstion:

What'politiCal constraints
affected attitudes toward.the
needs assessment?

Measurement Technique $ Sampling

..
.

Were needs asSessments accom-
olished-vie established ,s

prociduros?

,

Meesurement Technique t Semolina

'

What percentage of intended
outcomes can b. traced back
to tfl needs assessment?

Measurement Techni ues't Sa linrrocodures Procedures P7oc.dur.s
interviews
Random Sample

Strategy for Collecting t

On-site evaluation teem
interviews all Program directors
In a school district.

.

Steitogy for Collecting 6

Formai questionnaire of
participant reactions to
activities/random sample.

Strately_for Collectin2 $

TriterpretTil Oomation

Survey instrument/evaluation team.
Personal interviews aro used to
Collect7SWOutline of poirtIcal
constraints. Data are categorized
6y topics emerging In the
interviewi.

Responsibility of individuals

Inirrpreting Information Interpreting TrifOrmstion
.

Collect sample of needs ass4ss-
ments Instruments/oValuation

ReaponsibIlity of Individuals

.

Questionnaire results are used
to nalyze roittiOnship of needs,
objectives, activities, and

.

outcomes.

Responsibility of individualst Groups , t Iroups
",s -Croups

Did person or group responsible
actually do the needs assessment?

.
.

Did perscm or group responsible
for.needa assetement actually

,

faciritate use of guidelines?
.

Do program evaluators yse risults
to Improve needs assessment;and,
ectivrties?

Figure 10: Needs Assessffient Portion of the Evaluation Structure
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identified above lre included in Figure'1Q atong with exarnples 'of -the

specifIcations to be addressed in., thlit ireis of context, peocessei, and

,f outcomes. In doing an ,evaluation, -ritt?*ttfrprte evaluation question will

be identified for each kgenerio corep6peilt: 1- he sample.does portray the

thoroughness of an evaluation, however.
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plan for staff development should be updated and'iniproyed
,_.

continuously ai shoWn. in Figurer. 2. The cyclical nature of the plan

1

.;-;

,,

Continuous Ran al of the Stat Plan

r

(Figure a) calls for a provision that new information.and knowledge be.

incorporated into the plan. Thus, planners will want to establish what

has and has not occurred by carefully studying information collected

during the evaluation .process. The primary purpose of the continuous

renewal phase is to obtain information that lan be Used for ithprOving

the state plan. The results of the cOntinublis renewal should be positive;

the state plan should be re-disigned to eliminate weaknesses and

incorporate new insights and knowledge about staff development

Basic Considerations .

The purpose of continuqiis renewal is to get a new or better

perspective on the state plan . I t is the time to studY the data colleCted

duringi the ev.aluatiln phase and systematically review the state plan°,
Some of the concerns that should be attended to in this. process include

the. following :

1 . Are the assumptivs of the state plan Still valid? What -

evidence ar their validity exists? Do the assuhlptions have to be

modified? A

2. Have the goals of the state r...9n been realized? What evidence

exists to support the r'ealization of the goals?

3. Given the assumptions and goals of the plan and the realities

of itt implementation, how effective was each component of the state

plan?

44
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A Strategyfor Continyous -Renewal- of- the State Plan

In rethinking the state plan, planners 'will want to do an analysis

which involves three stages.- First, information will bave to. be collected

about; (1) the state plan, (2) new realities which must be considered,

and (3) hunches which planners may have. Second, the state plan will

have to be examined in Hght of the information collectli. The last stage

_includes(1)_drawing conclusions from the _data, and_ (2): restructuring

thootate plan in accordance with tioe conclusions.

The information collection staqe Information about the three general

areas identified above (the state plan, new realities, and hunches)

should be collected. Much of the data relative to the state "14:ilan will

have been collected as part of the evaluation stage. The data will be

both objective and informal . In order to ensure a broad base of

reactions to the plan , the planners should undertake a series of steps

miliar to those in the adoption phase. The public, the legisfature the

state board of education, professional educational organizations, and

higher education should aH have an opportunity to express their opinions

regarding the processes and products of the .plan.

The new realities to be considered include recent local, state,' or

federal mandates for education e resukts of educational research, new

technologies, and budgets.

be brainstormed by.

A last area

operation, what huh d the planners have about it? A list of the

hunches may be sufficient.

The, examination stage. When the information from the data

,realities and their' implications can

. Now that the plan has been in

collection, the new realities, and the hunches has been gathered and

organized, look at the major components:Of the state plan in light of t
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information a d reach conclusions about how to modify the state plan..

Figure 11 depicts one way to analyze a state hian, in terms of the

information: 'collected. Please 'note that the assumptions and goals ofra

state plan are both- criteria for evaluating, ths other lements of the plan

and' areat to be' evaluated in terMs of data ,,new realities, and hunches:

The restructuring stage. F.rom the general strategy given In Figure

1i, planners Lttey devise individual checksheets for each component of

thefl state plan than is to be evaluated. For instance, the assumptions

and goals of the state 'plan could be listed on a sheet of paper and

evaluated in light of data new realities, and hunches. The pertinent

data, new reality, or hunch would be noted in a second column, and the

action/cOnclusion/could be stated briefly i,n a final column. By following

a similar .procedure for glach cOmponent, pia ners would have a

comprehensive description of the state plan and some clear directions for

change if, modifications are indicated.

By accomplishing the renewal of a tate plan, planners will have

moved full circle as shown in Figure 3 on page 15. They will be ready

to plan, construct, and implement a state plan which incorporates the

modifications identified in the renewal process. Their second experience

with the whole process -should be more relaxed and undertaken with

considerable, less anxiety than their initial experience in planning

statewide staff development.

To conelude this document, a brief afterword follows. It includes

(1) a reiteration of the purpose of the document, (2) some suggestions

on next steps, and (3) a note from. the authors.
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About This 'Document

!ti

AFTERWORD

Th Four State Project steering committee drew upon its collective

experiences and expertise to develdp this document which describes ai

framwork for planning statewide staff develoPment. Primarily it is

intended for us. by, state department bf education personnel. However,

it may be of interest to any individual or group concerned with

providing staff development activities to educational personnel.

This framework provides a starting4% point for states wanting to

begin planning for staff development. It identifies a proceas for an

informed and systematic approach to the planning of statewide staff

development. Further, by giving a direction for planning, It may

stimulate readers to develop variations more appropriate for the

circumstances lA their statcr

Further, the document is concise. The generic components and

phases of a statewide plan are identified and their interrelationships are

presented in a format which is not un*ieldy.

Finally, the framework presented this document° will lessen the

anxiety of planners and Participants Planners will obe less anxious

because the complex and elusive process of statewide planning for staff

development has been conceptualized in manageable units components,

processes, and outcoritus. Pareicipents will have lower anxiety about the

state plan for staff development betause provision will be made to le
address their, needs within a system which specifies the parity of

participants in designing and implementing the plan.
f.
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At. least three matters, related to. this document may need to be

addressed lr the near future. First, the framework described in this

document should be tested in some states and strengthened on 4, basis
4

of the data collected.

Second, tile professional development of personnel from state

education agencies, colleges and universities, and professional

organizations needs additional attention. The emphasis on staff

development activities for school employees leaves a large segment of the

educational community untouched by systematic planning for professional

growth. The articulation of the professional development of educational

personnel nationwide should be accomplished through the cooperative

efforts of the Council of Chief State -School Officers, professional

organizations (AFT, NEA, AASA, NCSIE, AACTE, ATE for instance) and

the federal government.
,

Lastly, staff developinent should be ed within the larger

context of school improvement plans. Staff, u riculum, school climate,

and community interrelate to form a complex system which may impact on

student learning in positive and negati,ve ways. Nothing stiort of a

wholistic approach to the system will effectively accomplish the goal of

delivering quality education to our school children.

A Brief Note from the Authors

Staff development is intended to improve the quality of education

offered in our schools. I.t is a erious, exciting, care-filled activity.

We have developed this guide to planning statewide staff development

with te hope that the programs which result will enrich the lives of

school pupils. Because it is a guide, you are urged to adapt it to the
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needs- of your state. Please_ modify_ it_ as needed and mold It through

your own creativity so that it is useful to you..

You are reMinded that the model_ does not describe_a_ system to_be

imposed by a state department of education. Instead, it 'identifies the

major phases and generic components of any effort to deliver staff

development activities throughout' a state. A statewide plan,

profession-wide support system, a systematic program, a state plan--all

these terms describe similar sets of events which leact to comparable

outcomes--the provision of activities designed to expand the job-related

eapacities of educational personnel within a state.

By expanding the capacities of educational personnel for working

effectively with children, individual educators, a locil school district,

and -the state can meet their responsibilities for educating our youth. .

By being both a teacher and a learner simultaneously, individual

educators will evidence their respect for their profession and their

pupils; and they will be living proof that education is a continual

process and extends across one's lifetime.

The Four State Project steering committee hopes that this document

will be useful to you. Please feel, free t6 contact any of the commKtee

members with any questions or concerns you may have about this

docuMent.

4



Note:

SELECTED BIBLIOGRAPHY

To assist the reader, the bibliographic items are arranged In
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A PENDIX; INFORMATION COLLECTION WORKSHEETS AND QUESTIONS

(
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Information Collection Worksheet: STUDENTS
,

Genral
Descriptors

, ToPics toil)*
T Addressed

:,--

Sources of
Information

ethoil of
Collection

Current
Statt;tts

1. Achievement

2. Demographic

.4

1. Achievement

2. Demographic

.

National
State
District

Nation-al-------Avallable
State
District

National
State
District

National
State '
District

Aya liable data

.

-data
Questionnaire .

Available data
Literature search,

Available data
Literature search

.
-...

Emerging
Trends

.

Pertinent questions: STUDENTS

1. Is student achievement below the state norm in a significant number a

of school districts? Can such school districts be categorized in any

way?

2.. 'On a statewide basis, is student achievement improving?

3. Have there b'een significant population .shifts in recent years?
mit

4. Is there a disproportionate percentage of one or \more ethnic groups

which would require alternative instruction?

5. In light of the data collected on student achievement and

demographics, what will the district pupil population be like in five

years? In ten years?

6. WI-Tat implications do the projections have for staf 4aining? Should

anything be initiated now?
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Information Collection

. . .

Worksheet: EDUCATIONAL PERSONNEL ,

...

General
Descriptors

Topics to* be
,

Addressed
Sources of
.Infformation

N

-Mettkod ilf../ -

'Collection
_ ....-..

Current
Status

.

,

l*D(emographics
of. Educational
Personnel J

a .---Certification-----
b. ,Age
C. Degree
d. Experience
e. Salary

Classification

2, Involvement in
Staff Development
a. degree of
b. areas of
c. extent of
d. iincentives

3. Collecie/Graduate
Coursework

.

4. Professional
Associations -

.

!

(same as above)
p

,

,

State,
regional,
local

.

Search existing
. records

-

Survey or
Questionnaire

,
. .

Survey
.

.

Survey
.

,

,

.

.

,

.

,

.

iv

.

.

Emerging
"frends

records__

State, regional
local, and

'individual
records

.

.

Individuels

).

Organizational,
Policy

' Sta.tentents

,
.

Pertinent Questions: h
EDUCATIONAL PERSONN4

_

1. Has the total number of professionhl ,persOnnel 'irr the state been

declining?

2. Has the number of permanently certified pe sonnel increased or.

stabilized?

3. Has the numbe'r of professional personnel in differing a e brackets

increased, .decreased, or remai-ned Unchanged?
t,

Are professional p.ersonpel -advan.c-ing their level of formal

.education?
57 ,



5. Is there significant level of tebcher invOlvement In the

devblopment, implementation, and evaluation of inservice 4r9grame

at the district level? At the state level?.

Has the level of teacher involvement in Inservice efkucation

undergonetsighificant changes?

7. What is' the level of personnel involvement in-all forms at continuing
'yt

education?

What percentage of professional pertonnel otlave union or

organizational membership?

9., Is uhion membership on the rise or decline?

10. Is high union membership related to active involvement in inservice

management?

11. 4re professional opers*nel receiving salary increments for district

sPonsored inservice attendance?

12.' What percentage of professional personnel are at theillOth,. 25th,

50th1 75th, 'and 90th percentile of a statewide salary schedule?

13. How much. is being spent to reimburse personnel for credit-bearing

colleae or university courses?

14. In libht of enrollment projections, 'how will t e staters/district's

Stiffin' pattirn change in five years.? 1n ten. yeaPs? Where will
.i
. .th,e changes be most marked? .

15 What specific respohsibility does the state have for assuring a
,

quality educational prograrN?

16. polieY" beim established about retraining oib educational
.)

personnel in ia 'diminishing job -market?

HOW. will ;the presenebtehiire law impact on a decreasing -need for
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Information Collection Worksheet: DISTRICTS/COMMUNITIES .

General
Descriptors

.

Topics to be
Addressed

,S6urces of
Information

.

Method of
Collection _

,

1. Income &
ExiSenditures

State
Region
Districts

State

Districts
. ..

.....------,

I

.

Census

Districts,
.

Districts
Institutions
involvement

1-----"

State
Region

St e
stricts s

ttate
Districts .

Census
(State/
Federal)

State
Districts ,

_.

(

.

Available data
Survey
District, record
analysis

Available data
Districts-Th

.

Survey
.

.

AI

...,-----
,

.

Available data

Survey of
states and
regions

Survey,
Survey
of higher
education ii
Available data 1
Survey 6f, .

districts. . .

,

Available-data
- 8Survey

Available data,
Survey

\Available data

.

A vailable de-a
Available data

... .

.

.

,

.

. ,

Current
'Status

'.

,

,

,

.

..
a

Emerging
Trends

,

- .
,

.
,

.

.

a. total
b. for inservice.

2-. Achievement

3. Inservice Activity
a. \ program type
b. number of

programs
c. personnel

involed
d.. incentives
,e. policy ,

'f. plans

4. Population

5. Sc, liool
Management

,,
6. Institutions of

Higher Elication
,

.

.

7. Staff

.

1. State funding

2. Income & ,

Expenditures
, .

3. Population
.

.

.

4: Ac. evient

..
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Pertinent Q4estions : DI ST R I CTS/COMMU Ni T I ES

1. ,Do school "districts in the state expend enough funds for inssf:Vie. *

6

educati Is this trend creasing?

2. What was the statewide ratio of funsts expended to number of

professionals? How does Ihe state- ratio match various regions or

districts?

3. Is a significant portion of funds expended used to reimburse
... ,

professionals for credit-bearing courses taken through institutions
.-

., * ,

of higher education?
. .4 ,

Is a signiticant portion of funds expended for inservice activities
. 1 ,

,
used for supporting services rather than program delivery? $

,

5. Are districtis with low inservice activity lev'el also districts Of low-

Student achieVement?

6. Is there high propaion. of inservice programs that respond to

job-'related needs'?

7. Are inservice program offerings based on systemattc needs

assessment?

8. Do teachers participate in inservice planning and evaluation?

9. Do districts hove Itated inservice policies or plans? How can theSe

plans be c assified? Are mOst of them clear, reasonable, and

comprehensi

14). Have dis;rict &taffs stabilized?

11.\ Is the management of inser,ir ce programs- representative of the totil

scbool staffs?

12. Dci institutions of higher cation have a significaut role in

inservice planning, implementatiort or taluation? What is their
t '. .40

N

role? What should .the rote be? .
..... t

, 84'
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13. eWhat types of services are ii)stitutions of/ higher 'education 'being

asked to deliver?
-

14. What are dis ricts' perceptions of , higher education s .involvement in

inservice eC1 cation?

15. Has there been a significant change., in e',.aicf to schools?

16.. Have there been signiewnt shifts in popu tion concentrations in

the state?

17. Have 'there recently been: signiflcant shiftS in school , disthct

boundAries which will affect instructional. plenning?

18. Have there been recent altet'ations in district curriculums?

19. Do district a d objectives rjn cOunt'er to personnel goals and

1

objectives?

20. In what way would the .various management procedures and behavior
1

affect the creation or immenthtion of a good set of Inservioi
4,

activities?

_
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Information Collection Wotkshee0
ir

4
.

STATE * r

lee

General
Descriptors

1

; it:
EtTopics to be ,-,,

Addressed

a

.. r.ources of
Information

Method of
Collection

.

Current
Stlitus ,

1. Aid to
districts

,

State
Education

__Agency

State
Education
Agency
Staff

.

State
Education

,

. 'Agency
, -

State ,,.,

Education
Agency. ' '

.

State
Educstion
'Agency

#

Slete
Education
Agency

AvailabIll data)

1i,-
.

.

Emerging
Trends

,

.
.

t

-...
i

.

'2."' Perceptions
of Inservi4 ,

.

,
.

.

3. Inservite
. delivery

.
1.: Aid to districts:::

2. Inservice delivery.

3. Cqrriculum ,
l,, a. State
,... 'b. Local

.

Interviews
Questionnaire
xlsting data

Interviews
Questionnaire -
Review of ,bureaus'
reports'

Aveilatiie tiata
Review of mission
statements ...

RevieW of
: mission

:Statements

Survey .

.
!

Pertinent Questions: STATE

1 . Is state aid to districts sufficient to support , systematit inservic.e?

2. I s there stro

agencies?

port of inservice among leaders in state

3"... What is the present and planned commitment to inservice by Various
1 a

bureaus of the state education. agency'?

4. What portion of state monies are presently use'd for inservice

.
activities by ttie local distrikts?

62
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4.

What portion of bureau budgets are allgtted fOr Inservice delivery

to_ locaf_ districtsy.

Has the state educition agency recently 'shifted the emphasis of the

state curriculum?

How can assurances be made that state concerns for cost

ctivehess numbers\ to be involved, provam, management goals,
.110 .

1
ersonnel involvement will be addressed?

a

r'4>

')

63 g7...
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l'nformation Collection Worksheet:
. __

.

FEDERAL

General -r

Descriptors
, Topics to be .

--Addressed .

Sources of
Informatior;

Method of
Collction

A 0

V

N
Current
Status

1. Mandated
programs which

U. S. Office
of Education

Avallablt data
Legislation

'include intervice State Educe-
tion AgenCy.:

Interviews

. 2. 'Categorical U.S. Offiq. Legislation

.

, 'programs
Speci Education
"Bili ual

of Education
State Educe-
tion Agency

analysis
.

,

EdUc'tion"
"Right to Read"
Title I I

. . Title IV & V U. S.'Office
of Education

Legislation
analysis'

4: . T acher Corps U. S. Office
of Education

LegislatioR
analysis

5. t
Te cher Centers U. S. Offdce Legislation

.
.

of Educatron analysis
-,-. JP

%Emerging 1. Changes in fun 'n9 Congressional Legislation
Trends of existing pro ms Record analysis

. New programs U. S. Office Isegislation
.

.

.
.

of Education analysis

pertintatguestions: cFEDERAL

1. Are' there mandated federal programs that require use and

knowledge of skills. by -the professional staff for which they have

not,received training?

Do professional staff perceive a gap in their, training as top what is
0

required of them as a r-sult of a federal mandate?

88
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'Are there categorical programs funded by the federal government

which would support inservice education?

4. What impact will ESEA Titles IV & V have Upon federa7s-3pport of

inservice education?

5. How will the Teacher Corps emphasis on inservice education affect

.higher education's delivery of services in the state?

6. If the state has at least one federally supported teacher center, will

knowledge of its operation greatly enhance a positivie attitude, in
Mir

other professionals in the state?

7. Are new federal emphases anticipated which will alp in the

development of insery.ke planning in the state?

f

65 89
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Information Collection Worksheet:
. . .I.NSTIT.UT IONS . Of HIGH'ER . EgUCAT ION_ .(IHE)

General
Descriptors

Topics to be
Addressed

Sources of
Information

Method of
Collection,

,

Current
Status

1.
1Inservice activity

f,,
,,,,.

.2yr, 4 yr,
and g rad
centers

Available data

*

e

,

/

,

...e

I

4.

Emerging
Trends

,

c

-

,

,:r,

2.

3.

4.

5%

6,:-

,,,;.
7.

..

1.

2.

3.

4.

Number of IHE
inveVed in
inservice

,

Areas o ,ti1HE
involvement

Progrims off(tAcIN

"Flexibility in
c4fering inservice

Staffing inservice,'
,

Funding for
inser\>ice ,(full
time equivalent)

Er4ollniert in
inservice

Areas of e,xp,ertise

Inservjte activity

:
kundin4`4ors'
inservice (full
time equivalent)

Staffing inservice

Enrollment in "
inservice

.

School
distria
Schoofr
distric:

I

Sch.,
districts

IHE
1

IH

iHE

IHE

IHE
.

,

IHE

IHE
School
dist,ricts

. I HE . .

I HE

IHE
-

-.7Survey

Available data .

Survey- .

i Survey
.

Survey

Survey-

Survey

Surv
Available data

Survey

Survey
.

Available data
Survey .

Available data

, .

Survey

Survey
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Pertinent Questions: INSTITUTIONS OF HIGHER EDUCATION SIHE)

1.
_Do INES .cielivdr portlon of inservice programs? Are there

specific institutions 'that provide more, than others? If so, where

are they'? Why?

2. Do IHEs desire a more active role in inservice development at the

local le+el?

3. In What aspects of inservice education are the thEs most involved?

4. Are IHE inservice programs addressing district goals and

Objectryes?

5. Are IHE inservice programs based on a systematic needs assessment

at the local level?

6. Can IttE inservice programs be designed and delivered within a

relatively short period of timd Om the date of request?

Do "IHEs allOcate a significant portion of resources for inservice

development and delivery?-'

I HE st..ff given sufficient time, resources, and incentive to

participate in inservice development and delivery?

9. Do IHE faculties have sufficient expertise in meeting local needs?

10. Areenrollments dropping in graduate and undergraduate programs

of teacher education?

1.. How ,and where, are IHEs and districts cLosely working with each

other?

12. What role will IHEs be able to play in five years? ,In ten years?

What shOuld the IHE role be?
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t ' Information Source Worksheet: Industry .--

.

General
Deacriptors

,

Topics to be
Addressed .

Sources of
Information

Method of ,

Collection ..

Current
Status

4

1, Gross Income &
expenditures for
inservici

Major and
Minor
I,. industrial.,
b. manufacturiN
c. tá.rvice.

organizeition
d. wholesale and

retails

Major and
Minor
a. industrial
b. manufacturing
c, service

organization
d. wholesale and

retail

.,

.

.

Major and
Minor
a. industrial
b.. 'manufacturing
c. service

organization
d. wholesale and

retail

.

Interview
.

Annual reports

.

t

,

.

,

Emerging
Trends

.

LI

.

2. Inservice Activity:
a. objectives
b. types of

programs
c. nu9iber of

: programs
d. incentives
6. policy<
V. plans & planning
g. delivery

mechanism
h. method of
' evaluation",

i. feedback
,

mechanism ,
j. 9opulation

served at

1. Funding
,

.4

. .
.

.,.....

-,
2. Innovations

.
.

..

Interview.
Annual reports a
Program plans

,

.

,

.

.

Interview
Annual reports
Program plans

.
.

.

.

A
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Pertinent Questions: INDUSTRY

1. Do industry and small büsiness eXpend --SiDnifiCant fUnds for

inservice"--edtQation? What other types of support are provided

(i.e., use of equipment, facilities, servites)?

2 Are anservice activities designed to address job-relatecflor persotSal
.

needs?

3: Are inservice activities offered during regular working hours?
tA,C

4. What are the typical rewards for personnel particIpating in inservice

activities?

5 What organization(s) delivers the inservice aCtiVities?

6. Are the participants involved in 'planning._ f!he.. inser\rice activities?

7. Is inservice evaluation tied, in any way, to job performance or

increased productivity?,

I.

69 ,93
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