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Somewhere in the thrgé years between 1966 and-1969 I had also
1earne§ not to depend on universities to do more than train faculty
in content areas. So, in the summer of 1969, I moved from an
orientation program of two-days to a pre-service program of seven
weeks in order to prepare the charter fapuigy of a new college for
teaching in a community college. In the one;half'of each day devoted
to this were sessions on the history and philosophy of the community
college, characteristics of community college students, the writing
of instructional objectives, and test-item construction. AltHOugh
admittedly a poor first effort, it was still better than nothing
and our new faculty ate it up! '

My evolution took another great step at the end of the first
year. Realizing the need for day-to-day assistance to our faéulty
and acknowledging that neither the division heads or myself had the
time or the train;pg to provide this assistance, I wrote a des—
cription for what I called an Educational Development Officer, who
was to be responsible for pre-service and in-service tfaining of
faculty. With his help, T was able, during tke 1970-71 school year,
to initiate an in-service program for existing faculty. This was
followed in the fall of 1971 by a specially designed progfa& for
adjunct faculty and, soon afterwards, a beginning effort toward
a management training program for our administrative staff and
some sessions for our non-instructional étaff. Shortly after that,
in 1972, I left the cullege to join the staff of the Community
College Division of The National Laboratory for Higher Education
which was attempting to develop materials and conduct training for

both faculty and educational development officerrs.
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At|thi§ point it might be useful to summarize some of the
reasons why colleges all ovgr'the country are now beginning to be
interested in staff dgvelopment or to explain why it was not until
the early 1970's that we realized the importance of staff develop-
ment. I will discuss the reasons in terms of why all staff in a
community college can benefit from staff development activities
then focus on reasons specific ﬁo faculty and managers.

All Staff

- Due to a lack of preprofessional and preservice progréms,
or the inadequacies of existing programs, most staff members
were not initially prepared to work in the community college.

- Few community colleges have developed valid inservice or |
pre~service programs. Thus little has been done to correct
the initial lack of staff preparation.

- The need for increased effectivgness and efficiency due to
competition for limited fax dollars and growing public demands
for accountability.v

- Aldeciine in the birth rate and the trend towards decreasing
enréllments has led to a "steady-state'" environment character-
ized by low staff turnover and the subsequent recognition that
needed changes would come about through the efforts of present
staff rather than through employmeni of new persons.

- Acknowledgment that the future succeus of the community
college depends upon the ability of its staff to adapt to

a constantly changing environment. -




Faculty
- The development of a technology of)instruction, including
both hardware and software, has accelerated tremendously.

In the last decade alone there had been an emergence of

"systems,'" P.S.I., audio-tutorial, cognitive mapping, human

_potential training, tape cassettes, video cassetes, and now
video discs. Most féculty are unaware of these developments
and their potential for improved instruction.

- Faculty are aware of their inability to cope with needs of
the increasing percentages of "high risk'" students now en-
\;olling in éommunity colleges.

- A redefinition of the student clientele of the community
college as being other than the 18-21 year old, and a trend
toward taking the college to the student-—&nto stores, into
prisons, into factories -- is redefining the fole of faculty.

Managers |

- Few community college managers are even vaguely familiar with
the "'science' of management that is slowly evolving.

- Having recognized that change is imperative, managers realize
ﬁﬁé>néed to become skilled in planning, implementing and

* evaluating change.

- The increasing impact of court decisions, collective bargaining

e and state and federal regulations on institutional governance

requires managers who understood their implications and can

develop strategiés to éope with them.

10




- Turnover in management positions at the mic-management levels
is relatively high. Since most replacements are hired from
within the institution from faculty positions there is a
continuing need to.train them in essential management skills.

In addition there are.é number of other factors which are ante-

cedents to the stéff development move. 1In a Presentation like this
I would be remiss if I failed to acknowledge a few of the more sig-
nificant factors such as:

1. The Educational Professional Developmént Act (or EPDA)
which made available small grants (in the $15,000 - $60.000
range) for faculty development activities. True to form,
program followed the money and soon hundreds of colleges
were writing proposals for faculty development. This was
followed by Title III, a story I'm sure you are familiar
with. _ |

2. The efforts of John Roueche and his colleagues at the
Regional Educational Laboratory for the Carolinas and
Virginia. 1In slightly over four years, thousands of
faculty were exposed to the writing of instructional
objectives, criterion referenced evluation, mastery
learning and individualized instruction.

3. An improved communication system within the junior
college world. By 1976 there were six different journals
devoted to the community college which have facilitated

much more rapid transmission of ideas.

11
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4. The availability of ”flowers” (colleges) of innovation
and '"bees" (consultants) to distribute the pollen of ideas

~ from one college to another. .
THE PRESENT

At this time I would like to turn to an examination of the
present state of staff development in the comnunity college. In
discussing the present status of staff development I want to focus
on the following:

numbers

Oorganizational patterns

instituti?nal provisions for staff development

some persistent problems which hinder effectiveness
essential elements for success

Numbers -

The current popularity of staff development is exempiified by
the 700 persons who currently hold membership in NCSPOD, the more
than 100 institutions which I have identified as having an organized
staff development program, the eight state organizations which now
exist and the recent attendance at four regional NCSPOD workshops.

Organizational ‘patterns

While no single pattern of organization for staff development
has thus emerged, several models do appear quite frequently. The
first of these, the line manager approach, is, in most instances
1ittle better éhan nothing. - Administrators tend to busy themselves

with EhoSe things with deadlines attached to them while staff develop-

ment is neglected.

12
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. - . -mmmmmmmMmWWMmmmmm
A pattern which I've encountered nunerous tines is the committee

| adninistrative, or instructional development activities
amMWMMmMWmMmmM&MMmMa

- Released tine during the school year for faculty
Comunity College, this approach does not appear to yield significant

- Short term leaves (with and without pay)
results due primarily to the luck of fixed responsibility, ‘

- Sabbaticals (including adninistrators)
A munber of colleges chose to select an adninistrator and give

‘ - Tuition pament for graduste work
hin/her the job on a part-tine basis. fhen he/she is smart enough

- hvarding credit tovard promotion based on participation in
o get thenselves an advisory comittee, this model can work quite

staff developnent activities

well as evidenced by its success Yauspaii Community College in

- Providing & copyright poliey that encourages developnent of
Prescott, Arizona,

imovative approaches to problens both in and out of the
A few colleges (nostly with FIE in excess of 5,000) have

: classroon
appointed a full-time staff person for staff developnent. Westark

- Sponsoring on-campus seminars and workshops for staff
Community College in Arkansas and Lansing Community College in

- On-campus university courses for staff
Michigan are showing that this is a vorkable model -- especially when

‘ - Exchange prograns
an advisory comnittee is appointed to assist the coordinator,

= Provision of & professions] developnent collection within
Meﬁmlm@lmRths%nmﬂMgRWMtImHtm

‘ the college's library
industrial model, so naned because it most resembles the pattern of

- Providing support persomnel, equipnent, and supplies needed
smMMMmm&MmMﬁmeHMM

to facilitate staff efforts (nedia production, computer
Junior College in Jacksonville which has a professional staff of

) assistance, and so on)
five people and several support staff, ‘

. . - Enployment of a full-tine person to facilitate the staff
Institutional provisions for Staff Development

. o development effort
There are a variety of ways in which colleges are providing

| - Carefully planned preservice prograns for new staff
-+ for staff development. 4 Listing of those that I have encountered

- - An appraisal program based on developnental rather than
ollows:

judgmental concerns
= Travel funds to attend professional meetings, workshops or

visit other colleges




)

Tersistat okl -MWMp%meMJmmemmmm

MMMWHWMMmMmmth bl W i

ﬂmMmmmmﬁmmmMmmmmmL%

% 1 mmmmmmmmmmm¢mm

-MWMMMMmmmm mmmnmmummmmmMMMMm@

mmwmmmmmme Al

TmemmWMMMMmmeMMe MMWMMM&NMMWMMMW

tWMWMMhmmMMmmmm ‘ﬁWMWMmWWWWWmWM

MWMMMM£MEWMM

7 f e hm%ﬂ@deWﬁMwmm

dMMMmmMmMWMMMWmm WMMMHMMWMMMthm

e .
m%MMWmMWMWMMMWMMM mmﬂwaﬂwwmmmm

MWMWmmmmmmemmmmn @%ﬂ@ﬁ@@@

mmmwmmmmmmmmmmm MMWMMWWMWMMMWM

ammmmmmmmmmmmmmmmm

stdmﬁmmWMmemMHMWMNmumﬂ

nmm%MHmmmmwmmMmm&mMWMd tMHmmmwMMMmammmHMHMMMt

mmmmMmmmmmﬁ‘ Mg e 0 1y emees s

-mmmmwmmnmmwm

st il @%mmmmmmmmmmmmﬁf

MHMQMMUmmWMMgaﬁﬁmmmm tef et £ st et e gl 1

|

pwmmmmmmmmmmMMm Pl hmMWMMﬁ

aanmmmmmemmmmﬁ MWWWWM%MWM%MMMW

WWWMMMMMMMMMMM tmmmmmmmmwwwmm

series of actiities, tontent of the poogean, T e gt MHOMM

NMWMMMMWMWMMMH

il MMMMmmmMmMmmmm%

dmwmmﬁﬂﬂd%%mmmmm

SRt S0 e v setic et i s g

ISt anther

b

mmmmmmmMmmwmmmm

L.“

mMMMMm

Gvelont effrt ol affot oth gt
tutionel el and roblns, e
mmmnm1mWMMHMMM

mmmmMmmMMmMmem

individul priorities,

An ongantzation] o)y 2t condeive o stef deelonnt

@@@"HMMmhmmmmfgtmg
e firt ollotve ot e, S ther b oy 4
mmMMMmmmmmmmmﬁf
chmmMMmMmmmwbm
mepMMMMM¢meMMMm

mmmmwmmmmmmmme

jmhMMmmwMWmmmmm

pegea,

W@MMMWMWWMMMMM

mmmmmmemmmmmmmg

MMMWHMMMMWM"MM
mHmmMumwmmmmmmt
mMMmMMm&mMmmmmt
FROBTED 0 sueeet, 1 st heve the spprt of e eini

tration, and, through then, the boar,



mmemWWMfmmm Mo is

mmmhmmmmmmMuMMMamumb
mMm@mWMWMM%Ma
demmMWMMJmmwmm,

then die,

IWWnHmmmumm%mmmm

mmmmmummm@mmmmm

‘mHMHMMHMHmmmHWWWMMﬁMB

mmmmmmmmmmmmmmm‘

fesimal and perso) Lives,

MmemmmMMmmmmMm

mmmmmmnwmmmwmmm
MWMWMWMWWMMMMMMM
mmmmmMmmMWMmMMm
NMHmemMmHMMm
MWﬂMMMMMMMQMMWﬁ
eretbiLity i the epes of e st

@wmmmmemmmmmmm

needs of the ste HMMMyMMWM
mMM%meMmmmmmm

vt te e an effort 3t will e by ol ey
ﬁMWWMmMW%M@Wm@Mmm
st te st ttien. s & conllay t ts, T g
mmmmmwmmmmmmmma
mﬁmmMWMMM%mmeM

MMMMMMWMWMWMWmmy

MMMMMMWMMWSMM

M%MMMMWMMMmmmM
GMWMMMMMmMmmmmM
Brous. - progra st e ity et o gl
for grow & vel a5 e dfFmemss,
M%MWWMM“MWMMMMW%
mmmmummmmmwmmmW

gt the st Careflly plamed romtion of e

MMMMWMMMMMMMWMM

,MMMMMMMMmMMMMMMM

Hquss,

MmMmMmMmemeMmh

CmMMWmMWmemMMmm
mMmmmmmmmmmmmmum
MMMWWMMMWMMMMMM
MMmmMWmmmmmmmmm
mmmemmMm%mmnMM
MMMMMMMmmmmMme

mmmmmmmwmmmmmmm

%mmmmHMMmWMMMMWMa

Conseuntly, and ystes (e gl fom 15 el
mmemmmmmmmmmmm
staf develoment pust e emsione

MNMmmMﬁMMMmmMHMH

mmmmmmmamwmmﬂ
mmw(mpﬂLlw it 15 2 fatal -

mmmmeWWMMmmmMm

mMmmmmdwmmMMWWmmmmmml
smmﬁwmmnmmWWMMmmmHMMw
MMMMmmmmmdmmeb

tMmmMMmmMMmMMmMm
ammmmmmmmeMMmmm

MMMmmmeMMWJMMm

mwmmmmmmmmmmmmm
mmummmMMMHmmMamHMu
MMMMWWMMWMM
MMMMWWMMMMMM
mmmmmmWMMMMWMde
mmmm%mmmmwmmmmm
@WmeuﬁM%mMmMmmm
MMWWMMmﬁmmmmmmmm
MMMMWMW@MMMMMWM
mmmMMmm&mmmmmmm;
WWMMWMMMMMMMMM
mmmmmmmmmmWﬁmm

MWMMMWMmmmmeWW

shiliy for st vt st e i, s
MHMWWMMWMWW@M%MW
iMMmemmmmmMWMMM

MMMMMMWWWMMMWWWW

0T moves o,



19

THE TR

- The title of this paper was "Staff Developmént in the Commnity
College: Past, Present and Future". Thys far, we've reviewed the
Past and exauined the present,’ How, let's ook to the future,

But first, does staff development have a future! Can it sur-
vive the resistance of staff, the ineptness of nanggement, the poor
Quality of existing prograns, the budget sqﬁeezes which Lie shead,
the pfessures of collective-bargaining! T think 0 - provided
‘mmmmm¢MWWMMemmmmm
section might be thought of as: Staff Development Has a Future

Provided That:

e nake increased use of packased prograns - Recently, Gordon

Watts, Wanda Thomas and I hé&e been putting the fiﬁishing touches
mamﬂahﬂdMﬁHWmWMMﬁMMHMWmMmmm
in commnity colleges. As I was looking over these lists T couldn't
help but notice how finite the lists are and how inefficient it is
for eaﬁh college to attempt to develop prograns for meeting the. same
needs -- yriting instructionsl objectives, or tine management, for
exanple. Luckily, at present there aré. two separate proups working
on packaged prograns on typical, staff development topics. (ne of
these is the multi-million dollar project funded by the Exxon Cor-
ﬁoration known as the Higher Education Hanagenent Institute; the
seconﬁ i the Rellogg funded project of the University of Texas.

Both should produce excellent materials which could be used as s,

or adapted for use on comunity college campuses all over the

country,

i

We make staff development cue uf the criteria used in appraising

performance - The success of the community college is due to its
aMMymmmemmﬁmmwMMamm@@dmmh In the
mﬁ,mmofmmcMmemsmmmUmwth@awnmndsmﬁ
mthkmmwy,mﬂhormdwasmﬁwtOmmmhmtm
MW&MWHHMﬁmMMMQEMmeMﬁm
change, but must do it with existing staff - which means developing
them. s participation in staff developnent becones ¢ necessity for
survival of the college, it can no Longer be considered a voluntary
activity. As a corallary to this, colleges will need to ayard credit
tovard promotion, tenure and retention for particiﬁation in staff

development activities,

We_consider staff development part of the "cost of doing

business - As the dependency on staff development increases, so will

the realization that it is too fmortant a function to be Loft until
hﬁmm@ﬁﬂMNm.ImeMtMCm%%MHmwm
Budget 25 Percent of their operating budgets to adequately provide
MHﬁﬂmMm.mﬁmmWMmmhmMumm
gent upon outside money,

SMHMMMHMMmMaMMMmm¢mmn

already evidence of some staff developnent people beconing so wrapped
up on the activity of running their staff development program that
they lose sight of & fundamental fact of organizational life. Staff
developnent 45 a means to an end, the end being the improved effec-

tiveness and efficiency in which conmunity colleges accomplish their

KB
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ourposes. The responsibility for the latter is a line manaper's
responsibility. An effective staff development program facilitates
the acconplishnent of organizational goals. fhen liné TANAgers
cease to have control over staff development or when staff develop-
ment people begin to act Like line managers -- without assuming

the responsibility of line managers, then staff development ce;ses
to have a useful function, |

Staff development includes personal development as well as

professional developnent - Staff development exists to improve per-

fornance., To improve the performance of an individual, you need to
focus on the whole individual, not just that part which relates to
the job. In recognition of this, business and industry have been

offering prograns of a personial development nature for some tine.

Recently, a few colleges have begun to offer what could be considered

personal developnent programs as part of their staff development
programs. Typical topics included are:

--parenting *
--TIoney managenent

--preparation for retirement

--spouse relations

--diet/weight control

--physical fitness

Staff development proprans are directed at all the staff not

just the faculty - Historically, faculty have been the target

of most developdent activities. There is abundant evidence to support

the need for staff developnent by counselors, managers, board members,

‘and non-instructional staff. Singling out one segment not only

"creates morale problems but often results in situations where faculty

efforts at incorporating newly learned skills are thwarted by well-

meaning, but poorly informed administrators.

' . 23
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Colleges can learn when and how to use outside consultants -

AHﬂMWMdmmeQMRwmmmusummmm

I an concerned at the money and tine wasted because colleges are
mwhwmeMWMMmmﬁMHmLPM@MMMﬁmf
sible example of this are the Title 11 institutions which either

allow an assisting agency to send a parade of dis-jointed, ill-

~ Inforned speakers to a campus or who make the same mistakes then-

selves. Godd outside assistance is critically inportant to the

success of many projects and institutions must learn when and how

[

to use a consultant,

The various state organizations for staff development and

NCSPOD are effective in their mission(s). As mentioned breviously,

several states have state organizations for staff development and we

0w have a new national organization, Inmy opinion, both are
mmiSmﬁ@w@mmth&Mmommmmmmmmm
ummmﬁmmmmmmmmmm
it, whether as coordinators or comittee members need ideas and re-
inforcement ' Peer groups at the state and national level which pro-
vide these are critically inportant.

Those persons given the'respgnsibility for staff development

are selected with care. The coordinator of staff development (or

chairman of the staff development comittee) is obviously a very
MWMMMMmMmeJmMMMde
that there are already signs that the position is filled with persoﬁs

whose very selection reduced the chances for success of the program,

4
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Rarlier, I attemted to set forth criteria for selecting a person Justify their continued existence on the basis of hard data related

Who would be responsible for staff developnent. The list is still to effectiveness. In eveluating steff developent, 1 1ike 1o use

valid and T repet it here: the four levels concept of Don Kirkpatrick. According to this, the

Must have: first level of evaluation is similar to "knee jerk" in nature, that

- hmaster's degree (the "mion card") 18, 1t consists primarily of reactions of the participants at the

4mm“mmmammmmwmmmmmw Mdmamm.nmmmmmmwmmm%dm"

- tood orgiizational 2bility activity or how they reacted to the vorkshiop Leader than anything

- Cnfidence and respect of staff and adoindstration MeRmh%quMMmmnaMMmmWM@dwm
- Realistic expectations about shat can and what camot be the extent to which learning ocourred, Naturally, to do an adequate
done, given resources ang tine job of measuring or deternining this, it is necessary to do some
- A non-Chreatening personality sMﬁmMmum%%mmmmmmmmme
mmmmmmmMmemumm mMMBWMWMMﬁJummdMMWm
- Tralning in staff developrent deternine if there have been eny changes i behavior shich can be
Should bve: | attributed to the staff devélopment activity. Needless to say,
- Treining or expertise in huven relation, BIOLP process finding that learning has occurred does not necessarily mean that
'hmm”hmummmwmwmmmmmm mnmwanMmmmnmmmnw&wmmd
Could have:

| highest level of evaluation has to do with the results obtained el
. gzs:?;gﬁegi :zgezzizse;?e:n§§§u§;;TZ;insizgggﬂaggganlzatlonal a consequence of the behavioral change. 1t is entirely possible

mmmmemmm%mnmmmmw& M:MMWMMWMMMHmmmmWMm

dient in the future success of the staff development movement, the 1) learning nay have occurred; and 3) there may have been a change

tio wtich follow are the two elements which T vould most Like to tn etavior and there be Licele o o demnstrabl change in the

discuss " results accomplished,

The progran is adequately evaluated, At present, we seem
o be equating activity with results in our evaluation of staff

developnent. Ve're mich nore 1ikely to quote statisties about the

s

number of workshops or participants, than the resylts attributable

to then.

e

P & Frel that staff developnent prograns will soon have to
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ot ; mmunity college shdw very uneven growth. On most limbs a
.+ The organization as well ag the staff is developed, (n the 4 ComuILLy Colieg J :

‘ t branch has begun to grow, while on a few others,
Last to occasions T have been asked to speek about staf develop- faculty developnent branch has begun to

; - there are encouraging signs of growth on the president and trustee
nent, T have agreed to only if T can also talk about organizational G S1E1S 01 §

- ; bt branches. However, there is only very slight evidence of growth
development. The titles of two of these presentations are repre-

| ' : on the chaitperson or dean branches and virtually no grovth on the
wm%;%ﬁ@%MMmMMmm%wMWM" P

! onal Tnatd ; chairperson or dean branches and virtually o growth on the non-
at last sumer's Internationsl Institute on the Comunity College

instructional branches. Scattered over the tree are a few blossons

e g

representing potential fruit and the bees are busy collecting the

 and "Seaff Developuent Is Yot Enough” at last sumer's NCSPOD zmmual

mWWMmmmeMmemMMm

1len from each and t éﬁ% orting it about. However, on the-horizon
todey. 1f ve think that further developuent of the staff is al] pollen Irom each and transporting

some dark clouds are approaching representing tough tines ahead.
W need do to meet the challenges of the future, ve are destined for " :

; ; . At this point there is some question as to whether the tree is
failure. Anong its other shortconings sole emphasis on staff. develop- :

- ; sufficiently developed to weather the storm. Its chances for sur-
nent neglects the need to adapt the organization so that it can

ival would be much better had it been planted in an orchard of
respond to pressures exerted by staff with newly acquired knowledge VLVaL WOULC DE mue P

; ; — organizational development trees but alas, no such orchards were
and skills. Staff development also is not sufficient in dealing b :

' d.
vith the problens that I find in nany institutions today. Problens to be foun

such as:

- policies/procedures vhich are incompatible with what the

qummnnmmmrMMMem%
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- inappropriate organizational structures for present or future

functions

- disruptive competition and lack of tean work

In conclusion, let me close with an analogy in vhich ve think
ofﬂﬁfhwhmmtuauw.Atm%mt&eﬂﬁf&whmwt
ﬁnwmmmMMngMMMMmMJMHmmm

young, éve inplanted in a receptive soil, and are vell fertilized

by a nixture of need and resources. Its 1200 linbs each representing

%




