DOCUMENT RESUME

ED 026 571 | - - AC 003 186 |
By-Blaney, John P. ; _ 3
A Staff Development Program for the Extension Department, the University of British Columbia. Occasional

Papers in Continuing Education, No.2.
British Columbia Univ., Vancouver. Dept. of Univ. Extension.
Pub Date Nov 68 :
Note-22p.
EDRS Price MF-$0.25 HC-$1.20
Descriptors-#Adut Educators, *Professional Continving Education, *Program Content, *Program Planning,
Staff Improvement, Textbooks, *University Extension
Identifiers-*University of British Columbia

The newly formulated staff development program for professional university
adult educators at the University of British Columbia entails the establishment of
basic competencies, a seminar and independent study (selected readings) program,
and regular staff seminars to help to enable supervisors to clarify and practice new
learning. Basic tasks and professional competencies of extension supervisors include
setting program objectives, identifying student needs, determining evaluation
4 procedures, selecting.content, processes, resources, and facilities, evalvating the
program as a whole, and reporting and other administrative procedures. The
independent study outline matches specific readings or groups of readings to
specific tasks and competencies. (The document includes 35 references and a
consideration of desirable characteristics of professional program planners.) (ly)
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ABOUT THE SERIES AND THIS PAPER

This is the second in a series of Occasional Papers
being published by our Extension Department in accordance with
one of our goals - to contribute to the theory and practice of
adult education. We intend to publish in this series statements
or studies in the field which we feel may be of interest to others

and which originate here at our institution.

One of the activities of our Department which is closest
to our hearts and which at the same time presents considerable
difficulty is the in-service professional development program for
our staff. As an agency concerned with the provision of opportuni-
ties for continuing education, we are of course particularly
aware of the importance of our own continued growth and develop-
ment. This task is made more complicated by the fact that many
of us have up to three kinds of personal growth that we wish to
promote. We all are concerned with developing our interests and
capacities as human beings - the areas we often refer to as liberal
education. Many staff members also have a prior - and usually,
continuing - interest in a particular academic discipline or
profession. Some extension people continue to teach in this other
field. Almost everyone at least wishes to keep up to date in that
field in so far as possible. And thirdly, as - and to the extent -
we become involved in the professional aspects of continuing educa-
tion, especially program pianning and evaluation, we feel the need
to gain more competence in these areas as well.

The universities of our country already have some pro-
vision in the form of short and long term leaves for faculty
members who wish to take time off for further research and learn-
ing. These provisions are of assistance to many of us in Extension
work. In many cases the Extension Department itself adds various
other forms of assistance. This may invclve simply making it
possible for staff to attend university courses during normal
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working hours. It includes providing funds in order that staff
members can attend professional meetings, conferences and short
courses. Many departments also from time to time hold staff
meetings devoted either to institutional matters, professional
training in adult education, or to a mixture of the two.

Over the years we in the U.B.C. Extension Department
have organized a number of workshops, discussion series,resi-
dential weekends, etc., designed to improve our professional com-
petence. I think it is fair to say that these sessions have been
of considerable value to many of us. But we have almost always
encountered two problems in relation to planning these programs.
One is that the members of the staff vary greatly in terms of
their experience with and knowledge of adult education. We are
not all starting at anything like the same place. Secondly -
perhaps a more basic point - ‘we have divergent points of view as
to the significance we attach to adult education as a field of
knowledge. Some members of the staff feel a first and over-
whelmingly dominant loyalty to their prior field of academic or
professional study and are not much interested in an in-depth
study of adult education. Others feel they have chosen adult
education as a career and wish now to make it their chief profes-
sional interest. The foregoing positions are stated here in
extreme terms. Most people find a position somewhere in between.

The difficulty of arranging in-service development
meetings which can be satisfactory for all staff members concerned
has led us to consider the development of an independent-study
program which would allow individuals to proceed at their own pace
and with whatever degree of thoroughness they find possible or
useful. Mr. Jack Blaney, our Associate Director in charge of
Program Development, undertook the preparation of the program and
the results form the body of this Occasional Paper.

We do wish to make it clear that although a great deal




of work, consultation and study have gone into this program
already, we still look upon it as being very much in the form-
ative stages. The reason for publishing the program at this time
is that we hope it may be of interest to others in the field and
that as a result of their experience and our own with it we will
be able to improve it further.

Our staff here at U.B.C. have been involved at several
stages in the preparation of the program. A number of their
comments and reactions over the months have been incorporated
into the document. The text of the program was put in fairly
good shape last spring and over the summer sufficient extra copies
of the suggested readings were gathered here in the Department.
At the September meeting of the professional staff the program
was officially launched (without benefit of champagne!) and since
that time two forms of follow.up have occurred. Some staff mem-
bers are doing at least parts of the recommended reading on their
own. About ten others have decided to follow the program as a
group - at least at the initial stages - and at the time of writ-
ing two meetings of the group have been held, operating in a way
typical of study-discussion groups.

We hope that this program will be useful to others work-
ing in the field. We would greatly appreciate receiving comments
or suggestions for its improvement.

GORDON SELMAN
DIRECTOR

November, 1968
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A STAFF DEVELOPMENT PROGRAM FOR THE EXTENSION DEPARTMENT

THE UNIVERSITY OF BRITISH COLUMBIA

I PREAMBLE .

1. The Professional Program Planner

Each of the various understandings, attitudes and skills
which go into planning and conducting an effective educational
program probably can be placed into one of two categories. The
first category could be described as creativity or imagination

combined with a particular set of attitudes and perceptions;1 the
second could be designated as technical expertise. (For brevity,
these categories may be referred to below respectively as 'general'
and 'technical' abilities.) Some persons are far more comfortable
and successful in employing largely an intuitive or general approach.
Others prefer an approach utilizing more scientific procedures.
Various writers on the subject of program planning also appear to
differ in emphasis: Robert Mager, author and private consultant,
clearly stresses the scientific approach to course design, while
Alan Thomas suggests another position when he says that program
planning "... is as exciting and subtle a task as producing a play
or great radio or television program,"or when he states that ''novel-
ty is what distinguishes one program from another and surely the ]

ordinary from the gifted programmer." 2

1 This 'set' includes: a belief that most people have a potential
for growth; a belief that the adult educator has significant
contributions to make to both individuals and groups within our
society; a wrllingness to consider and accept ideas of others;

a view that the adult educator himself must typify the well-
educated continuous learner.

2

Alan Thomas in Adult Education: Outlines of an Emerging Field
of Study, Jensen et al. A.E.A. of the U.S.A.




Programs organized on a highly intuitive, general basis
and ostensibly lacking any systematic order can be really exciting.
The reverse probably is not true: it is entirely possible that a
thoroughly organized and scientifically conceived program could
well be just about the dullest thing that happened and, as such,
is not worth much unless someone learns not to repeat the experi-
ence. It needs to be remembered, however, that an 'exciting'
program in itself may not be significantly effective in influencing
learning.

The most important set of characteristics a person can
bring to programming are those described above as general, which
includes a highly developed intuition or creativeness. But if
program planners are to be considered professionals in university
continuing education, they also need to have the knowledge and
skills required to. design and manage programs which are technically
sound. There are at least three reasons for this position: first,
many program situations (particularly courses for professional
groups) clearly require a systematic approach to course design,

in that specific objectives need to be achieved, and accurate eval-
uation is required. Second, there is presently much known about
the design of instructional programs and the psychology of adult
students, all of which can be utilized to improve the organization
and conduct of our programs. And third, if general abilities alone
are required, what is to distinguish us from anyone else with a
graduate degree plus these characteristics? What, for ekample, do
we bring to a meeting of faculty and community persons other than
some idea as to what is marketable and a knowledge of resources

and facilities?

2, Extension's Role in Staff Development

If we accept that Extension programmers should possess
both general and technical abilities, we may question what Extension
can do to further develop these abilities.




In terms of the inventive and general characteristics, an
Extension Department for a number of reasons can probably do very
little in terms of direct training. A person's creativeness and
basic attitudes about people and education are largely developed .
by the time he reaches Extension, a fact which must be seriously
considered in the initial selection of a staff member. Not much .
in the way of concrete evidence exists to demonstrate that creativ-
ity can be directly 'taught' to adults (unless one includes here
the work done in problem-solving). However, all members of Extension
can help to construct and maintain the 'climate' which encourages
] the exercise of whatever creativity each possesses, and which
3 fosters and fortifies the general attitudes described above. Such
4 a climate should be a distinct goal of any staff development program.
Another way to look at Extension's role in staff development is in
: terms of 'pay-off'. That is, of the two characteristics, general
and technical, which is less developed in terms of its respective
potential? Observation suggests the technical.

With respect to the planned development of scientific or
, cechnical abilities, Extension can do much more than it can with .
| the general and creative, assuming that any reasonably intelligent,
college-educated person can learn the required knowledge and skills.
Obviously, it would be difficult for someone to spend a year or so
in Extension and not learn some important things about the program
: planning process: an informal, partial and generally unplanned
i staff development program is at work pretty well all the time - or
% at least - it can be made to work by anyone who wishes. But perhaps

§ learning related to this process can be more systematic so that in
one year an interested person can learn as much as he could in five
or more through more casual means. The position has been taken,
then, that a planned staff development program should be orgénized
to complement the informal one that presently exists.

3. Nature of the Staff Development Program

The U.B.C. Extension professional staff has given general
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support to the following principles by which the development and
operation of the staff development program (S.D.P.) will be
conducted,

L)

(a) A first step in the S.D.P. was to establish with
supervisors, the competencies considered as comprising
the basic qualifications of a professional university
adult educator (or if you prefer, continuing education
program planner). This has been completed and consti-
tutes a portion of Part II of this paper.

(b) On the basis of these competencies, an independent-

study (selected readings) and seminar program has been
planned. Independent-study has been chosen as the
principal S.D.P. method, since supervisors vary greatly
in terms of their interests and previous experience,
and because it is difficult to schedule many meetings
which all supervisors can attend. (An attempt has

been made to include a minimum number of relevant,
clearly written materials. For some topics, choosing
among the many references available was difficult;

for other topics, very little in the way of good material
exists.)

(c) In order to provide supervisors with an opportunity to
clarify concepts learned through private study of the
suggested readings, and to provide opportunities for
practice of the various program planning skills, two
kinds of staff seminars are planned. The first type
of seminar, occurring approximately twice yearly and
of a one to two day duration, will feature an outside
consultant-resource perscn. The other kind of seminar,
occurring once or twice each fall and spring, and of
one-half to one day's duration, will be an Extension
staff only affair, and will be directly concerned with
topics arising out of the independent-study readings.




(d) While an independent-study program has been developed,
each supervisor should decide for himself the means
by which he will improve himself professionally and
whether he should undertake the program provided by
the Department. In other words, the S.D.P. will be
available as one means of continuing education in
university adult education which one may or may not
undertake. As a corollary to this point, the evalu-
ation of supervisors in the Department will continue
to be made on the basis of performance, not on apparent
knowledge of continuing education.

(et b
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Il THE PLANNING AND ADMINISTRATION OF UNIVERSITY CONTINUING
EDUCATION PROGRAMS

This section has three parts. First, the job of program
planning and administration is described in performance terms on
the left hand side of the following pages (beginning with page 11).
Second, a subject matter or topical outline relating to the various
aspects of the job appears in the right hand side of each page.
Third, included with the subject matter outline are various select-
ed references (mostly monographs) which may be consulted for inform-
ation about the topics listed. (It needs to be emphasized that the
descriptions of the job and the selected references are only those
considered basic and essential; these lists could be expanded at
some length. Further, there is nothing immutable about these lists.
Hopefully, as supervisors examine and work with them, suggestions
directed towards their improvement will be made.)

~

As indicated, the plan developed for the Staff Develop-
ment Program is to combine seminar-workshops with private reading
of the suggested materials. At least one staff seminar will be
held in the fall of 1968, and another in early spring, 1969. The
preéise nature of these seminars will be worked out with super-
visors in advance of the seminar dates, but generally will aim to
provide an opportunity to discuss the readings undertaken to that
point in time, and to'practise' some of the tasks or jobs outlined
below. In addition to these two seminars, spring 1969 will also
include a two-day workshop with Dr. Robert Mager concerning the
derivation, achievement and evaluation of affective objectives
(i.e. objectives relating to attitudes, interests and the like).
May 15 and 16 are the tentative dates for this workshop.

AN OVERVIEW

The essential process of program planning could be
described very briefly as follows: '"Decide upon what you want
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to do (objectives); choose the most appropriate procedures
(methods, techniques) for accomplishing your aims; and determine
the success (evaluation) of your procedures in terms of the object-
ives." In addition, a series of administrative tasks, from secur-
ing facilities to promotion, are required to support the mounting
of any program.

For a more comprehensive and useful overview of the
process of program planning (or, if you prefer, the process of
instructional design), the following may be consulted, perhaps in
the order listed:

Popham, The Teacher-empiricist, pp.7-243
Tyler, Basic Principles ..., passim,
Verner, Adult Education, Chaps.iv-vi.

These three references should provide a framework for what follows.
If you wish additional but somewhat different material as an over-
view of programming, try Gagné, The Conditions of Learning, Chap.ix.
for something more theoretical, or Adult Education, ed. Jensen,
Chap.xiii. for something with a bit of life to it.

3

In most cases, you will be able to read 'teacher' as program
planner. This reference and those following are to works
listed in the bibliography on pages 18 and 19.
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