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The need for staff development as a means of
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personnel services is presented. The characteristics and processes of
-4 viable growth model are identified and discussed. (Author)
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INTRODUCT [ON

| Commﬁnity and junior college personnel have been concerned for
somea cime about the pau~ity of viable staff development prog:ams a:

" most institutions. Many authori:ias and organizaciens have been

advocating a commitment of temporal and fiscal resources to support

s.aff-developmenﬁ programs of high quality. The ubiquity of the
‘interest in such programs is evident in Garrison's (1968, p. 23)
contention that the néed for reguiar professional “refreshhent has
been identified by thousands of junior college instructors as their
number one peiority." Similarly, Gleazer (1968, p. 120) emphasized
that "striking in its common expression is the concern for staying
abreast of developments in one's discipline and refreshing aund up-
grading oneself professionally." Although these statements imply a

concern with the professional development of teaching personnel,

thare has been equal or perhaps greater interest for the professional

developnent of student personnel practicioners.

A summary statement by T.R. McConnel (Juuior College Studernt

Personnel Programs: Appraisal and Davelopment, 1965, FOREWARD) of
the National Committee for the Appraisal and Development of Junior
Collegn Student Personnel Progranms triggered intense interest in

staf{ development »ver since it first appeared in print: he s2id,’

"...vhen measured against critertia of scopa and effectiveness, student

parcennel prosrams in community collegus are woefully insdequate.™



Tﬁa ﬁa:iouai Connlttee also submitted numarous suggestions which.i:
regarded as constructive recommendations for upgrading student pur=
sonnel services., Collins (1967) has recorded a variety of approachas
tc‘scaffwdevetupmeat-which‘wereugmong-:he-recommendations ofMthajComd
”ﬁitﬁeé. ) |

The unanimity of inteteat in professional developaent amnng
H studant personnel workers also is reflected ir the guidalinas which
have Been adopted by various professional groups, particularly coun-
salors,  For example, in guidelines developed by the University and
College Center Directofs Task Force (Kirk, Johunson, Redfield, ?ree,
Michael, and Rbéi&n, 1971) ﬁhé following recommeadations can be
found: 1) staff time should be systematically set aside to be spent
on professional development activities: 2) a continuous in-serviee
training program should be maintained' 3) étaff members should have “
.:he opportnnity :o accend professional meetiugs ofE campus. A very
similay set of recammendations were proffered in the Guidelines for
Community and Junipr qulege Counseling Services (1972). |

Community college authorities such as Matson and Harvey also
have stressed the importance of staff development., Matson (1972,
p. 178) feels such programs are needed if student personnel workera
are to make significant contributions to the objectives of their
respective institutions; her opinion is stated sucéinctly:

«s» efforts must be directed to the identification
of experience and training which is likely to provide
a supply of professionals prepared to assune this role

n all its dimenatons. This will fuvolve not only atten-
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tioﬁ to apprOprISte pre-sarvic; Ueritdtlﬂﬁ buc & major

emphasls on providing ungcing snazf develo;ment which

will ensble the stuheut personn 21 professinnals to main-

'“taLn and enhance their knowiedge and compctencles.
Caief studcnt persunnel nfficers have been chargad-hy Barvey (1968)
with makirg opportuni*ies for proiessional developmen: possible for
their staffs, Accotdingly, Harvey suggests staff davelopmen: nuat
be among the salient objectives of any student personnel administra—
tor.

Notwithstanding escouragement of the kind aliuded to abave,
evidence suggests such goals génafaliy have not been tvélized. A
racent studf reported (Thurston, Zook, Neher, Ingraham, '972): |

Staff im~service traiuing is an important but

widely negleeted function of chief personnel administra—

tors. This problem cou’d bae hglped by the developmant |

of possible models... |

while many CSPAs undpub:edly recognize :ha nggd

for éystémaci¢ staffAdevélofmeni, as.well as for their

own personal and professional g:owth, they lack the

resourcas for total staff upbrading. |
Either there has been too little commitment énd effort 1n}the desired
d;réccion, ot ﬁhe steps taken have lécked the boldnesé and the imag-
ination which may be required if such programs are to succeed. Ap-
parentlx, what 1is needed ars “models" of staff development progrgms

which can be trlied and tested
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The fcllowlug madael is presanted bg@ause it represents to the
qraFF of the fehigh Councy Ccmmuni*y Collegn a madel which,.afte:
hnvivg been attempted and compared to others, is both viable and unique.~

_*he,model is effective because it contains several elements which, -
when.cambined and integra:ed are vital to staff development ptograms,
especially if che programs are designed to be dynamie and growth pro-
ducing. Most of the elements are c:ucial whethar :he ptofeasienal
develapment is for the entire studenc personnel staff or one of its
Specialist groups. Furthermore, the model can be generalized'to

be relevant and effective ior the development of faéulty axr other

groups of professional educators as well,



. THE, MODFL

' the éc;ls fof sfaéfvdéﬁeio§§eht]#t Ehé‘LehigEHCd§n§y ComﬁuﬁitQﬂ ”
Coilega ares
"“1;“ To cuntinually pfinde the asmoapnere and.cén-:-
'ltenc for the improv;ment ‘and acquisition of professional
skills and for personal growth.
2. To utillize the team approach in the managment
of particular cases,
3. To pfovide a speeific time for the éxchaﬂge‘of
ideas and problem sol#ing_in reference to the programing,
operation and maintenance of the various services.
4., To provide a specific time for announceménts
and discussions of administrative matters,
As can be saen‘f:om the goala, the focus of the progﬁam'is almost
exclugively on profeséional and persbn#l.devalopment. Wheh staff
devgldpment.becomaaasyﬁbnymoua with administrative decaii, ag is
often  the case, tardiness, disinterest and frustration are evident,
Consequently, the preponderance of time in staff Qeetingsuis speﬁt
trying to realize the first three of the above goals. Administra~ -
tive announcements are placed at the end of the meetlng rather
thait the beginning,
In addiltion to having explicit goals, another impdr:an: as-
pect of the program is that one persén on the staff.has been design-
ated as responsible for planning, con&ﬁcting and evaluating the
progrems.  Tha coordinitor accepts fecom@chdatiows from staff nem~

bers, and h2 consults (requently with the staif regacding their
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training‘neéds; fSLS'featuré of tpe'prOSram is crucial because, -
'b& hdving‘bﬁe peré&ﬁ édﬁiniété¥ ihe‘ﬁrégram,'it assures coﬁclnuiﬁy
hnd quality‘of programs for stéfﬁ davelopment meeﬁings. Of conrsé.
d while t.e.sdhé&ﬁiinglnfieventé.isassignéd toonéliédiviﬁﬁél, éii
‘staff membe 8 cénﬁribute in,ohe;way or another to the plahning and
~to the actual programs. If interes to be sustained total ﬁafn
ticipation in planning is important. When only one person decides
what the content will be, as too freqxenc y is the case, intérest
".often wanes. | | -

Another outstanding feature of the program results ffom a
'cooperative internship agreement that'the Lehigh County Community
College has entered into with two local graduate institutions,

The internship prosram is ag integral part of the in-service train-
- ing of the regular professionalrstaff‘ Waay hours are spen: cri-
tiquing their performances and exploting the interns atti:udes

_ aboat their profession, the students, and t}e communi:y college.
"Student personnel services aspirants are included in tbe staff
development activities because we believ& by participating they
will grow professionally and will come to recognize the importance-
of constaat training and contiauous striving for improvement. The
staff of the college also benefits by staying abreast of the trends
and content prevélent in graduate training programs.

At the Lehigh Coun%y Community College, a meaningful component
of time has been committed, on a systematic basis, to the staff
develompm: nt pregram. Each staff member spends the equivalent of

one~hinlt working day a waek in professional growth activities and
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' rne qupervisioa uf intsrns. It is regarded as ;SSantial :hat the
staff development meetlngs be scheduled once a week among the regular
ongoingﬂactivities cf_the stafx; this‘may he pne_u{ the must salieat
faatures of the model simplv bacause it communicaces to. :he s:aff that
professional devalopmant is an 1mpor:ant ongoing activity. Unforcun~
ately, at many institutions such ac:ivities are schednled only once
or twice a year, Certainly, such an approach is not adequate.
Financial resources also have been cammi;ted by :he‘eo;{ege‘tq;
this important ente:prise. ﬁoney has been set aside for the rental
and/or purchase of traihing nedia and equipment, Additicnally;
travel allowances are provided to have staff nembers atteud colloquia
and seninars as well asAlécal regional, and natianI profassional
uccﬁferences. All of the off-campus activities meet the ¢ritefia
- of saﬁisfying both the needs of the individual and the s:uéen: perQI
sonnel are réquired to report, einhér Briefi} or at length on shéh
visitations off camp&s. They are asked to especially addreas themselves
to naw issues, ideas, techn*qnes, etc. which we might be exploring.
Facilities alqo reflec: the support given to these ac:ivities,‘
i.e., facilities have been providud to house all of the activities
and materials associated with staff devalopment. Lastly, the student
personacl diviston has a staff room cbmplete wi;ﬁ a gomprehensiVe
ptofeséiénal l1ibrary. While fi;cal support is important, it should
be noted that hLigh gquality programs can be sustained without in-
vestin; larpe éuma of monéy.‘ Ve have discovered that the resource-
fulness of the stufi and volunteer sorvices of comasunity and state

agencies hava cnabled un to Ieep Lie cogts very low,
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THE PROCESS

‘ 1t.isf:h¢'be1ief of the Lehigh County Coﬁnunity‘étaf3 that &
growth oriented staft developaent model rests squately on :he over-
mﬁall attutidas and behaviers exhibited by each individual on. the |
staff. Behavioral scientistsvhave been actively engaged 1denti-
fying certain conditions whieﬁ‘appear to be necessary for effective
' group processes aud for significant 1nterpersonal rela:innshipa to
occur, Conditioas such as accepsance, trust, :espect, and under—
atanding hnva bean faund to be integra1 elenents in such effect—
Ave relationships, These elemencs form the underpinaings of any
staff development experience. It has been our experience that by
aQOp:ing and uaintéining the conditions of aécep:anée, trust, res-
pect, and underétanding. certaih behaviors take place which would
otherwise not occur.\ Staff nembera hava learned to deal with one
another in open honest cemmunication genuine feedback is provided
to one another; and support can be relied upon in the face of ad-
“verslcy.- The‘éﬁaff is emcouraged to take risks in self;grdwth,
Self—expldration; trying the new and different, and evaluating the
present,

Both personal and profegsional growth are the ultimate goals
of the staff development experience. Both goals are realized only
vhen the focal point in such an experience is the iudividu#l. Too
~ often an arbitrary and artificial separation is made in regard to .
the developmént and growth of the person and the growtﬁ of the pro-

feassions. Professiona: develop&eut in the form of skill and tech-
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'nique quulsition, couf@ranae attendanue, resaarch and juu:nai
reading is considvrﬁi anpropriate. However. whenicne begius a
dialogua ralated to one’ s_values, attitudes, diffi:ulﬁi#s and . _;
‘satisfac:ion In petsonal relations, marital problems, feelings
ahout scxuality, ett,, of:en :hase are not considered appropriate
:opies for staff development.' The undarlying attitude accepted
by the s:aff at the Lehigh COunty Community College is that anA
individual memder is first a person and then a professional.
While some delineation betwaen the two may bé aéproptia:e for
analysis, the fact is that a real separation dbes not exist.
When we talk with one another as people who have concerns, dif-
ficulties, needs and emotions, then and only then do we begin

~ a positive dlalogue in vrelation to our professional selves. We

" have found ;ﬁéﬁ when péféénal sfoﬁth is facilitated within the

-staff;_profassionai de?elopmeﬁt becomes easier éo‘éttain.

Honest 1n§ui:y to ascertain the truth is at the very found-
ation of thé'gtoﬁtﬁ ?roéess. ﬁence; areéegrch ﬁtiituﬁe enh#ncés
ihe process, because, whether engaged in professional growth,
planning an educational pfogram, staffing a client, or discussing
our delivery system, four questions have guided our activities:

1) where érc we preséntly? 2) where do we want t§ go? 3) how can
we attaln the goal? 4) how will we know when we have attained
the goal?

Where are we presqntly? An assegsment of where the staff

— e

fs £nd£v£duatly and collectively is probably the most srucial step
Liv vur process of growth and developnont, Working towards answers,

aven [f only partial or tentative, can he accomplished best in the

§



suppo:tive atmosphe:o Ailuded to above. To SLek tho tru:h. self-
awarenaess is heightened and :ather difficult questions are posed

| The p:ocoss is difficult because each person becomes aware of
‘Hhioself or herself, and they admit to areas of miaminformation or
no infoomation, feelings of inadeqcacy and fears that one io not
being as effective as ona would 1like. People take the risk of
disclosing scoh sensitive dota to thecselves and thoir colleaqueo*
this can only be accomplishod vwhen a staff is‘commi::od to a

_helping relatfonship among themselves,

Where do we wanﬁ to go? The practicality of definirg goals and
oBjectives for the group is usually accomplished after mucﬁ ioout.
One otaff-momhot may want to learn more about desensitization,
another wants consultation about the desigo of a research projoct,
and still ano:hor aexpresses an interest in 2 new educational program
- of delivery oyotem. All of the sta:f interesto are paxt of the
goal sotting or planning phaoe. Prictities are determined by
rola:ing o:aff needs and interosts to choso of the oollego. Once
| the priorities are ostablishod, opocific objectives or goalo are
larciculated.

Iwo points are inportant to note. First, the scsff as a
whole accépcs the responsibility for their décisiono. Second, it
is important to state specific oojoctives and goals, because we
have discovered that ambiguity is counterproductive. The setting
- of group objectives does not preclude oetting individuol objec:ives..
Thuq, while the staff as a whele is working on one phaso of staff
developmant, an Indlividual staff member may direct his or her

attention toward another toplc. In this manner the work of the one
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 mamber oftcn becomes bhe tepic for the encire s:aff at a later date,

B Hnw can we at:ain thg_goal? Initially, the’ process of pursuins

specific soals takes place ic a weekly three hour staff meeting, at

vwﬁish time prablem—solvins and declsion making activicies ptadominate.“" .

Hownver, the formal mse:ing is seen only as one vehicle for accomp-
lishing objeetivas. The mee:iag is the focus of the activities,
‘bu:'wé have obsgzﬁed that individual contacts throughout the ﬁeek,
on a daily basis, provide the carry-over nééessary for full staff
developnen:; In other wurds, we héﬁewleérﬁed tﬁét thémﬁfoféésiénél o
growth process‘ailuded to above becomes a dymamic one which occurs
daily, often without formal structure; the enthusiasm over the quest
for personal and professional substance is sustained over a long
period of time, with individuals oftén pursuing ic on their own.

- Additionally, wé have observed that attitudés are foéteredrfé tha
point where s:aff membets strive iucessantly to improve, and eva~
luatfon becomes a velcamed part of the process.

‘How will we know when we have attained the goal? The question

of evaluation is one to which the staff canstaﬁtly addresses itself.
Evaluaﬁionaof what is happening and how it's happening does not pro-.
duce fear and resistance. The philosoply is that {ic 1s:alright to
make mistakes; we can learn by mistakes; we can improve only if we
are willing to face the pogsibility that what we are doing is not
uprking. Uith this in mind the staff work towards providing feed-
back for ome anmother, bellev.ng only constant evaluation and feed-
back can lead to growth. Change and flexibility sre a significant

objective of the process of staff development. Staff and individual
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evaluation are planned activities, with meétings regularly scheduled
to specifically focus va assassing our cffectiveness és iudividuais
las well as a team. These are not ﬁecessarily pleasant Qéé:iugs but
théy ugsually are grggthﬁproduci§g. |

Tha importauce of'maiﬁtaiaiug the conditions under which people
are encauraged to be themselves is not an easy matter. It is our
obserVation that too often tha failure of scaff davelopment is pre-
‘ dicaced on the false assumption tha? ane conditions af‘trugt, accept
ance, respéé:, anﬁlugderstanding are established, open communication
will flourish, We bave found that the establishment of :hése con~-
ditions is a process of constant ubrk and dlscovery, It is not enough
to say we will be npenkwith anothar. Once thé idea is accepted, it
requires effort to establish how one is open, and to practice open~
ness, The process requires attentien and further awareness., And,
” ultimately, the process of staff de\elopmen: 1s at its best when

the prccess 13 en ongoinﬂ day by dav dynamic experience.
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SMMARY

Recently, 'Ben&on, Thurscon and Gulden (1972 Pe 203) provided
a list of desirable outcomes which should resul: from valid studenc
“personnel practlces snd interventicns, if they are predicated upon
a student development model; the list included the follewingt ekill‘
"» cdmpeéaeclesf flexibility and ereecivitﬁ; awareness of self and
| ethers;‘eeceptaeee of‘self and otﬁefs; courage to explore and expar~
iment; openness to experience; and the ability to respend pcsitively
:o change. It educators aspire to produce such traits in s:udents,
it follows logically that we must provide a variety of experiences
which will induce the same behaviors in the staff members who have
been given the prtmery'responsibility for bringing about chaunges in
students. Shaffer (1967, p, 182) has supported such a contention:
The student personnel staff faces current challenges
. by recosnizingvthﬂt.con:iaeus prefessional growth end de-
velopment by every staff member is an essential aspect of
effeecive studenc personnel work., A pereen cannot help
other people grow if he himself has stopped growing In~-
dividual staf{ members have this personal obligation.
Hnre‘fmyertantly fof staff leaders a major responsibility
is leading, stimulating, and facilitating the personal
and profeesioqei growth of eelleesues. A staff climate
eecoureging such an attitude do2s not just happen, it
muct be plahned and developed.
The model prescnted herein is one that emerged at the Lehigh

County Community College as a result of many long and arduous hours
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of planniag, trying, evaluating, undrcrying agaln, It is not a
Panacea bue Lr has provad hwelprul, satisrying and provocative fo
those people who have been associated with it. Perhaps it will help
‘othters in thair planning‘d: Will at Ledst stimulate others to bagin

formulating a staff developﬁent program of their wwn.
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