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ABSTRACT f. e s .
.Guidelines in organizing a staff development program

in-a community college are qutlined. Initially, some kind of

. assessment must be ‘made to determine- programoneeds.-Pcur areas to
assess include: (1) administrative views and support; (2) ‘present
level of staff dévelopment act1v1t1e5° (3) 1nst1tutlonal and . .

¢ personal/profe551onal needs; and (4) ihternal and external resources
available to the lnst_tutlon. A statement of, p{;lqsophy for the staff

'?development program should be developed and approved by those for
whom the program is designed. The organlzatron of the program _must. be
appropriate-to the limitations and resources of. the ‘institution. This
organization can ‘include an‘advisory committee, a full-time
coordinator, and the college staff pembers themselves. A wide variety
of activities including development of program. materials, methods of
improving instruction, and off-campus meetlngs must- be de51gned to

" meet the various heeds of all ,the constituencies represented in the

. institution. Appropriate ingcentives and rewards must also be made

available to the participants. An adeguate ‘level of funding is needed

for the successful implementation of -the program. Finally, there must

be an evaluation of the ovetall program, including indications of.

improvement in. the development of individual staff members. -

(Author/EB) o . . * ] . . e ‘

\,
N

2

~

0

! o B

P LA
R

2 S— . . -
M . . P . - f
4 . ' . - > e. .
~—

- o

************************ﬂ#**************.*,******************************

* -‘%eproductlons sapplied by EDRS are -the .best that can be made ;*
T E T - . from: the orlglnal document. , *
***********************fé?**************************************Eﬁ*****ﬁl
{

.
LT : ‘.
/ ’ ] . A
. ) ‘ ‘ . — -
. ‘ 2
.- . , _ ok . s
ER\KZ - . - . . oY
- . . « o ]

) . ‘ L
~ ‘ N > ~ * N ¥

ull Toxt Provided by ERIC 1 . - , . L ‘.‘K Ny

- . ) ‘ C I . ) . \

N



- / ) . : - . . ' - ; o

.¢N\J  'PERMISSION TO REPRODUCE THIS )
-, S MATERIAL IN MICROFICHE ONLY ; U-S-ED:J'CT:_TQ::L:T_:E::TH. -
;—/"'Q . HAS BEEN GR?N'}ﬁQ 8y o NATIONAL INSTITUTE OF, .
VS o William A. Harper - . €bucaTmion - ®
'O ; : . THIS DOCUMENT HAS BEEN REPRO- ‘
/ 5. DUCED EXACTLY AS RECEIVED FROM
H ‘_'_! e . - THE PERSON OR ORGANIZATION ORIGIN- . .
/ TO THE EDUCATIONAL RESQURCES © ATING IT POINTS OF VIEW OR OPINIONS -
/ STATED DO NOT NECESSARILY REPRE-
' a— INFORMATION CENTER (ERIC) AND ' SENT OFFICIAL NATIONAL INSTITUTE OF

TR TUSERS OF THE ERICSYSTEMI: T ST T T EDUCATION POSITION OR POLICY & 777

o  ORGANIZING . -
, R STAFFDEVEI.OPMEN‘I‘ PROGRAMS .
‘ THAT WORK

L]

”
]
.

Terry O’Banion . ' -
_Executive Director - )
The League for Innovation
~-in the Community College . .
. : Los Angeles, California SR

\
-

-~ . . ~ - . -

. ~ix Copyright 1978
: American Assoc:cmon of
. Community andunior G5l -
' _ ) One Dupont Circle, N.WE
: Washington, D.C. 28036

- ey Rk o4 . .
’ - ' PrimtecinU.SA. g -/_, - |

i
]

790 024

, - L SSp‘e{ccpy - S - .

- - =4

QC
-
»
1
’
i
[}
]
\
»




T~ ~ - - - ~ . - 8 *
v‘ = . -
. - “ - = ks ~ i
- ~ T - ‘, . i ~
- t:- ’ i - < i
- - i - @ .0 = P Tay P
s K - - - ‘-. ‘l' ?.
’ - .':" : ! ‘ - + - :’ -
R ) <. g, o _
o ) . . - . . J ~ ey
: . i . - . at
) ; > . : ) _ - PO RN
! ‘..\‘ b - - ‘.J i . 7" - t hd ’.
1 ) Lo T ' - L] ) .
" . - ) > ', " ( h
) ) i ’ . . ‘r ’ ’ - ‘: ._7 . : ¢ : - te 1 ‘-
S ’ - ACKNOWLEDGEMENT Toe [
~ - E - . } - T e -~
| am indebted to my colicagues Doncﬂd Bass. ster *
Case, James Hammons, Mcr.< Nock: Roland Terrel, Gordon
_ Watts, and Carol Zion for their critique of this p:;cper They . ..
" are leaders in the emerging field of staff development, and -~
] their views have hélped immensely in the, préparation of
- these ideas. Any errorin Qontem‘ or style is My own. . )
- Lo,
) . L N . Terry o Bcn:on \ '
- . . . ‘:" z&‘-
; : SR
£y ' . .
o e
) . .2 Y . i
N o ) .
1} - . - - ; . - F
. . .: . :."‘- . R ’/ s ~
, ‘ ( 3 - ) i
. . . - - -~ . - \ v \
s o~ - s PO
-~ "- - . - "‘ a . .‘
) Produced'with assistance from - - ‘;:-: R Q~‘
The Shell Compomes Foundation. lncorporcrred o . h
g ~N
s I




ORGANIZING STAFF DEVELOPMENT
PROGRAMSTHATWORK.

v ] e
. Staff gevelc%pmen'r programs are always ldlosyncrcmc
~ Designed to reflect institutional and personal needs, they
may differ dramatically from one institution to another.’Polit-
- ical redlities, bath internal and external, affect the nature of
the staff development pfogram. Administrative support and
-available fun;:ls are factors that are most important in
organizing a program for staff. A staff development pro- -
v . gram that relies orimarily on internal.resources will be very -
' different from one that relies primarily on external resources.
And. finally, the :ns’nfuhoncl climaterand the state of readi-
ness for development in the staff will determine program
Qctivities.
Although a staff. developwr program must and
. should refiect the specaol need the institution and the
T staff for whom'it is designed. there is beginning to emerge a
. set-of experiences for organizing a staff development pro- .
gram that may be helpful to most, if not all, community col-
leges. At this pointin the state of the art it istoo early to label .
these experiences as guidelingg” With a decade of activity
™~ e in staff devélopment, and with models of exermplary pro- :
grams that are'beginning to develop in d few community - . )
colleges. however, it is appropriate to describe some com- -
mon elements or approaches that-should be considered in T
‘orgcnizing a staff development program that really works. R

.{Jr

¢

ASSESSMENT -

X

-

Some kind of c:ssessmen’r is clwoyfgs made preceding the

initiation of a staff development program. Such asséssment

A - usudally describes informally sthe need for the program.
.- National c:chvmes in” staff developmem‘ over the last ten
years will c'g e stimulated some assessment on campus:

- . Should 'we be doing what other colleges are doing?.Could

a staff development program help our part-time instnictors?

Do we get our money’s worth when we send staff members

T to conferences and workshops? These are the -klnds of

- assgssment ‘questions that begin to emerge as a pre-condi-
. - tion to the organization of & more formal staff development
-~ & program. A faculty committee, dean of instrizction, or presi-

Ty

- dent usually articulates these assessment quéshons and -
- , ‘that person or committee usually reCommends a more for--- »
.mal assessment as a first step. . ‘ . e 4 3
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. Atleast four kinds of assessment are helpful to make if Q

s sound program of staff development is to be organized:

' assessment of (1) administrative views and support; (2) pre-
sent level of staff development activities; (3) institutional -

_and personal/professional, needs: and (4) internal and
external resaurces available to the institution. Information in

. _.___qallLfour.areas should be assembled for program planners

even if the information has been gathered in informal dis-—~ *

cussions. as is often the case. A formai assessment of institu-
tional and personal/professional needs is necessary. how-
ever, if the-program is-to be successful in meeting ‘staff
needs. _— - 11 )

Administrative Views and Support

~ The organization of a staff development program that
works is a major undertaking for an institution and requires
strong administrative support. AdministirGtors are. usually
already supportive of any staff efforts to improve their pro- .
fessional-abilities to instruct: students. There is a generally”
prevalent feeling among community college administra- -
. . . tors that universities have not adequately prepared faculty
: members to teach in the community college. and with the
rstable faculty situation today. administrators recognize'the
poienticl value of astaff development program. it is impor-
tant, hawever, to assess the nature of their views regarding
_ stc® development and the extent to which they feel the
oL inss-urion is capable of supporting a major staff develop-,
men: ehort. ) , ' , ' - :
An interview with the president is a necessary first step. 3
. "t Does the president view the present staff development-
. activities as adequate? What ideas and plans would the -
president like to see implemernited for the institution?Might
present funds be reallocated for a well designed program
or additional funds be made available? Will the., presicdent
. suppert an initial exploration of needs and resources? Wil
“the presiderf lend support either through G memorandum
or through additional statements to the appropriate com-
mittees and groups in order 6 encourage staff develop-
ment initiative? - ° - ' . o
. . A plan for assessment could be presented to the presi-
. - aent and his first level staff for 'r)heir support, which will be.

*

most important in accomplishing these first steps. If they are
reluctant or cynical. then the initiator might -have to begin
planning a program at a very spécific level, such as forsfu- . -
. .  _dent personnel staff or for part-fime instructors rather than
NG . for the instifution-wide program envisioneg here.” )
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Status of Staff Development Activities "

~ .Every community college in the United States partici-
pates in staff. development activities, even if it consists of '~
only one faculty member a year attending one conference.
Almost all commuriity colleges provide for a modest profes--

. . _sionat-library.. institutionat - support for staff members to . ..

attend conferences, an occasional visiting consultant, in-
crease in salaries for facuity members who accumuiate

*  graduate credit, sabbaticals, and day-long faculty orienta-
 tion sessions. Aill of.these activities are traditlonal gp--
. . : proaches to staff .development that have béen used by
= community colleges for decades. Except in a few commu-
' :  nity colleges, hqwever. they are not organized into & well-

" defined, purposeful staff development program. -

It is important, hevertheless. to know what the institution -

" is currently doing. Interviews with the president, deans:
department heads, and unit directors will provide informa-

" tioh on the extent to which the institution is already offering
staff development activities. If possibie, the institutional
budget should be exaomined carefully.to détermine, as.far

' as possible, the exact amount of funds aliecated to and

. used by the various units for staff development. A president
: often has a discretionary fund that may be the most crea-
tive source of staff development - in. the institution, ‘and it

' ‘should not be overlooked in the assessment. it may be diffi-

) cult. to separate some of the funds allocated for instruc-
tional development that also serve the purposes of staff

. development, but attempts to review and make judgments

.

about these funds should be made. - .

. It is usually surprising to institutional leaders that the
college ig already spending considerable funds on:staff
development. One institution in the Midwest, considering
. the organization of a formal staff development. program.,
- assessed ‘activities and discovereg that the college was

. spending over $100,000 a year on staff development.

S
- -

*  Institutional and Personal/Professional Needs
. o N - -

The mosf important assessment to be made A of the

institutional and personal/professional needs ‘regarding

. staff development. A guestionnaire is usually the approach

i usdd to assess such needs, although the Eastern Campus of-

v © Cuyahoga Community College used a facully ‘committee
to interview all faculty members on the campus regarding |
their inferests and needs in the area of improving teaching.
Such approaches can be very effective for small colieges _
or IOr units within larger colleges. The personal interview
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apprgdch has 'rhe tadded advantage of building support
* for theé program as the.assessment takes place.
To orgahize an instifution-wide program. general ques-
.tionnaires are most often circulated to all faculty members.
They are sometimes made specific for classified stdff, part-
time instructors, administrators, and o'rher special groups.
 Max Raines of Michigan State University has developed.an
excellent questionnaire that assesses both institutionai, and
personal/professional needs. It has been pilot- tested at
Broward Community College in Florida and has been ad-
ministered succeassfully by mail and through group inter-’
view processes.

A qguestionnaire t¢- determine the interest of full-time
teaching faculty and the extent fo which they would be will-
ing to participate in seminars has been developed by
Michael Topper at-Yavapai Colleg Arizona. A needs
assessment instrument was also’ dev. !oped to assess the
interest of all groups., mcludmg boord members, at Oakton
Communn‘y Co!lege in lllinois. Chorles Novak of Oiney Cen-
“tral College in lllinois and Barbara Barnes of Eastfield-Col-
lege in the Dallas County Community College District have

o developed assessment instruments that are used in state-
‘wide studies of staff developmerﬁ rReeds; Their instruments
have been adapted for assessmént at Miami-Dade Com-
munity College-North Campus and other institutions. in the’

last few years @ number of such instruments have, been
made available for assessing bbth institutional afrd persomn-
al/professional needs of staff members. .

. -
-

- N - e <7
. , .

Internal and External Resoufces
i‘* As part of the assessment of personal and p?bfes&onol
needs of staff mempers, it is he{pful to gather information
regordmg the competencies-and skills of faculty members
that could be made. available for the staff development
program. Some colleges. such as Mroml Dade Community.

College rely more and more on what they label as m'rerno/l//

consultants. The assumptian.is made that present fac ity

. members have the abilities and skills neceésc:ry to teach

other facuity’ members, and only limited resources from out-

side the institutioh are needed. Other community eolleges-

rely almost totally on qutside resou rces from universities and -
prnvc‘re consulting firms.

Sometimesthe climate of an msmuhon prohibits 'rhe use

_of internal consulfants, at least in the beginning sToges of a

"program. Therew are many obwous advantages to’ usmg

— ~ .

LS

-

-

T ,mTerncl consuyliants, however and any prqgrom that is To '
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. funChOn properly should consrder usmg the resources at

“the ‘community, such. Qs local chapters of the American-

. grams with this national movement: In ‘a.sense, then, local _
programs are confirmed by the national ccrrvmes - ‘ “

-

hand.

In c:ddmon fo mrernoL resources, .some ossessment
should be made of the resqurces from nearby universities
and from special agencies. "Most major business and indus-
trial groups have well organized staff development pro-
grams. it may bepossrble to use some of the resources from

Society for Training and Developmenr All of these shoUld °
be carefully assessed.

Once these various assessmerits have been made, pro-
gram planners should prepare a statement outlining views
and needs discoyeréd. With this information the program
plcmners.should be able to make arecom mendation to the
administration or'to the Appropriate: .committees regarding
the importance and necessity.of organizing a staff devel-
opment program. Once institutional policy” makers have
approved the recommendation for a brogram, major effort
can then be given to organizing a. sroff developmen'r pro-
gram 'rho’r reclly works ) S

~

- . - -
L -

STATEMENT OF PHILOSOPHY

-

So that the program of staff development can have a
focus and so that faculty members can participate in the
process of, establishing that tocus, a statement of philoso-
phy-is necessory This is often a statement of need and
|mpon‘once as well as.a statement of bc:src prmc:ples that -
wiil'guide the program.. .

Statementsthat have emerged inthe last decade often
reflect the national staff development movement. Two .
major statements provide guidance: the report ta.the Con- °
gress, People For The People’s College. later published as .
Teachers for Tomorrow: Staff Development in the Comsl-
nity-Junior College. and th& eloquent statement prepared
by Roger Garrison in New Staff for New Students, the report. . R
of'the national assembly on staff development sponsored . ’ -

by the American Association of Community and Junior Col- :
leges. Since_staff development is a “movement,” these .. ~ -

statements act to connectthe local implementation-of pro-

Once the preamble has been complered the. state-
ment of philosophy should relate to the mission statements
of 'rhe college. The college, of course., is commuﬁed to im-

-

&y
0
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. proving learning for students and to providing a climate in -
which that learning can best take place. Staff development
is a legical extension of that commitment, in that improved
statf development, one hopes. leads to improved student
development. It might e possible to relate migsion state-

- ments of the staff development program to specific state-

ments in the college objectives. but usually that is not ne- .

- - egssary. A generat statement linking the importance of staff - ...~

development as a means for better meeting the mission of

‘ the institution is probably sufficient. . .

b N A statement of philosophy should provide the parame:-
ters for the scope of the program. In an institution-wide:pro-
gram if is important, to recognize that staff development is
tor all statf members in the institution, including -full- and

. - - parttime faculty, counselors. librarians, day and evening

- < staff, clerical and custodial staff, para-professional staff,the .
president’ and other administrators, and even, in some \

~

cases. members of the board of trustees. If the statement of

philosophy says that staff development is only for faculty.

this is recognition of the important role-the faculty: play in
the institution. but it also gives rise to the suspicion that
administrators and others do not need to be developed.

Statements of philosophy might also include indications

that the program is d year-round. continuing program that

“ - is an integra!l part of the institution. As a late effort in the

' college scheme, attempts should be made to lodge the

" _ program as gpermanent fixture. - :

| Progrom< planners and faqculty commifiees should
' spend considerable time developing a statement of philos-
ophy. A number of staterfnents have now emerged thatcqan .
provide some assistance; Copies of these can be obtained <
from other .institutions for study for components that are-=/
. applicable to the institution.~Staff development and the
need for it are not so mysterious and esoteric that special
-committees need to spend great amounts of precious-time .
© reinventing statements. o .

- AWhat is important is that once=a statement has been -
developed. it needs careful herding through institutional »
pastures. Usually, a committeesds responsible for developing
the first draft of the statement. and it is helpful to have .

. approval and support from a committee whose members
.have visibility and respect in the institution. Once *

approved, the statement shouyld-be shared with the faculty

for their review. This is a most impoftant step since approval

from the faculty is absolutely hécdssary if the staff develop-

.ment program — designed for their needs — is going tobe

_accepted. Comments should be asked for in wrilten form

e and a special session held for the faculty in which the docu- -

-

-

-
-
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nt can be discussed. The session could be part of areg-
dlar faculty meeting or. if the college is particularly large. a
special session might be held for those who are interested.

. Along with the statement &t philosophy it might be help-
ful to have taculty review some of the results of the assess-
ment process so they can learn why it is important to have
staftf deveigpment programs. If the assessment process

ophy is sound, faculty members are likely to endorse it,

although they will have numerous questions regarding the .

organization of the program,. the reward system, require-
ments; and whether or not staff development is going to be

related to their evaluation. Some written statement regard-
ing how: these other elements are to be considered would

be helpful to aliay their concern. Once faculty members

have approved the basic statement of philosophy. plan-
ners can then move oheqd in designing the program.

-

ORGANIZATION AND STAFFING

-

Staff development prdgrcms are still very new in com-
munity.colleges. and patterns of how they should be crgan-
ized have not yet emerged with any agreement. John A.

.Centra completed a study for Educgtional Testing Service

in November. 1976. and reported .data on staff develop-
ment programs in 326 two-year colleges. Forty-nine percent
of thecolleges had some unit or person responsible for staff
development -or  instructional improvement. The median
number of years these units had existed was only 2.5, Fifty-
six percent of the two-year colleges with units had single.
full-time directors. 14 perecent had two or thregfull-time stcff,
and 18 percent had four or more staff members. L
Charles R. Novak and Barbara K. Barnes report in two
studies of statf development practices in Illinois and Florida,
that there is no agreement regarding patterns of organiza-
tion. “Clearly, there is no cdnsensus regarding who should
be responsible for staff delveloprnent programs. Not only
are ail gfoups reluctant to name any mode of dperations as

desirable. but the pola(ity of their views on this subject is

more pripnounced than it was'on other topics.”

At tHis early stage. while tHere appears to be no agree-
ment regarding organization it is quite clear that someone
must be in charge if-the pregram is to work. Consideration
must b2 given to the political realities and resources availa-
ble wishin each institution. If there is a sirong faculty union.

L P

- underscores that importance, and.if the statement of philos- . .

14
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~ AdvisoryCommittee -~ - - -

then there.is likely to be a push for control and direction by
c: faculty committee. If the administration has initiated t

Y program and gives it strong support. there is likely ta a
push for a coordinator who would report to either the presi-
‘dent or one of the deans, most likely the dean of instruction.

L

_Regardless of the organizational pattern selected for

. “the institution, an advisory committeé of personnel repre-

senting the various units for which staff development i- to be
planned would be politically expedient and educationally
sound. An overail, coordinating committee is = etimes
used. such as that developed at Eastfield Colle~2 of i-e
Daillas County Community College District. At Ecsifielc <
staff member fromm each of the various units repre.. .:ng
part-time staff, full-time faculty, administrators, etc., works as
a committee to coordinate the overall direction of the pro-
gram. In a case. an advisory committee should have
input and approve the direction of the staff development
program. Staft development programs that reallx work
~~=a changes in institutions and are Iik_ely on occasion to
S~ 2 controversial. The support of an insﬁ'ru'rioq;wide
- ~tee will be most helpful in better planning and in
Crin .dmg supporf when the going gets rough

As the program evolves and grows it is not l:kely that
quality coordinatiobn can be exercised by committees.
Usually. @ member of the committee emerges as a leader
and is given released time or th committee recommends
that some faculty member be Gppomted with released time

' to coordinate the activities in staff development. At North-

‘ampton County Area Community College in Pennsylvania,
an eight-member group provided initial direction for the
program. The group eventLc'y rolected one of the mem-

bers as chairperson, ard "me inst  ."ion provided relecsed
time for that individuail.
Some colleges opt for a aecentralized approach to

staff development, operating the program vThrou‘gh the
existing directors and coordinators of the various units. In
this plan of organization. <. waon chairpersons and/or
deans and directors usually o~ :vide the leadership. If there
is strong support fror the odmsmstrc’rnon if funds are availa-
ble, c~djf *~ese -1 3Us urit heads are provided assistance

Cinplanning sicfi weve ~orment programs, then this argani-

zaticn cch work. To~ ofter.. however, unhit heads are as-
signec th2 staff deve . coment function in addition to ail their

other rescons.bilities. cnd -~e staff development function is

.-
-

-
.
-
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4 often slighted because of a lack of time or experienceo. If
the program is to be decentralized. it is necessary-to pro-
vide some staff development activitios for unit heads to-

 Jhelp them know how to plan and carry out programs for

-their areas.

b ]

-
’ -

“Full-time Coordinator= ~~~ ~——— ~T oo e

-

- In the view of the author, the most feasible organization
for a staff development program that works is one coordi-
nated by a full-time staff development person. This person
should report to the president of the institution if the pro-
gram is to be a true institytion-wide program. in some institu-
tions it may be approprigte for the staff development Ccoor-
dinator to report to the glean of instruction or to the chief
administrator of the academic program. An advisory com-
mittee of the faculty or of staff members representing the
various units can certainly lend assistance and strong sup-
port for the program. )

One of the difficulties of organizing the program under
the direction of a single staff member-is that few staft-mem-
bers are qualified to provide such leadership. The University
of California at Berkeley offered the first course specifically
for .coordinators of staff development in community” col-

leges in 1973, and each year thereafter at the University of -

lilinois. In the last few years several other universities have
begun to offer courses and seminars for the. specific pre-
paration of staff development coordinators fer community
. colleges. These are only modest attempts and in no way
can they entirely prepare a person for the task of.coordinat-
ing rather complex staff development programs.
Staff . development coordinators are ysually selected
because they have emerged as faculty I%:ders or as staff
- members with specific skilis in instructional development or
human relationships. They are often people who are res-
pected and trusted by the facutty. They are interested in
their own continuing professiona!l development, and are

willing to take on a new task that has little professional iden- .

\‘ tity. Many of them have direct skills to offer faculty,"but most

eventually spend their time managing and coordinating a
program and using the skills of others. .o

" There is an emerd iy staff development professionail,
however. The educational development officer has emerg-
‘ed as a professional with. competencies in instruc-
tional design and development. and a staff development
facilitator has emerged as a person with skills in teacher

supervisian, management development. human relations

S -

T
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- . sKkills, consultation. and sometimes evadluation skills. The.
National Council for Staff, Proggam, and Organizationga!
S DeveIOpmem‘ (NCSPOD})‘'was organized under the auspices

— - of AACJC in the fall of 1977, and the continuihg profession-
s alization of this group will likely result-in‘a growing coré of _
staff development professaoncls who are skilled for the task.
- A number of states are also in the process of organizing
- state associations of staff development professionals.
D - The Florida Department of Education is involved:in an_ i,
effort to develop competencies for variouds lecdershtp posi-

tions in educatioa. including|statf ‘and program develop-
“ment coordinatars. The-NCSPQD is also plkanning to organ- .

" ize a national research prdject, that will identi cmd vali- .
date competencies far staff devei,oﬁmen'r profe nals. . .,
In. the beginning. the staff devefopmen’r c dinator - .
" 'may offer direct services to facuities through workshops on =
writing behavioral objectives, leading group dis ioRs, ar
AN the nature of community collegé students. As ‘the program
takes shape., however, the coordinator will.provide fewer -~ .
direct services and will begln to devote m‘ore time to man- . -
cgement e . St _ o

BRI

-

ProgramStaﬂ ‘ 2t

- One important source of s’rclff for the progjcm is fhe staff.
at-the community -college. :Some’ systern. shauld be- devel-’
oped for identifying staff members who have expertise to-
“share with their colleagues. At some cdlleges these staff
members are called internal ‘consuliants and are given
released time to provude such -activities. The staff member
..~ : who teaches a course to collecgues may have that course
- assignied as part of the regular teaching load. if imternal
. consultants are used for weekend: retreals and *summer
activities, they may be paid for these extra services. The
Florida Junior College at Jacksonville pays internal consul-
tants an hourlyr rate commensurate with their educational
- level. In any case. an assessmént of the internal resources
will reveal excellent consultants who can provide outstand-
ing sarvices for the program. The added advantadge is.that -
- these internal consultants aiready know the. institution and
its problems. and when asked to assist in this direct way by
helping their colleagues. their own pdsitions are enhanced
-and their participation is a kind of advanced sfcff develop-
. ~ ment forthem.
T *  Depending upon 1he size’ of the lnsﬂ‘ruhon lf will be
- -necessary to consider adding additional full-time staff-
' - members as the program grows. If fhe college decndes To

L3
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.+ _.  make a magjor effort to direct the institution into behavioral - . 7 7
. [ objectives for classes and mdnagement by objectives, a
- ¥ -specialist in this qrea may nesd to employed to assist >

T .- . "7 stoff members ‘in making these chdanges. o larger institu- . .
© .7 -tiens of 10,000 or more students, additional staff members )
- will be needed to provide services to complement th QLK . -

_ of the cqordinatar if theprogram isto be effective.- . \ 2 | \ .
== . * A number of-community colleges have .instructional = -
development specidlists, usually assigned to the ieaming . .

- resource center. These staff members can. provide very - ° b
¢ important :services for improving instruction, which is. a .
major part of a good staffdevelopment-program. Relation- |+ - »
ships shiould be worked out with this unit fo ipsure that these ’ r.
© specialists are avgilable to assist with the staff development |
- program, singe fhe; purposes of stgff developmeni-and LT
- -instructional development obviously overlap a great deai. > .
" External consuliants are also useful for specific tasks -5 =
‘when these activities are carefully planned and when.” e 7
T follow-Up activities aré initiated by the local staff develop-
. ‘ment professionals. it is a poor use of funds to bring consul==
&, tants in for single speeches or for one day visits,when these Sl
o ‘are not part of some coordinated program. When consul- 3 5
- tants are used fo stimulate new thinking or tg affiim some ~ - .
ongoing activities. they can certainly bbe useful. When con: L
" sultands bring new idee’:&ato receptive groups who have .
been charged with examining those ideas for possible - | . -
. implementation in the institution, there can be considerta- - -
ble .institutional payoff. Further. when consultants are :
brought in o teach specific skills or to assess specific pro- - |
= grarks these activities can be of value to the institution if « . -
: there is some follow-through on the recommendations.
T If staff development programs are to be successful,
- then, the institution must develop its own internal resources
to be used on a continuing basis. An occasional shot inthe
arm by an outside consultant can be helpful, but it is no ' )
replacement for a well developed in-house staff develop- - /
ment program. ..’ : . ) .

.
,

-

-
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PROGRAM OF AcTIVITIES

- .
. - -
“ ) T

The program of activities is derived from the assessment |

of needs and interests of those for whom the program is, - :
planned and from the mission. heeds, and pricrities of the - e
institutidn. The program format will depend upon institu- e
tional.resources. expectations of participants, and the cre- | | '
ativity of the staff development coordinator. o

R . : | | oo ’ ~
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' Some community colleges think of the staff develop: .- Y,
... ment program as a curriculum. A curriguium is a set of
- designed experiences forthe development of students so it _
© . T eanadaiso be a set of designed experiences for the develop--. .
7 ‘tnent of the staff. If the progeam.is conceived as a curricu- ’
- :  lurrt ¢the primary work.is to develop a serigs of courses, sem-, ’

-

- - inars, and‘ workshops that wili be; atiractive 1o the partici—

T crrts. .Except in very unusual circumstances the offerings -
- “witt#e electives to be selected by the staff members ja® .=

. -térms of their own perceived needs and?interests. The -
, courses are sometimes listed in the cafalog along with the
4 - . courses for students..and in this way become part of the..

-~

. recognized and approved activity of the institution. - . * . .
: . Such courses as Improving the Lecture, Preparing Tests.
*Understanelimg Minority Studerits., Writing Behavioral Opjec-
. tives. Using Humgyin'the Classroom., Mandging Confronta-
" *  tion. Using Audidyisual Aids, ejc.”are often offered for
‘ course credit and taught by internal consultanis. The- °
‘courses have objectives and a plan of activities and some- -
~ -times a sylliabus. Staff members who complete the courses - .
" are sometimes awarded credit that applies on the salary
schedule or toward promotion.in academic ramnk. Courses -
offered institutional managers mgay include Time Manage- -
- ment. Planning and Budgeting, Evaluating Staff, Decision
. Making. Leadership, and Supervision. A curriculum for clas-
N sified staff might.include such courses as improving Typing.,
sSRorthand Introduction to the College. Philosephy of the
- Community College. Community Relationships., ‘and” inter-
~personal Skills. - < T T U
Colleges’ experience in organizing curriculums for stu- | :
) dents can be helpful in designing ‘curriculums for staff. In o
this way the-staff development program is &learly visible :
.and fairly well understood. Staff membérs sign up for
courses, complete experiences, and learn what they wish io
learn. They accumulate credit and see benefits in terms of
experiences completed. Courses are offered as long as
participants continue o enroll. Once the needs of the pre-
sent staff are met, courses are dropped from the curriculum
and new.ones are added,. along with seminars and ‘wark-
- shops.~ . ' ' ' ' o
- In the curriculum approach new faculty members are >
- sometimes required to participate in a course such as Intro- -
. _ duction-to the Philosdphy of the Community College. Some- T,
_Himes departments will sirongly recommend that memlbers '
| of the depariment participate in a course or workshop that
7 is important for the direction that the department is taking. _
-~ At kds Medanos College in-California, new faculty partici-. -
,"y\pdre'in a semester-long program before jhey begin teach-
~— ) . T,

-
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. mg Funded by the W. K Kellogg Foundation cnd directed
Y )" by Chester Case, the program.has been a most creative -
P experiment. _ g ~° _ /’ -

- - - '
~ )
&

~ - . - -

*  Program Materials

Some institutions have .developed extensive materials

: for. staff development in‘the curriculum mode. For example,

. the: Maricopa ‘County Community College -District has

- developed a séries of self-instructional materials for part-
-7 .+ time staff of the district. Thes materials cover, & variety .of ' .
topics, some men?loned above, and are recognized by th -

-+ state as fulﬁl!mg the requirements for certification. Al D '

- Anza College in Cdlifornia, TV tapes are available for part-" .

i time staff on special topics the college has deemed impor-

tant for that group. The League for Innovation. in the-Com-
munity College received a grant. beginning in the <all of
1978 to work with these two colleges and others to develop
these materials for use by other community:colleges. <
The curnculcr approach is easily conceived and pro-
vides a corpforiable andkattractive structure for the partfci--
. pants. Thefg are many additional approaches, however,
' ’rh - Ccan Gdd creoﬂw'ry to comprehenswe progrclm of
staff deveélopment.

o Grants to staff memibbers for special ;bro;ects can bé.a
very effective form of staff development. Matghing institu-
tional needs and individual nesds of staff members with |
Jinancial support from the institution or from external cgen-
cies can result in improved programs at many levéls of the
institfution. A number of colleges have allocated special
funds for grants to staff members to lmprove teaching prac-
tices. to —develop new courses, or to improve the manage-- .
" ment of various units. s‘g

The Peraita Community Couege District in Ccllforma.
allocated at.one point over $100,000 for special facultx

. - grants to improve teaching. Faculty member§ must apply to
a special review committee for these funds and the project
must be of benefit to the institution. Faculty membeérs are
provided guidelines for the development of proposals,and:

. committees make awards of modest sums for the proposais
that are most promising. Over a period of time such institu-
tional!l grants can contribute significantly to the improve-

- ment of educational practices. Special attention, however,
must be given to the implementation of findings or the result *

-of these grants will be very limited™A number of colieges.
use.this approach as a way of rewarding credative and
energetic staff members who want to com‘nbu’re to institu- -
honcl.deveiopmem‘ : . . :

>
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A.most créative approdch to the® grants, pregram of o
. staff development has been under way for some time at. .
s Sarfa Fe Cammunity College in Rlorida. The dsan for devel- T
. ‘opment at Santa -Fe -works, with Yaculty mefmbers to help L

' . them prepare proposals for funding from' federal, state, 0
local., and privafe sources. In-1976 the college reported on . 3
g 32 projects that had been funded for gimost $4 milljon from -
PR -external funds. The programs represented a greatvariety of
- % . new program developrnent in such areas as heaith related” Lo
' ‘and career development programs. A num of grants -
_ from the State .of Elorida contributed to thepurchase oOf
. . equipmerit, local conferencgs. and even assistance to
local. high schools. While the projects were-greatly diverse, .
. they were.. nevertheless, offered to the college under the
- - tubricrof 0 staff development pragram. In this way the col-
: lege is making o-statement about the importance of staff
development at many levels of college operation. : _
‘ ' - . - ' - . < -
“. : - . : F
Methods of Improving Teaching - '

ES -

[
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~ . . Im@roving teaching practices is probably the most
- impgriant concern of faculty members in community col-
- leges: Too often, staff development activities are only indi-
%+ -+ rectly relatedhte improving teaching. A direct approach o »
-+ improving ’r_eéc_ping.involves monitoring teaching procfices
: and esplafing rew styles and approaches. Two approach-
es can serve as examples of the possibilities in this area. ,
: At Jamestown Community College’in New York a coun-
selor in an informal discussion of teaching suggested to a
‘history teacher that it might be helpful to view oneself on
television in the teaching process. The history teacher - - - _
agreed and invited the counselor to fape him while he s
“taught his -history course. As the reiationship between the
two developed, the counselor offered to give feedback -
- about the teacher’s style. The counseior pointed out listen-
- | ing modes, interaction patterns, thought processes., exam-
ples.of humor, and exampies of non-verbal communica- .
- tion. The history teacher would review the, feedback and
S “ e film with an eye toward improving his style. This is a
| o simple, direct approach to improving teaching . practices
- ' and-could be easily and inexpensively organized in almost
: any community. college in theé country. Such activities, of
7 course, require tonsiderable trust on the part of the partici-
%' . pants and skill on the part of those who provide feedback.
: A similar but-more formal team:-approach was devel-

oped at Ohlone €ollege in Califdrnia. Four or five faculty

~rmembers agreed to participate in‘a continuing process to

-
o

-
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review their ?ecéhmg sTyles I After establishing a level of trust '_ .

- and openness about their teaching styles under the direc-
tion of a letider. porhcupcm’rs are asked to teach the group
any specific topic of their choice fé\o/one minute. Fellowing
the one minute presentchon the group gives feedback to
the teachér. The time is increased to five minutes for subse-

quent pre’sentcn‘lons c:nd ngentuclly participants .are, vnsn‘-‘
mg cldsses and giving “feedbdck dnd suggeshons -on recl :

..r

'ers. This ogprooch is parhculor!y helpful because it pro- .

vides a true supportive ‘core of interested colleagues in
- which ohe’ cgag. explore énd practice-new approachéds 1@
etecchmg i’r hcs the cddeéi advantage of having input from
four or five qddmonol.esqoenenced colleagues. This kind of

- approach hcs the pot&ntial for revitaiizing arrentire institu-

Jion and making significant com‘nbuhons to Teochmg effec-
tiveness.
When staff members visit oTher colieges to review inno-
" vative or exemplary programs, they always find ideas they
&vcnt to implement on their. own campuses. When these
sitations are coreTully designed to ‘gather ideas and' to
bnng them back to™thé campus fof review and possible
implementation. such activities can form the basis for an

important part of o sfoff development progrom that really

works. -
Both Delta Col!ege in MIChIan and- Morcnne Valley

Community - Collede™ in lllinois have developed this ap-
~_proach most successfully. Both colleges have sent teams of

staff members rfepresenting administrators, faculty mem-

bers. and clossnf:ed staff to other community colleges to .

review programs they have learned about through the liter-

ature or thdt have been identified for them as programs, of -

outstanding qudity. On these visitafions the team follows a

" careful format gathering information and preparing it for ‘

reports back hdme. Copies of materials are obtained and
contacts with those who have implemented the progrcm
are made forpgessible follow-up.

This ctpproc:\ch as the advantage of a core of suppon‘ '

for an idea. When an ihdividual discovers an idea off cam-
pus and attempts to bring it hon

it or_do net support it as enthusiastica N a core of
people support an ideq, it has much more likelihdbod of
béing implemented on campus. In addtion, the sense_of

- community that develops among those making the \isifs~

can-also have important implications for the campus cli-

' mcn‘e These team members oﬁen become campus leoders

= - &
s - v : : o ‘o
~ S - e

4

‘ e, there is often difficulty in-
- implementi e ideq because rs do not understand.
] ;{\g the id be thers d t undersfand

U
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aré quite knowledgeable because they have Been

. ~exposed to a v rieﬂ/ of ideas on a variety of campuses.ffhe

-~

. (L ‘\‘I ,\“ )

prografm has: n sq successful at Delta-College in.the

o past.that inthe winter of 1978 special visitations were Fnade

7

.

to review staff development pragrams on other community

college campuses. \ b i AR
-‘9 . ..’ Ta ,‘u e i 7 -1 . ‘ ™ R . .
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o*lf-ccu{\pqs Activities _ . o g
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7" it has been-usual practice at most.community colleges
- to send staff members to off-campus conferences. work-
shops. gnd meetings \of . professiedl associations. Thése
&an be most helpful in providing saurces for new ideas. in
gathering actual writteh materials T returri®o the campus.

and in-making contacts with other forofessighals intergsted

“. in the sdme probiems. Such meefings.keep & campus in

touch with natiofial movemiénts- and detivities: and insure - -
Jthat the,locdt campus will pot become provincial For the

" individuais attending the meetings it is often a time of per
sonal renewal with old adsociates and an opportunity 1o e
stimulated ' regarding new, ideas -and approaches. The
rewards for the institution, however, are often left to chance
and there is sometimes a general feeling that such meet-
ings are not particularly vaiuable.for the institution” -

Attendance ot -off-campus conferences,' workshops,
and meetings of professional associations. however, couid
be of great benefit to the local campus. The staff develop-
ment coordinatorshauld be-informed beforehand regard-
ing thosg who are attending such meetings and the kinds of
meetings attended. This can be easily accomplished if
copies of whatever forms are usechto approve such activi-
ties are sent to the staff development office. The staff devel-

opment coordinator. then, should Sontact those who plan . |

- {o attend meetings and ask themio gather information that
would be:of use to the institution. In Mmany cases participants.
‘should be encouraged té.offer workshops upon their refurn
for those who did not attend — especially if it is an extensive
workshoprorone that will trgin‘them in some new ideas and
Aew approaches. In one sense those attending confer-

~ ences should be seen as internal consultants. As part of

their responsibility for attending workshops and confer-

. ences, they should bring home something of value to their

colleagues. This approach has, worked qguite effectively ab
Miami-Dade Community College in Florida and can wark
eftSetjvely on most community cQliege campuses. - _
- The day-long or weekend retreat can be a very inten-
sive experience that can contribute significantly to institu-

~
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‘nonol and sfcff developmem‘ goals Son',yehmes it ds helpf&il -

¢ to assemble the -antire college or specnc:l groups in, the.
*.  college to focus intensely on a special problem- i-'zetcec .

- are often wsed- 1o build @ sense of-community’ .cmd To en-

" courage'asense of renewalinthecollege. . "¢ .

. . At Broward Community Z:ollege in- Floridig en evemng
and day-long-retreat has been used to build*a- sense of

' éampus community. Fiathead Valley. Community College -

,in Montana has used yearly retreats to open the\coilege.in
the fall and to deveiop a sense of commonalitysdaround the
\ goals for the year. The PeraltaCommunity Cellege Distri&st i in
California holds an administrative retreat for ail five c cam-
puses and: thé District” Office -as a way of explonng new
ideas in @dmiistration cndwnonc:gemenf and as a way of

.. building a common purpose in the group. Significant

changes in :mprqved teaching. increased grants..and
., improved service have been dchmerﬁed at Jamestown

Cg;fnmumfy College because of an :n’rehs:ve retreat for the .

st

‘, Refreafs can be held to frcm for special skills or used Qs
- q problem-solving activity. They are effective for a variety of

purposes and should be considered for special needs in.a

well-rounded staff developmem‘ program.

--T4 . Gradudte study is probably’ the most traditional staff

/developmem‘ practice. All professional staff members hove

participated in graduate study and sometimes as many as,

one-third to one-half of the professional sfaff continue to’
- partigipate in graduate study. If the program of ‘graduate

-

P

5

study is more than simply an accumulation of credits that -

improve the salary. it can be an important pant of a crea-
»'nve staff development program.

} .
-The Dallas Counily Community College Disirict and the

- Tarrant County Community College District, both in Texas,
have used graduate study quite effectively as part of their
- staff development programs. They organized a graduate
.career development center (no longer in operohon] for
their staff members, with assistance,_ from a number of uni-
versities in T&éXas.. The universities offer graduate credit for
courses identified as needs by the local faculty .and the-

- courses are offered on the campuses of fhe community col-
leges. This kind of coordination helps insure that the gradu-
ate study will be useful to the ms’n‘lu‘hon ond to The sfoff
membersin the communn‘y college

-
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- ' ;There are a number of other

- cohsidered in ell-rounded program of staff develop-
* - ment; Scbbcﬁc%\s, of ‘course. are also tradifional farms of
. staff deveiopment. Theysprovidée intensive opportunities for _
improved professional development and should be seenin’ |
~ that light. Sabbdatical propgscls-should be carefully re-

- e E

-~ viewed and cpproved.leaves manitored 1o insure that the | .

o -

IRV ﬁﬁsﬁtuﬁoa is,rewarded in-what business and industry'see as_ -

W

. a most generous and unusualpractice of educational insti-_
“~ " - futions. Mini-sabbaticals of Awo' 1o four weeks have been
SN usedey colleges in the ACCTion  Consortium quite effec-
tively. < -¢" ] . o 5
. Fccm_ﬂﬁ'éxchcnge’progroms offer additional intensive

- - v

erably from working in another institutiori. When such ex-
.+ .. - changes are only 'sporadic, however, they are not likely ta
' "have much impact oo the insitution. At Brevard Community
College in Florida there is an intensive effort under way to
develop an infernatignal exchange program for fairly large
numbsers of staff members. These efforts are likely 16 result’in

ALt

- ‘real impact on staff'development. AACJC has also organ- -
7 .. izéd  an exchange program that - includes Canadian
colleges.: | ~ T - '

The brofe’ssio'ncl-lit;rcry“is standard if-rmost institutions. If

- ‘the staff developrent program is successful in stimulating - "

faculty: members to review new ideas and. practice new.
_ appraoaches, then the professiondl library becomes crucial
_ to a staff development program thatreally works. if the pro-

"~ fessional library is one small shelf of classics onithe commu-
nity college, it-is not likely to provide the support necessary
for creative and energetic staff. e =

~ All of the above activities can be considered part-of.a.

. well-organized staff development program. A college rich
in resources can attempi to offer opportunities in all these
activities. Sometimes the program will emphasize one

-~ approach over another, but just as colleges provide for the

individual .needs of students, so must they provide for the
individual needs of staff members. Thus a diverse program.
of activities is required for the various needs of the staff.

. A professional development plan is’ sometimes used 1o
help staff members consider their own objectives and 1o

.
i

-

“assist them. in selecting from the wide variety of develop-
-mental activities that are” available. The plan usually con-

-

sists of the staff member’s objectives for a year, or some-

..

times even for five years, noting priorities of interests and
‘needs in areas of professional development and sorfe-

.

«

AT

activities thqt should be

~*  oppaqrtunities for individual faculty members io gain consid-. -
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. times in the area of personal development. The plan may
be 'reviewed and approved by an immediate supervisor
and'when collected throughout the institution can form the
basis for planning staff development activities to be offer-

- - this approach quitg effectively.

‘Once individuals have completed professwncl devel-
opment ptans, depc:rtmem‘s and divisions can review.them

with an eye towards organizing appropriate group activi- .
-~ ties where objectives of staff members overlap. in addition,

- depariments and divisions can encouroge certain institu-
.. tional objectives to ‘be included’in the individual plan and

" needsaremet. *
= One magjor cdvcm‘c:ge of the professional deveTopmen'r
plan is that it provides a basis for evaluating ocutcomes in
terms of personal and . professional objectives. Another
/cdvcnfcge of the professional development plan is that it

\

from a smorgasbord: of activities, yany of them will not
participate at all. When' they are encouraged or even
reqdired to prepcre professional development pldns, they
then must review their own needs and interests and must

become acquainted with the program, of staff Jdevelop-_
ment. The professional development plan, of course, is no

" guarantee of .involvement or success, but it is one ap-
proach that has wo;ked in a number of commum’ry col-

\\leges

‘._. 13

INCENTIVES AND REWARDS
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There is an assumption that staff members must be
induced to participate in staff development activities.
While this may not have been true several decades ago.
the teaching profession has changed to the point that staff
members often raise the question of incentives and rewards
at the very begmnmg of any new activity. For colleges that

-have faculty unions it is a very open question and one Thcﬁ
~islikely to end up on the bargaining table.

What kinds of rewards should staff members receive for

. barticipation? The possibilities include released time. pro-
< motions, direct stipends, salary increases, institutional rec-

ognition. and paid {raveli. The opportunity to participate in

persongl and professional growth activities provided by the -

-institution is also a very important incentive. In fact, it is one

v

" ed. The College of the Mainland in Texas-has developed .

.in “this wday both institutional and personol/profe55|onol'

encourages ownership of the program on an individual.
\ basis, If staff members are simply encouraged to select

&
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of the most inipo}Tch incentives in a .staff development
program ang one that must not be overlooked. '

* T n a 1977 study of staff developgment programs in Florida =

and llinois by Novak and Barnes. all- groups studied- (divi-
sion chairpersons, student personnel staff, administrators.
and faculty members) viewed personal and professional
growth as the most.desirable incentive and reward for par-
ticipation in staff development activities. Serious discussions
with staff members about their owr.needs and interests will

likely reveal the same percéeptions. Staff members want to

-

-3

grow and develop; they will likely view_ with optimism any

creative oppornunifies given thems

_ While personal and professional growth certainly is an

‘icnporiant incentive, an -effective program_cannof ignore

other methods for-providimg incegtives and rewards. There
is very little agreement. however, among the various consti-
tuencies in-the institution as to-which rewards produce the
bestresulis. - ’ ) v T -

For example, faculty members and division chairper- -
sons in the Florida and lilinois studies felt that they should be -

awarded salary increases or monetary stipends for partici-
pation in staff development activities, but administrators
disagreed. They rejected Ihe idea of increments and sti-
pends perhaps because they felt that staff development is

_parf of the regular activities of staff mgmbers.

 Released time is offen viewed as an important reward
for staff development. In.the Florida study cited above,
however, facuity members and student personnel workers
perceived released time as a highly desirable incentive,
but administrators did not. The probiem of developing a
reward system that works for an institution is cbviously a very

difficult one and should be approached carefully to insure

support on the part of the various constitu@&ncies. As part of
the early needs assessment, it is important to discover which
rewards are perceived positively in the institution so that
these can be bujlithto the program. ’

There is one-approach to rewards and incentives that
avoids the difficulties that develop from these different per-

"ceptions regarding value. At Cuyahoga Community -Col-

‘worth reviewing for the specifics, but generally they work in-

lege in Ohio and Miami-Dade Community College in
Florida, point systems have been developed that relate to a
variety of activities of staff members during a given year.
The programs cat Cuyahoga and Miami-Dade are well

this manner. To be considered for continuing employment G
staff member must earn a minimum of 100 points for a year.

Established numbers of . points are given for teaching
classes, for preparatidh time, and for participation in col-
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lege committees and functions. In addition. staff members
may obtain a certain number of limited points for participa-

tion in community service and staff development activities.
In this way staff development becomes an attractive aiter-
ngtive for faculty members, as well as away To cccumulote
) fhe‘necesscry points.

-Briefly stated. this descri ption does not do Jushce to ‘rhe -

well formulated programs. at Cuyahoga and Miami-Dade. «
" 1t is used only to g:ve an example of a concept that should

- e explored if institutions want to-design staff development

. programs that really work.

L4

FUNDING

. Given the present fiscal constraints in education, the
. cost of staff development activifies is a concern of all com-
munity colleges. At a.time when programs are -being cur-
tailed and even elimingted, it is difficult for planners to think
of adding a new progrcnm — especially one that does not
resul'r in direct services to students.

- One of the first steps that must be taken is an assess-
ment of. the present level of funding in the institution. As
pointed out in the section on assessment, the institution. is
probably already spending a great deal on staff develop-
- ment without calling it that. Once the pieces of the program

are gathered and the present funding known, it may be -

possible to recast the pieces into’'a more useful program
using present funds. In most institutions, however, cddmoncl
funds have generally been required.

Centra’s study of two-year colleges mduccn‘es that 70
percent of ail staff deveiopment funds come from. institu-
tional generail funds. Grants from the federal government or
foundations amount to 16 percent, and direct funds from
the state amount to 11 percent. Three percem‘ comes from -
such sources as alumni or special funds.

In recent years several states have made spec:c:l allo-
cations for staff development activities in community col-
leges. The most noted example is Florida. where two per-
cent of the colleges’ operating-budgets from the previous
yedar is made available for the staff development program.
If the funds-are not used in one year they may be carried

over into the next fiscal year and can be expended only on

staff development activities. In Florida, therefore, the bud-
. gets for staff development have been the best in the nation.
- For example, in 1977-78 the Florida Junior College at Jack-
- sonville had a staff developmen’r budget of $470,200.

24
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- 'The California Community Junior College Association
sponsored a bill that would have appropriated $1.575.000

. over three years for staff development programs in Califor- _
- nia community colleges. Senate Bill 907 in 1977 passed both .

houses of the legisiatdre and was widely supported by
community college groups. organizatidns, and individuals
in California. Governor Jerry Brown. however, vetoed the bill
and noted in his veto message that existing state funds are

sufficient to allow in-service training and staff development -

and that direct state funding would be an inappropriate
and unnecessary assumption of locat responsibility- )

E Most colleges. as indicated in Centra’s study. have
assumed local responsibility for funding staff development
programs. By setting up special units, colieges have made
considerable contributions to staff development. Even if no
special funds are provided for additional-activities, the
creation of the office to coordinate activities at the existing
fund level is a positivg step. ' ' .

special Funds

A'number of colleges have set up special funds to sup-
port special projects. At the Coast Community College
District and the Peralta Community College District, both in
California, chdncellors have designated special funds to
support staff projects designed primarily to-improve insfruc-
tion. Such special allocations add considerably to a staff
development program. ' ) : T
- It is aiso .possible to get state reimbursement for staff
development activitios by offering such activities as courses
in the college. Just as caommunity colleges provide continu-
ing professional services for iocal physicians, lawyers. reql

estate agents, and public school teachers, so they can also
provide continuing education for their own staff members.
Some colleges even list staff develocpment courses’in their
catalogs. granting credit for their facuity and receiving
- state reimbursement on a formula-basis. -
- At one of the St. Louis Community Colleges a faculty

association that tost @ collective bargaining ‘election to - ‘

-another group decided to continue as a staff development
unit. The funds in the association and additional funds 1o be
contributed as dues will provide a funding base for staff

development activities contributed directly by staff mem-

bers. ' ) _

" Many community colleges have joined efforts in consor-
tia to provide for staff development. While consortia have
many purposes, staff development is always a by-product
-and often a major purpose. Usually low membership dues

»
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.- result. in a considerable payoff in terms of resource ex-
" . change and staff development. The New Jersey Consortium
B on the Community College, the Western North Carolina
- <+ - Consortium. ACCTion, and the League for Imnnovation in the
: Community College are examples of the varieties of con-
“sortia sponsored by -community colleges. These consortia
share consultants, hold conferences, exchange staff mem-
bers, share resources, hold campus visitations, and coop-
erate on projects as a way of providing staff development..

While funding is ¢ertainly a problem, board members
.can support the use of funds for staff development wher
the case.is presented well. As noted in the 1973 report of the
.Assembly of the American Association:of Community and

~.  Junior Colleges. gntitled New Staff for New Students:

The staff of A college -is its single greatest resource. In

economic terms, the staff is the college’s most sngmf;-

- cant and largest capital investment. In these terms:

alone, we affirm that it is only good sense that the invest-

ment should be helped to appreciate in value and not

AR be ailowed to wear itself out or slide into obsorescence
A by inattention or neglecf S -

: Given that. view, it is lmpercmve that community col-

- leges review their.current operation regarding staff devel-

opment and organize a.program on a sound and appro-

: priately funded basis. f may be the best investment the

- ~ college can make; surely..the maintenance of staff ts-cs
) :mporton'r as the maintenance of bu:ldlngs and grounds .

-

~ -
. - - - .
v~ e .- B
v : - ” ~

.. PROGRAMEVALUATION . = - "=

< Sfdff development is G new. func’non in the commum’ry .
college and to date most of the concern has beenon Q}on- ;
ning and’impiementing programs. Whilé evaiuation is ton-

sidered important, there has rnot been much time to evalute

since most of the programs have been organized inthe last
© two or three years. In Centra’s study. of the 326 two-year
7 colleges reporting. only 19 percenf had done a fcnrly thor-

.~ ough evaluation of the program. -
Tt s ~ Thirty-five percent had done a porhol evoiﬂcmon and
T 42 percent had done no evaluation at all. Interestingly. only
-~ 10 percent of.the 315 four-year colleges responding,.-had .
‘3 done a thorough evaluation. and only 12 percent of the 93 .
unl‘ver\,hes repor’redrevcluchons compcred tor 19 percent

in two-year colieges.’

- The Forida Division of Community Colleges responsnble o

- for administering state staff development funds. organized

.
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an evaluation system that couid easily be adapted.in.most
community colieges. For each staff development activity at
' an institution the State Division requires the following. infor-

—-—— e .

.. 1. Title'ofthe project  * - S
- 2. Specific objectives stated in performance terms
‘3. .Program planging budgetary system =
. 4. Amounts budgéted-and spent on the'activity

: . In addition. the campus staff development director
. must report whether the activity- was -ever started, aban-
doned, completed, or still in process. The director- must Qlso
T -report on whether the procedure for achieving the specific
. objectives is successful and whether or ot these objectives
: are met. Finaily, a narrative evaluation for each project.
SR including the results achieved: and indications to what
degree the project was related to the college’s five-year
goals plan for staff and program development; must be
submitted to the State Division of Community -Colleges. .
Specific approaches 1o evaludation are determined by the
o individual campus, but this overall approach encourages

% careful evalugation. One of the more limiting factors in this
scheme is that it relies heavily on subjectivé reports from the -
~ director.. Gathering 'other “indices of evaluation requires

- St

more time, but it js certainly worth'the effort if the program’s
effectiveness isto be determined. - - , .

-
o - ! -

) ) -0 .
Levels of Evaluation ~ -

* There are three levels of evaluation of ouicomes that
should be considered in.designing -an’ evalution plan for
f . any staff development program. Indices of outcomes in the

first level include such simple counting devices as partici-
B - pation and attendance. The number of faculty members
"  participating in activities over a period of time will give.
: importfant feedback abodt the value of the activity and
.« - whether or hot it should be continued. Attendance in a
continuing.seminar is an important index of staff members’. .
interests. While these are-basic indices of values, they are.
nevertheless, mdst. important for overall program evalua-
_tion and should be gathered systematically. e
.. . Direct feedback from. participants ‘on questionnaires
' regarding the value of the activity is another important and
basic approach to' evaluation. Did you enjoy this activity? .
Did it help you consider ways 1o improve your teaching?
Would you recommend this activity to other colleagues in
the institution? These kinds of questions can provide -good

e
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" information on the vc:lue of staff development activities. In

addition. questidnnaires on how, to .improve or change the
“staff development activities are important. Wds the activity

{00 long? Weretheobjectives ciear?-Did the leader provide =~ -
- information that was helpful? Was the leader’s presentation

style appropriate to your learning needs? These kinds of
questions and many others- can be used to improve the
design of activities. They are common approaches known

~ to all educators in -terms of improving Iec:rnlng experiences

for students.

The second level of evoluohon is-an cm‘empf to discern
changes in staff members as the result of the development
program. Evaluation at this level becomes more complex. if

- the program is successful, it is assumed-that there will be

changes in the behavior of staff members. They will have

" new understanding of and attitudes towards students. They

will manage more effsctively. They will type more efficient-
ly. They will listen .more attentively. They will relate  more -
warmiy and openly. These are some examples of the value
outcomes that have been suggested for staff development
programs. It is difficult to measure such changes because it
is diffietlt to control the variables in'this occasional process.
Some faculty members will resist such evaluation. There is
an underlying fear in some staff members that the develop-
ment activity will be reiated to their promotion and tenure.
The most non-threatening approach to measuring

- changes at the second level of evaluation is, sélf reports in

which staff members determine the changes in their knowil-
edge, attitudes, and style that are related to their participa-

" tion in staff development activities. Follow-up of faculty

members with intferviews or a questionnaire may reveadl
changes. If the staff development activity has been specific

- and intensive, and if the learnings can be directly applied

to classroom or moncgemem‘ situations. 'rhen obviously
changes will be easier to measure.

if a faculty member has participated, in an intensive
series of sessions on writing instructional oRjectives, it is not
too difficult to gather information — if the staff member is
willing — regarding whether or not instructional objectives
are now- used in teaching. If-an administrator has partici-
pated in a carefully designed program in time manage-

‘ment, he or she will likely be willing to report on the use of
‘some of those learnings. If a librarian has visited a number .

- of other campuses to reviewsnew ways of accessing books.
' he or she can report on new ideas discovered and imple-
“ mented: A questionnaire sometimes works for this purpose
. but.interviews with selected scmples of STCJff members wnll

likely reveal more useful data. : -

- ~ : - N .
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Gathering Data : -

The professional development plan can be quite help-
ful-in -gathering data.at this second levei of evaluation. In . .
- the professional development plan. a staff member pro-
vides informdation — whether self report. peer evaluation.

student evaluation, or supervisory evaluatian — as evi-
"dence for the achievement of objecgtives. The professional

- development plan encourages a self evaluation mode in

the individuail staff member. and if statf members are pro-

vided staff development opportunities to help them orgc:l’kD

* ize beler, professional development plans evaluation wil

f

be greatly improved.!If avariety of indices of evaluation are

_ built into the professional development plans, a summation

pf these indices at the end of a year or by divisionr or de-
partment will provide very important data to be used in the
overall program evaluation. o y _
» The use of.peer, student. and supervisor evaluation
raises the level of sophistication. If students are used as pre-
and post-test evaluators for the faculty member’'s develop-

ment.in &ertain instructional areds, these data can help -

corroborate self reported changes. Peer evaluation can be
most effective in reporting developmental’changes in col-
leagues, but it requires special attention. - :

. _ The difficulty in evaluation at the second level is that
. participation depends upon the climate of the institution. If-

the institution is an open, encouraging. and creative one in
which staff members frust one another and in which there
are good relationships between faculty and adminisirators,

and among classified staff,. administrators, and faculty.

closely. If the institutional environment is one of mistrust and
evep open hostility, these approaches simply cannot work,
@%rdless of the sophisticdtion of the instruments and of the
aluators. > [ o4 = . - :
The use of experimental design and outside evaluators

is not discussed here because such approaches,require

more sophistication than most community colleges can
accommodate at the present level of staff development

- ppragrams. As programs emerge and become more secure,

more sophisticated devices for evaluation can be usetm™—
There is a third level of evaluation that requires more

gy sophistication than. that possessed by even highly compe-
tent researchers in universities. There is general agreement*.
tha: - = purpose of sfaff development is to lead to im- -~

provea student development. The thesis can be. stated in

this way: staff development leads 1o improved program .’

development and organization development which lead

. L ) ~. ' ' o
) . E N R -
- ) . / : - -
- : .-

. then staff members are more willing to be exgmined .

- to im‘pr_o.v‘ed student development. If staff development is -
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successful, 'rhere will be chonges m the msmut:on those
changes will show up in changes in progrc:ms including

. new ways to organize the curricuium. and in improvement
- in instructional processes. Furthermore. there will be chang-
es in c?rgcnnzchoncl development-as a response to the

- devel

ping needs of staff and the new need brought about
by changes in curriculum and instruction. It is assumed that
all these changes, ifthey are indeed improvements. lead to
improved student : velopment — that is. students leamn

‘more — or they are more likely to achieve the developmen-

tal goalsthat are common to all human beings.

' developmenf As staff development continues to emerge *

The difficulty of measurement in this construct is that
there.are too: many variables between staff development |
and student development. The treatments of staff'develop-
ment are not specific enough at present to relater them
precisely to improvement in organizational and program

As a new priority in the community college. however, edu-

.+ cators will improve their skills. In the future they may be able

to make links betweéen improved staff development and.

. improved student development.

-

Regardiess of the level of. evaluafion, .-major queshons -

must be resolved adrly.in the program if it is to work. Shouid

pdrhc:pcrhon in staff development activities be taken into* .

account in promotion and tenure? At fhe present time most
authors writing about staff development suggest that evalu-
ation for promotion and tenure should be clearly separated
from the staff development program. There is concern that.
the fledgling-staff development program will get entanglied
in the negative aspects of the traditional staff evaluation”
program. Others argue that staff development and staff
evaluation ‘are two sides of the same coin and insist that
institutions deal with the integration of the two activities.

e — -

In ‘healthy institutions it is probably possible to lntegrcfe o

staff development and" staff evaluation activities.. It is a goatl

. worth pursumg, since both activities obwously pertain to
- improving the personal and professional development of

staff. But if such an integration threatens staff development
progrcms so that participation, is limited or creates cyni®

.- cism,then the two programs should be kept: sepcrcfe cnd

" the separation made cledr to staff members.

In summary, to organize a staff development progrcm

that works, a community college must gosthrough the fol-

lowmg steps that can be considered emerging guudel:nes

1. Assessment should be made of adminisirative views.
and support, of present level of staff development
_-activities. -of institutional and professional/personal

- needs. c:nd of resources wnfhm and near the 1ns’rn‘u—

e T:on
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2. A statement of philosophy for the staff development

program should be developed and approved by

~ the members of the institution for which the pregram
_is designed. :

 must be designed appropriate for the limitations
. and- resources of the institution. The organization .
L ‘must include a competent staff o cc-y out the coor-
4 . dinating function. , . - - .
oo 4. A wide variety of activities must be designed to meet .
4 ) ' the various needs of all the constituencies repre-. -
-_/ . § sented in the institution. - \
, 5. Appropriate.incentives and rewards must be made
- . clear and available to the participants. o
' 6. An adequate level of funding must be made availa-
ble to-carry out the activities.
;7. There must be an evatuaiion of the overall program.
~ . . including indications of improvement in the devel-

.

opmentof individual staff members.

Close attention to these steps will help insure the organi-
zation of staff development programs_that actually work.
Staff development is one of the best opportunities commu-
nity colleges have had in decades for meeting their overall
aims and purposes. Student development is the major goal.
Staff development is a promising means for reaching that -
‘goal. . ' S

~ - O s
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