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ANN DrEsavAN

The Education Steering Committee for Basic Skills Coordination

’ .

The Education Department (ED) Steering Committee for Basic Skills
Coordination inciudes twenty Education Department (ED) pregrams,
six staff offices which impact directly on those programs, and
Head Start from the Administration for Children, Youth, .and .
Families, Department of Health and Human Services¥. The Steering
Comiiiiitee began life in November 1977, as a task force assigned. tc

- the Basic Skills Initiative. Three Commissioners have delegated the

implementation of P.L. 95-561, Title II, Section 210 to the Steering
Committee. Section 210 requires the Secret:ary to establish effective
and efficient procedures for coordination between nine specifically
nzmed programs (including HeadStart) and other Federal programs
that support the basic skills improvement of children, youth, or ‘
adults. The Director of the Basic Skills Improvement Office serves N
as Chairperson of the Committee.
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The early task force accomplished two large tasks. The basic
skills activities of all Federal programs were identified. A series
of meetings was held around the country to gather views within
and outside of education about problems and solut:lons pertaining
to basic skills learning in the nation. ﬁ

The Steering Committee has met monthly since January, 1979. Each
program has selected at least one working representative.
Attendance at the meetings has remained remarkably high. The
phiiosophy for the meetings is that they are a necessary but not

a sufficient step to coordinated actions by the basic skills
components of member programs. Information concerning basic skills
and coordination is exchanged at these meetings and.plans are
made. Detailed minutes are written and circulated immediately
after each meeting for the reaction of all representatives. The
representatives route the minutes to their program managers.

In large organizations such as the E.D. or State or local

"bureaucracies, the time required to promote change can be majr.

Changes needed for coordination are influenced by national events’
such as changes in leadership which require a reaffirmation by
the new directors of the concerned programs, inflation and
recession which induces funding cuts in coordinated programs, and
new laws, regulations, and policies which change the direction of
basic skills components of member ]fmgrams. The Steering
Committee has proceeded methodically to coordinate its programs
since January, 1979, retracing its steps as necessary, but always .

progressing. , . S e

¥The agency Is relerred © here as ED Ior onvenience, although -
for the first two years oftheSteering Com .tmeﬂ;was OE. - o

US. DEPARTMENTOF HEALTH,
EDUCATICON & WELFARE
-, " NATIONAL INSTITUTE OF
. EDUCATION

THIS DOCUMENT MAS BEEN REPRD- °
DUCED EXACTLY AS RECEIVED FROM |
THE PERSON OR ORGANIZATION ORIGIN- -
ATING IT POINTS OF VIEW OR OPINIONS |
STATED DO NOT NECESSARILY REPRE- | -
SENTOFFICIAL NATIONAL INSTITUTE OF |
EDUCATION POSITION OR POLICY

oo



Fz=st the working representati-es zczreed uzon a’ definition cof basic
sidlls. For the national coorcinat—n effor=, they agreed uron 8
ccaservative definition based uvpon EZSEA Tirle II: The basic sldils
erz reading, mathematics, and effective ccmmunication, beoth
written and oral, at all leveic of mpetency. .

k- -t, the constraints to coorzinatic~ at the Federal level were
i=entifibd. Identified constr=int= -=lude lack of interprogram
cmmunication mechanisms; t-= ccii=——ion of data whiz= cannot be
ccmpared; the lack of vewarc: £ =—3ff who undertake cocrdination
azzivities; changes of leaders=tip v¥ich affest continui-y of
ezivities; the lack of priori—ss =~ progrzm coordinzion =3 ?
ev.denced in program operati—ms zit in alscation of & anz E;
cec—flicting and inconsistent ::ws regu_ations; differinz
d=Znitions of basic skills; &=~ Si=ovent F=ogram policies
‘eawerning “supplement but noc: supmiaat! s-hich directly =F=ct

- &==dinated efforts in the fiel:. Identificz Son of these. constreings
kas given direction to the S===mny Committee's priorities and
aZvitdes.  Constraints beccme s-:»0 for comcentration wwxil= basi:
£xi-Is coordination proceeds in --iz= where Sere are f=wer bicoio

- mmissioner's Directive wm - a54=r oy & working repressr-s-
“v=: oulinirg the responsi <. :x. o =he Siee=mig Comz:itree,
£=- four dr=fts, the Chai cEr .t vizited the managess and cepuny
commssion==: >f each progrzm © 2ew the | mcHve =
Lencizllity.  ~he fifth drafr wirt one commens. ~F the =nage—
and Jeguties v as forwardec o = {ommissiprzs, whe —gned e
B-XCr refe 22 chief goais ¢ e Jiec=ve —= to ——rdinaz-:
bast s%ill: ~- poments at the seievel level e-¢ to T=—litate sa=ic
sl v, dn at the Staz=, _k:zl and ins—ucticns" build-ng

2 B weive ealled for an anmoud. .an of accion from —he Steering
Comm~- . Ac-luities were lameed 0 the arezs of ccrzrunicetions,
==ulilicns, or zmization, m—*=r—= technical ass3acmce, case

fips, &4 ceordination pisr- - duesoped by individuisl programs.

fo of "tz Chie” State School Ciffi==r: {CSSOs) were i—vited to

sz zzor {n May, 1979.  Implermesmration of the new Title IT was
=ons-==c. The Steering Comm:itoss abserved the CSSOs' discussicn
on Zesy skills coordinator anc %xn:d them in & formal ceremony
witt Cormissioner Boyer during wrich preambles t» Tirle II were
sigred « - most of the CSSOs. )

An =r=z= .or potential overlap at Ze Federal level iss techrical
assistzoes for basic skills program. Representatives: &om the
Offize of* "valuation and Disseminaton. The National Dfusion
Netwerk; .RIC; the NIE RDX prog-an; the Interagencw Zanels on
Research cn Childhood, Youth, and Adults; the Council Fr
Educational Development and Resesroh - the esstern br==ch of Far
West Lab; and the Office for Regzmal Liaison desci¥we® their
‘servzes ts the Steering Committes. Their comments wers recorded
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and transcribed to provide a record :: available s=r—ices.

The Steering Committee ::l1so worked wirh two agercr-gwide stu—ies of
technical assistance anc more resemtly wi™ a tast Trce on
technical assistance for the Offims of Schexn Impro=mznt which
encompass:2s eighteen pr grams. .

Research z=d reports or past cocrdinazon, cooperz=in, lnkins,
and Inte—zz=ncy endeav:- s have influenc=d the growth of the
Steering Committee. Oe: ommon €nding in the resezrch on
coordinat=or is that toz—mwn coordiration is effectie. That : s,
the decision-makers of ~vgzanizadczs must make coo—=nation p: dcy
and be e~z=aged in soic: fashion iz its im plementatio—: for
coordination of progrars t work. In Luly, 1879, Act—g -
‘Commissioner Mary Ber— apoointed the pmzram man===rs and e
deputy commissioners o member prograns to the Stee—mp
Committee, to meet twis ammmallv in Plenary seszoorn with thei-
working representatives  Sh= zZiiw: estebiished crit—iz for the
appointment of the workar: —sg=ssercatiwes; (1 T=r stould have
decision-making resporsibii—=: in their frogmams, (2) they shouir”
have basic skills responsibiiitiex: amd (3) they showld have
regular-contact with tieir srogroc W2Nsgers.

A Comparison of legislatior Come—w(d with Tasic Skiss was
complled or the member prczrzw. “heir Lew: wors compared —
121 variables to define arezz of cmmotality #ad disespence. =
finding of the comparison w= +vhmr coordinaticn mantesis are n——
reciprocal in the legislaticzi. Tzt 4s, where ons Smiz—in a
program’s law the cirection foo= CTongress to coordimm: - with a
specific other program, the seme firectin: will not be Sund in —=
law of that specific other progrzz to corrdime= witk te first :
program. Therefore, the seccnd meogran does not dexgop ' -
regulations that mandate coordima=ion witl the first T=x=gram; its
program officers are mnot stressinz mocrdisatior in the:r ‘monitoring
and technical assistance achivitise, and the S-st program finds it
impossible to accomplish ccordin=tpn despite its _Stress on
coordination in its cwn regulati-u=, #els activities, =nd even

its selection criteria for dersrmeii=g graatees. .

The Steering Committee met with =he ofSres of Seperz™ Zouns:zl,
Folicy Studies, Regulations Manzg=nenc, and Executis= Depucy
Commissioner for Educationzl Prr—ams t write a g=neral
regulation concerning basic skil:s coordinatism in order to correct
for the lack of two-directional coordiratizs mandates in exdsting
legislation. After almost a year of negtiarim, the needed general
regulation ‘was* included in the Educatiorn Depz—tment General
Administrative Regulations (EDGAR) as Servion 380 oth for State .
formula (State administered) prograzs and for discretionary (direct
grant) programs. In addition, Section =81 %iaes g definition of
coordination in the form of some exampies of areas for coordination.



To encsurage communication between the staffs of the member
proegrans and to explore the level of knowledge and development
of basz= skills coordination in ED, the Steering Committee held

a two—day seminar for ED staff. The seminar was repRated to
allow more staff o attend. Over 120 ED program officers listened
to presentations on ED coordination and thenmet in small groups +o
consid=r implementation of basic skills coordination. The group
reports” demonstrated overwhelmingly the willingness and concern
of ED scaff for coordinating their programs in order to provide
.effective and efficient service to the SEAs ‘and LEAs. = - -

All but two of the member programs from the Steering Committee °
were represented during a trip to the Maryland State Education
Department Basic Skills Task Force and the Baltimore City Schools.
The purpose of the trip was to discuss needed Federal supportive
structures to aid State and local coordination of basic skills .
programs. Two levels of program coordination were found:
institutionalized coordination with formal guidelines and b
assignments, and informal coordination initiated by concerned
program staff. Both types of coordination were working, but the
informal cocordination efforts were erratic, and dependent on the
good-will and continued employment of particular staff members

and their ability to fit these activities into their Job-loads. };

Differing definitions of basic skills is an on-going problem for
coordination. It is clear that individual educators and members
of the public use basic skills terms differently and are not .
‘necessarily aware that they are not talking about the same things.
The Steering Committee is cooperating with the National Institute
of Zducation on a project to synthesize all of the different views -
of Basic skills and the implications for teaching/learning of the.

varisus views. Two publications entitled Basic Skills: Issues and

Choices are scheduled to be available in FY'EL

Far West Lab studied the cross-program communication needs of the
member programs of the Steering Committee and recommended a
plan of action for developing an information base on basic skills
coordination within the Department and an information linking -
strategy.’ Implementation of these recommendations is on hold due
both to the transition from the U.S. Office of Education to the new
Department of Education and to current lack of funds.

In November, 1979, the first plenary meeting of the expanded
Steering Committee met. Most of the deputy commissioners and
program managers were in atiendance or sent a close aide. There
were many positive results from the meeting. For example, Thomas
Minter, now Assistant Secretary for the Office of Elementary and
. Secondary Education, initiated a basic skills coordination ...
committee of the programs under his authority to.articulate

in-bureau efforts with cmss—agency.coorgin_aﬁp ..
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In an effort to develop standard procedures in the field, ED
established two task forces to write guidelines for monitoring State
formula and discretionary projects. The Steering Committee worked
with these task forces to ensure that coordination of programs will
be monitored. In a move in this direction, two Steering Committee
programs (Title IVC, Improvement in Local Educational Practice

and IVB, School Libraries) have developeZ a pilot joint

mo ng instrument which sxecifically directe the program .
mt?enimr to record basic skills zoordination acti=ities in evidence at
the site.

Twelve of the twenty-seven member programs and staff offices have
developed individual basic skills coordination plans. Some of the
plans are simply a review for the record of on—going coordination.
Others are new concepts and directions in basic skills

coordination. One of the best-known examples is the Teacher Corps/-
Basic Skills/ESEA Title I eleven site project which is gearing up

to demonstrate coordinated staff development in the teaching of
basic skills. ESEA Title I and Title IV are coordinating with the
National Diffusion Network to present dissemination workshops in
several States featuring validated basic skills programs.

Case studies of coordination have been conducted to inform the
member programs. A case study of the coordination of special
education in the State Education Department and the Department of
Health and Human Resources in Louisiana yielded six prerequisites
for program coordination.

(1) Standards must be set for services in each coordinating pro-

gram; . )
(2) The staffs of all coordinating agencies must be thoroughly

: familiar with the standards and services of their own agency
" and of the other agencies; ' v

(3) The operating staffs must plan together;

(4) The staffs must act together.

(5) The staffs must be delegated the authority to represent their
agencies routinely in coordinated activities, and

(6) Staff time must be allowed for coordination, expecially during
start-up. ~ : . .

FY'80 activities include the development of a procedural manual on
coordinating basic skills programs for SEAs and LEAs; a review

of methods of including points for project coordination in the
selection criteria for choosing grantees of the member programs;
including coordination duties in the position descriptions of ED

) personne}; the -development of a cross-program basic ‘skills 4

" information. series for ED operational staff; the development of a
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long-term evaluatic: of the Irmv . o= the Steering Zommittee activities
on actual basic ski’is coordizsri——r — the SEAs, 1E.s, and .
Instructional suild. g3 and =r =zecth examination :=f the besic skilis
activities of =ine =f the lewm= memer programs.

With the tran~i:on from the . SFice of Education to the Educati—
Department ‘ha: :ome the: peer = 2 Secretary's Directive, reflectins
the changes in —genizr—ion w “‘irection of the new Lepartment. Tr= -
Secretary's Diz-ctive it in iz: rtird draft and will sson be shar=2
with the manag== =nd s==ist:e—etaries of member rrogramsfor
comrent a=d fe==—bility. .

The members of = » ED Ster i  -m——se for Basic SkiTls Coordinztic::

are:
Adult Education " Orisnt s Smtracts Region=1 Liaison.
Arts and Humaniis.=s Heads o Specia® Education
Basic Skills Ir e 7 matien Strengthening Develiop-
ing Institutions

. Bilingual Educati-n 12gal xsel Teacher Centers
Career Education L orEems g Teacher Corps
ESAA/EEOP ¥gTar i Erucation - Title I (ESEA)
Evaluation fatiorz_ Dissemination Title IVC (ESEA)
Follow Through Wecfonz" Institute TRIO

£ Edumardion

Gifted & Talented Nornoubl: - Education Vocational Education




. A Basic Ski1is Coordin—tion Strategy
- for zie Local L.—el

Axn Drennar o
SEPTEMBER 77

-any studies speak - th:: izvelopment o corxxdination at the local
i=vel. The Scott— ~i:zzac gtudy, The Tore -1 That Sometimes Works

says the locals dc .., mut those at the Ferszrz] Jevel are not aware
2f that. The Klugm<~ .rver<Israel study to: Many Pieces iy some -

Zeachers do it, ar= . - teachers-—appare;tly because of factors such
.5 personality anc_ +i. - of curriculum as separate pieces-—do not.

The RAND study of - -:mo: Tztion reports tk-=ze concerned in implementa-—
Zion and in recei- “g = or altered servi  : peed to be in on planning
=f the demonstrat: . -/ser-:ce ig going to . -ive.

“sordination seem: o be a logically defe :-ible GOOD that happens in

zaphazard fashion - every level. Moreow=. where it oczur§ it seems

o be short-lived — 4 dependent upon indi+idual energies and personali-
 ties. Coordinati—= seldom seems to stay -astitutionalized over time.

It may be that coc=dination is viewed as zoal displacement by teachers
end administrators devoted to classroom and instructional building
ezrvices. If 8o, eoordination becomes "Not my Jjob," to be dispensed ‘
vwith as soon as possible. Or it may be that coordination is not part :
of the preserfiyce training or consistently part of the past work
experience of educational perscnnel, so while a giveh staff may see

the merits and perform the dutifes required by coordindtion, staff
changes especially in Banagement, eliminate coordination activities.
Both legislation administered by ED and (now) the EDGAR require coordi-
nation of prograus at different levels (Federal vith Federal; State,
and locai; local with local; State with all Federal; etc.), yet offer
very little guidance in the particulafs of coordination. Nor does

a reviewv of the 1977 and 1978 Hearings on the Education Amendments
¥ield definitions of or expectations for coordination, although the
term occurs in the transcripts of the Hearings with some frequency.




A case study of interprogram coordination of the Louisiana SEA's:Siecial

Education and Louisiana Vocational Rehabilitation showed that Stc—ting
costs for coordination are high in staff time (and anxiety) and «za-
the benefit do not become very clear for almost two program years.

S

Given the pervasiveness of fiscal year thinking in education todz—. -
an investment which might consume as long as two Years can become

considerable hurdle or even barrier to implementation.

Right to Read and now Basic Skills have

bad an orientation towar: riann-

ing. It is probable that other Steering Committee Programs also have
developed planning strategies with or without the community and the
working staff representation recommended by RAND. It should be rossibdle
(a) to build a coordination component into the Planning activit: as

of new Federally-funded projects, and (b) an inservice experienc- into

continuing projects.

New projects are generally required to do a needs assessment. Part

of the needs assessment could be a staff discussion of needed coordina-
tion activities. Assuning there are many opportunities for coerdination

& chart might be developed (see below).

FIGURE #1

Coordination Needs Assessment

Justificatic

1 | Resources For Barriers to

Basic Skills
Activity That
Hight Be
Coordinated

Pr—

~ Xndividual Federal programs could offer
. of basic 8kills activities which could/s

Program-appropriate suggestions
hould be coordinated.
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If the local staff found «=-t the Justification for certain coordination ‘
activities or methodol: —-.- vere strong, (e.g. required by law, important
‘to learners'_achieveme:: ~=ducing fragmentation of the teachers’ time )
or of the curriculum, :— z:2nly wanted by the staff), but that barriers
vere also strong, ther= = Z3t to be resources at some level—-local, State,
or Federal-—to help thi—k Through alternative Foutes around barriers or

to acquire or redirect =2scurces to accomplish the desired or required

coordination.
FIGURE #2
Resources for Coordinatson Barriers to Coordination -
Could Be Could Be: :
1. Staff desire 1. Staff resistance
2. EDGAR 2. Conflicting Federal program regulations
3. Legislatior 3. Legislation
4. Better use of staff time 4. Lack of Staff time
5. Better use of funds 5. Lack of funds
6. School board desire 6. School board resistance
7. State regulations 7. State regulationd
8. State legislation 8. State legislation
9. Better use of staff 9. Lack of staff
10. Staff development available 10. Lack of know-how
11. Community or media concern 11. Community (e.g. special interest
12. Proximity to other ' group, or media) resistance

Programs/resources . 12. Distance (especially, but not
exclusively, in rural areas).

When the specific coordination activities are decided upon by the administra-
tive and iasructional staff, a format might be provided to them such as
Figure 3 to aid in pinning down the particulars. Each coordination activity
would be plotted on a sBeparate gheet.

i
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Figure 41 o

BASIC SKILLS COORDINATION PLAN

-1

Activity to be Coordinated? s

2. Why? (Justification should be part of every plan and expressed in
Practical terms)

3. VYho will do it¢?
Names Positions Work Phones Work Addresses

- —m——

4. What are the steps in coordination?

a Time Line

bb

5. At are the data collection and evaluation procedures to determine
zguﬁrogress and impact of the coordination activities?
Time Line
a.
" b
c,
d.

11
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