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The Education Steering Committee for Basic Skills Coordination

The Education Department (ED) Steering Committee for Basic Skills
Coordination includes twenty Education Department (ED) programs,
six staff offices which impact directly on those programs, and
Head Start from the Administration fin- Children, Youth, and
Families, Department of Health and Human Services*. The Steering.
ComMittee began life in November 1977, as a task force assigned_ to
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 Secretary to establish effective
and efficient procedures for coordination between nine specifically
named 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
as Chairperson of the Committee.

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 solutions pertaining
to basic skills learning in the nadon.

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
philosophy for the meetings is that they are a necessary but not
a suffielent 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 major..
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 programs. The Steering
Committee has proceeded methodically to coordinate its programs
since January, 1979, retracing its steps as necessary, but always
progressing.

agency re '-rare to ere a nvenience, alt ug
for the first two years of the Steering con _time .it was OE.

hr

U S. DEPARTMENT OF HEALTH,
EDUCATION & WELFARE
NATIONAL INSTITUTE OF

EDUCATION

THIS DOCUMENT HAS BEEN REPRO-
DUCED EXACTLY AS RECEIVED FROM
THE PERSON OR ORGANIZATION ORIGIN-
ATING IT POINTS OF VIEW OR OPINIONS
STATED DO NOT NECESSARILY REPRE-
SENT OFFICIAL NATIONAL INSTITUTE OF

;

EDUCATION POSITION OR POLICY



P"...-e-st the working representatives agreed ucon a.definition of basicskills. For the national cooranaten effort, they agreed ueon accreservative definition based upon 17-SEA rode II: The basic skillsare reading., mathematics and ef6----ive communication, bothwritten and oral, at all levels of oompetancy.

1,:e -ft, the constraints to coorziinatice: at the Federal level wereieentliEited. Identified constre,int- .dude lack of int=program
c=nmunication mechanisms; ti e, n of data whit~ cannot bec=pared; the lack of rewarce who undertake coordinationaezivities; changes of leaderazAp affict contintnev ofa=ivities; the lack of prior`.=e-4 orograze coordina=oneeedenced in program operat=es a-th. in allocation of E an± E;cting and inconsistent ?leafs earii regiLations;deanitions of basic skills; i=egram

*ceercerning "supplement but nee .27eap7',...iane 17.hich directly ere7cf.=dinated efforts in the Bali... Identificaedon of drseeconstraintehas given direction to the Committ's priori= azei
eceLf_vities. Constraints bec=2e scr concentration !Das:L.coordination proceeds in where team are f=ir blc

nmissianer's Directive WM:- .4-=-1±, by zr working represenee-e-.---: oufe..'nir,,e. the respon.si of e.h.e. Steen-at:1.g Com7.1tee.
tour dr7,--fm, the Chat eree visimd ehe Imanag and ;ee.pe.z-

cotrzm::ssione-re )f each progr-= tilFz. cti.veThe fifth drat vitt commerce - the eresnageeei
and ,ii;efole4d..e.s e; as forwarded elo fledchief goals ve r.e-_-= to =dina7e

txments at the z= to lasicZ,!: at the State. ..:11-e.al and insroucticniel':buildong

2 i e.:131=-1 for an ermeze: ...an of ac="..on from.. Steerings were elarrnefed are=as of cc--z=unications,
=.4eTTe.Dicecfle-, technical assse.eeace, case,s, aed &ordination pia= .der aped by individeuei programs.

Stab School 1.1.1fizer-....: (CMOs) were 5=sited toin Play, 1979. Impierc,=tion of the new Title II wasaens-e..-. The Steering COmrei bserved the CSSOs' discussionST1 :T.W.S skills coordination d them in a formal ceremonywfs ,:eoraeissioner Boyer during Itri=h preambles tot II were
74 'T424 ' most of the CSSOs.

An !arm potential. overlap at oa Federal level is mchnicalass-istanm- for basic skills program 2epresentatives- from theOffiLee eft 'valuation and Disseminaton..... The National. fusion
Network; .RIC; the NIE RDX pror_an; the Interagency:~ panels onReseae:ch on Childhood, Youth, and Adults; the Comr-o 5orEducceal Development and Resee.h.- the eastern b-=h of FarWest Lab; end the Office for Regtenal Liaison des=1.1.- their"servs to the Steering Committee- Their . :comment: were recorded
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and tramoribed to prow:1de a record available ser7ices.
The Steering Committee also worked vith two oftechnical assistance anc-: more rec wife a task ice ontechnical assistance for the Office of Imprent whichendom passes eighteen F grains .

Research a-7A reports Cr- oast coordinion, cooperp-`iln,
and int=aa.-ency endea74 3 have 4.'nfl the gro-v-.Lh. of the
Steering Committee. 0.7-'_?:. Zommort finding in the research oncoordination is that town coordination is efiE,cti7za... That
the decir-Zon-makers of:..--nr.ganizadc,:::3 must make cooz-::-tation
and be sea gaged in sozer%! fashion implementatior..:-. forcoordinatbn of programs to -work. Tn ...lay, 1579, Ac=g
Commissioner Mary Be=-7 appointed the pro.rzm man-rs and. _::Lle
deputy commissioners at TIE...=m:ner Pr:Warn to z-v""' gCommittee, to meet tw..5 1-rnarry in plenary sesaar, with their
working representatives- j, shed for theappointment of the worica-,---1-aeseriugw; C1 Tie= sEould have
decision-making resporsibic in theth- -;roams 12) they shotfi_j_have basic skills resp-onsib--litiev. amd (3) they should have
regular contact with trieir orogTar-- managers.

A Comparison of le islatior r2r-c:c! Sc, was
corn-Tile r uce memQer ue=-,.. compared =121 variables to define areas of =morality .sad
finding of the comparison thar. coordinatcn mantis are II=reciprocal in the legislation. 77-TPI- is., 'where one Eacte-_:_in aprogram's law the erection 'Conriew, to coordimaa_- with aspecific other program, the sir- ,iarectah= will not be :mound in tlaw of that specific other prop-r=7- to c.,,z.t1L7,2;:-.-,. with tie first
program. Therefore, -the second 7cogra1r does not e:L.-1/2m1,-.,p r.regulations that mandate coor WIZ:1 tte first gram; itsprogram officers are not sessi.= =e4-cil-qatiora .monitoringand technical assistance acd:sriti...,, and d-le a:st pro-6-ra. m finds itimpossible to accomplish cocrdir v, dvtpite Its .stress oncoordination in its own regulates- ,. .fidd irott.vitles, -and evenits selection criteria fir grantees.

The Steering Committee met with t °aces Gen.". Counsel,Policy Studies, Regulations Mane 10artc, and Execut Depuey
Commissioner for Educational P .ams., to -,7ritZ a gene=-al
regulation concerning basic skims cordinatzvi in order to correctfor the lack of two-directional coordinator- nr.andas in existinglegislation. After almost a year of irtar.r, the needed general
regulation Vas' included in the Education. Depm-tment General
Administrative Regulations (EDGAR) as Sion. 580 both for Stewforthula (State administered) programs and for discretionary (directgrant) programs. In addition, Section ..M1_ xis a definition ofcoordination in the form of some examplm o =eels for coordination.



To en:urage communication between the staffs ofce the memberprogr=s and to explore the level of knowledge and developmentof ba skills coordination in ED, the Steering Committee held
a two--day seminar for ED staff. The seminar was repeated to
allow more staff. to attend. Over 120 ED program officers listened
to presentations on ED coordination and then met in small groups 40
consider implementation of basic skills coordination. The group
reports demonstrated overwhelmingly the willingness and 'concernof ED staff 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:ins ..nalized coordination with formal guidelines and job
assignments, and informal coordination initiated by concerned
program staff. Both types of coordinatbn were working, but the
informal coordination effirts were erratic, and dependent on the
good-will and continued employment of particular staff membersand their ability to fit these activities into their jeb-loads.
Differing definitions of basic skills is an on-going problem for
coordination. It is clear that individual educators and membersof 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 Education on a project to synthesize all of the different views
of basic skills and the implications for teaching/learning of theeintous views. Two publications entitled Basic Skills: Issues and
Choices are scheduled to be available in7MT'
Far -West Lab studied the cross-program communication needs of the
member programs of the Steering Committee and recommended aplan 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 dueboth to the transition from the U.S. Office of Education to the newDepartment 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 attendance Or sent a close aide. Therewere 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 cross-agency .coordination.
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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 .1.e 1VB, School Libraries) have developed a pilot joint
monitoring which s::FecificaLly directs program
monitor to record basic skills coordination actL--+I-iPs in evidence at
the site.

Twelve of the twenty-seven member programs and staff offices haNie
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;

(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.

FY180 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
personnel; the development of a cross-program basic skills
information series for ED operational staff; the developMent of a
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A Basic Skills Coordina:tion Strategy

for r ie Local lc-el

3..rzn Drennar_

EPremetie

any studies speak th_-levelopment co:-Izzlination at the local
Level. The Scott-,-; study, The Inrc,7_,:11 That Sometimes Works
mays the locals dc

1.%:t -those at the -Fet:::telml level are not aware
of that. The Klur- .4=mer-Israel study re: Many Pieces say some
teachers do it, a= r teachers--appare_t17 because of factors such
r-3 personality anL_ of curriculum as separate pieces--do not.
The RAND study of mo: :-ation reports th.t.se concerned in implementa-
-Am and in recei- 2,g r- :r altered serve. need to be in on planning
if the demonstrati_m/ser-Lce

is going to

--ordination seem: o be a. logically defe--able
GOOD that happens in

r:zphazard fashion eve level. Moreow--, where it occur it seems
to be short-lived_z_ d dependent upon indi-sual energies and personali-
ties. Coordinati= seldom seems to stay. z:.:wtitutionalized

over time.

I: may be that coandination is viewed as goal displacemynt by teachers
and administrators devoted to classroom and instructional building
mervices. If so, coordination becomes "Not my job," to be dispensed
with as soon as possible. Or it may be that coordination is not part
of the preserbee training or consistently part of the past work
experience of educational personnel, so while a given staff may see
the merits and perform the dutiles required by coordination, staff
changes especially in management, eliminate coordination activities.

Both legislation administered by ED and (now) the EDGAR require coordi-
nation of programs at different levels (Federal with Federal; State,
and local; local with local; State with all Federal; etc.), yet offer
very little guidance in the particulars of coordination. Nor does
a review of the 2977 and 1978 Hearings on the Education Amendments
yield 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 SpecialEducation and Louisiana Vocational Rehabilitation showed that st=nting
costs for coordination are high in staff time (and anxiety) and =az
the benefit do not become very clear for almost two program year:-
Given 'che pervasiveness of fiscal year thinking in education tode7
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 had an orientation tovam uann-izig. 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 7ossible(a) to build a coordination component into the planning activities
of new Federally-funded

projects, and (b) an inservice experiemLz into
continuing projects.

New projects are generally required to do a needs assessment. 'artof the needs assessment could be a staff discussion of needed coordina-
tion activities. Assuming there are many opportunities for coordination
a chart might be developed (see below).

FIGURE #1

Coordination Needs Assessment

Justificatica Resources For Barriers to
Basic Skills
Activity That
Night Be
Coordinated

11111..ewm....=1*

Individual Federal programs could offer program-appropriate suggestions
of basic skills activities

which could/should be coordinated.

9



If the local staff found t the justification for certain coordinationactivities or methodol:- were strong, (e.g. required by law, importantto learners'.achievemen_..
-=ducing fragmentation of the teachers/time

or of the curriculum,
wanted by the staff), but that barrierswere also strong, them -Ilm"t to be resources at some levellocal, State,or Federal to help th'.* zhrough alternative routes around barriers orto acquire or redirect zesc-Jrces to accomplish the desired or required

coordination.

FIGURE #2

Resourceg for Coordination
Could Be Barriers to Coordination

Could Be:

1.

ommmamol,

Staff desire
1. Staff resistance2. EDGAR
2. Conflicting Federal program regulations3. Legislation
3. Legislation4. Better use of staff time 4. Lack ofhtaff time5. Better use of funds 5. Lack of funds6. School board desire 6. School board resistance7. State regulations
7. State regulation58. State legislation
8. State legislation9. Better use of staff
9. Lack of staff10. Staff development available 10. Lack of know-how11. Community or media concern 11. Community (e.g. special interest12. Proximity to other

group, or media) resistanceprograms/resources 12. Distance (especially, but not
exclusively, in rural areas).

When the specific
coordination activities are decided upon by the administra-tive and insructional staff, a format might be provided to them such asFigure 3 to aid in pinning down the particulars. Each coordination activitywould be plotted on a separate sheet.

ear



Figure 41

BASIC SKILLS COORDINATION PLAN

1. Activity to be Coordinated?

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

3. Who will do it?

Names Positions Work Phones Work Addresses... WM.. NIMMIm 0
INIONSn

4. What are the steps in coordination?

a.

b.

c.

d.

e.

Time Line

11110.

5. at are the data collection and evaluation procedures to determinej progress and impact of the
coordination activities?

Time Line

:14"-:.:.
1. 43..
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