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_The 1nter1m repor* presents an evaluatlon of TADS P
r*echnical Assistance Development System) .throuagh case studies of
TADS technical assistance to the staffs of two demonstration programs
for preschoo) handicapped. chfldren ard their families. Purposes of
the s*tudy includ?ﬁ 6b*aining .indepth descriptions of the technical

'ass®*stance proce€s to- increase the general level of understanding_of

its nature and identify'impor+ant variabies which influence 1ts

explored as a. method for aathering such information. The report
. containe descriptions of the context in which the study took place
and the sites and persons who were. ipvolved, of ‘the development of -
the concep*ual framework for the study, of the technical assistance
ag 't ‘occurred (the %wo cases);, and a discussioniof the findings from

the cases, accompanied by suaqgestiens for future afforts. Results are.

orqanized according to feur mador questiors° (1) What clieat.

characteristics affect technical assistance? (2) What technical o
assistance p*ovider characteristice affect the technical assistance?
(2) What characteristics of the'technical asststance events

themselves influence +he issistance? and _.(4) what are the :utcomes,._

Y e o —

cha*acter*s+*cs inciuded 1eadersh1p styie. administrative autonomy.‘:

"and communication practices. Influential provider characteristics

included interpersonal and coordination skills, -responsiveness, and

.~ krowledae of +he profect's purposes and goals, Pactors of the

technical assistance even* 4udged as important were structmre. -
commun‘ca**ov. consultant/client. match, involvement, ‘and scheduling.
Oitcomes and impac*s of technical assistance were jdentifisd in the
2reas of adm*nistvation. staff. pverall commun*cation. focus of

*he ?ééﬁﬁiéil ass*stavce nrocess. (DB) _ K

* FEpteaucfions suppl*ed bv EDRS are the best that can be made-;“
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BRSNS B From ‘the: Case Study Observers ’ g
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-

_Both the case study observers ang- the’ Taas staff‘agzeed at the put-

- .t ‘

I .
- set -that this case study shouid be partly a 1earn1ng experlence. tFor -
L e IR ‘ .

" -~

ﬁs;‘LJ‘“ tertaindy- has been true.’ﬁhr P T

S S S ST
: We began our learn1ng through a rev1ew of-the 11terature about case
.;..4‘ - - ) R .-
studles and! technxcai assxstance before our flrst 1nvolvement-1n the.«

process that léﬁ to the 1nformatlon reported here. A number of wrlters
. ..;;

-y ,, t._

’v‘/‘ ‘. A

T v 1f’?,. g J,*" el . NN
talled descrlptlon of actuatl. evénts In R’ Interventlon and a recognltlon

Y .
N . AR o i .

of the compiex Interactlons and feedback loops between consultants and

their,clients over the coursé of an intérVéntion. Spencer and Cullen .

(1978) reported thgt the change—agenthcharacterlstxcs found In the

~

. l;tegature can be summarlzed in fIve categorxéssA dembgraph;c data,._; &,

-
’ ° o~

yalues and attltudes, Job—related tralnlng or educatlon, amount and type“

‘ 771. .

of work expérlence, and ns&ﬂtlng expérlence‘ Plog (1978) suggested

4 s ' ,- N 95 . .

b

tr1angulatlon-1n datarcoliectxon for a. dhse study-—the more varied_the

R G -

\

people,Interv1ewed the rlcher the study. Wolf (1977) saié'this sort of °

. 2N " \ : - o . : )
N study should gapture actual events in educatlonal settrngs,tand'that.the‘

ERIC

Aruitoxt provided by Eic:

. «x
- I'r

ocess must respond to people s . concerns He beixeves‘the partchpants

A . i . . /'.

. \7hi :

‘must shape the dIrectIon of the 1ngu1ry, relat1ng natural behav1ors and :

\
P y b -

‘\ RN .
. . ( .
‘expresslons to the'conteXt in Which théy?afisée Such a study is a

/

Y

_dynamlc 1nqu1ry process demandlng extensive 1nteractIon between the

S @ ' T

. -~

evaluator and the part1CIpants. s v

.

2
Here; we'acknéwiédge_the‘ihsight.of these and other writers, and

we thank them fof'hélping us -form the approach for our work. = - ¥,

4 . P . o~

. 1nfluenoed our~th1nking. Argyrls (1976) 1dent1f1ed a need for more de—';sf,'f"



you are, an’d‘we thank Ybii very mtch.

T Our learnihg contlnued throughont the course of thIs study. fhere

- 5

were frequeﬁt me%tlngs (nIne, all told) between the TADS staff memhers

LT 4 °

.7, L Y -

v " ~

f'1nd1v1dual staff members. . y;' o ; .

. o
P

We are grateful to all the talented people at TADS for the1r shar-.

v

-‘“

'Tal Black M1ke Woodard Jim Cox, and Sonya Prestrldge gave unself—

1shly of thelr,trme and thrnklng, Elouxse 3ackson Joan Anderson, and

Ruth meyer were_resgonsive to our needs;'bparticularly, we iwant to"

-
.

" recognize Pat Vandiviere who was charged .with coordinating the study
. - o - . M4 S . . n .

" for TADS. Pat was the person we turned to most frequently for .the

guidance and help she éﬁppiiea W§th unfailing good humor, professional

competence, and personal charm e T i

Most of our learnlng took place at the pro\bct 51tes, and we want

to acknowiedge, once agaIn wrth a gratefui spert the voluntary wxll-

"”wrnghess of all the people whose//gentltles and locatlons we agreed to

1

dlsgulse,\to let us be a part of their programs for those many months.

—

3 .

L ,,,,,;", \\\ ' ‘
the posxtIve and courteous manner\of these good folks. You know who

_Finally, a check of our calendars revealed sixteen formal meetings

0

.‘Eetﬁéen us; plus Innumerable telephone calls. We learned a great deal

from each other; and we value our new professional “&hd personal
L8 . —

relationship. - |

john R; B: Hawes; Jr: ~ July 1980 ' shirley K; Behr

A
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From the TADS Evaluatlon Staff E

g : T .
Perhaps the mgst deflnlte thtng that_ we 1earned from thrs experl-

8, ..";.._;i.""-‘,

ence was that case studIes requlre a great deal of t1me ahd effort on &

a0

P . Ithe part of many people. We feel partlcularly fortunate .gnd apprec1—
-; - ative that so-many people gave so much{to‘produce,the information -
contained iﬁ this report: = . .. - . ', A

The contents of the report dlrectly“réflect the competence, pro—(?

T
#.fe551onallsm,4and’ded1catlon of Shlrley Behr hnd John Hawes, the case‘

I

_study observers. They nndertook the task w1th a curIOSItY concernlng

: case studIes and enthu51asm for new - experlences that motivated all who

¢
~.

//worked w1th them. They worked hard and d111gently, questlonlng and 4

2}

the resuit of;larger and longer efforts. They are thé éuthérs of the .

-

'\, -
. . <

_two case reports, and they tollaborated on the wrltxng of other

}sééﬁiaﬁé of this document. o - ,‘ e :
‘The report also reflects rhe professionaiism‘and cooperation;gfj]

.the administfators and Staff members from gach project git'_é.: It is not

an easy matter. to be:obseryed as one goes aséafgﬁig §faééggiaﬁai aaiiy\

‘

busrness, and even more dIffIcult to ‘have the results of that observa—;

Y

tlon reported 1n black and wh1te, through the wrltlng skllls, 1n51ght -,;;

- ‘. ot

and keen -eyes of the two observers All persons 1nvolved atrthe proa

- \ .

jects approached the case study WIth a good heart, gave us feedback on

_ our work, informed us of our“errors, and were .a genuine pleasﬁre to -

work with. .

(T - - T oo
Co : . B . k™
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Finally,

W

; . \
all members of the TADS staff deserve our resounding

.

. . ) . . . o N
‘thanks: They have supported this endeavor with their involvement;
“‘'their energy;

Y

and their patiencé: Particular thanks-go td the TADS -~ « - \
R - : T 7. o ) . ,-.’, ,.’ o K g ',. - -

technical assistance coordinators for each prqjecti who also experi-
‘enced. the scrutiny of the observers. Their continked support and’

ded. in it, :&éﬁBﬁéEféEé&
N o : '
their”grofeSsiqnalism and e

ncouraged more introspection by all of us. -
\  ifgros ion. S«

o o S N N L

7 The patient EQSigtaﬁCé of Pat:Eichman aﬁd\?béh O'Brien in the

o o Lo | A o

: S T S S

o ’ . production of the' report has-made_lt\afrealltyé

. ‘.

\ They are true

" professionais. .

Thanks to one and all. R

Pat Vandiviere ' March 1981 ——— Tanga M. Suarez
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. L T
the’ authors of thIs report have attempted

-

In the follqylng pages,
conduct, and results of a case study of the

'to descrxbe the deveiopment,
R The process of 1nté' St -was tephnlcal

'technroal a551stance process.

a

7stance~as 1t 19 developed
Development System (TAﬁS) and prov1ded to the staffs of demonstratlon

1,

programs for preschool handlcapped children and the1r fam;lles.

- --r~‘

The 1mpetus for conductlng ‘the case stud1es sprang from a de51re

to- understand better the complex nature of technrcai assistance and to
1nfiuence 1ts succeas; Throughout,its

.
"I

.

1dent1fy add1t10na1 factors that
years of operation; TADS has evolved a comprehen51ve set of processes
ce: The .

' : VRN R
for‘gatherlng.1nformatlon regardlnglltsltechnlcal assxstance:
IR . o T s s
results of the assistanEeJaré ﬁaﬁiféféa"aaaiiﬁﬁaﬁéii by the TADS staff
These forms

ERR A

&-.
v " .
. t

P
.

'through a series of carefully structured evaluatlon forms.
are completed by llent part1c1pants and by technlcal a551stance pro—

§ummar1es af the results

e

e provxded 1nd1cators of effect1veness relat1ve to spec1f1c var1ables

. consxdered to be- 1mportant to the succe

i

LY
formatlve but by its ‘nature, IS restr1cted by the questIons asked.

i

)

towe

TADS staff members and others have been 1nterested in- obtalnlng a more

‘e
CLE
~ .
N

r';i

comprehen51ve portralt of the technlcal a551stance process as it - actually

Case study methodology, W1th 1ts characterlstlc of provdeng

I

operates.
1nfdepth descrrptlons of processes, has for some tIme been an iﬂqulry

Vo .
) A)

nmthod of interest for obta1n1ng the 1nfbrmat10n that TADS staff and

' jothers were seeklng. _ _
As early as 1974; TADS staff members conducted a study to determine

£ W
. . F R
. o o B




.

'the feasibility of ug:ingéégé:iiké studies to gather information regard-

. ;’: o <

B TN -~ o

ing technical assistance. _Such studies were found to be“feaslble and to

 'provIde“valuab1e Informatlon. The results also 1nd1cated ‘that further T

. -~

development was requlred to overcome problems assocxated with sample size

’

\ - _ .

and selectlon,~and the analy51s and Interpre atlon of resultlng data

(Gunn & Dav:s, 1974) . A’,':‘“-:,.. . ;E ;;_ ,” : .

: ,In 1976 ‘Dr. James Gallagher D1rector of the Frank Porter Graham

Chlld Development\Cente and one of the creators of Tﬁﬁg, expressed TADS'f'

e
'7.

1nterest 1n the use of case stques, in addltlon to other methods, Uosp

>

providé InformatIon regardlng;the 1mpacts of_teChnlcal assiStancé;%_Eé- -

AT _ ) 2 A ]
sﬁated, jf“-hﬁ;; T R T

/

It Ethe case study] could dellneate those program elements related

; to.: successful accomplrshments in an individual program, so6 that thee

necessary corniditions needed for successﬂul completlon of the pro-

’
[N

to discover the program eléments assoc1ated w1th success;m_

(Gallagher, 1976 PP. 80-812 ;;Wg%rclu

e g T
== Ky - - -
e

4

associates, of Educatronal Admlnlstratlon Development Assoclates of

l >,

Kansas Clty, to provide a thorough rev1eW of all of TADS' evaluatron pro— ‘
: L =

- LR

cedures.: Flve alternatlve approaches for evaluatlng TABS were suggested:

o 1977, § 9 . :

AmonQLthese Was aacase study of Seiected elient prejects; ,Specif%cally,

‘./
m .- '

the aiterhatlve was descrlbed as requlrlng

;.;7. the 1dent1f1catlon of: a selected number of TADS cllent pro— j
jects, ‘and ‘the subsequent subcontractlng with a third party agency

to conduct case studies of the. selected pr03ects for the specific.

'purpose of’ 1dent1fy}ngitechn1cai assxstance xmpacts W1th1n the
projects as a resuit of TADS ‘services: (TAES Technlcal éﬁslstance
» .

_ e . A
» uc ._,"‘ . . 9,

¢
s,

a
TADS staff . and others rh thls method the organlzatron contracted In 1978

., -gram objectives mlght be identified, . . ._Case studies can_be used

Oh the basis of’thls recommendatlon and the grOW1ng 1nterest of the,.p

-



v
'.

North-CarollnaﬂtQ condict a rev1ew of the llterature regarding-the design

ahé'usé'af case studies. In his report, Pennrngton noted the 1mportance

of specxfyrng the purpose of the case study and belng cognlzant of 1ts
'.;11'; *attr%butes and 11m1tat10ns.. He described the steps in conductxng a case

study and suggested on the basxsﬂof the work of- Spencer and Cullen ’

,uf(i978), that a TADS case study focus on the var1ables of: (a) the
hé~* .,»fchange agent, (b) the cllent, (c) the 1ntervént10n process‘and 1nter—'
.’.ventlon method and (ﬁ) outcomes (Pennlngton, 1978), c A

_In thersprxng o; 1979; theidecrsron w;s nade to'fornallyiconduct . ’

; - L ) S el ;

two case studies simultaneously and.describe the results as a supple-

C

ment to the existing Survey methods used to §athér information about
TADS' effectiveness. TADS' 6rigiﬁa1 piaﬁ*aﬁa~fésaafaé§~wéfé designed to
sﬁpport Eﬁé’déGéiopﬁenE of a one—year‘éase study‘endeavor. The report.
presented here represents the product of that one—year plan.

Slnce th tatlme, organlzatlonal and financial resources have been

t0 support‘additional case study work. Therefore, the

- material presented here should be considered an interim report, with
two more ta,fagiaw; thé secorid in the fall of 1981 and the third in the
‘ T - T : .
fall of l1982. Together, the three reports WIIi present a complete view

of the three-year aéeéiaﬁﬁéﬁi of technical assistance with the projects
and will form the total TADS Technical Assistance Case Study Report.
The purposes of the case study were determined to be:
1. to obtain in-depth descriptions of the technical assistance
process which could be used to

a. increase the general level of understanding of its

nature, and

#-A\
G




L
\_/

b: 1dent1fy 1mportant varlables which 1nf1uence its
effectlveness ,¢

«2. to'eiplore further the fea51b111ty of+ the case study approach

. as a method for gatherIng such information.

- The‘case.study results are prov1ded in the remainder of this report.
' Spec1f1cally, the report contalnsi

\ R N . * ! | ' ‘ : ‘V:
,'"Ti; a,descrxptlon of the context in which the study took piace and

AT
%

the sxtes and persons who were ;nvoived (Section II)

-4

,é;‘la description of the development of the conceptual framework

for:the'study (Sectlon III)

v

3. descrlptlons of the techn1cal a551stance as it occurred (the
cases) (Sectlon IVj :

" 4: a dISCUSSIOH of the fIndIngs or “Iearnxngs" from the cases, )
T accompanled by suggestlons for future efforts (Sectlons V and

Tl V. : _ BT

o,

@
ki
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The context in which the study was conducted includes the technical

L W ___ l__ __ , . S
- assistance systemj(TAbs) and Its Procedures, the recipients of TADS

servxces, or cllents, and the seleeted case study sltes (Pro;ects "Early

“ '

Start" and "Co—Op") The persons 1nvolved include the personnei involved

in the technlcal asslstance, the case study observers, énd the members

¢

77777 . . C e C e

of the TAﬁS staff. - : E T

-

/' The Technical AssisStance sys:em""”JZ/

The Technlcal Assistance Development System (TADS) was estabixshed
Educatxon.Program (HCEEP) . Approved by CGnqress in 1968 -and adminis-
tered by the U.S. Department of Edication's Office of Special Education,
HCEEP provides grants to public and privabe nonprofit agencies:for the
”;Lj,,ﬂp"s, R R o , N . . I
deveiopment and-impiementation of model programs to demonstrate high- i

quallty serv1ces for young handlcapped children. TAﬁS’prbyiBeS‘ébmpiei

i

‘hensive apd systematic support to HCEEP ijiaﬁtees ‘through delivery 'bf

informational and consultative resources, called technical assistance.

Stedman. (1976) described the technical assistance system as a

communication network. )
A\

Membérs initiate and maintain communication around speczfxc prob- .

lems and about strategies to sSolve _the problems. . . . The struc-

ture .and function of the system are partly- determined By the

content or information the system issappointed to deliver, partly

by the characterlstics bf the "customers," or client organizations,
and partly by -the character and style of the technical assistance
organization's membership. . . . The basic components of a TA

system are . . . program planning and evaluation; 1nformat10n and

media; organlzatlonal deveigpment, critical content areas; and

\ resource development: (p: 3)

Litlie and Black (1976) extended this v1ew. Eﬁéy ééécribéé tﬁe

gy
ar

.
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Aruitoxt provided by Eic:

. phases:

10 : \. : ; o

<§:’; ' :

¥

. TADS system of techQ;cal a551stance de11very as havxng'frve interlocking .

1. developing a prbgram plan for eéch project

—

2. assessing needs of each prOjeCt 1n reiatlonshlp to. its plan

3. developing a ertten agreement for technIcal assistance

= __Z_C \

accordIng to the prcject needs» BTN

Al i ‘b‘\ i I
4. 'ellverlng technical ééérétéhéé thrbﬁéh , . Ty o

a. TADS-sponsored activities at the progect sxte or

¥ ' in conference or workshop §ettih§§ '
. b §erﬁxces to the prcject from the TADS 'ff;ce, or ’
c. prlnted materlals prepared by TADS. {\i :

5.: evaluatlng the effectlveness of the techn1ca1 a551stance.

TADS assists préjeété in ﬁ&ﬁ&giig,Eﬁéif §Eégféﬁ§~éﬁa accomplishing

their goals more Fffectlvely through a broad range of syétémétic support

<
..vf

and consultat1ve,serv1ces. Access to expertlse not avhilable locally,,
. M o

¢

and to material$ designed specifically for projects; is availabie.through

TADS. TADS also provides opportunities to.increase collaboration and,
! 8 to. increa _

"Informatlon—sharxng among projects, and services are provided at no

extra cost to projects. Project participation in technical assistance

.

' is encouraged but voluntary.

R 4

The-Clients of the Technical Assistance. System o

_The clients of TADS which are the subject of this case study are
three-year demcnstration»projects for preschool handicapped children and

their families. The proaects are a component of HCEEP and are funded
and administered by &he Wi s: Off:ce of Special Education:. Their purpose

is to demonstrate and dIssemlnate model services for preschool

Y
.\.1



.\)

ERIC

Aruitoxt provided by Eic:

in the ééiivéry of technical assistance. Criteria faf selection, ; -

.could be kept to a minimum.

hanaicapped children and their families. Because the projects operate
- \ . . e I . . '
under legislation and régulatidhsgéiiefhihé HCEEP, they are similar in

\
\

their overall purpose and the major areas to which their staffs devote

\\ - ¢

their energles- é}éi;'déveibping hbdei services fbr'éhiiaréh and their ;

. \ _

- . N '

and dlssemlnatlng 1nformation about'their program. -The*prbjects differ

Y
.

in areas such as year of fundlng, settlng for serv1ces, theoret1ca1 and

. 5 v
phIlosophlcal bases for serv1ces, and type and . agg of chIid served i
. . [ CT ‘ S

v

. '~ Selection of the Case Study Sites - S

¢ -

-, »

Early’in the development of the case study, it was decided to

- ) R -

K

R T L
conduct comprehensive observations and 1nterv1ews Wlth.the'seleCted

5}63éé£§; Adequate resources were avallable to 1nclude two 51tes in the

study. In order to obtaln a portralt that would 1nc1ude descrlptIons

- ) o o
of thé introduction of technlcai as51stance to a pro;ect prbjects were
selected which were 'in their firs%.year-ef operatioh. fﬁ addition,

projeets were selected to permit observation of at ledst some .variation -

.._4' 4 i

criteria were the agreement of the prdjgét'g'aaﬁihiStfatéf‘Eé serve as

a case Study site and location of the projett where travel expenses
i_' . : - ;;. . .

, i ; : t . ,i' . R t h

séééééé thd burpose of the study was to describe' the technical

asslstanCe process, and not the overall déVéldpmeht of. the client

projects, it was decided at the outset that the location and personnel
- -1 , N Tte . . 3

| 1Y
Co

N
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of the projects would be kept confidential. This stance was taken to
protect ‘the clients

and to encourage théir‘pérticipétibhiéﬁé information-
[ 2 . : i . ‘ ' - :
sharing. .It was also taken tb_iiﬁitfbiasés?ih the interpretation of
' results vhich might occur if actual locations and participants were
- ’ . a0 ’ : *
: known . l?igﬁise'descfiptiéhs.bf §ifé§( c%éétééntd disguise their location
 but nétiéhéir-purﬁésé'anéls;gqeturé;-gfé_givéh'ig Section IV. The sites
are knowh to us as "Projéct Early Start® and "Project Cobp:" .
L - Lo : ) =
f Persons Involved in the iééhnicéi.iégigtéﬁcér1 .
The focus of technical assistance; and therefore of the case study
’bbééfVétibhé, is on program dééélbpméh:_aha tﬁé persons who make it .
 <happen. Personnel involved in program development at project sites .
. incTude ‘the projest director, the project coordinator, members of the ’
program sgaff;_anaicthers atlthe,siéé{whb participate in, influence, of
adiiinister the pébiéct. PétSbhhél.ihbbiyéa;%h program development from
% the technical &ééiééaﬁéé agency include the entire TADS staff; to some
: aégféé; and more Specifically the technical assistance coordinator who
. i7 ;

. e
assigned to the project, and the. persons on the TADS staff or con- |-
* tracted by TADS ta provide

the technical assistance (technical assistance
‘L,,,:',_ o s i ~ - -
providers) : : :
For thégpﬁrpbse_bf this ¢

asgﬁstudy,

the actual names and the 7'
personal and professional characteristics of the persons who pérticipgtéé
_in technical assistancé at the selected case study sites remain confi- '
1 : S : : -
, aéﬁ?:‘ié,i 3 A list 6f Ehé f)éﬁ’iéif)&ﬁ?:_gi in the technical ié_éié?:&ﬁéé; using
fictit;cﬁé,nameg;'is proéiéed_ét Eke beginning of each case description
¥ (see section }vj. i" o
‘ T . ' e
o

ERIC - |

Aruitoxt provided by Eic:



“the crltlcal 1mportance of the observers to the quai:ty ‘of observatlonsﬁ

J

#
g ¢
"

I o L e
SElECtién~6f the Case Study UbSéfVéfS

. ‘: . - ,‘h,
Revxews of the IIterature and exlstlng case studles demonstrated

- and subsequent~development of tﬁe“casei..Such studies SEQQEStEd that

.

. observers are needed Who are knowledgeable of organlzatlons and the

N R
roies of the people 1m:them, and - age sen51t1ve to @ersonai interactions
v .

and’ changes. In addltlon; observersvmust be keeniy peroeptIve and able

to translate their perceptions into comprehensive; &lear; and
meaningful descriptions.
For these réasons, TADS contracted with Shirley K. Behr and John

R. B. anes, Jr. to a551st 1n deveiopIng the -case study and to condict

n

the observations:. At the time, Shirléy Behr was a Bush Policy Féllow

¢

at the Frank éortei'éraham éhii& bévéicpmént Center .at the University

of North Cérollna, and had profe361onal experlences whxch were believed,

°

to be valuable to the case study. She had spent a ma;or portxon of her
: ™~

-

career in the area of‘early éhaldhood spec1al educatlon, the prograh

area of TADS"client projécts. She had ‘been the éieatof‘and difeétof

— S N - . _ f
v R -
! - - - - PR A - -
.

of a well-known’early childhood ‘special education project; and had a-
: ’ : § £ .

-working knowledge of project development and operation. John Hawes, a
~ . _

i g o o F S S AU
consultant in a research firm, had extensive experience in program

: oo : ) o e . v
development and administration. He had worked in iéadefshiﬁ positions

.1n publlc schools and had d1rected a state lnstxtute responsxble for

statew1de program desxgn;ﬁdeVeiopment’ and implementation He had

addItIonai areas of interest and experlence in both communlty and adult

education, fields from which many of the approaches used in technical

r s ;

assistance were drawn: ‘ . - -

-

v
oY .
ple



i

v . R
. . . . . -

‘- Both case study observers had expefience as consiltants to develop-
‘ ~ N . ) N o o . . o
" ing programs and had directed programs in which they had demonstrated ,

'

personal and political skills. Their accomplishments suggested a level -
‘of competence that would strongly enhance the case study.
./ " - - . h .
B - . . . v;n; . .

. Developing; directing; and producing

the case study were the,

»

/ -

responsibility of the evaluation staff at TADS, under the direction of
_ - S g e pl o
Tanya Suarez, Associdte Direqtor of TADS for Evaluation.. Pat Vandiviere,

1 .

_ the Program Evaluation Specialist, had responsibility for coordinating
all aspects 6%?§§é caSe study: Much of the planhing for the Study was

3

conducted by the observers and Hat was- called the "TADS Case Study

\-

Staff.” This group gonsisted of Tanya Suarez; Pat Vandiviere, Pat

[y

* - Trohanis (Director of TADS), Tal Black (Associate Director of TADS for

* . Demonstration Projects), and the two technical assistance coordinators
: T T .

* v

NEY

iknOﬁn.ih the case studies as Jay-Arbey and Carol Turner) who were

- . R : . ) . !

| géggé;gibié for the technical assistance to the case study projects:
Other meatings and aiééiiééii'()ﬁé regarding jﬁé' case study. were he’i? with
the entire TADS professional staff: - . :

Y
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e In hlS report on the use—of ase stud1es, Pennlngton (1978) empha—

srzed the 1mportance of determlnlng, at the ou;set the specIfIc-purpose

'of a ‘case study ‘and of out11n1ng the theoretlcalvframework surroundlng

'it.i Adherlng to these_prInc1ples, the two obsgrv@rs for thls\study

i ~

_ l,7-;' devoted much of the1r effort dur1ng the early weeks tb developlng a
. —j 4 '7 P s Y . N " :
: ; '7"k=conceptual framework for the case study desxgn The framework and the

process by whlch 1t was developed are descrlbed here s o ; .% C

-
¢ ~

: The deveiopment of the framework was a f1Ve-stage procedure "The

.t . - -

first stage was the deflnltlon of‘gnformatlon néeds——the questlons to :

PN K

be .asked auriﬁg the case study: I entification of: the problem to be

C ';‘1aaafée§éa'§é§ the ééébﬁa staée; The third stage was constructlon of a

techn1ca1 3551stance’event observatlon de51gn ’ Fourth was the;initiai‘
) ' - . i . . .. . o ‘.; .5-;"

on-site proaéct bbeérVétlbn;iaga the fifth staie was preparation of a

- ~

statement outllnxng thé 55§é£6éié' fonceptual framework for the case

study. flow chart of act1VLt1es and. a schedule were’ created to guxdeyulg'

N .t

"the development of the framework. They are presented in FIgures l and 2

’ . Sy Co . ‘ ;
- \ . ¥ :. . o -
; ' Stage I:: Defiﬁiiiaﬁ?afmsna study éu'ésti'o'ns
3 ' - w
o The fyrst task was. to revxew the lIterature about case studles and

¢ \about technlcal a551stance. Although the search was not exhaug’lve, 1t

T . did reveal a number of helpful materlals concern1ng both the case stﬁdy

q FDREN

process and techn1ca1 a551stance 1n general. (& brleé summary of the
[
. . \ - M 9
llterature sea&ch is 1ncluded In the observersv acknowledgements F'
K4 L
Thls background“enabled the observers to 1dent1fy a varlety of(lssues
¢, .

»reiated to thls partlcular case study which requlred d15cussxbn and

;.resolutlon before a de51gn couid be completed; Among.the[;ssues were:

¢

. ' . '
\

.‘
AN
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‘4. the broad categorles of da'a to be collected a0 v.-*., -

w
‘ ’

R A meetlng was held w1th thé TADS case study staff to resolve these and o

: - . . e
=

other 1ssues; to‘revieWUand confirm the purp05e of th& studyy and to
: 4’ K H ’

q . IR . .

_develop an agenda fora meetlng w1th the entlre TADS staff

[N v ) v 4

'The'first audience.for~the case study was the TAES staff who would

.

T~

“
-

for'the completed case study report was to be the TADS fundlng agency,
’ a‘ N ) . - . ' . . .
the Offlce of Spec1a1 Educatlon. Other audiences to‘ﬁhoﬁ the study ﬁas
. . Ty s

'—d1rected 1ncluded TADS" COlleagueslat the Frank Porte¥ Graham éhild_"—'Q*'j

N

Development Genter, the admInIstrators and staff members of the c se’

e study pro;ects, and other profe551onals 1nterested or 1nvolved in J

I

technical assistance. ., . : , Co

[ v -

, ?rés'e'rv'ih" confidéntiaﬁt‘y' ’w_ag"‘a'f f:f’iﬁié, concern. ﬁ‘he.project sites
g

+

and staff ‘were dxsguxsed consultanés d%re dlsgulsed and were asked to

keep éhe case study aspect of thflr wbrk confldentlal, and the projects

N i

themselves were asked to preserve conf1deht1a11ty concernlng thexr
. - R
;-4 15
parfgclpatlon ;n-the study; TADS staff mambers were to dlscuss the case

K

study only w1th the observers, the consultants, and the project staff
; Provisions were made with TADS; the projects; and the technlcai

: - ¢ - - - S

assistance providers for the ohsefvers tE have ready access to all

persons and activities invoilved ih-technical assistance to the. projects.
o RS e ; -

6ata to be collected were deterﬁined to be, at a-miﬁimum;
'9

o

i

4
(W)

:,prov1de perlodlc feedback ddrxng the year;' In addltlon, a major audlence_‘:/

RIS SF

bt

a4



PR

presented,an overv1ewwof‘the1r literature review; outlined the issués
raised with the TADS case study staff and thelr resolutlon, and dlscussed

study. The observers noted that the problem addressed by the case study

1nformatlon about the technlcal a551stance Process.  To determine ﬁhat
speclflc 1nformatlon was needed, the staff were asked to formulate

Q‘ * . . .
questxons and concerns that they, as 1nd1v1dua1 profe551onals, w1shed

-to have aaaressea about the process. .Thé i-ésp'o'iisés '('s;ﬁpp’iéméﬁféa by

. similar questions which had been raised previously by TADS Advisory

- Commlttee members in 1978 79) yleided 58 separate items. - ?our basic

questxons subsequently were developed fon 1nvest1gatlon durlng the

flrst %far of the,study._ They were: - e ,7///"

-

1. What cllent characterzstxcs affect technical assxstance?

(e g., env1ronmental or system characterlstlcs, probiems or

of the dlrect reclprents of ‘technical assxstance)

-

©:2. What techn:cai a551stance provider characterlstlcsfaffect
‘technical assistance? : s

s

(e- g., skliis, competencxes, roles’ taken during techn1ca1

a551stance, vaiues/personallty characterlstlcs)

S~ : 3. What characterlstlcs of)the technlcal a551stance event(s)
Tl e ~ themselves 1nf1uence»the technical assistance?- '

;““\wa,, (e: g.; type slstency, amount and degree of c11ent

; LT S 1nvolvement. gree of personal contact; phase of
v - 1nterventlon)

4: what are the outcomes, effects, and/or Impacts of

technlcai asslstance3

# : €irne . )
' Aeog < . : ?
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Through anaiygig,bf the questipns and concerns raised by TADS staff
and. Advisory Committee, the-investigators identified two distinct types
of information needs::

1. aescrigtiVé ihfbrmétibh about events related to preparing for

; , (e. g.,rhow pro;ects prepare for technlcal a551stance,rhow many
contacts and interactions occur between TADS and projects, how

. - projects use publicatlons .and wrxtten materials provided by TADS)

2. ,gualltatlve xnformatxon about characterlstlcs of the 1nd1v1duals

provxdlng and receiving technlcal assistdrnce, and how these

characterlstics affect the technlcal a551stance process and its;
outcomes

(e:g:; sinls, competencxes, values, personalltles, perceptlons,.

' mation'needs;’however; requirea mbré.subtlé and ébstiéét.éisﬁiﬁatiéﬁ}
" The relationship between the two types Of needs represented the
underlying problem to be addressed by the study. Ehe.p;abiém can be
_111ustrated graphlcaiiy as a part1a1 ecllpse (see ﬁlgure 3) AhSWéis.tbv
questlons about technlcal a551stance events and act1v1t1es are obScured
somewhat b& the perva51ve qualltles of the personai characteristicshbf

';ihaiViauais involved in technical assistance: To aescrise ai hnéérgﬁaha

technlcai a551stance ésba-fctai process, thé case s udy w0u1d be de51gned -

tion nieeds and_to describe how thosevcharacterrstics reiated tofthe
technical assistance events found in descriptive information needs.

4 NN

I ) - .

Fis .

o\l ’ ’ . .
N . . v




" oEscRIPIIVE NERDS

7~ | {(concrete/Explicit)

. Preparation for . Implementation of
Technical Assistance ~  ‘Technical Assistance

Orientation =~ - Needs Assessment

Materials = Technical Assistance Agreement

_.'Consultation

Phone Contacts |

\\. Needs Assessme

eclipsed by qualitative needs.

s
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]

Technical Assistance

_ Changes

~ Perceptions
B} . Efficiency
e EffECtiVENESS

Figure 3, Informaﬂ%n needs about technical assistance: Descriptive needs are partially
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Stage Iff: Construction of Technical Assistance Event
Observation Design '

= ~

<
Having specified fiore precisely the questions and problem to be

.

addressed by the case study, the investigators moved to the third stage -

>
L

‘which began with two information-gathering procedures. A structired
formal ihtéé;iew was'conaucted ﬁith;éhé TADS technical sssistane
 ¢cc£ainat6r§ who Wé;é‘éééi%ﬁéd to the tﬁ6 ﬁéEéP case study projects.
The purpose 6f the iﬁféiﬁiéw was to determine the iéiéi g%,infcrmatibn
that éééﬁ coordinator ié& about . the projects and to obtain iheifjpér;_
ceptions of project needs, problems, and internal organization.
The second ihféfﬁatiéhigatﬁéfiﬁé‘§E66é&ﬁfé was an iifé;ﬁ&1 sét of
questions asked by the TADS professional staff. The purpose of these .

questions was to allow staff members to share their personal opinions
" and concerns. It was assumed that each had ideas ébéﬁt what wis
happening during the technical assistance process, based uniquely on |
 The infornation providea by the iﬁtérviéwslaha questions was used
by thé‘ihééstigatb:s in eahstiuefihg on-site 655656&£i6ﬁv66i3é§ aﬁa;
preparing a schedule for their use; &s illustrated in Figure 4.  °
_ Because the initial 6n—§i£e-£eéﬁni£ai assistanCé-ébéﬁt, the héédé
assessment, has a predetermined function and format, interview items and
observation guides for this activity aifféféa'gsﬁéwﬁéi from those used

for other technical assistance events. In both cases, howevgr;‘the'

interview and observation formats had as their focus the characteristics

-

of the individuals involved and how those characteristics affected the

technical assistance events. - . N

L
'
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A

Information-Gathering Procedure

Schisdula for Ud

. Prelininary interview with technical assistance

Praliminary interview with project administrator

.~

_ provider

L ‘ S

iisn of obasrvation guide for Eechnical
assistance avent ‘ _

Debristing intarview with project admiafatrator

babriefing interview with technical assiatance

" provider

-

Frior to technical assistance’ swnt |
 srior to technical assistance event
. . . .- -
. B
3. / .

-‘3 Theoughout technical assistance svent

A

!ﬁéiiéii;y iﬁiié\?iﬁq’ technical agsistance svent

. Ip@sdiataly follouing tachnical assistance event

EICEN <

-

e

: F‘iqurél : -ihvfomﬁcn-éiiﬁéring pf_ocedpres5ana é'él-ié'ciiiié for uge:

-
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'generally agreed to be a cruc1al event in the ;5 hnlcal a551stancev

As mlght be eXpected at thIS pOInt in the process the observers,, ;'ﬂr‘ﬁf,r

haa formuiated some falrly flrm notlons about the conceptual framqyork
. ki

for the st“dy' The framework was to remain tentatlve, however,.Pendlng:? ':a;;lu
3i i i Y N
modifications resulting from the information and Impre551ons the; S

e
'

observers would obtain during their first visits to the project sites

PR

(stage 1IV).

Initial site visits were planned to coincide with the first on-site :

technical assistance event, the needs assessment. Thi§ event was con-

éﬁcted at ‘each gité in November 1979.  Scheduling the obsérvers' visits

Tat this tlme enabled them to obtatn 1mportant 1nformat10n for completlng

the Eoﬁéeﬁtﬁai framework for_;pe study. It also afforded the opportunlty :
3 ’ ‘.

. to gather data and observatlons about the needs aéééééméht, Which'ié

process. . o 4 .
N

Stage V: Final Statefiient of Observers'
: '

s . 3 o 77'7_,7

-

After compietlhg thexr obserVatxons of the two projects' needs

assessments, the obserVers shared the results w1th each other and W1th

x - . -
. -

; TADs;proféggioﬁal staff mémbérs. _This réViéw 1éa to the fifEﬁ and f}ﬁé1“~

stage 'in the- development of the conceptuai framework for the ease study,;

) the preparatlon of a flnal statement. : S 'i . B

S




€

- The purpose of the etsceffarn Informatlon needs
requlred by TABS. The goal is. to descrrbe technical =

‘a total pgpcess by illustratlng the dynamics that _ocecur durlng
speclfic technical assistance events., The unlt of study, then, 1s

of technlcal assistance (HCEEP progects), but, rather, the

technical .assistance process occurring as the result of the.

"_“;° C B 1nteractlohibetﬁeen the provider organlzation and the- cllent v .

oyt oy organrzatlon.

st

Lo s fInformatron needs haVe resu1ted because certain characterls-
R tiCS of ‘the, :clients (project sites) have remained obscure. To

P oo reveai theseycharacteristlcs and their relationship to the out=
: N comes of technical assistance more fully, the process must be
R St examlned at the project site over a period of time and with data
SR E I “'~receIVed»from.several sources. The examination includes vrewrng S

..the ‘project as’it. relates to its pareht organxzatlon, the project,

L s it réiatés to: Itseif , and the'prOJect as. it relates to ‘TADS.

R S 'i, The sources of'data 1nclude 1nput from the technical ‘assis- "
T o utance provider, 1nformatlon from the. technrcai assistance clients -

G 7\ T ttwo flrst-year HCEEP/ pro;ects),-and observatIons throudhout the

course of the case study. o , ; :

..,

_%‘ a descrlbeg a%oggith?ee dlmcﬁ5i5ﬁ5 L 5i§55i5i£i5ﬁ§1 dynamics;
' _competenciés: and' e s ; and, participant
expectat:ons, /_L'i— '+f_£{ : S
. " organizational dyhamics }?E?:Eées the project's parent

- .. - organization. and refers to decisxon-makxng procedures and the
: . e "~ . roles and requnsrbrlltles of 1nd1v1duals wrthln that_
“ T organlzation.,v:;. =
o gggggtencaes and’ experlence of personnel«lnclude,

. -“'_ IR "."leadershlp ‘style of the pro;ect dlrector/coordlnator, the.

. ot o 'ment neeﬁs of ‘the progect admxnlstrators.

A RN, Y

-—Partrcigant _gpectatlons,are the antIprated outccmes

- of the’technical assrstance process from the client point of -
view as expressed by both the _project: staff and the .
sl technlcal a551stance personnel.5-¢ Qw; -

)

: the thr6e~d1menslonal V1ew outllned above, 1t is:
necessaﬂy to examine,how the progeqt is, organlzed the’ style of
.competencies of the’ proqect

‘of the technical assistance o
the fundlng source (Office of

LAl

Y e

B S ;«prov1ders, and_t‘
.scsléb.; "« Special Education; £ormexly Buxeau of Education
;o3 .. v capped); the technical. assxstance needs assessor, technIcai

ormeriy Bureau of Education for .the Handi-

: assIstance cbnsuitants, and TADS staff

ot . Sy e N
. I . y
: .




. ~ B . o .

it should be noted that the conceptual framework outllned above,

'and'the processes 1nvolved 1n 1ts development, were.de51gned specxfIcaily

_for case studies of other technical aé%istance;déliVéry systems, some ,

* .l R

modification may be required. Further, it should be remembered that thé
study condicted ﬁithih“thiS'framework was:ilmxted to technical aeeié—

tance as it was dei;vered to tWo flrst-year project 51tes ~1t may hot

be reasonable, therefore, to attempt to generallze the results to
technlcal a551stance as 1t is dellvered to HCEEP pro;ects over theirA

A R -
- .

three—year demonstratlon perlod

“.WIth these Cautxohs in mlnd the reader 1s invited to contlnue

through the report. =~ . v
L ! . ) . Lo - . .
. - . " .‘ ; . ' ;
' ) ‘. "‘ . .
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'for.the-TADS Techhlcal A551stance Case Study project; To be appropriaté
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3

The major purpose of thls case study wasgi,nwet certa1n xnforma-
txon needs by examln1d§ and describing the technical assastance‘delivery
<

process as it occurs: The case study observers were présent as a
variety of direct technical a551stance serv1ces were provided to Ewa'

Y

projects: Their observations tooi place in different 1ocat10ns over a

five-mbnth'périod Interactiéns observed between 1ndIV1duals and within
'groups dur;ng these events were documented carefully. structured per—
sonal interviews w1th proaect staff members, consultants, and TAﬁS
‘technlcal a551stance coordinators providéd additionai information abbuér
.their péfceptiaﬁé.énd.reactions. | ~ B . ;' |
P in an effort to descr1be more cieariy the settlngs,'lndlvxduais, |
i ;

.events, and 1nteractlons, a story-telllng approach was used to present

the observatlons. ‘This approach 1nv1tes the reader to develop personal
7

reactlons, insights, questions, ‘and conclusIons about what took place
durxng the;technlcal_assiStance events. The stories are based on
information documented durlng multlple observatlons.%-fhe interviéw

responses of pro;ect managers and staff technxcai a551stance prov1ders,

and TADS técﬁnidai assistance coordlnators haVe been 1ntegrated into

< . '

the stories. F1ct1t10us names and places have been used to. protect ‘the

L

anonymlty of Project settlngs and 1nd1v1duals. The stories are de51gned

to gulde the reader through varlous technlcal a551stance events as

+ -

they occurred however, adjustments ;n other details have been made : Py

\-Q'

L~

to create interest and ont1nu1ty as well as to protect

conf1dent1a11ty.v

- 5

R4

The two parts of this section describe the téchnical assxstance

o . .
N Sl 2 1

!
.“\‘ '
I
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delivery process at two case study sités, "Project Ear19~9taft“ and = . .
- - | -- . B
"Project Co=0p. " The needs assessment was the fIrst on—srte techn1ca1 !
assistance provided to the: case study projects by, TADS ;It took place °
for two ééﬁéééutlve days at each site. The neds assessment is a I
- i : 3
-
- formally structured, 1nstrument—based process fEr both the consuitants -

l‘ .r.f'-

thélneeds . .

_assessment. (A copy, , entitled’

o - R : - e
"HCEEP Demonstration Projéct'Profile;"‘and a copy of the tethnicat
' 4 ' Vg

as'si‘s"taﬁae' dgreement form may be obtained from -mns”)

' Three types of drrect technlcal a551stance are 111ustrated in’ thlS ,:éf;
F : N

* " ? . . I
and an off-s;te consultatlon, On-51te consultatlon refers to technicai'g‘f
- - - o Lo —_— v o o

., assistance that is provided by a éaﬁéai-iaﬁi':ééiée’t‘éa' to work at the

project iocatié%: Smallfgrouprconsultatlons are attended by project.

_personnei represéntlng from four to elght projectsjtho have requested
tectinical a’s’si’st_anee in the ‘ares of the workshop topIc. in-____
asaéaiiéiiaﬁ refers to Eéﬁéﬁiﬁééién or tralnrng if a communlty other ;. ?

. : . ) £ i
than'the\one Where the projéctlis located “{In this case; the off-site # _?i

co?sultation'was not observed;;it is reported tﬁrongh retrospectlve ': oY
‘intervieis:) - | | -
* o diféerent-ﬁriting~styiés may be noted in the reports of the two i
. B : P
prbjéctsf Eacﬁ is’é functlon of the observer s personal styie, and. each,
N o
has -been rEEained to,emphasize:tye unigue set;of cdrcumstances and




j - . " -
3 ) .‘.4 «

1nteractlons of 1nd1v1dnal pro;ects and 51tuatlons. Although there'Wer

ﬂ; 0 R

many dlfferences between the-two case stud% sltes, there were also

SR 1

signlflcant sim;larltles with regard to the technical asslstance 1ssues

that emerged.- They are dlscussed 1n the final " sect&on of this report;
H %

3

.and cannot be expected of these cases, and to relterate Informatlon

concerning the time frame for the study. ThIs report .concerns the TADS

i Vtechnlcal ass1stance process -as 1t!occurred durlng the first year of
.operatlon of two HCEEP projects. It can reasonably be assumed that.’

‘during a second year most projects view their technlcal ass1stance

PO ]

requxfenents in a dlfferent light; based upon thelr experlence.' The.
same can be sald for a third year of operatlon. Similarly, the nature

6? tﬁe delivery process can .be expected t0'change along with the

‘pro ect's evolu 1on. For thls reason; the reader should keep in mlnd
J

' that the 1nformatlog prov1ded here concerns proaects that were JUSt

"belng put together'end beglnnlng to develop thelr plans and services

"for preschool handlcapped chlldren and their famllles. leew1se, the

.proJects Were experlenclng their flrst contacts w1th TADS and TADS'

-, ,!‘

w1th them. This report, therefore, unlike thé two that will foliow,

»

9' .

.

. At th1s poxnt 1t rs 1mportant to. state Some of the things that can

describes beginnings. = ; . A ' o e
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" Betsy and Cynthia .

‘a\

*-'Helen

" Bud Fisher : .

. Harry . & S

George i}
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.
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 Matt E11is . .-
B A R _ ,be

irner. : .

carol T

Phil
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Walter Fox : - :

Bill Roland . . .

Steve Winston . .
Sally‘Johnson’ ; : .
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Project; Coofdinator ' '55“"». .
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v
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Sééiai Worker Eh
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-Schiool Superintendent
;Evaiuatlon Consultant
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iﬂurse
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.
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Hls cab pulled up at the pfo;ect 51te, a‘large prIvate school for
chlldren #ith- speclal needs, after a 45—m1nute drlve thrOugh the crlsp

autumn a1r in early mornIng trafflc. George was pleased to have a llttle
. .
J;exﬁra tIme, since he Yas 20 mdnutes early for hlS app01ntment After

' paYLng the cab drlver, he stood a moment and admIred the medern de51gn

;”»faé the school s new facxlIty.' A TADS needs assessor for three years,

’

eéafaé enjoyed workIng Wlth demonstratlon project staff, it was exc#txng

e

to be part of thelr efforts in developlng creatlve programs as he

* L

txme for a leIsurer dlnner. Probably not he thought récalling the
7 & . X . Lo . .
.demandlng schedule of the first day on a needs assessmenf;

¥

Y

.chalrs near her ‘desk thle he walted for Bud Flsher, thé proiéct coordi;;;p

nator: George took off hlS coat, sat down, andfpu'~als brlefcase on "his

- - \‘-AA'. N ':?, , 7 -

‘1ap. . There was 3ust enough t1me for a mentai revxew of the pro:ect and
;’ ‘, ' :

his schedule for the next two days——somethlng he had had 11ttle time to

v do sxnce he had accepted tth a551gnment George had read Progect' arly

N

?

*;wStart.s grant proposal several weeks earller\and had been 1mpresse ‘with

‘jthelr program de51gn forﬁseverely handlcapped young chxldre,;

. As he recalled his' phone conversatxon w1th Bud Flsher, George

) ' w [ Ve .
,7thought how eager Bud had sounded - about meetlng w1th h1m and working on

: s : L
*the needs aésessment Before Bud. became project coordxnator,five months.,

ago, he had been a specxal educatIon teacher at the school.. Budthadwlf‘
“- | ._7 !

told George how surprIsed and happy he was ‘when Blll Roland thé.'_s&—:’lh'c'j‘o'l“"l

e d o -
N 2, .
=t " R

‘ﬁsuper;ntendent, offered hlmuthe,%?b of project coordlnator.:.George .

L i . : .t

The receptlonlst 1nv1ted George to reiax on one of the‘comfortablé“;

N

el s

" o,
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. conidn t heip admIrIng Bud's enthu51asm about his 3ob and the proaect.

;He had been Interested to hear - from Bud abOut the school's recent

----- i.
3 cop

admlnlstratlve changes Walter Fox; who, as assrstant prxncxpal had

created the progect proposal, had been promoted to d1rector of spec1al .

é&ﬁé&Eiéﬁ, and a new person had been h1red to take his prev1ous job.

o e

:The new a551stant pr1nc1pal Matt Ellls, had been gIven reSpOﬂSIbIlItY‘j

for d1rect1ng the progect aithough Eforge had the 1mpression from his

cOnversatIon with Bud that thlS was not a maaor gart of the asSistant

: prlnclpal s dutles In the admlnlstratlve structure of the school,

‘.i:».

Walter and Matt heid posrtIons at equal levels.yf

Gl&hcrng at hls watch' George noted-that he 'Still had 10 mihutés

‘

- £
- to walt: HlS thoughts drifted to TADS and focused on Carol Turner the

.

techn1cal a551stance coord1nator assrgned to Project Earty Start. Carol‘

.ai,

_had rev1ewed.the pro;ect with George on the phone;;when she called to -

- "
. N7

‘confirm the details of the needs assessment. 'She had talked with Bud

Fisler in August at an 6riéntétion‘cbnféjé@¢é for directors of new
. . . ‘7' . ' .
i

HCEEP projects and she; too; had.been 1mpressed-w1th Bud!s enthusiasm.
(Aithaugh ‘the project propobal tisted ﬁéiiér ?ax as project'director,

Walter had told Carol that Bud was the person with whom she ‘should

T N i aw't

communlcate, and Bud had attended the conference for prOJect directors:)

- ,:’:

Carol had read Progect Early Start sé&roposal and thought the prOJect

had a sotlid ratIonale; a good program~evaiuat;on plan, and a pbténi

v

" tially effective parent program. 'sﬁé'ﬁéa suggested to Georéé,that the’

)
o

K " :
! ¥ . ey

development because Bud had hlghllghted that area durlng thelr con-

versation at .the orlentat;on conference ' Carol alsb ‘thought some of




e
o -

educatxon, and cost analysls mlght be helpful to thls proaect.

Gebrge knew that TADS tEChnioal éssiStahéé.ébéfaiﬁaiafé wéfé

respon51ble for coordlnatlng and monItorIng technical as51stance to a

i

number of pro;ects, and he admlred the1r ablllty to work with so many

tance resoﬁrées. The expandxng number of HCEEP ﬁemonstratlon proaects )

had ﬁléée& a&&itionai demands on. their-time;'and hiring outside con-

.sultants llke hlmself was a way to accompllsh these tehcnlcai assIs—

[

tance events. TADS coordinators rarely had the opportunity~to visit._

<

séfojééts; almost all of theIr contacts were by phone. éeorge'haé found

Carol to be partlcularly sen51t1ve to the types ‘of needs 1dent1f1ed by
pro;ects and to how qulckly TADS and the pro;ects could work toward

meet1ng those needs. She.trled to makercertaxn-that the pro;ects undér-

e

stood TAES' desxre to be flexxble and helpful by establlshlng p051t1ve

and productlve relatlonshlps with them and the prolect directors. Carol

believed it was.important ‘to Foliow up on decisions that were made by

putting them in writing. she also believed it was important to allow

_ % projects to make their own decisions and to bé Supportive of their

positive accomplishments. It was rewdrding to Carol when technical

[

" assistance met a4 project's needs and she was able to see the proaucts

@ |

&eweloée& by the project. It became a problem when the consultants or.

pro;ects falled to follow through, meet deadllnes, or keEP her informed

aboit what was happen;ng. Some of the ways Carol measSured the success

" of technical assistance were the degree of agreement between projects:

‘and consultants on what technical assistance had accomplished, the fimber

'S1R

A



of evaluation reports that were completed; and the results reported on
- the end-of-year sﬁ?ééy’si‘
George thought how helpful it was to have Carol's views on techn1ca1

'assistance before ‘he began the needs assessment, for the compietIon of

his work would mark the: begInnIng of Carol S major task w1th Proaect
s E&fiy Start.s,It.would'be up. to Carol to révléw the technical assistance

select the consultants, send them materlals, and complete the myrlad

arrangements and paper work assoclated w1th each technlcal assrstance

“event. -George ‘had-told Carol he would call her at the end of the year
J‘,z_' i..;toléind out:hom'thrngs;hadigone.‘ Hrs.personal’renardsjas a needs
| . assessor would come from iea_a;;’iﬁg that the needs assessment and technical
.yassistance;agreement met project expectations, and that the requested
B 7 sgéchnicai assistance was prov1ded successfully. : ’ /”

L

O Someone called George's name; and he looked up to See Bud Fisher,
a tall, smiling young man. in his iate twenties. George pickeé up his
gcoat and Briéfcasé and 1 alked w1th Bud through the school to the

I

conference %oom where they would be meeting for the next two days:. As

a5

they passed the classrooms; Bud explained the various programs, telling
George he hoped there would be time later for a fiore compléte tour of

the school.

‘A‘i‘]
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: 4 ' . The Needs Assessment °
3 : - _ 7

Morning Session ' o . _
BB . o . I §
s The carpeted conference room had a iarge tablé in-the center and
- ] _ o o \
big windows facing thé Street. It was a cheerful room, and Geo{ge was 7
. : e
grateful that Bud had selected such a comfortabie env1ronment for\thelr

\

work., A pot of coffee was perkIng.on a small tablé in a corngyg, ahd

- copies of the'day's agenda were placed on the conference table in front

of the chairs puiiéé to it. As Bud poured their coffee; he §éié that

Matt Ellls, the new assxétant prInc1pa1 and pro;ect dlrector, would be_

Joxnxng them shortiy to part1c1pate in rev1ew1ng the admlnlstratlve

1tems on the needs assessment 1nstrument. Bud explalned that Matt mlght

not be able to spend the entlre day w1th them Mostiof the 1tems’on the;
] ‘ - ! . ~ /

admlnlstratxve revxew section already had been rated by ﬁud{ because

Matt had so little time and was still unfamiiiar with.maﬁy of the

details. In a few mlnutes Matt came in, 1ntroduced himseif to George, -‘

hodaed to Bud,; sat down at the head of the ‘table, and lit a c1garette.

. Without wasting any time, Matt said he feit péréohaiiy responsible for

Cae

the project but had not yet been able to glve it hlS fuil attehtxon._

. .

George iiStehéd attentlvely as Matt described some of .the problems hef

had Gith his othe; job responsibiiities;‘ 5
They began the administrative reviéw with George reading each item
of the instrumeﬁt aloud, along with the ratihgs;assigﬁéa‘ﬁ§*§aa.F.Tﬁé
first féwﬂitémé\%éht siicothly; many of the program planning tasks had
been Eafti&ii§'66ﬁ§iéteé; When they came to the section on personrel,

Matt said he considered this to be his respon51b111ty and he planned to

give it his attentlon. As the re&iew progressed; Matt asked George to

Y
Ma,

i
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vquestlon; When Bud was confxdent he had no d1ff1cu1ty defendlng hls

items would be completed on ‘time.

clarify the meaning of many items. Matt also disagreed with Bud's

an area that st111 needed to be planned- Matt dxsagreed saying there"%

- E -';
was a plan for transportatxon~aithough budgetary problems had\prevented'

-

the purchase of the rniecessary vehlcle. When Matt dlsagreed wath a

ratlng, he trled to e11c1t George s opinion. - In an,effort to draw.Bud
. & N

_1nto the dlscu551ons, George asked Bud hzs reasons for the rating in

ratxngs, but some iters . presented a problem. Bud was aware—that SOme

1

tasks were pending, but was ﬁnsﬁre‘Whethér it was his responsibiiity or

Matt's Ea.ﬁéké"ﬁéaéggafy &é&isions:g éeorge expressed sbme'concern

-

hlS help 1n thlS area oven Ehe next two days. The tensxonbﬁe had noted .

e

'Théy hadn't qnité finishéd the admlnlstratlve review when the

: mémbérs of the projeét staff arrrved at 9 45.7 George iistened atten—'

{
t1ve1y as Budnweicomed them; The staff members introduced themselves

and described theIr positions and worklng relatlonshlps with %ud Matt,
and Walter Fox, the director 6f'spééla1 éducatiah. Betsy and Cynthia;
the full-tine project teachers, worked in the classroon as a team,
under Bud's sﬁﬁerVisioﬁ;; Phil, the social worker, worked half-time
with the parents of children in the project; the balance of his timé
was spent_}n other schaoi'pragrams under Walter Fox's sﬁpéiVisiaﬁ} |
Helen, the projact ﬁu’fL’é; Worked with the children's parents; because

she was a clinician, she also worked under Walter's direction. Harry,

L
LN

14l

’

x ;i&tihgs on sore occasions.' For. éxampié, Bud had rated transportation as -

 began to diﬁiniSh and Matt and Bud onntiy assured George that several e
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~”iHarry -was avaxiable to them for speech consultatlon. The same was true

'¢for Glorla, the school psychologlst. Jeff the physlcal theraplst, '

'worRed part- tlme on the pro;ect but spent the major portlolj t:"

..

. on other SChool programs under Walter s sup'rV1slon.‘ S

._of the needs

3

When the 1ntroduct10ns were over, George‘presented a brlef rev1ew

,, =

és ment 1nstrument explaxned'has role as needs

‘;nd presented the day' s agenda., In the 1nformal dlscu551on that\foi—

3.1owed, ééorge played the rolé of:a learné&, encouragxng staff to tell

;'hlm about the1r pro;ect w0rk. At fIrst, responses were slow 1n comlng.

When someoqe did share Informatlon, George responded w1th genu1ne

at 1nterest and asked questions; as thé group beéame ﬁafe comfortable,

) ’

'fseveral members talked and comMented spontaneously.' George was aware

: of Matt's departure but kept hIs eyes and attentlon focused on Betsy,.

who was tellxng him about materlals she found uséful in the classroom.

"'learner to onie of tra1ner and consultant. He stressed theiimpo%tance.of

staff's agreeing on a philosophic .-;@fc‘saeh- to working With, the children

B4

and their p&fents: ThIS led comfortably into t& next portlon 6f the
. l’; - A .

o Aneeds asseesment 1nstrument--the conceptuallzatlon of servxces for

'ratIng several Items. They had been w0rk1ng w1th chlldren and parents in

‘the . pro;ect for three months and were not entireily comfortable about yhat

'\

*they were d01ng. All were formally trained in their proféssions;‘but had

#a
-.\C?\J !

.
-

assessor,

'chlldren. ‘Betsy; Cynthla; hll and Helen had rev1ewed the needs°assess—:35i




Y

" important 1nformation to the f1eld.‘~ﬂi

vbecause 1t could be glsappblntlng and dlscour
'When Cynthla returned ‘she assured them that’ lb chlld was ail rIght
but - thought they had better keep an eye on thIngs ;; B i,:':

‘b' : As they contlnued thelr dlscu551on Bud p01nted out that the

» -

o
’

;;neven worked with. severely drsabled chlldren before. Bua.supportéé

. '1

- their comments and the1r nieed for reassurance., George suggested some.

"l

relevant readlng materlals and‘dlscussed several ways to do a tas?,

b ! N

analysrs for . the chlldren 's act1v1t1es. He offered p051t1ve re1nforce-

\f‘.l ' v T

~ment;{and took time to note the project's cpportunltles to prov1de CTj

They were 1nterrupted by the ioud crIes of a young chlld Cynthla

,vf,w )
iE R -

excused herself from the room whlle Bud explalned that tﬁe cr1es were

- [ -

-7from one’ of the chlldren 1n the proaect classroom a few feet away.. The- .

staff had declded ngt -to. cancel classes for the two dayslg\\\~e needs

assessment Instead, they had hIred substitute teachers. Phll p01nted

'

.out the: Importance of not maklng changes in the qhiiérénié-schéaulé

A : 4

'ng to the parents.__

l
.‘ B

project had changed a procedure from that outllned 1n the proposal.;_

Géorge asked Bud 1f he had 1nformed the prOJect'officer'at the Office‘

of Spec1al EducatIon of this change, and Bud sa1d he hadg't reallzed

that was necessary.' George said it was" 1mportant for the pro;ect

5 N ‘ Ty

jofflcer to Rnow of‘such changes.f Farther along in the discussion;

,iv: N

. Betsy and Cynthla expressed concern about managlng in the classroom

v‘:J

,when they had a full caseload of chlldren. Phil and ﬁé@én weré sympa-

' thetic.to the teachers concern,:althoughja full caseload would not

affect. them péfganan?’ since most of their work was done with the
parents at home and -they had more mobility-than the teachers did.

i ‘ N

RN
~Z



o Glanclng at his watch George found that they hadn't complated all

_.of the items he had hoped to fInlSh by thlS time.’ 'Still— he was.satis-

b Ce

erd with the way thlngs were progre551ng. It was Important that the
. o .

-/

staff feel comfortable w1th hlm, w1th each other, and with the. needs

,’s ment process. George, too, needed glme to observe staff inter-
» . . .

'actions'with ehch other and with'ﬁud}i Bud rarely was decIsrve¢or

2 "‘

Bud's leadershlp style enabled George to create_a4safe env1ronment in

”'; was 51tt1ng, and 1eaned down to talk to him. . Bud then got up and fol-

"' ;_the classroom;qand toid George they would return for the afternoonv

- ‘. *

; — ” > - '?‘ e
wh1ch staff couid express concerns and oplnlons.,i

They were flnlshlng the 1tems on the mornlng s agenda when a man,

'.'later 1dent1f1edﬂas Walter Fox, entered the room, walked to where Bud

! i

1owedLWa1ter out of the room. Betsy and Cynthla left at li 30 to check

"on the chlldren, saylng they wou1d see George aga1n after lunch. Helen

s .
1,

'and Phll needed to spend a few mlnutes thh parents who had arrlved 1n

. _—
ﬁééiiﬁé. Harry, Glorla, and Jeff also had to. leave- they‘saxd theIr o

;
1

'other duties mlght prevent their attendlng the afternoon se551on. when

\x'

»
Bud returned he apologlzed for the Interruptlon ‘and sa1d he was ready
“U‘to go“to iunch‘with George.‘ }

r ‘ ' o ) 2

Interlude = - - e B
As 'they waiicéé tovéai_-d the restaurant, Bud asked Géorgé how. .he

thought the morning éésgiéﬁ'ﬁaa gone;‘ George expressed hlS appreclatlon

2

Yo

for ghe con51derate physxcal arrangements:"d for hav1ng the ent1re

SO

staff PartICiPate in: the meetlng. He,re*"

N 7 p I}
. v s 4 . B4
- - . ¢ . s s
- - . . A n .
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l : . . . .

of the admlnlstratlve review were not completed, and Suggested they i
ot -

fdlscuss them now’ He asked about the prOJect S organlzatlonal struc-

ture Bud explalned it was not yet on paper, even though there was a

, ertten plan for the test of the school: George sa1d this should be

et
P

. done,for thevproject‘as soon\as p0551ble- the organlzatlonal chart was

an important administrative tool that délinéated who reported to whom
Yt ang E:iarifieéa issues fof ‘the é?itir'e’ staff: He also stressed the

'1mportance of documentlng progect act1v1t1es as they went along.

_ B

- i »
r i After theJ.r orders were taken at the restaurant George asked Bud
F
"

o to descrlbe how he felt things were going in the project: Bud was eager
. a“m o : L -
. to~taik-about the project, and he spent the ﬁéiE;ﬁaﬁi sharing his feel-

ings and conCérns; During the orlentation conference for new-: HCEEP

[

pro;ects, Bud had met w1th Carol Turner of TADS and with Steve Winston,
His progect offlcer ‘from the Offlce of'ﬁpeclal Educatlon. He had

expected some feedback on the quallty of the project proposal durlng
.4 g “,

that meetlng.' Carol “had’ read thé proposal but Steve had not, and Bud's

questxons strli were: unanswered Thls dlsapp01nted him. He stilf

N ~

wasn t sure what to expect from Carol; since he had had no prev1ous

3 v =

experlence w/th technlcal asS1stance} He knew he could call- Carol for

. I, emergency help,; but there had been”no occasion for that. Although his
y gy B
experience was 11m1ted Bud be11eved the 11nes of communxcatlon‘were

open w1th Carol and TADS. Dur1ng the or1entatlon he had been told that g

‘one of the best sources of Informatlon was other HCEEP proaects. Heﬁ, &

had already contacted several to ask for 1nformat10n and materials.
3
_ 'Bud talked next about the needs assessment whlch he &nd the staff
- r,r,;.. . 1 e
K ‘ hoped would prov1de practlcal feedback on what they were dolng and
_\_7.:; - i{" - M




whethér théy werévdoing’it‘well - They also hogpd it would help them . ©

focus on where they were goIng and what they should be dolng. Bud d1d
. .). _.'14.“. K
not expect these two days to be easy, there mlght be dIfferences of :

Y

opinion among staff and’ staff mlght not understand what was happenlng '
or whéré;they fit 1n. There could be onfllcts in role relatlonshlps

But ﬁis worst fear was dlscoverlng that staff were not as happy as. ée '

, o f e

: :, B
: to vent prev1ously unexpressed anger or frustratron.‘ Still, preparing

for the needs assessment had beEn a good learnlng experlence The staff

seemed to be th1nk1ng along new llnes. In splte of ail_ the wcrk the

°

bpreparatlon had stlmulated good dlscu551on and forced them to look at
1

T . -

the project in 1ts totallty. L

i
f-:

Two issues of major concern o' Bud had to do with aamiﬁistfétivé
and budgetary matters. Recent school admlnlstratxve changes had
i . .
resulted in Bud's hav1ng a snpervxsor (Matt ElllS) and two other admlnls—

trators thh rnterest in the-project: Walter Fox, d1rector of spec1al

éaa&aéiaﬁ; and-éill ﬁoland school superlnteﬂdent Matt devoted almost
' no t1me to the proaect and it was d1ff1cult to get feedback from hlm.

-

'Bud-had had llttde communlcatlon with or from Bill Roland and was lnsire

tof what-hxs relatIonshIp should be with the supérinténdént‘§ office,
. Although Walter Fox had no formal résponsibility for the project; Bud

felt more comfortable,going'to hiﬁ}withfprobleﬁs:' séﬁ knew ﬁié’ééci-

351ons could be overturned by others, and he knew he dld noﬁ'have the

-

final say about the project. He was respon51ble for h1r1ng and super—

vising project teachers, but Walter superéised the cllnlcai staff* The

Project's budget was aé9é16péa,5y Wéltéf Féi, and su&»neeaeafﬂo 1eafﬁ‘
o N o * L

o
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- " _how to make nj?éssary clianges. . - At 'present; he felt’fe had little control

et o
'

5Vér¢thé-5ua;ét. He was Eéépiﬁé a personal record of éii‘p;ajéct

eipenses for his own 1nformatlon
[ ')'

i ) / Bud's leadershlp role in the progect was a nen experxence for him;

N

" He was comfortable wﬁth the staff and beileved he had the ab111ty to

' llsten and glve faIr and equal treatment 1 He leaned heav11y on his

'teachzng SkIllS.- He d1d not th1nk he was d1ctator1a %

._L

and he expressed

a high level of trust in the staff 'Perhaps he could‘b

at tlmes, but he was sensxtlve about alienatlng people.‘ Bud felt an

v v

. underlylng staff assumptlon that he had all the necessary skllls because

’ he was the project coordlnator.‘ He hoped that txme\and experIence would_

l,.‘gu
‘ -

?‘? - :help h1m develop: addltlonai skllis in project leadershlp.

J .
N

_ ; o
_Toward the end‘of.thelr-lunch hour; Bud turned the disbussion to . .
the project's mostlimportantJtéchnicai.assistanée needs?K He wasn't sure

W ;“.that the project had program evaluation needs, and he wondered if TADS M?

thought the Early Start evaluatlon plan ‘was adequate. He hoped to gét;

,,‘

in conductlng a needs as sés "ent among staff. He wanted TADS' heip 1n‘

X

f1nd1ng and meet1ng w1th staffs of pro;ects workxng wIth sxmllar kxnds

®

of chxldren.f Bud beileved ali of the prOjeCt staff had the ba51c

=’ 1

"skliis and p051t1ve attltudes they needed to work effectlvely wlth the
phlldren and thelr-parents.  Betsy and Cynthla; however; had had little
previdus experience in working with séverely disabled children; and

o they had many questions about appropriate programming; ‘they particularly
needed help in developing individual educational plans and budgeting

‘their time. Phil's Social work degree was recent; and-he stiii had a

I
W

.
}-n
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ﬁ.v(
some addltlonal assessment sktllsz

~

l&t*to;learn; Helen Was a competent nurse, but she needed to acqulre

ol

George apprecIated Bud's open sharlng.' He felt that a consultant

\needed to be e supportlve llstener as weil as hav1ng the ablllty to

@

create an open atmosphere zn thch honest dlscu551on could take place,’

,and 1t was gratxfyxﬁg to have been successful to thxg poxnt’ On thelr )

v

,walk back to school George-and Bud dlscussed the qualltles that were

' 1mportant for technlcal a551stance coordlnators and consultants to?have. -

l.

Bud thought technztai a551stance coordlnators needed to know about a’

pr%)ect's prop05al and about'avallable resourc

i
B

. personal_skllls,_and belng a. good’ 11stener were alSo 1mportant . Con~= - .

sultants should be receptlve to the program, integratlng znformatxonfto .

'fxt program needs and modlfylng the1r approach

he hoped the1r technlcal a551stance would help:

Ty --,

'as a whole and understand how their 1nd1v1dual'

total,program; He belleved thlS would 1mprove

es., Honesty, good 1nter-‘ .

accordingly; Bud Sald : ‘

Staff look at the project

staff utilization, and

would 1ead to less fragmentatlon and more shared responslblllty.

,-‘,'_

It was 1 15 when George and Bud returned to the conference room: to

t

flnd Betsy, Cynthla, Phll, and Helen seated at the table

-

Vo

Everyone

PRy

'-”gseeméd to be more relaxed this afternoon; George d1rected'théir atten-

* ‘tion to the section of the needs assessment 1nstrument concernlng the

parent program, and he focused on the need to: put thelr phllosophy o£“"

{

|

; H
| -

)

1

1.

i

a new chlld Was referred to the proaect

. - - c o, . f N ‘e
‘ . . . Y
Lt > - <o LR . =

'the program 1n’wr1t1ng. He asked Phll to deScrlbe what took place when"
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procedures, George referred to’ the orlglnal grant proposal énr
™ - - ,../

g

'jd01ng Helen mentloned one parent who re51sted partlc;pa 1ng 1n the

{
/

-

x-chlld's tw1ce-Week1y program, .even though all parents had been told

<

‘from the beglnnlng that the1r part1c1patron was expected. GeoLge A

= - { "~

'1 . v/

suggested that other parents might feel such speclal ;reatment)was un-
- . ( i

fa1r. Bud w&s surprrsed by Phll s response,‘

time he ﬁéd_ﬁeararaf'unfaifﬁéss'Béiﬁa“&ﬁ,iééfe; “ﬂeorge refocuse& therr‘
attention to the géﬁéfai.ieﬁic'by suggestinfdthat the proJect needed to
v i S n
have'options for dealing w1th parents who prESented sxmllar problems,

1 .

7eca111ng for thém the proposal's obJectlve of work1ng‘wrth parents

fter some dlscus51on among Bud and thelstaff Ph11 agreed that they

3

i out thls area.. The 1ssue was sure to arlse i

' "gaxn wrth;other parents.f ‘i ' o h": 122/@h J
) ' - . o Ll L : -
: ! -The dlst251on moved on to the develogyent of indlvidual educatlon e
e o
v %rograms (IEPs), and the staff had many questlons about ihrs procedure &
- LR Y

blorge asked how Harry and Jeff (thevspeech pathoiogist and phy51ca1

ﬁéféﬁiétj~participatéa.iﬁ aéVélépiﬁg?iéeé; Phll replied,. but Bud dls-
: i:— L : : & . -

mhe~procedures with the theraplsts. George next turned to the subJect

of parents’ part1c1patlon in the development of IEPS. He asked the

\ “‘? o »

2 ;
staff to consider why they had parehts particlpatlng 1n the classroom,

: : '72 and what made a parent a teacher rather than 3ust a better parent
.’ . .
/ There was some heated dlscu851on about this top1c,\but whén they were

/f/e $taff had come to tentatlve agreement

ready’ to rate the 1te*
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\ |
L

L
bﬁéﬁhg thé_féviéﬁ“éﬁ aisgéﬁlnation_aﬁd;continﬁatioﬁ;.Géorge &g&iﬁ
. ‘ B \
referred to the orrgrnai proposai Bud suggested they mIght need tech—

‘nical\assistance in this area.. They needed"to flnd out. what other pro—.’

-@fajéai— ‘As thrs part of the revxew continued, George realIzed that the

staff were expectlng Bud

. .) - a

(3 o
M ’ st L

‘.lothers admltted they dIdn t understand It, eIth“r.' George reVIewed the

b
o .

\

prepared to meet those expectatlons by Reeplng accurate records and

1 "‘,:' 4

collect1ng data from the begxnnrng.- Bud sard he drdn t expect the pro-'_-

) Ject wourd have accompllshed a great deal in thls areaﬂby the end of

% a,

’the year, and he 1nvited staff to express the1r thoughts‘abOut tlme

o

_constralnts and the realxtaes of other project'actrvxtres.

.

personai concerns-about these expectatlons and thelr own lack of 1nfor—

vo

mation; They were Stlll struggllng w1th developlng the,program for,

/,
ﬁ

:Jvchlldren and parents. Helen asked how they could work effectlvely and

~

RELY R

also be concerned about dlssemlnatrng xnformatron'and continuing'thr

. program after three years: Bud and George worked-asfavteam as they
SR Ve . vl
explalned the philosophy of demonstratlon and the7nEéd, early in the '

project,qto prepare for the fﬁtﬁre. When the staff:wéfé awafé.af'fﬁé ;.

‘of the project,s responsihilltles. They‘were 1nterested, ‘oW, and
gahiéa'ﬁb'suppbrt Bud in this aieéj George was satisfied~With the
discussion, and suggested it was time to-take a break befors tackling,
thé.next_section; staff development. E l.

P . .
-t . ‘ﬁ\" .J

e

'y
E*\‘

o

to take the lead. QFlnally, Cynthla asked George

Each vorced£‘

} . .:.___' - 7 . s T
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e After the break Bud - started—the FISCUSSIOH by ‘saying that staff

development had been haphazard and he saw a clear nééd for technlcal ‘

'assxstance in this area.' George,suggéstéd they approach this'Eopic as
'fﬂobjectlvely as possrble, trylng to remove themselves from it person-

ally. As a way- of defInIng the competenc1es necessary for their ‘own

what kind of staff they needed’ The staff appeared open to hav1ng

technrcal assistance in thls area, but 1t was difflcult to agree on’

v

A.exactly where the help Was needed.e They struggled with deflﬁing the
d1fference between "fuifxli:ng" a roie and “functlonlng" in a role.ff f
Belen suggested they consxder optlonal attendance at. staff development
3act1v1t1es, but Bud strongly dlsagreed He made'lt clear~that they

needed a conclse staff development pian, whxie George pointed out they
also,neéded to‘discover Eﬁéif fﬁdividual areas of strength and blend
R . . 'i '; i . .
Y a
dIverse profeSSlonal backgrounds.

' As George was maklng thls comment, Matt Eiixs and Walter Fox .came 1n"

“With a th1rd man and sat down on the couch across the room from the con—'f

- i

ference .tabie. Bud ne1ther acknowledged the1r presence‘nor 1ntrodg@eqﬁ;.

them, so George contlnuéd.wlthfthe discussion: Bud asked if the

' 'evaluatlon component of the staff development plan should" be ongbing or*

completed, ali at once, at the end of the- year. 'Géorgé used a med1ca1

& .
analogy 1n reply1ng that 1t was better to asséss patients dIrectly after

f
\

applylng treatment, to f1nd°out if treatment was worthwhile, than. to use
for too long a treatment that dld not work well. He comméntéd’further
~ that I_t was,the staff who made the p’r’csgr'am and ae'te,i-iﬁine’a its quality.

S,
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¥

;then 1ntroduced Walter Fox and Blll Roland who were 51tt1ng w1th Matt

'

Ellis on;the'couch. Géorge proceeded to summarlze the techn1cal a551s-

}tance needs 1dent1f1ed by the staff that day, and the staff agreed that

he had covered the major p01nts of thelr dlscu551on. BIll Rolandlthen.'

stood up to address George. He sa1d the needs assessment appeared to.-

have been'intérnal staff-orIented, and someth1ng of a closed cxrcu1t.‘¢_i"

He would llke to meét prIvately w1th George, the next day, for a summary i

»

of what had happened and for an explanatlon of TAﬁs.. George replled he

would be happy to meet w1th Bill and answer hls questlons.

" Day Two'
George arrIved at the school the next mornlng to fInd Bud Waltlng

for h1m in the conference room. Bud began to dlscuss hlS concern ‘that ™

. N ] o
"vﬁ’the proaect neeaed on-site technIcaI a551stance in program evaluation by

" .

saylng he was uneasy because he had not yet rece1ved any feedback ohﬁf _

‘whether the proJect was d01ng a good job.; He also expressed cofnicern
"{liglpabout a’ lack of communlcatlon among hImself Matt ElllS, and Bill Roland
':“Géorge suggested that an on—51te evaluatlon consultant work thh Bud and

"Matt to help them develop an evaluatlon plan The plan could be pre—,

seéted to’ B111 and Walter, who Would have the opportunlty to modlfy 1t.

Thls process mlght result in theIr prOV1d1ng more support to the pro;ect. e

Bud supported the Idea of Matt's be1ng more 1nvolved in_ the project,
'acknowledglng that Matt s problem was lack of tIme. George descr1bed

how a total evaluatlon plan desxgned to cover. the three years of demon—

R N &

wstratlon, would Include all program components, and he,suggested that

(i
Y}




»

~~Bud “take Soie tiime to consider this optlon. ‘Bud agreed to glve lt some

'thought and then asked George if 1t would be’ posslble to get some . help :

;;mféalrng w1th his own admlnlstratrve problems. Bud felt a lack of

-

o L control in thls respect and was concerned that any consultant to the

"’45"144

. 'prchCt would need to, understand'exrstlng admanxstratlve constralnts.
e . e o

- Any plan developed would have to be presented to the adm}nIEtratlon to~
_get the1r commltment to it. »Bud"saId it would also be 1mportant fon~

“_consultant to be familiar with their type of program, in addltlon to

- being able to work within admlnlstratxve constraints. Géorgé assured'
. Bud that he was on target and was not looking for too much in meetlng

_hls technlcal assistance needs.

George and-Bud br1efly dlscussed the small group workshops offered
.bv Tﬁﬁé; and George explalned that only ofie person from the pro;ect
dg?‘ | - could pafticipatéf? If Bud were to attend he would need to share his
: 1nformatron wrth the staff so they could "own" It, too}g Bud wondéréd

if he’ could go to any of the TADS workshqps hethoughtvbuld be helpful,

_even ifi he had to pay, but George was'not sure. Next;;they began to
talk_about.staff-deveippment;.and Bud said he was havxng dlfflculty

;\i~f{;' detefmining the needs of Phil;_ﬁelen; and 3eff.,=George suggéstédvtheys~

SR -'*1ook at. the needs of the children and parents whén“théy considefédf

staff development needs,_and he, descrlbed how TADS could help with a
) ’materlals search in the area of staff development plans and approaches

:" Bud decided that' he wanted technical a551stance to develop a total

evaluatlon plan but he wondered how much t1me would be needed. George
_recommended that they plan 1n1t1ally for two days, and then suggested '
‘ N

_ that he and Bud start de51gn1ng the technIcal a551stancé plan for staff

E . -
- o ce

an,

G




;;fl;‘;*;aeveiogmentf:*ﬁithoughfﬁﬁdxagfeed:that;tﬁé'%t&fftﬁoﬁi§75&"tﬁe4t3fget.of'.’
this téchnical assistance, he preferred 5 develop the plan with Matt
and George, and then" report it to the staff for the1r con51deratlon
i&ééf in the day., George saia there;was no need to involve staff unless
l'“theyrwere to be part of a éritiéai aéaigiaﬁ-aaiiﬁg process. Bud wasn't
'sure about the extent to which staff sbould be 1nvolved and Géorge

\

suggested he think about\\t. In the meant1me; they needed to move on
to develbplng the %Fchnlcal assistance ag%eéﬁéﬁE;'aéiﬁg the w&fk sheets
to guide them through this process. |
"Jt was ii'o;ciock'when they began the task. George éé#&éwéa the
qprocedures, and explalned what w0u1d take place after TADS*IECGIVEd the_
work sheets. " He coilaborated with Bud in developlng statements that
.accurately reflected the project (] techn1cal a551stance needs. Bud
..wanted to make certaln he was gett1ng all the TADS assxstance avaxlable"'
for hls project. George explaxned each optIon’.encouraging Budrto keep
an‘open m1nd; At each dec1slon p01nt Bud questloned G*orge in detall

to be sure he was gettlng the technlcal a551stance he wanted ‘under the
optlmal terms, and dellvered at the approprlate tIme

r \_ - N S e,

The pro:ect secretary brought some sandw1ches so they could cont1nue

- to work whlle they ate lunch When Matt 3olned them at 12 45 Bud ex—

-
4

cused hlmself to take care’ of a problem in the classroom.: WhIle Bud was :

’ ~a 3
. - Cd

gone, George summarized the technlcal assxstance plan for evaluation

$ :
that he anad Bud had developed When George had f1nlshed Matt expressed .

hlS ob3ections to the plan He had already selected a colleague to help

set up the evaluatxon plan, he dId not consider evaluat“r” 1

" “the project’ s technical 'assn.stan'c'e needs that sh'o'uld be met

©

L~
e -7
"(l.‘) T :'
AN




sttaff dld not yet reallze that he w uld be meetlng mangﬁof the1r needs.

George llstened attentlvely and suggested that they keep technIcal

assxstance in evaluatxon as a Iow prIorIty. Matt assured George that he

»

was open to allowlng TADS to 3551st 1n evaluatlon, but thls was: hlS own

s

have all of the time necessary to work on 1t because of all his other

. responsxbilmtles.. He explalned that he u§ed a behav1oral model to work

© with chlldren of the type in the project, and he wanted the staff to

- : AN Q . . .
' use thls aPPrOach- P : T
When Bud returned Matt eXPlalned his objectlons to the téchnical

: assistance plan for eyaluatlonw-saylng he was wllllng to go ahead ‘with

the plan but he wanted the colleague he had chosen to be ‘their techni-

cai-ass;stance-consultant; Bud ‘stressed the 1mportance of having a

l{b_ 'consultantaW1th the same phllosophlcal base as the ﬁro;ect s. Bud
: suggested that TADS supply the evaluatlon consqltant for the parent

s _program and that Matt s choIce of consultant design the component for.

. - ;‘- . : . &
the“children s program George.lnterVenedtfo polnt but thé nééd for'

an overall evaluatlon de51gn for the whole: project. Matt sugges}ed a.

R 3 -

three—person evaluatlon team that Would Inciude hlmself, hls colleague,

“f',aﬁﬁ%a-TﬁDS‘consultant; At thls polnt, Matt had to- leave the meetlng
P forxanothér appbinﬁﬁéﬁt. George suggested that the dllemma mxght be

solved by hav1ng TADS check Matths nom:nee s credentIals, If he were

» quaixfied;,TAﬁS could hIre hlm as‘the consultant for evaluation._
o : :

§.¥ o 1t ‘was now 2 o clock and Géorge sa1d they needed to move«along
e w1th the technlcal a551stance agreement.» He and Bud worked on thIS
untIl 4-15 when Bud asked Phll“ Helen Betsy, Cynthla, and Jeff to )

N oo -

4..7:.'7 . . ) . o
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__Soin the meetingl George summarlzed the teqhnlcal a551stance agreement

-for ;them: It consisted of three major technlcal assrstance needs-

5h;“_ . .1. BAssistance in désigning an evaluatlon plan Whlch measures the :fﬁh

quallty of the serVIces to hlgh—rlsk 1nfants and adolescent e

parents : L

”iﬁ‘iﬁssistance inégﬁsigning:and.implemeﬁtingFtﬁetstaff'developmsﬁfs\\ (
- component . & .~ R N K

7

‘3. A551stance in desIgnIng the project's community communication;
' and pérsuasxon efforts o S s ‘

Betsy asked If;there,was an evaluatidn.spéciaiist-wha.éaﬁia-ﬁééi their

B

"needs, andnéeorgé'ékplained.TADS‘ role in- thIs search He went on'to
. . nﬁ" B H . } .
summarlze the technIcal aSsxstance plans for staff development and for

. ‘staff for consensus on the prlotrtxgg of pro;ect needs. Phll thought
evaluatlon shouid be theIr‘fIrst prlorlty, and the others agreed
Betsy S, suggestlon that staff development should be the second prIorIty

also- was: approved Bud d1d not voIce any objectIons to the order of

prlorltles/chosen by,the staff, and George concluded 1he meet1ng at 4:45.

Bud went to h1s office to take a phone call but the staff did not
o2 ‘ seem 1n a- hurry to leave, so George took the opportunIt_ to dIscuss the

_needs assessment thhvthem Informally. Most‘felt they had béén prepared

for the needs assessment _1t had been helpful to have the forms ahead
of tlme; They had been included in the process yesterday, but were con-

fused about what had gone on today. They had expected to be 1ncluded

o

Zéhd they mlssed belng part of the process. as far as the technlcal

v

f.’
sé'se because they dldn t know how It had been developed They also

[P

)
>y
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T

"found the language in. the agreement d1ff1cult to understand On the

e -

|,4

e

whole, however, thay agreed that the needs assessment had been helpful.,

Po.

It had pqxnted out project weaknesses. The staff had gaIned a better

e

understandlng of the real purposes of the project as Wéli;asja"éieaféig-j

o pqrspectlve about admlnlstratlve aspects.. o : ‘ﬁ}f:J‘_N

. 'The receptlonlst called George to tell h1m hls cab*was waltlng.
A B

f;'George‘thanked the staff for the1r hel ; and stopped at Bud's offrce'on”

o

V'whls way out. Bud's desk was full of two days"accumulatlon of messages.

".He tbld George he planned to work late that n1ght to get caught up.

Tthanked George for hls efforts, and’ sald he would look forward to’

-5

rece1v1ng feedback fromdhlm and from TADS.__v

,joﬁ"ﬁig flight;home, Géorge worked on a written summary of hlS

meetIngs so that he Would not forget any 1mportant detalls. . He thought ﬂ:f

.the needs assessment had met most of the objectlves establlshed by TADS

l?nd had 1dent1f1ed Bud's concerns about the budgetary and OrganIzatlonal ‘

ro

problems that affected the project Although TADS dxd not ordlnarlly

‘-,

»address proaects' budgetary and management needs, George planned to

R I

flreport them because they could be crucial to the success of thxs pro-

'ject. . As; he completed hls notes, George reflected that hxs work with

- . N », ¥ t‘v
T,

,Project Early Start was frnrshed except for sendrng his f1nal report;,

b
to TADS and some- promxsed materlals to Bud. . It had been challengIng

N

needs assessment and he_looked forward to rece1v1ng some follow-up

Informatlon from Carol toward the end of the year. , f

S oy

s
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e

N

project s needs aSSessment.‘ Bud had IhdIcated hIS dIsappPIntment that

) George ha& not provxded any féedback about the quallty of thelr program

& ased solely on the stafﬁ}s perceptIons/of theIr own. } \ A
; ML
'Z?there had been no externai crIterIa to help the pro;ect assess*“

L - o
W - : . .‘. : -

theIr status, and the needs assessment did hot“addréss thé?issués‘of

quallty Bud had fflt, homever, that the on—51te needs asses ment had

" specjalist, and another .-té'ch.n‘i'cal assistance c'ao’raiﬁat'csf; : caf'gsi 1éa_a
. discussion relating to the pfaﬁiéﬁg George had rioted 'in his evaluation

. repoftf After revxewzng them, the TADS staff concfﬁded that it would

prob}ems, although the 1nformatlon Yas 1mportant for TADS’to h} e, they
éouid not take dIrect actIon. Their best approach was’ to encourage the N

\_, proJect to dISCUSS these problems w1th Steve W1nston, the proaect

off1cer.7; '
Whe;\aarol‘reportedfthe project's request for technical aggigiaﬁaé

In dIssemInatIon her coileagues agreed to support the attendance of one

proJect staff member at the smali group workshop to be held at TADS the

™
T




. I R S A
foi:low:[n‘g rmg. Thé project could 'send a second person at their 'own

? ' . SR I Do AR )
expense if they wished., o= : . D IR
Next, Carol dlscussed the éﬁalﬁation ﬁeed;:aﬁd related M&ttfs
. : e c . “_ y;‘r:v. . v , . Y

baokgroﬁhd'ingéﬁaiﬁ&tioﬁ;,;éﬁe reported hlS retlcence about hav1ng out~

N

'sxde help and hlS dé51re to choose the consultant hlmself. Tﬁ%?evalua—w

~.

tlon Sp! clalist commented that a1though the coiieague Matt ha@%@?ieCted

. e _ ) 1 v
was wefl‘ ”a,afled 1t Wouid take tIm : orIent hI o TADS procedures.
) "'J Kl .J' ,1 ,,‘ ' / ;‘ o ;
The other technIcai assfstance coord ngtor was uncomfbrtable w1th the -

Y' .

sultants mentloned and se ec-

The TADS staff t en'suggested'several cohsultants to conslder'ﬁbr J';'Qi

technlcai assxstance zn staff deveiopment. Carol saId she would ask

1 2 . S . .
. _- 7 '9‘1‘ PR : o ) . T,}S
o The‘technlcal a551stance agreement was approved 51gned by the g?;

-

-~ TADS assoc;ate,drrector, and forwarded to Bud and Matt for the1r~

1
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the needs assessment had changed 51nce that event took pFace tgree monthé

|
ago. Bud was ready to. dIscuss some of the program chang s thatkhad rem

“* - sulted from the needs assessment. A,sPQC1al effort hadvfeen~made ta

3 Lfégjtart‘the IEP conferences:; George had’stressed the need t6 do

~and ‘to get the parents Involved in the process. The staff'were more

¢

:.enllghtened about the total program, now, and had begun to focus on .\F
4 i

prov1d1ng con51stent 1nform§tlon to parents&; The needs assessment had

El o

. : TS "5 a \ .
RS called attentlon to the breakdqwn in coimfdhg 'Emﬂﬁ bg&ween tng prOJect B

' R tt el Ee

aa resuﬁt Bud Mat£\ Walterv and .

. u e
.JJ ‘h )

s%spendlng mote tlme wlth

‘e

';f;.i 1? Blll were holdlng weekly meetlngs, and Matt

the,pro;ect. The staff were stxll havxng some problems adJUStl g to

S \ :
e Matt 5. 1eadersh1p style, but Bud was feellng more : comfortable in’ hlS ;//

relatlonshlps W1th the schoo‘ admlnlstratlon. : }” - ,/”, B /”
f‘ L Bud reported that Phil was now’spendlng tIme In the ciassroom,.

gettxng tc*know the chIldren; Cynthxa;would be leav1ng the staff next '

week : The needs assessment had polnted out the 1mportance of hav1ng

'wrltten 3ob descrlptlons, and ‘Buad had completed themf This had helped
_7_FJ.Cynth1a to he aware of_the_dlfference between the féié gﬁé-ﬁéfééiGéa
o g , o _ . 7 T . . _
- for herseif\“and the role that needed to be filled, and her: departire

A

was by mutual agreement. Bud himself was spending more time in the o
classroom, observing the staff's performance and their coilection,of -
data; and he aaﬁgiaéfé-a his presence to be an’important factor in the’ -
positlve changes in staff -7 L Lo
’ "Bud was maklng an effort to act more positively toward Matt when -
| : ; |
S . v

=
&zl\




were present, and he haéfcdﬁe o xeallze that Matt was .
+ { . 4_,.~1 s
en Bud and the staff "By rellnqulshlng some power to Matt,
g ., \ v»-_ ...(:j f," o
:ed support Matt .in hls roie as proyect dlrector. In;turn;,

v

Matt had/ﬁecoﬁé ﬁﬁre supportlve of Bud. Bud descrlbed hlmself as’ belng B

ﬁorL authorltarlan thagahe had ‘been 1n1t1a11y, and less 1deallst1c : S
i 3 . '~ .
,~,;about the team approach to prohlem—solv1ng. He recognIzed the need to
e y S . : i C . .

téhé control and make decrsrons, and he credlted the needs asses smént CL ;i.;g

]

" with miiiﬁé him a aware of the nééd to ‘change his 1éadérship styié.

the way to r_soiutlon.; Geo”ge had sent h1m some helpful materlals on ;L 3,
i R /

fffrom frIen?s\and colleagues, but he dldn t feel he had recelved any he1p>

i

N . ! N

,from TADS 1n thlS area. _ 3 R \N‘_ rnt

Eud reported to Caroi éLat the pro:ect had not YEt—PrbgrEssed in 1” R

;?Fthe area of staff deveiopment, and he was lqpklng'forward to}hav1‘g¢'

e . N .

e

'coniﬁitan wor§iw1th hlm.. He was not sure what the staff' f'ﬁfgte‘

ciés Weré in relatlon o what they shouid}be., Aithough.aome‘n W

- ﬁ . v’.‘

h»had emerged,gﬂmeprlorxtles -on their techn1ca1 a551stance agreement had ' .
f". not Eﬁéﬁéé&f' Bud had:recentlg~wrfttén the projétt'srcontinuétion pro= -1. ~/
:;Q)_posal and he had useddthe needs assessment outléne and format to guIde S '. :

\hlm and had 1nvolved the staﬁf in the,process‘ In general the needs o : /
'&ggégéﬁéﬁé ‘had served to enhance communlcatlon among the staffh éﬁa;ﬁﬁa(:

had learned many things in thé pfoeé'ss. .' ﬁaw'év”e'f— e did not thIrﬂq the R

—u

ER]

.'needs assessment”had actualiy addressed ‘the pro:ect s needs.» ﬁg_was




st111 looklng for expert Input tO’Identlfy thoSe needs for them. ﬁé

1
*»remalned unceiz;fh that the needs 1dent1f1ed were the real needsrof ‘the

S RO . 7 5 Lo

proaect f' _ ;{:

Y
.
.,

’ . . .'4_- k l4,4

;; Bud told Carol how much he apprecxated her efforts 1n obtalnlng

A3
~

-__max at the amount of tlme consumed 1n selectlng datgs*for-the technIca

_g. " - ‘ - 5o e
e '.:as 'tance,»and said he: sometImes felt TADS procedures Were‘%oo exact-" !
O 4o
L e . [ P
- ‘ ing: He also p01nted out that some of Carol's calls to h1m had been i
‘ , i
- . 2 .'f
B v nothlng more than a restagement of 1nformatlon she'd already sent 1n
N letter. C e . . o B
R ' S L e : ? D
S Garol thanked Bud for the 1qformatlon and frank d1scus§10n.» She
sa1d she would call him agaln to flnd out how thlngs had gone, aftér {
the evaluatlon consultation whxch was - scheduled Eor the follow1ng week _
o - ;_ N 7 o SRR
s : . R ' SR -
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fif“ Thls was Sally Johﬁson s thlrd v151t to Progect Early Start ' She" o i
\
wr\ . ‘.‘—, .‘ LW : . S

worked 1n the clty whefe the prOJect was 1ocated, and had agreed to bef"

. \

’aluatlon and assessment 1nstruments, and she had'a profe551ona1 1ntér—f

‘est ‘in the project's cllent popuiatlon TADS had recommended her as a

'potentlal consultant because her proxlmlty to the proaect would ailow R

. -

her to proV1de them w1th more on—slte consuitatlonsafbr shorter perlods E.J:fw’;@

of timé{f*’””*

x\‘_
.

_'1ast two v151ts, Matt and Bég hadiﬁec1ded Hb concentrate tﬁélr evalua-.

E>

. ¢ n .
-'_Bud sald.heTWould be iere shortly, he hadiﬁeen away for =§"¢f‘”hv g

,ééeéfai days, and today was hlS flrst day back He wondered if th1s T e

was to be Sally S'fxnai VlSlt he wasn't sure what d801510ns had been | fix- EER :
o N . a - : @' e
,made wh;ie he was gone.. Sally was seated at the conference tabie W1th s
Matt. when Bud arrived at 9:45;  Matt and Bud both told'"aiiy they had T
0 -
AL ’ 2?
: ate : y
vl w : '




" , éé* T

. ‘not yetLread the materlals she had sent so Saiiy descrIbed them brlefly.z
;JShe sa1d yatt and Bud wouid need to dec1de what aspects of éValuation,”<?

B - . .

R were to) be stressed 1f she were'to help them selecgythe appropriate

o r

oo T .instrument. She suggested that dec1slon shouid be made now; her'recom-
- K - S 5
), . ﬂ ¥ "

e mendatlons wghld be in respon’ ‘to the pro;ect s needs and ob3ect1ves.
A 4. :

Bud asked,where the Chlld evaluatlons should be done, and Saiiy

e g : .
.sa1d that dec1s1on was up to them. ﬁShe poxnted out the need to be

‘v LE o #

‘-concreteiln;any evaluation approach predétermlnlng who would do what,.

o

'w1th\what frequency,_and 1n¢what settlng.; Sally contlnued to answef

"37.1 v

'theIr questlons about varlous assessment 1nstruments waxtxng to see

»
’ .

i what dlrectlon they wanted to take’- Her perception ‘of her role as.,
A consultant was&to present someﬁgptlons and technlques that would help
\ . .
them to get where they wanted to go.

Matt had to leave at 10:30, but Beforeéﬁe fgff'he’toid Saliy and .

) _Bud he . thoughé%thlngs were .going welil: Bud and Sally set a date~one

_ R R - o
month later for the next consultatlon. By that timé, Bud and Matt were

a :

;"i _ - 1nformation Sally had prov1ded. She wouid wogk w1th them, then, to L Py
establlsh the 1nstrument 5. rellablllty.* Bud rev1ewed the techn1ca1

;lass1stance t1me11ne and Sally agreed they would probably need a haif -day

to f1n1sh. She asked Bud if there was anything else he wanted to

discuss toda%& He had no further iﬁéstions; and said his work was cut

N I A ST S S S
' The meeting ended at 11 o'clock, .and Sally returned to

X ¢ out for him;'

Fi o : o

her car:

a
or

ﬁhiie driving to'hér offlce, Sally reallzed she wouid have to wait.

-

” . 7
"

Aruitoxt provided by Eic:
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i bl
66 k. .
She w1shed Bud. and Matt had had t1me to prepare for the meetlng by U
LR o S
-studylng the materlais she had sent them. Saiiy then reflected on the_ Ly Q_'

© J

positlve aspects of her consultancy with the - prOJect Matt had a strong zj\;f

'1nterest in evaluatlon and was a good program developer and manager.

? o knew dﬁat he wanted and how to get 1t. \Today s meetlng had helped to
o » v -
'j soildlfy Matt s and Bud's ideas’ about what the proJect hoped to demon-

B

strate. She had been able to go over mater?als w1th them, and had

o

v ;7

®  Interlude. carol had a note o

taaay'fé.fin&;éﬁtfhow last Wéék;

‘gone: Bud was expectlng her call and was prepared to glve her some w";l

feedhack.; He sa1d the consultatlon was meetlng their expectatlons, even *

@

though he hadn t reallzed Sally would expect hIm and . Matt to dec1de on, ;2%
\ﬂﬁ

the spec1f1c tools to'be used. He rea&ly would have preferred to have

: ﬂ‘."‘ T d e
Yo, ot - s

Sally help them make that dec151on Bud con51dered Sally an able con—"’g;,ﬁ

£F
; 2 L ’y‘ " .
sultant who was flexxbie,.honest qulck to learn about the prOJect, and

abie to focus on thei;'neeas : Eowevér; he wondered if perhaps she was

st
-:-,‘ .

'Wnot overempha51’lpg having them determlne thelr own needs. On the whole,
. : - “',. . ¢_‘_. ! th

Bud feltlhe communlcated pretty well w1th Sally, and he apprec1ated her

' fléxihility in settlng up the consultation scheduie:" fhelr conversatlon
e e T . e -4 7
ended with a brief review of th e on—51te consultatlon for stafi develop—

_ 1 : ; &
ment that %as scheduléd for the; ’Iowlng month. Carol sa1d she would

~

call Bud after that technlcal assistance event to find out how it had °

& ;.‘\

£
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O

= from TADS because of ﬁrs busy schedule., It had been difficult to refuse,

-

T Flsher, but was aware that the pro;ect was developxng a program in an

" ‘;A,?,' area that gﬁd recered too lIttle attentlon. As-a program specialist, 4

« Bl -

‘“Rnger Pearson ‘had amassed a wealth of knowledge and experlence 1n

% developlng prdqiams and tra1n1ng people to work wrth severely handI— T

MR %

capped chlldfen : When earol Turner had called hIm about acceptlng thlS

' &ééigﬁaéﬁt he couldn t help rememberlng hls own early struggles, look=

-

‘2»‘1ng‘for guldance as dlrector of an HCEEP demonstratlon program He had

‘ﬁ]read the pro;ect 3 proposal and belreved they could make a real Contri;'

e s —— -
bdtiOn; Now that he was here he wanted to make every mlnute count.

both for the staff and for hlmself

N Roger was glad they were mbetlng in the school s smail 1Ibrary.
. . ﬁa‘ - . B
He a‘may’é féﬂ: comfortabie siifroimded by- bes_oks; There was & "fee~li_ng of
e } n . :
Lntlmacy, 51tt1ng around the table with Bud Phll, and Helen The staff
R |

knew that Roger dlrected a well= known program that was worklng wlth‘

cllents and problems 51m11ar to theirs. Each presented him with a par-

ticular problem of personal concern; and_ﬁoger related theiprohlem to
“his own Jprojeuct,jdes_c__lr;'.ibing the steps he had taken to resolve it. He \

natlons to ask hrs three companIons If he was maklng sense to them.

\
Bud Helen and Phil listened 1ntently~to Roger and the dlscu551on
e % . ‘ .

ﬁbecame a free eXchange .Roger used a comblnatlon of teachlng’and«
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personal sharing, and soon dlrected their dlscu551on to the issue of

staff:burnout. He asked if they had ever talked about- thls, and went ‘on.
- - s

/

to glve'them some guxdellnes for developIng reallstlc ekpectatlons for

the project and themselves. He taiked about the need to develop the1r

- own personal expertlse while draw1ng from the knowiedge base in the

: knew he they were feeIIng because ‘he'd been there He understood thelr'r

‘VaS‘well as they thought théy should'

s

Y

Roger percelved was a concern for thém, he began by descrlblng how a

‘what they were doIng wrth others and est;;f7”

fieid; He told them they would need- to consigif".ow they would share

By

Iy

eir own credIblllty

There was a good match between Rog-,' ; hese staff members. He

4

’%u

problems in deailng w1th chlldgen and panents and searchlng‘for 11m1ted

v ! - [

'avallabie resources K He was staff adv0cate as well as egg

er. He told them it was all r1ght;tonfee37they Wé&en "t dOl g,-

PR G0

]

v but they needed to look at the
. “ - . :.'J “ E £y » 75__;“.-,. 4..
chlldren and parents to keep theIr perspectlve._- - S

When the staff seemed ready to talk’ about the team approach whlch

. ‘_. 7,.

' proaect starts out fOCu51ng on mechanlcs and loglstlcs before movxng

a therapeutic climate

{

toward.the establishmént of a team 1dent1ty ,As he taikegd, ﬁoger créated

2;..and the staff began to share some of their reaL

feeiinés: Héleb sai 3? was heipful t? know that others had the same

.o

L {_ :
probIEms and needs. |Bud egpresSed?the&dIscomfort he felt w1th othed

prbject d1rector§ Eho talk % only about their successes and seemed reluc-

- &

'tant to admlt to problems or fallurés. Roger adv1séd Bud to take it aii

- A
LS W

AWlth a grain of salt; He: recommended that Bud look also at projects

O

ERIC
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that Were not part of the HCEEP. nétwork. . Bud contlnued’to share H&s

v

feelings, telling how naive he sometimes felt and discussing his
. N h

L . ) 1

oy

P e

pa

¢
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continuing need to;kﬁaé if the;érdﬁéct was ;6kay.“. ﬁbgér asked, "0kay

- - campé%éé to what?" - He cautloned Bud about comparlng the1r pro;ect to

othexs in whlch success 1s the norm " He cautzgned the group about*the" S

“

"i

5 : R s

reallty. Roger asked the group mo conslder whether they were a- research

°
r .
P - /

.or serv1ce settIng, and dIscussed how easy 1t was to become 1nt1mldated
- +
T

R about‘that issue. Helen asked how they couldrget"contlnuatlon fundlng .o

T~ e . s e

\Jif theylwere:honest.about;gheir_sucpess rate;' Whiie he 1egitimized

to it.was. He talked about the diffeyeti
. - : ) . Y

C - ST T
goals-of an organization-and the goals of™

~ concerns about dissemination and continuation; ‘and Roger- advised. them

. -first tosarticulate their model an& then to begin to concentrate on
. . e, ’ ®

o .~

informing others. Helensyolunteered the observationPthat. she mighii ‘have -
EN A _f .

the most satisfying staff job because it allowed her to go ijto the

e

homes and establish frrendshrps with the parents. Roger ‘suggested that

she agk the psychologlcal consultant to help her justlfy bulldlng 1ong— .

u > » o

term relatlonshlps with the parents. He also d12§ussed some of the
v

.
oA

.‘o(,}

ethical con51deratlons in worklng with their client group, and recom-

b mended that- they, consider having a psychiatric consuitgﬁi to assist them
. in this area. i ,
,$ They were engrossed in the morning's discussion; and it was a

. . 6 &‘l ‘ ) N N

O . - . e )

ERIC T e

Aruitoxt provided by Eic:
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surprise 'w'fr‘é_ﬁ s’aa ‘ann"""oun'ced it was-11:30, Roger had requested an 0pporr
tﬁﬁiti to observe in the projeqt classroom for a short time before lunch, o ”'&{
v;;.and the others jolned him there. Roger met Betsy and Phyll;s, the new

teacher hlred to replace Cynthla, as well as Jeff. Phll took the lead oo ‘f _"

N dne answerlng Roger 8 questlons about the chlldren and theIr parents The ol

He en}oyeﬁegbserving the.

chlldren and expressed his apprecxatIon of what they were do:ng.

P e e

Bud had arranged to have lunch broqght in so'he and Roger cpﬁl

: h;ve a prlg%ég me%tlng in the conference room: ﬁoger sharéd"with Bud
%

-
“

some of his 1mpre551ons about the staff; Phll's use’ of professronal

K
% ; N C,
\Jargonlwhen talklng about the chlldren and parents had made. Roger sorie- St
what uncomfortable Roger felt thls could presentfbarrIers to establlsh-
'uvlng good relatxonshlps w1th the parents and other st\ff members He

suggested that Bud mlght establlsh a therapeutlc mllleu for the staff

u v

“.dn, a‘group Settlng, as a means of worklng on problems }rﬁe thls Rogér'

recalled that he personally had had to learn that he dldn't need to have

all the answers. He had dlscovered that‘!hls allowed for more 1nvolve--,

ﬁéﬁt from staff which was coanrmed by tha- %%ct that each of,them couldwwir
. ) 7 : i > T
descrlbe the program in the same way;:., ’ ‘ : . NS

a N ,:" b .
Phil and Helen 301ned Roger and a&a,ih the 1ibrary for the after-

noon meetlng. Roger,contlnued a conversatlon he was hav1ng with Bud

A

'about the orggnlzatlonai structure Phil expressed his fee11ngs of
'\'V"‘ -
belng sp11ntered by his dqual respon51b111t1esé Bud talked about hlS

B frustratlons when the school admlnlstratIon made pollcy dec151ons that -

-

i

N ‘ Fi



-.'that wouid be useful;v Roger carefully rev1ewed the avallable mate';’

rgalned from the sharIng that took place 1n the. large staff mééting,

f'and the staff noted his suggestlons. _When,he.had,finished; Bud ask'd

The ﬂlscu551on turned next to the needs assessment and several

o

. &
comments were made about the mInImai pay—off from a process that in-

volved so much tIme Roger Was qulck to p01nt out that each of them had

’fllled out the needs asse ment forms, and that process was xtseif part

of thelr profe551onal development. He aiso saId there were benefits

~

'fdurlng the needs assessment

Betsy 3olned the meetlng ien the chrldren left at 3:15: The staff

ifasked Roger for suggestxons of materiais, books, and other resourcés

. %

v L

Roger what he cohfsidered to be ﬁﬁié&é' about Eﬁéff project: Roger rein;
forced the posItIve aspects of their currlculum de51gn and approach to
parents, as well as the1r potentlal for prov1d1ng 1mportant 1nformatlon
to the f1eld‘about worklng w1thrthe1r,c11ent popuiation:; ' ;hf:;

[

_ . S B R . o - ""/.,,3,
. At 4 o'clock, all of them were ready to admit they were tired:.

They had been working in_ten'sel,y gihce:-'éarly that morning, and Roger had

; ideas, and

issues. The technical assistance agreement provided the project with

1

tﬁo aayé of aoaér‘s consultation time; and he asked if they now cofi- -

51dered 4 second day worthwhlle. Bud said'he felt they needéd tifie to

:synthe51ze what they had learned today, and he was%E?t sure a second day

would be benefxclal. Roger assured them he was prepared to spend the

next day with them,. and he would be available for all or .any part of it.

« PN
v o

71
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"Bud suggested that Roger call hIm the follow1ng morning, and they m1ght~f<fﬁ

be able to tie up}loose ends by phone Roger agreed and expressed his'

2 \

enaoYment in working with thém. He toid the staff to feel: free to cail {i;,

" him, at any time in the future, if they had quesgions.. Tﬁé3éonsuitation

.concluded at 4’15

-,IﬁEéEiﬁ&é; éarol placed a call to Bud Fisher to find out how

things had gone during last week's staff develoément consultation §he

.

: phone tIme to make final arrangements for Bu ’:jf’””* 1t thé?smail

,.'

_group workshop at TADS next week
It disappOinted earol to learn that the consultation had ‘ot met,
PN . jn . . s
Bud's expectations. Bud said it was' most helpful in identifying rele—

- »’ 7

' i
vant literature and resources, and in prov1ding a framework for. thinking

about their future d1rection. H0wever, he had hoped It would proVide

Ry

them with a more definitive plan for staff devéiopment with specific

o - S
- 4

goals and objectives ‘defined as a resuit The staff had béén Pleased

with the consultation, héWéGéE;;éna Bud made it clear that he was the
S o L R S S
oneé who had wanted more.. A&ll of the staff had enjdyed the opportunity

“to taik with someone like Roger, who had 'so much experience working w1th

simiiar élient populations. Roger S greatgst strengths as a consuitant

' were his extensive knowledge in the field and his interpersbnal skills.'"““

- r
0

‘He had been snpportive and flex1ble had no predetermined plan for the

consultation and remained open to tﬁeir needs. Bud conSidered Roger s
"

flexibility to be a #Eakﬁéég; in-one sensé, because 1t had been diffi-
cult to pin him down and get a SpelelC plan. Bud wondered whether

] . 3 ‘ R v

% . _ "y . ’
EMC . s . i [ 1 ;;_‘., . :‘,; .
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R e e

had not made 1t known strongly enough.' in generai the staff seemed to

have gotten‘what they wanted from the consultatlon, and Bud h1mself had

d

were trmes, though when he " had wondered if Roger understood hrm,
‘"because hrs questrons weren' t answered speclfically.

Bud WOndered whethen the1r needs had been made\clear to Roger,

SRS

v

because the consultatlon had not followed the outllne of the technrcai

R
/

"asSrstance agreement; He dId not plan any foilow—up ‘with Roger, al—'

though’ he knew he could call Roger 1f he had any questions,- Atjthls

e

901nt he felt he was Probably ready to~designlh1§

LR

plan. ,;g.,;g= R ?;Y-:'L"L s

' - . '-\‘

Carol thanked Bud for hls frank evaluatlon of the consultatlon

_She revrewed next week's schedule w1th h1m, and sa1d she was looklng
forward to seeing hrn at the: small’ group workshop:
R .

N

s

_ enaoyed 1t feellng at ease and able to say whatever he'w1shed -There~--

*vstaffndéwélopnent'-i o




Twenty people from HCEEP pro;ects had arrIved In Chapel ﬁlll yes—

terday ‘to partIprate in the TADS workshopn Last nlght S. meetlng was -

—?1‘short, devoted to 1ntroductlons and a brlef hlstory of the workshop L

toplc. Henry Hobbs, a TADS staff member, had - enjoyed the oppo

to. become acquamnted thh the partlclpants during the soc1a1 hour that

e R

foilowed»the meetlng; Most of the TADS staff were 1nvqlved in the

:plannlng and presentatlons for the workshop.’ Henry was‘scheduled to
. ::'{ . T e i

o\
) *-

Pro;ect Early Start, at several times durlng the two days ) Three hours,"}

of individual consultatlon were scheduled for- each partlcxpant durxng

the workshop. The fIrSt woui qcur thisimorning; aftefjHenry presented

.‘.‘

A.'a group sessxon on product development§_ Henry was direct and exp&rt in
" his- talk, 1nv1t1ng‘1nput and shqflng from workshop partlclpants He

7prov1ded 1nformatlon of. general value rather than projectispecxﬂrc._t

5

After his presentatIon, Henry went to a small confefence'

4

. i .
The two proaect coordlnators seemed to have 51m11ar needs; and TAES
\l'

staff had thought a joint consuitatIon mIght be’ effectlve. When they

- settled down at the;ccnference table, Henry askedmwho would like to go

: first; Bud Eisher‘didn?t hésitaté to say he would prefer to be f1rst, -

and he began by dlscu551ng the potentlai products to be deveioped by hls

pro;ect; He focused on the assessment instrument they were de51gn1ng,

AN e

- , ) - =
and pointed out the unique qualities“of their client grdup:‘;He talked
of their problems with miniﬁal pareﬁt participation. He wanted to kﬁdw

‘\

7

.

Bud Fisher and another wgrkshop partfcipant for indiVidualiconsuitationg
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nbtféooperating'at that time. ‘ ‘ ¢ :
A= A o ¢ ﬁ
Henry 1xstened attentlyely and asked several dlrect questlons ;

4‘H15 problng was gentie

4\'"'

3
)

thelr approach prlor to the t1me when garent atpendance dlmlnlshed. Bud_,,f

bR ‘ 4'

ut per51stent: "He askedrBudflf they had changéd

acknowledge they had and yenry suggested they review the new’ approach'ﬂ“ﬁ

v 9

S

Jto determlne 1f 1t was one of ‘the reasons‘for lack of 1nterest or resis-

o

¢T,~
W

x?

tance. Bud contlnued to look for dlrectlon,_stat;ng he was §t111 not

,r.

sure what to do and was grappllng for concrete 1d<as, When Henry asked

4)

if Bud had requested xnformatlon from Carol Turner on parents and

o

qbrking with 51m11ar cllenpsii

" T . . tﬁ . ) ;
to sharerylth hlm, T T TR 4;‘& TR

'.“fi"fter 30 ﬁinﬁtesyuﬁenry summarxzed thelr dlscu551 by deflnlng two.
ites. o ehet Alscussion by

N

,5xssues that seemed to concery’Bud strategles'fbr workangiyath parents,

1 %4v._ '. ,‘ s LE}

and deyelbpmeht of curriculum tb bé dsed bylserbxéé pféyiaéré;r Henry
v : L S :

-dlscussed the conslderatlons 1nvoived qn’estabixshxnggﬂmeva11d1ty and

"e.system under'

. whlch the progect was operatlng mlght not be tne approprlate one - Bﬁdvi

““..-

4‘!]‘*96hded_Wéll to Henry,s dlreet approach; and Henry assured Bud they

“" would pursue this topic during their afternoon fieeting.
. . Y F X P . . .

Interlude. When the two—day workshop had ended Caroi was eager

~to meet w1th Henry to find out about his consultatlon %esslons w1th Bud.

- Henry Eggd her he felt Bud had received the kind of cansultatj&n he

expected, given the group setting and time restrictions. Bud now had

& B Piey s

x're“r;tifed strategxes, Bud sa1d he ‘had not. “He had visitEd anether project
[ & . .L = o
T e : : /N :

‘y}&ﬁ .

R
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_sultatlon, and to génerate

expected, and more.

.
B

-

Q

E

Aruitoxt provided by Eic:

. and‘the progect settIng,

2% ) ; v

RiC

\j Lo ae

n fér*maklpg d;CISIOHS abou& the assessment‘

vxders ﬂenry W1Shed he had been bettei

N

- &8 much dependei
./ Lo
Henry beileved hls communlcatlon with Bud had been

ﬂeeds to hIm accurately on how well Bud’ had crystal—»u'

2 & P /_‘

1Ized hls needs.

satlsfactory. He was able """

e Covag

i N
Now it was’ up to. Bu& to tak& foilow»up 1n1tﬂLt1ve.

e

~Bud was to contact

—

s

s to atte@pt to clarlf&

e i - - Q . A L B ')_ .

the strategles the prOJect was u51ng With paﬁents Y /'WM“'_ﬂ'
. - > x . 3 ¢ g [ ( \ : :
Carol recelved a phone baﬂl from BF After ansWer-
Bl -
‘ing hls questlons about the travel voucher fqr hlS trrp to Chapel Hlll .

'. PN LR

The next day,

e - L

o ¢ ;/

He was looklng for 1nfb
e .

o -

Henry had beenﬁvery ciea& in glVlng hlm d1rectIon* Bud felt he now'&;ﬁ_

’

S
.a. major accom lyshment of thé workshop

~ I -

where to start _ This had bee*

for 'Bud, along with. what he ha 1earned durlng the group presentatlons. .
e .- " ) -

;::,
e

- #s a matter of fact, Bud had Hoped to accompl"h nothlﬁg more at the .

¢ — 1

workshop. He thpught Henry.;?:Da wonderf 1;'ener who synthe51zed

‘Hé, and . >

Bud salg he needed that kind bf synthe51s. He . Lo
\. Z c B

1nformatIon well,

Henry had communlcategiwell aithough Bud hadn t always been sure where \\t o

.

to start. He d1dn t know just how much 1nformatlon Henry had about : -
PrOJect Eariy Start

untri he told Henry‘what they were: "

'

~o e e



-

X : ’ | s o
<] low—up plans Bud had as’ a result pf the con-
. TR : o
7 'sultation. Bud'sald he would:be asklng her o flnd materIais for. work—
- L .

; . .. 5- . .-'
; J.ng w1th parents, and wauld contact %

e
S

:vairdatlng the1r asséssmént_i””"

RS

He also hoped to onk on a
By -

“§Poklet for traiﬁang servrr
* L'- .

: tion, u51ng the’ Input h had recelved from Henry

'leﬁln_doxng;

- -

b
In summary, Bud thought the work—

- . ;(,,;,,,,,, s
individual c

sultatlons had been 1mportant to the overall

: o ;‘ '7 - o . ‘,‘
of hisjproject;.jut dlssemlnatlon was not a\presslng mattergat
R : v f// . \ ° - ) j g : _7.;
‘.' ) . K ; ¥
_ - Carol thanked Bud for*hrs fee%yack and sa1d she would call him °
. A
\z _ i 'Jater about‘compietlng the evaluatlon report on technical assistance.
PR . . ‘: a - . K
§'. There were no further techn1cal assxstance events scheduled for the
B eqptal v a
S year, and a new agreement would be developed durrng the next year
: 'Y ! (" " ~ \'J. 9 - )
. . ‘ B XJ . /
. ;[ R - -
T L | . il i
—_— T ot < ; ‘
. - ,‘ 'i
B N .
P ) l
N
;

prov1ders to work w1th thls ctient popula—

When the booklet was

e TADS evaiuatlon speclallst about

i Ebmethlng

i
&




‘\
:he thought Phll In partlcuiar,rhad beenblnfluenced p051t1vely. ?hilj

_a>day,at-the proaect— 1nterV1ew1ng the staff*. Bud had'arrangéd a series;

The technxcai asSIStance events for Proaect Early Start had been
completed for the 9ear,‘and Jlm, the case study observer, was spendIng

<
0

[ Cememe e T
-of ﬂhetlngs for thIS purpose, ard the f1rst—was with Matt EX1is. Matt

) . ' ' RN PO I

_toId Jim that his recent re51gnatlon as project airéétéf'was the,cuimiﬁ

s -
-

nation of ‘a cantinuihg struggle wiiﬁ the séﬁééi admlnlstratlonoi Matt

was very supportlve of Bnd and expressed confldence in Bud sfcompetence._

o-,‘ s, »

He descrlbed the progress they had made 1n devéloplng an. assessment

-1nstrument but acknowledged that other aspects of evaluatlon had not.

recelved attentlon becaﬁs"

services. Matt thought thls was . unfortunate,}hé\belleved the project .

. _»

needed to hags a stronger evaluatlon component. Turn1ng to a dlscu551on

.- IR "f. . . -

of the effects of techn1cal a551stance on. staff deveiopment Matt sald
oL T

~ g .

2 ,J ~

.?was “now. addresslng problems wlth parents that he~had been unable to: see

Py - o
before. He was more sen51t1ve to'the parents' needs'andgwas helping .

9

 rather than teaching them: Technical assistance had H4d a - major imapct

‘6n both Bud and Phil, according to Matt' but not too much 1mpact on; the;

'@ -~
rest;of‘the'staff; Jlm asked 1f Matt thought hav1ng a prOJect d1redtor

and a project coord1nator was a. workable comblnatxon. Matt beiIeved 1t*

'was, b?t that 1t requlred the prOJect d1rector to superlmpose hlS

]

guxdance over the prOJect's day*to-day act1v1t1es, deal Wlth dlfferlng

R N "’7

t

' . . . <

},’-'

staff personalltles, ana-staﬁa back to look dowii the rbaa ' Jlm thanked '

— - -
v RS . -

: Matt for his open cbmments and wlshed him Tuck Inghxs new p051tIon

“

. _ ' -

_ Meeting next with'Helen,and phil, qim'asked Helen to describe their

v 1

DY
>

Ny
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T ;mrceptlons of the technlcal as51stance pr0v1ded by TADS Nelther had ‘ ‘5Wf

o ! &

met Sally Johnson, and they were unaware of tpe progect s evaluatlon .

i el . - S 6‘ e e o 3
plans. Roger Pearson had helped conflrm for them the fact that thelr RS
W ',f' . i e
o ¥ . :
. problems 1n the pro;ect were to be expected, but even {k:?ugh Roger had P
P

'been reassurlng, they thought no actual changes had been made 1n twe/

-, -

“they X
t..,m' .

left out of- the decisxon-maklng/process 51nce the n'eds assess”*

R q H

" This fee_mg didi nﬁtb aﬁe/ct’thelr dally performance wit *llents but ' Ty

'7.7.,&“ ] N s “.‘.‘.r' 3 i 1 ’“ B ' ‘ </
they had llttle'lnc ntlve to be concerned w1th overall prOJect goals, '

. ‘0.

In fact, 1f thelr oplnlons were asked, they mlght hesltate to g1ve thém._QE s

. ?helr hrgh’prlorlty was - worklng with: the chlldren .and parentsﬂ;A

4.«,. v =
,>;k/ Jeff 301ned the meetlng shortly before Phll and Helen 1eft,,he told ’
- i C.
-;2/),’ Jim he was. pleased w1th hls part-tIme work as phy51cal theraplst on the é%
o pro;ect because the staff got along well._ The small program enabled e

I\

: them to have good communlcatlon , Jeff wasn t sure about the Impact of

i . %

technlcal aesiétanqéi_;ae explalned that h"*r

bosses and there

<

K were two bﬁd'géts.: ‘He' had_ giaE.iBééB ii’;i)éiv'a-. in "'g'er Pea:rs'cjnis consul=
/ ' : R

tatlon, whlch he understood to have fo'fsed on'bhé'hééds of paréntss

N
-

Hls prlmary responslblllty ‘was. keeplng track of the chlldren 5- motor
v, progress;and tralnlng the t@chers to work in thls ﬁ He 's;bme't'imés'_ R
made “a; hOme v191t, 1f there was a spec1al need but hg”ordinarlly/ -

lreached the parents through the teachers.’ Jeff thought he could beneflt

* .
from _Some orlentatlon to the tobal scope of the prOJect;' : o S

l
L4
o
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Bud had arranged to spend the next hour with J1m to revxew t

oL

“year s technlcal assxstance’ He flrst dlscussed evaluation,‘remlndlng;;jm“fﬁz

_Jlm that hls concerns at the beglnnlng of the year had been abo 4.,’”7

~in thefstaff's compe ence because he had had the opportunlty to compare . f S
» ):’ R . T ..

iﬁhem w1th the staffs of other projects. Bud s present conpern was to e v

document the posxtIye changesé@g the chlldren and parents in a way that j QQ-

. Q ,

would be satlsfactory to:a th1rd party such as the Offlce of SpecIal B O

g

"Educatlon Le .7*f . .ﬂ' — _ B f.. ' L ,;; o T -
Bud talked next about staff development, statxng that he thought 3” C 6[
both Bali ﬁoiand and Walter Fox- belleved staff development act1v1t1es BT

’ >

-were unnecessary.. Bug belleved In good tralnlng for the
D £

"he had #o f1ghb for it quIetly and carefully. He defenJ

P

Y

‘llmlted Involveﬁént in’ plannlng and declslon;maklng on'f;

constraxnts* He sa1d the staff stlii T ewed the needs”; Ses as™ "
> . B o : }a CoaT L B
' hav1ng taken*tlme away frqm theIr major functlon . Bud consxdered plan— I
v '\ N : N
N qgigg be hlS roie, and he requested staff feedback onIy after a plan
.. : ”
was doqumented The. fact that the: staff had not made any recommendatxonse , o
i E P = PR S M
foruﬂhanglng the staff deveiopment plan led h1m to Bflleve that they n '-f ST
nght not'want to be Involved 1n\géann1ng, even though Bud belleved that

P

L

the qualxty of the pro”jam wou%d 1mpro ,thh Increased j’:”fff 1nyolve—' (ﬁ 1

'ssessme7t . i

nde tua 1ze a

_c_- Sy

| ‘ment. Bud suggested that §ta€_fpart1c3patlon in—thé‘néit'

\A‘

LONw G o
‘had méde them uncomfortable because they were asked“fﬂ

new: ided for wh:tch they w"?é not prepared f.,ooking;lﬁack; .Bud'_thought e e
h . . 'Q'”“v . . M :
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the néeﬂs 'assessment hﬁgbeen scheduled tod earﬂ;y in the year* If it

| were held now, the staff would, -
ST e : ““-aﬁg, | . |
tlfy the1r rea1 needs. The process had been a good group 1nteractlon,' 7*

, B =, . . ;
however, and had served as a vehlcle for gettlng the staff to understand .
the pgoﬁecti AKs fér as; tEchnlcal assrstance.washconcerned Bud dld notJ A}f%
feel thete ere‘anv.barrrers—as 1;§§ as‘the school wasn‘t pay;nsgfor it.

BIIi Roiand had approved Bud's attendance at\the T;DS workshop be%ause S
Bud would be learnlng about potentlai fundrné sources Bud;feL;Shéfhadxru Fi'
. . sl T Ll T g
learned a lot\from the'workshop and from Roger ?earson i,\j ffijéé ‘;75:¢ﬂ1.;
o _ T e T
”ﬂ: Toward the end’ of the1r dlscussron,,Bnd told Jim that he saw TABS 35 -_ﬁ
. ?‘5, Ceen A Lot - e
’ af ‘a- supportlve source,_although he,resented the tIAg it tDOk tﬁbﬂhvele “ ‘{T
thzfteehnloai 5551stance4agreemegt~and o compiete,forms. .He expectedL vj:;;
3 Lo . r . S .
Eeéhﬁiéai assxstanée Jou, d belmore helpfulﬂas the pro§%ct s realyneeds 77-;5;
R LA S ". . rt e a
.'emerged; His flnal é& :ent.towcéorge durlng the needs assessment hadr A v
. | ey eﬂ wgth‘children rlght l
. ,< v‘ . co - .- v L : S
from the beglnnlng._'Tt prbv&ded themTWith a good pasis-far 1éarhinglaha hl;t

- BRI N . R i . g

Ehaﬁéinéﬁ ‘evemn though 1t hadﬁzgnlaced 1mmed1ate demand?s on the1r trme that
. / ke el - Bt ».
vllmlted t%%%; ablllty to conCentﬁate on 1oﬁé—tenm plannxng Perhaps :
‘5iother g;bfﬁu%' d1d a better Joh of-oonceptuallzing‘tﬁelr {ong—range ;_1
f;’ " :; they were not faced w1th &mmedlate ;Lrv1ce demands.; How— o
léppever;fﬁud??elreved that ﬁgiject Early Start s plans could be aééé
effectlve because they were based on aotual enperlences wlth &lients. = -

: '{“fh, Jim thanked'Bud £ 'taking tlme to share his feellngs about the.;“'} .
first yearvs teohnftal a551stance events. ‘He sald hemwouid ugviookrngl.{:p i
forward to séelng Bud agaln when thezease’stuég entered rt§~;econd phase B ;J

: . e o= : v

durlng the'foiidhrng year

\J\M 9 S ‘A ﬂ/-’;’\W
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Carol iur’n"er to r‘eviéw her perceﬁtibhs 'o"fthé yéé‘fts .tééhhiéal ‘a's""_

e s e e e ; . ;

o : i . . it

v -

effdrts Their meetlng began 7w1th aiupdate of the events that- had ta

i ) -
,‘pﬁt‘ce ‘after ratlflcation of the techn cal a551stance agreemerft and -thes
u ;#, y : ‘. ’

N a
— = .o

rest in: worklrxg w:Lth the pro_-ject but, a l‘though TADS

. . -

’was w1111ngato prov1de h1m w1th the necesséry background 1nformat10n, 1t

\ . N '.
P Y

&veloped that he would not be avallab],e durxng the pro_-;ect's requested

r ; [

,s»?cons-iilta'rit. . Sally had been avallable durlng the
-8 . . « . . . j
;-l_éd nearby, and ’wég interefﬁd iﬁ the a551gnment At la L
_ oo -
B e . @3 # : : 7@ - I
Important, ~1f not more se, wa% the fact that - Sa:llythad been J‘hé STy
e I T 5oda e e
o evalua :Lon co?sultant for (gnother HCEEP proaect worklng w1th a slmllar L R
. ,' -‘1{*“34 "7‘ 7"‘ . X .
populatlon, and that pro:ject had de'vegoped a suclcessful evai txoue pian
s s : . .
Carol had cai:ied Bud to te?t.tt hlm about‘ Saiiy, and he had askezi fbx tJ.me £

» ,,‘, SR
-approprla‘te"-f“EEf*me

re

,L 1east;, as

B to think; about her 'se’lecti’o’n. ',__When Carol checkeg}? wlth h1m twd weeks s [
' . . L ~ i X Vi —_,' ' /.); > .

later, Eud gave hlS approval ‘ Carol dldn't know what process Bud had‘ coE

- - < : va

ae Q,'-

used to 'make- this decxslon; “The TKDS evaiuatloh sp 1allst had recom—'

mended that éaiiy.estabiish:a\ﬁritten w :
- \, . . “ . ;
‘ i

~ §0 that TADS would’ know how she planned*to carry it but. 1

.45-

O 4n

Y 7 ’_\ :‘,-'-,,,,,-,,‘,L,, AN ,,;r,‘ri,,;;,, - ,;‘,; e , ¥ .
rec%thls schedule, 'al,thqugh;Caroi:‘ was a;qare,, of each visit Sai‘iy madezf S

" Howev: jr,vCarol had no known that Q comprehens,lve evaluatlon plah‘was not .

as

’ e _ .

)r
the tech-nlcal a551stance was(d{:ompleted and shcem! L |

develoiﬁun/ll afte 7

report In rev1ew1ng her flleSp C‘aﬁigfo

“% i\s

. récelved Bud's evalix ®

- Lt s . Y e -




k]

e v151t to the proaect!( ,,m whlch g had cﬁariy s‘tated the expecta,tlon

4

S TN that Sally wouil:d assist thé ﬁrOJect in developlng a qonﬁgehenglve evalu- ,'

' A

’ .J,,,

atlon plan. Caroh had encloSed the techn1ca1 a551stance agr%ement w1th

N ,
the 'le ter fo“r further c1ar1f1catlon

vl 3
7%3rol

had enclosed the technlcal asslstance agreement W1th her letter 'whlch -

detalled jthe‘ purf?c';se of his consultatlon as devéil:oplng a comprehen51ve_ :
. staff development p.’tan. garoi recail:ied‘a conversatlon w1th de prlor'
. v

o -

D i iw‘

~$’4 . _.,‘, ., - 3"

4om Bud on the day of Roger 'S consult;at;ton, requestlng that

- : h ™
. M

- & commer; with the observatléon that they had done ‘as well as- moét projeots <

3 "

I ;ahe hag wor?ced with : Caro;.\dldn t think the "orlglnal expectatlons for

-

techn1ca1 a551sjtance in evail:uati;t/on and \staff dfeveil:opment had been met

I3

: ' The. agreemeflt caiied ﬁr assrstance 1ri developlng ancevaluatlon plan., o (/
' '\Tctually} had been-_is’ted m, 'deve'l'o'p}ln'g' the asse'séﬁienj? cd A o
Roger Péarson had spent. t1me talklng about .sta en- %

% e Cal ¢ 7
_ ,.,, . i

1
G




_ ' . & . P : e T - /T_’.\ O L .
Carol outllned for JIm the other klnds of techn1cal asslstance that |
TABS had provrded for Pro:ject Early Start durlng the year. She had' sent_j :

'“ Bud. varrlons; materlals .on staff development and InformatIon on an 1nte— : “‘ . &;’

grated team approach to serv1ce5* . Also, Vat Bud's request, she had sent "

Information on r,ecord-keeplng and data-collectlon systems. Durlng the ‘

,\

year, Bud had rece1ved several TADS newsletters and %bixcatxons. : Carol _
G had not spent as much tJ;me as she InItIally ant1c1pated on problems of
; . . 7 &

organlzatron. She had been alerted to. problems in thlS area througﬁ

feor'ge 'S evaluatl"o

%?

'A‘J y 0
o

‘ ébout thJ.s and 1of .o prov1de help. Bud had thought thlngs would work

out, and sax«iixe knew she was\ava:.lable as a fesourq,e,‘; ., ‘
. noth:[ng further from Eu?il on that sub3ect. j N ‘,7» e '_; = ;‘L.,; o :
;l‘;‘. In summary, Carol belleved she had responded to Progec 'Early
B - L v - ~ .- . _‘_ Vo epeh e
?l_', ! 3 ‘sﬁhd hﬁ met the:[r expectatlons, alt?hough‘ sh-e had rece/ d __,“ I
. very wfér."ﬁéquests for 1nformatlon SHe found Bud - to ? .
,::,) ' v';-i. .
: trator toﬁnk. w1th he ha S
.

' : ' - -a’variefy -
s R SR T LT RY Al '_1*M‘Ve~ty ;

,, ey
St e & Yy
—\‘ . L X7 _; ;',v’
. : L€
« Z, o . L ; «—BJ .i ';7777 u g - )
S from her iand from TADS. Bk + Cargiio J-.nted out that a 8if qent ﬁnter;—, e
‘w s ‘s ‘ ‘ ) 4 ¢ . 7/ _ e ) o B
i :acta.on mxght not n&ssa' = been a\k{etter ihe. The pu'f oﬁ% of TADS o S
: Sy _ ’a .i 2 R g s




As 31m and Carol ended thelr meetlng, they concluded the flnai event
efiEarly Start from EAﬁS' perspectIve.r The
as a demonstratlon program,

e

of the flrst year of Pro 5
agéigt i

-

-and 1ts f1r$t_y35r as a consumer of technlcal
s . - 3

: ‘ﬁch’é”?:eéﬁi;

»

’ :a'. o
S

s %It W'é
o . P N
s N ”,,”;;,,V,'
of his observations

s
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TBill ﬁndersm enteredvthe college bu1ld1ng where he’ had been told

he would flnd the offlce of Alan AdamSy Blil : d-agféed to sérve as

iggsi;case-study~observer for Project Co—Op;‘and he was'here_to meet the
B project s dlrector before the needs assessment began the next day .
Adams, he S o
- ﬂ:g 1
professor
‘./ '7 ) 7,7. - i R ,‘..- . . ; - L L E;' R
project. = -~ o : - ’ :
'y ' " B

L. -

he enterediAlan’s offlce, whlch he observed was ll?ed w1th books
fo gl "
and cxpy ed with computervprantbouts Biii thought that Alan appeared to
Wﬁu Y
be an akmost stereotyﬁ\o\eollege professor. Hls tweed jacket had elbow

patches, and: plpe smoke\Qprled 1a211y above hls head . Whild they; i

w

I engaged 1n 1ntroductory conversatIon Bxii noted . that Aian was a person 5

Cq -

I

;3‘59801a1 educatxon students, WItg whom he w rkedlgif' iR

1{Jthe’organbzatlon oi Proj

system, and 1ts staff reflrltéﬁ?t

7 teichers of 1nix@ .we're exiu\pl 3

Aruitoxt provided by Eic:
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system, they were ass:gned full tlme‘to the proaect now, but both had

. g\ . L

é?_ w£§ a member’ of the schoﬁl system s central admlnlstrat‘ In )
.the half 9f hls profe551onal tlme tﬁat Aian speht w1th ; .:. %oiéé,,he'=
had major ded;saéh-maklng Fesponsxbllit;es for the proaec'_.;oaeratiéh " ;ji.

. i .
P - Aithough this was hlS flrst year wlth the p%@jéét worklng w;th the kind

L & :

of chlldren belng served by Progect Co-Op was not a new éxperience for

- :9' N N . - ° (i_.,

B Alan. He had been 1nvoived in the operatlon of two o her HCEEP proaects ‘
o 7 ' g_‘ L ‘

1n the past4 Ala had“wrltten the proaect ,Proposal and had part1c1pated

L kLY

meject S - development. ‘,"f» e ';1f i
\& . . i
IR The needs a%?essor s fllght was. iate on thlS ralny afternd@n -in”
S : = Y : . ﬂf“

m1d-November, S0’ Aian contfhued td dlscuss the pro;ect Plg plazs for 1t
. L

Cge ' ) S, '
T P and. hls hopes and coﬁEErnsaaboﬁt teéﬁnﬁcal a551st ce as they sat 1n1>he -
. 5 f . j LT co ;ﬁ . K
'airpdrt 1Wuhgé. 'Héf“as‘lbdkiﬂg fdrward;. he said;.to the:project' belﬁg ,
. T T e T R N
valldated y theﬁJ Int DIssemnnatlon\ReV1ew Panel (JDRP) bin f*ét hls ,‘ig ¥

v\;..
A

)
*

- AN\
‘Aiaﬁ sujgesé%dﬁt

h téchnlcal a551s£§@; Do

./

' '-’higﬁggeasurelthat ggo;ect staffIng

B - A A Y
"expected hls own role/to be dlre@tlve, hg\w.dl'




el

Doie : ; ‘L s

';accepF:Lng of staff 1deas .and open to su§§e§t16ns. At the same time; he -
; hxgh performzh;ﬁ §tandards. The fbrrt)a'l neeﬁ’s’ a'ssefsement' to

4

gln the next ‘day, and

oy
| . i R
e :experlerﬁ for Z&lan, mémgh he had experlenced needs assessments and . . . *

1nformally.. This time, all s

'.to have cogpleted a proflle form before* the next day s s«&s}sxons.' ﬂdan

~

sa1d hls only ' concern about technical ass:tstanc,e was whetheg: it co‘uld be R

. N V4
" provided when he wanted It; He" appeared not to be conce.;_j d

‘case study ﬁ* although ‘he gubéequéntly

. ‘tion would not'be a barrier to their c

:.;.' . Flnally the plane arrlved and’ w1th 1t came Sharon/%Ett::scgn, the TASES o
/ ) Shaa:on: was? proaect dlrector forh a..&suc £ ftﬂ HCEEllJ Pro—j.’-.'.'“‘.".. . -
‘ é‘. eta‘teg reﬁﬁred from Pro;ect c -,ép ?ﬁ? was in _ _m'_'
a& ressqr, hav1ng» performed tﬁat'fr ask ,for T}@Sionﬁi; - :"w *!353
§’10r5 .oyer- the last ¢wo.xea %

e bacgto town, vzhere \

ros ct coc;rdmator. Jeﬁm had be

. classrdom teacher a\a\W@my shmfted?o admlnlst atIon

‘ PANEN

i .
Now_ o |
.7L 'A

N ) . .
. X \ Sl -
1nc alng serv1ng\ the schoof syst%m%@, toordlnator for P{?Ject

,(/some oif‘the

N >

_Alan and Jean rev1ewed for Sharon and 311
. —

ERIC #

Aruitoxt provided by Eic:
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1501 bfi:mclpai and a veteran
‘educator who descrlbed heféeif as a "tﬁéltlonal spec1a1 educatﬁi ‘ ’_

- {- 23 ,, : } .
RT ' ) :
teacher turned admlnlstrator." : E101se was sg f-assured and posltlve 1n

N

- :
, act1v1t1es w1th other schqol functlons.- She 1ed\Sharon.on an extensi,ve_‘

| s{{a’ff, while 'ciég'crib'ing' 3

re ‘A;Lan and Jean

4 . .‘

pu ose room, approxmﬁz

chalrs'. ";_[‘here 'was‘ the u_s"'
) v %

-.,

Qé,re

) ‘-F.ma\_j.'v :

7&
eg‘.’:earned : was a

A . 23
d ':ue were (supported

X z , U

ERIC':

T -



tlonal theraplst who was pald from proaect funds

. .
-

Alan told Sharon that the staff w0uld have to be 1nterv1ewed two at

s A'.°, v

a tlme, durlng the morning and early afternocnf 50 as to mlnlmlze dls—

. . ‘»r)

ruptlon of reguiap*school act1v1t1es The entire group would assemble
. after the’ chlldren had gone fbr ‘the. day Qharbn Wénderéd héW'this'_,
RS : , LR N 12

.- ¢ : - ‘ : - ‘nr . o 1
er:ence had been w1th entlre staffs worklng as a group. . !’

5.

Ken Stevens, the proaect evaluator, was the first staff person to R
, e : N '

. . B . . _ o : -:7
.appéar.\>Sharon began to dzscuss the, needs assessment Instruﬁent'ﬁithi o
o . m_g'_ .- - . L & N N
hiﬁi exp/?xnxng the pnrpoﬁes of the 1nstrument as they tglked -TIn'a ‘e

7

. @ o : "\J ) L !
L ;to other dutles. sharon'lnltgﬁily engaged Sandy and qxnthla‘in,an 1nfonfj )
LA
! & o e .
j//satx°n 555ﬁ£' helr Wérk Wlth infants: . Then she told them 11‘ g.‘;k;&_
b : i P J . ’u' i . T e

somethinggabout herself, andimbved onuxo‘”'ﬁ

N ‘A .
' tb 1tems Ln the‘lEeds assessment ins i g
25 : . : . T3
b1 N Al v 7
‘€ La and expand upon thexr answers, and resR ded}to .hem 1n a .
B N 1 T - - e .
~. S ortlve manner.w Thelr 1nterv1ew last d 45 mln&tes. , Ao
- ! oy ,’,, ‘- . ' o . e

ii/} . The next pahr Sharon met withq;ere Martha Bryson,fthe occupljldnal Aen ‘

( » b

T ‘ A N m/’ 'Jll g

tq rush a gﬁt because of thecpxrcumstagpes surrc'f

2 _
o R

N ‘\\’ o - :
nbtés.’ Ken explalned that he co\)&,sbéy enly a few mlnutesligﬁge.j»so S -
\ - -ﬁ " PR a o .. Q\
Sharontfév1ewed hlS answers to the //stlons‘pn the: needs assessment T
8 . el e B B < o :
1nstrument, conéentratlng espec1a{£y/on those éeallng.W1th issiies of o \%,\I
. ) - . ; P

;” ién. :Aftér Ken left,,sharon~sgi:t anothe§}30\m1nutesﬁ;q .
L , ] ™\ N s

AR i

ERIC /- &
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¥a w
o "
Ei_r %h .
= : ,\ A
o4 r lunch,uSharon met thh ﬁnne Newton and Sue Wllson. By thlS
s 4
- haron was abie(to move qurckly through an expianatxon of: %h; "Who;j;-V
A v S .
What where when, and Why" of ‘the nee W,asséssﬁent process, and the ,
. . , ) . -
- atmosphere was cordlal and reiaxed. %nhe and Sue expressed concerns;;h.ék.;:?
v : ) N ¢ :
whlch Were somewhat dIfferent f i those of the staff Sharon had inter—'.
vrewed In the mornlng, apgeréntiy because of theIr longer assoc1atron;
e ot e T , ) -

T ;with th%ifchool. Each»talked more abou(}her own classroom 9ract1ces, ;,f77"'

;1work,§’ ts, and prxorltles. Wlth lltége pressure, Sharon was abie ';;

v 5 ' Noo -
o - R ’ B ; .- L
L te keep the conve@satlon and 1nterv;ew flowxng, gIVIng'neutral yet “;,“ NP
N ‘ 3 Lt -3 Q'a i . L. ».\ '-"Ju : TR v
’ :/ supporp&ve responses.,‘:kfll 5»f %;fif : '"'? .
‘ ,m ;A;' ’ S > :. . ‘ . S -
oL gatheredJ and the next hour and a ﬁalf wereispent revxewxng the cemmentsu; “m
Do B i : e ot St g
’ Co and su&%estlons made dur1ng earller 1ntervrews. . The' group was - jorked by "o
;u' Marle Johnson who wa”rxntroduced to Sharon*aj}é'smudent teacher, andj:'; K
—;;”’ Elalne Mltcheii. Elalne.'as one AE the proaéct's two éaraprofessxonais,; ' .:
X 7._\_\' o @ . a
- the other was absent dueeto 1llness. Alan Adams énd Jeag Sellere@alﬁo . .
o . A a ' | - SR 51
Loy returned to take part in the flnai meetmng of the day. C \ -t '
e "~' o ff :
Ca. f
8 , . S ¥ - L
c°f theeglnds of serv es TADS could provxde, and spelled out the respon— =
;ﬁ. 51§111t1es both of t’e staff //’,gf herself for dfveloplng tﬁe technical @;f
. ‘f' ‘ Y ? T e A ’
L a551stance agreem nt. As they turned to a dlscu5510n of the needs e
o I , e G TelE
'-:3?;4_' assgssment 1nstrument, Sharon said ‘she - would 11ke toego through 1t '#, A

) B Le
aI/;artlcfpants 1nd1cated they would have i;ff;;;
SR R R

LIS N - - S .
- ) N ‘ i o Co
T - R L : - Lo b
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to leave before the end of the meeting; she adjusted the procedure. She

o inviféé'aii of the staff to Bé sure that the points they were anxious to
.o y :

make were covered and that she had 1nterpreted the1r remarks correctly.

management, and the d1scussIon was domlnated by the project admlnIstra-

tors, Alan Adams and Jean- Sellers Slnce th1s was thelr flrst part1c1-'
LY \ .

patlon 1n a dlscusslon of the needs assessment 1nstrument Sharon had

not yet had the opportunlty to explaln to them, as- she had to other

staff thé need to respond to questlonnalre 1tems in terms of the total

v

'project status rather than 1n terms of the specific techn1ca1 ass1stance

M 4

requlred for thé;project; There appeared_also to be some—dlsagreement

e ' Y- ' ’
 between Aian and Jean about. some of the items: Sharon didn't attempt to

°. medlate thelr dlfferences, nor did she 1ns1st on ciarlfylng the purpose

\ 2
of the d1scuss1on. t

Hbout a third of the way through the tirie allotted for the session,

Cynthla ‘Sue’ and Marie had to 1eave for other appolntments.- Discussion

) among the remalnlng part1c1pants generaiiy proceeded well. There Wéré
4 ' . .
occasions when questlons arose about 1nterpretatlon of some of the 1tems

. on the needs assessment 1nstrument partlcularly in the sectlon on pro-~

o

R

N ID -
gram piannlng and evaluatlon Sharon was able to serve as a resource,

= <
-y

for clarifying the questions. . : . ,
- ’ - ° Py . "

" ‘Alaft was the next pérson to leave, saylng he ‘had a teachlng a551gn—"

i

i@ﬁt at the college. By 4 o'clock, only five staff remalned- Jean,

Sand?; Anne, Martha, and Elaine: Jeanncontlnued to .dominate thé discus-
sion on administration and management; with Anfé and ‘Sandy occasionally
: o L ] .

nodding théirsagreement. DiScuSsion centered around staff roles,

?ﬁ 4

o~ N
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M Kpeping. » There were ;;\¥omments or

At

| ' ledged her personal bias alg
, o -3
L ana'éxprééséaﬁééﬁaéfﬁréﬁéis—J

staff members (Sandy Dawes and May iiféryson) 1n,a spec1al workshop, an

4
off-51te technlcal a551stance event: The workshop w§p1d prov1de train-

. 1ng in language deveiopment feedlng Eg;hnlques ,and geheral management. ,
£ T

'}“ of the chlldren served by the pro;ect.‘VThewﬁfﬁhp'was supportlve of
Sandy 3 and_Martha_s attendance at the o -
attendance had already been planned; it was to.have beén ;n personal
: P . . K i 3

) + expense, ‘however: - B o

. Co o 77'7 o ‘ .
The conVersatlonuthen shxfted rather dramatlcally to a dlscu551on

’ of what was described as a "communlcatlons" problem among staff members,

e

inciuding speculatlon as to the degree of 1mpact thxs problem mlght be’

having on the proaect. Sharon accepted these comments and was careful

not to be judghental. She concluded the day's session with an explana-
 tion that she would synthesize the day's conversations -afid. would present

. "a draft copy of the té'chni'c'al assistande aafééaéﬁ’t for ‘group discussion

the next day.

~




'Day Two - e
. ) A ' . . . (

Sharon and Blll were drlven to Oak RIdge School by Jean Sellers.

En route; Sharon dlscussed wath Jean the needﬁgfhat had’ been 1dentif1ed
~ R S S S

the previous day. They were.'

N A551stance in preparlng for the movem’

_.restrlctlve env1ronments

.

- 25 Assistance in assigning and impieméhtiﬁg aﬁrricuiun improvement

3. Assistance in developlng new skillds in pre—speech Ianguage

' rstlmulﬁtlon, and feeding for low-functioning children
/ | :
4. .Assistsnaé in 1dent1fyf§g what 1nstruments are available for

the summatlve assessmeny of young S/PH studerits .
\ L. S
- | ; SR
5. Ass;staﬁce 'in measuring parent satlsfactlon with services to »
' childréhﬂ -
- I \ * t )
6. 5ASSlstance in obtaxn;gg 1nformatlon on 1ntegrat1ng feedlng and.

pre-speech goaIs with cognitive and language goals
Sharon suggested that it would be useful to’ keep a process record of the

progect, so that in; future,_others could learn what had taken place as

-tns/prbgfsn deﬁeicped;

/// Sharon's first ﬁeeting.cﬁ this second day of the needs assessment

’ \

/// was w1th Marle thnson, the student teacher, and Eilaine Mltcheii the -
alde. Sharon restated the purpose of TADS and asked questicns about.

Mthéir understanding of the needs ssssssnsnt instrument. Elaine nsa |

‘éaestiohs about recbrd keeping, and Sharon descrlbed fully the help that

TADS ccuid éive. Marle 1nd1cated that she feit iimited by haVIng con—;
tact with only two ch11dren and that as a result,~she really did not
‘have a good overview of the project. Shé expressed her féelihQS'ahbﬁt'
heing a student.téachérlwith the:prbject Elaine expressed similar

-

Ly

(Y
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. ,

dlscussron about communIcatlon. As Sharon llstened, she encouraged them

70 work through their feellngs.f Marle sa1d she had feit 1eft out of the
\

.

project at the-beglnnlng because she had not received the same orlenta—
"tlon as “other staff:

Because she ‘had been "bombarded";ﬁith so muCh to
] 1earn, §Bé tﬁouéht that "student teachers.should have the optlon of | o
{i.g ﬁ.belng here." ‘ i“; ' 7> S0 ‘i> O RO Hj;. ./iQ\i
-~ ';." . '; Sharon.s next conuersatron mas with Martha Bryson, the occuéatlonal
| ! theraplst;- \

_ They dIscussed detalls of the. off-51te techn1ca1 a551stance

LS.
o

workshop, and the content of the techn1ca1 a551stance agreement need

They agreed
that Sandy DaWes, the other staff member who would be.attendlng the

statement and objectlve wh1ch wouid cover ‘that - actlvxty.

. £
workshop, should also be present for thls discussion so; as they waIted

&
_ prepared about the 5&5&55 component technlcal a551stance. When Sandy
: i. . . - . .
arrIved there was general dlscu551on about the wordlng of the agrege- 7 Lt
LY /
) K
ment for the'workshop. """

‘When Jean- Seliers arrxved, she agreed to the'
‘.nwaraih§ that had been developed by the others; Sharon then re-read the
,  entire draft agreement for Sandy; Martha, and Jean.

TN

. The conversatlon turned next to thé topic of‘the "communlcatlons
prohlem"_that‘had beenﬂantroduéed\onrthe first day of ;the needs assess-
' ment: .There‘was,some Initiai'hedgingﬁondhow to deal with'the problem.
Sharon outilned ste‘of the “faétg ofliiféﬁ abeut prbjéét development
; in generai,fand‘suggestéd that té be successful; the éﬁﬁféé&ﬁ beIng

qommunIcations; Jean’expressed,the feeling that not all staff beileved

B kR

~o
\‘
O

R : . . 1;3;*;. ‘
FRIC ~

Aruitoxt provided by Eic:
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the problem.' _ . : FLOR o

o The dIscu551on settled into a dlalogue betwéen Jean and Sandy as to

'
a

'“T-'whether ‘the: approach taken by the pro;ect was, 1tseif' causxng probiems

» -

because,of 1mplementatlon d1ff1cult1es. Sandy fe1t that staff mlght be = R

> .

4 'i
,7L.._L,, .

w1111ng to change thexr practlces to a new approach if’ they félt com~

ey a

ortabie‘In knowing What to changé to. On the subject of 1mprov1ng

\

: ',’ommuq}cation, all threé staff members shied away from "touchy—feely":i

"""""""""" favor of dea11ng Wlth issues by resolv1ng common profes—

N
had rema1ned apart from this conversatlon;

to how the st&ff would deai w1th confllcts.,

now 1nter3ected an 1nqu1rygas

. Responses to; and ‘reflections on her dommentyy@re'amgng staff members

‘ ratﬁér'thaﬁ béing direct®d to sharon. .
', S,Next Sharon focused thelr attentlon on the topxc of duai manage—

ment of the progect There was consxderabie talk about dlfferent per—

{ \ 777777777 .

,received different‘messages from différént managémént persons. Jean B
S
.

o a

'sald to Sharon, "If you leave w1thout the issue of communication belng

f
T T e e I

| ;addressed, 1'11 be frustrated u
f " ‘There followed a wide-ranging discussion covering many topics.
Through it all, ‘Sharon iimitéd hér iiartio’ip'ation to askiiiij for Eiari—

When a questlon arose about what wouid happen 1f Alan dls—

P

fications.

. aéreed w1th technlcal a551stance needs that the rest of ‘the staff felt

’-

7fwere 1mportant Sharon suggested that.this was someth1ng they Wouid have

\' - . .
5t 'work ‘out w1th him. Some txme was spent in dIscu551ng various =~ |

brew.

ifs:LonaI concerns. Sharon EWho .

wh



Aian,Adams arrlved at noon hav1ng been delayed by an emergency N,

ok : J - w

meetlng at the college. Sharon - reported ‘to h1m the results of the work

7!

done the afternobn before after he had left and revered the draft ‘
[ S S e .y = o -
agreement she had drawn up durxng the evenlng She ralFEd the issue of

\ , -
' .

pwof the problem. Sharon was acceptlng of hlS p051t10n ]but saxd she aiso_:
' A |

could understand the other staff members' feellngs._ Jean“reéemphasized

that;communication was;?indeed’ a problem.- Sharon then adopted the role
. ' 1.

of faéilitator, and. attempted to’ clarlfy the issue between Aian and

- Jéanf' Dﬁring thls_dlscu551on,,Sandy and Martha remalned silent:

I . v -
[

In a generai dlscu551on of the needs assessment process, Alan 1nd1—_

’. - I v .

. cated that he didn't be11eve it was a'§ood 1dea to have the needs

. . . o

asséssment so early 1n a new proyect, and that he wodld not agéiﬁ’ééi

. . ) -
--* -7 for one in ‘the early;months of a new program;.uHe dlscussed several '
' ) . ¢ . ! },

. issues; comparlng short~term change w1th change overlthe long term

3 f

fﬁmbng:other areas-of concern,-hejexpressed a de51re for technleal_
asn‘sis'tanee.-in curriculum aééigﬁ;t- ' - :
‘ '. | | -

Next, Sharon focused the conversatlon on the needs assessment
2; ' results. After some detalled dlscuss&on of one 1tem; Alan asked for an-

d
' bk ,,7
.overv1ew of all the needs ralsed by the “sta ff gave hxs approval to

N
~ ' )
—. . . - - // . ~ . ~ I

;the Off—51te traxnlng for pre-speech language, and Eeeding,'noting\
. | (N

g that 1t had already been adopted as an 1tem fOr stafE §articipatibh.

5 - j @

He added other: needs, and dlscﬂssed prlorltles as ‘he saw them: During

i

this t1me, dlfferences of. oplnxon and pos:txon were expressed by Alan .

~ 3 i
|

".  and Jean: . Sharon attempted to explain Jean‘s positions to Alan, and
‘ cv X P N X )

indicated they were representative.of positions expressed by other staff

.




~

durlng Alan 8 absence from the meetangs

)

’

rn further dlscussron o£ spec1f1c aspects of the technlcal a551s—-.

tance agreement draft Alan stated th a551stance ln locatlng summatlve

evaluatlon measures was Important because it would help h1m address one

c . - . - - -

_./, o - -

of hxs major prlorltles, that of preparlng the progect\s contlnuatlon
K . } -

gt ! . ..J,

proposal forrthe comlng year: Sharon p01nted out that the dlfferences

'1n prlorltles of khe pro;ect d1rector and the staff made It dIffIcuit

- i v

for her to deveiop the flnal technlcal a551stance worksheets "She ',ﬂll

acknowledged thaé carrylng out the needs assessment 1n a fragmented way

- -

had not allowed.Alan s prlorItIes to be éommunlcated eyen.by 1mp11ca—

n
-

N

5
v ;

ERIC

Aruitoxt provided by Eic:

) prlorltles of 1tems on the technIcai assxstancef greement.;

"t;on to other staff nor had Alan had the opportunlty to hear the
-4

!
< .

staff's reasons for recommendlng certa1n techﬁ;cai a551stance needs

v f R k B [} ‘.

Alan noted that 1n any event the fInai dec151on was hls to makea, Jean

~

; . . v : LS

When Jean left to attend another meetlng, Alan and Sharon remaxned

s '
. . .

to compiete the techn1ca1 asslstance agreement forms. Aian asked how

Wt

;TADS would reach 1ts d801510hs about prxorxtIes of Items. Sharon S

. . . .
. 3 K _ s

equlvocated somewhat dh her answer because, she sa1d she wasn't sure;‘

e ‘ -
. . B
77777777777 .

Nevertheiess, they agreed that tentatlve priorltles wouid be set, and

«
.\1 n,,

‘that Sharon would contact TADS' about unanswered questIons before f1na1‘

‘pr;orltles were reached She attempted to reach TADS at that t;me but_:

;wés.uhsuécésSfﬁi. She ‘said she w0u1d call again the next day from her«i

MR

H

home, and would call Alan with thé resuits S ,';f" ) \;' '

"The needs s ’sment‘se551on was conciuded’by Sharen s rev1e'1ng

e -
PR

L

o - . < /\ T
argued for staff consensus on the agreement There continued to be e
‘ dlscussxon for several mlnutes between Alan and Jean about the i : «
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‘leav1ng.

hf‘

”

. for kian what had been accompllshed so far and what she

‘_dlscu551on.

¢

,\-,»

)

‘A

\

-

¢

work

Alan expressed poSItlve feellngs about the

101,

would do after

with an

process,

informal

while -

acknowiedglng that prohlems had arlsen.
- \

'a good thing for all 1nvolved and that éhe staff were about where he
v v

"expected them to be, 1n terms of development, at this polnt in the pro—:

ject. He re-stated hls concern about the need for timéldness‘in‘TADS"
response to the project's téchnical assistance requests: - i?.

-~

i

Interlude

"' sharon reviewed the needs assessment with [Bill Anderson, the case

She thought the two .

study observer, as he drove her to the airport.|
aaiié Work had been successful in spite of the 'fabiéms of eaﬁaaaéiag‘

o
‘the needs as séssment in small ‘group InterVIews;

’\“{ . .o cr

It had’ gone wall she

belleved because of the degree of competence a'ready achleved hy the

«

.

progect staff

: After~reavingisharcn at thé-airpaft— Biil s
-;\to his home.. He had ‘time to thInk back to a- conv rsatlon he had had a
. few weeks earIIer Wlth Jay Arbey, TADS technical a751stance coordlnator

'for”Project Co—Qp; Jay said he had met Alan and Jean at the HCEEP

'k ¢ A\

.he told Alan ‘that TADS could prov1de some technlcai assi

E&ﬁ&é Immedl—

In fact, saId Jay, there. had bee'

sion at that time about the child progress evaluation planned for the

oo Yy ; R

ately 1f.1t was needed;

| i

LA\

some discus- .

-
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project. Both TADS and the. project had been concerned about the system

d”.ithat had been chosen £3r monltorlng progress Alan had indicated he

would foiiQW:np“on the concern, but Jay haa‘haé no. feeéback from him. .

S a ;
that after a fast start; there had been no apparent follow up gy the

A

~progect.;
- Jay-had also aiscussea'with Bill the reiétionghip-bétween the pro-

jéct and the_college_Where A1ah‘ﬁaams taught, looklng upon it as a reai
- < .ﬂ
was looklng forward to developlng an open relatlonshlp w1th Alan, and

expected that Alan would be dlllgent 1n his follow through with technl—

: cal a551stance consultants and in conductIng the admInIstratIve tasks

s

. Jag Hoped the project wcﬁld find him réceptive to their hééas;'aha would
understand that TADS had aahy,fésaﬁfeég and people available for help:

The project might need help w1th an evaluatlon plan and w1th
de51gn orﬂadaptatlon of the Currlculum, Jay had told Blll Slnce the
\teachers were be1ng asked to make.major changes_1n the1r teaching st§lés;
“he anticipated that assistance ﬁ&éﬁéﬁé needed in that area; as vellas
-y . :, e

;. o

y’

- program; the

- : o e R - - . e - R '/‘ .
;iﬁplicati ns*of‘working as a. modeltprojeét; S _ R
! . B i

Bill recalled that Jay had been 9051t1ve 1ncsls feellngs about hlS
R .

wérking rela 1onsh1p with the pro;ect because he thought that he and

Aian had simirar;styles;-.”It feels good‘to work wlth him;" Jay had saldﬂ

N .
/ . .6
s - .

. , . _ .
, R . L . 4
A ' ‘ ,1;”:77' o
. IR U5 I w
’ ’\; S L . .. .
S, . “ - , A

) ekpected that ‘the proaect mlght need a551stance W1th its parent"

and w;th developlng.an understandxng among staff members of the;

6?_ o _..:\t

had,wondered about what . had happened and had expressed some concern .

P
In developIng among school personnel a sense of ownershlp of.the proaect. =
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. v

Be thonght any.problems that mlght aIISé would be caused by the pressure'

" ’L' .

-under which the- staff would be workrng. alan mrght feel overloaded, and

S

Athe project mlght not. take;the,tIme to evolve sibwi§. ‘Jay ‘had the"

~.1mpre551on that there was' little room fbrfmistakés‘éf'aﬁaﬁgé;;éﬁét there

- was a great. commitment to the original project pian,; and th'at'the pro=

. in ach1ev1ng hls goais for: worklng with Proaect Co—Op.

The Memorandum of Agreement -

‘ject was locked into the directjon of JDRP approval. on the whoie, how—“'

~ - -
4

ever, Jay had hoped to be supportlve of meet1ng pro;ect needs durlng theﬂ

year. . As he reached his home, Bill made a mentai note to check wrth Jay

3

-at the end of the year to learn whether Jay thought he had been successfui

' > : . ;‘ .

’

' -

-~

T It %as‘the Weék'béfore Christmas. The receptlon area of the TADS,f

-

f offlces, with 1ts hollday decoratrons, reflected the ‘warm atmosp?ere’j'

assoc1ated W1th the season. Next door, 1n the conference room, severalf

' ; .

.'of the staff had gathered to dlscuss and rat1fy a proposed technygal

- assistance memorandum of agreement between TAES and PrOJect Co—Op

Two weeks earller* 3ay Arbey and the TADS assoclate d1rector for

l Kl / ‘; ’

demonstratxon pro;ects had met W1th Alan Adams at the\HCEEP dIrectors'

]

eetIng in Washlngton 'Alan had shared w1th them hIS feellngs about
L

*

7

problems he thought the needs assessment process had created for him

+ . . l~

‘and for the prOJect;A The problems;weré_in"tﬁo;areasé Eﬁévfiﬁéﬁéiéi

“and procedural_arrangements for staff ﬁéﬁﬁéié*ia attend the off-site

workshop, and the 1dent1frcatIon of communrcatlon problems between Alan
' : §

' and Jean Sellers and among the’ staff Alan had" reported a marked ,

improvement;in communrcation,.and the three:had eipiored various .

S : & oo . < : .-
- . e o - : : R S
g . - " . ; : -

" T
I

A
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¥ and the school system.

' basis of subseguent discussions with Alan Adams : (see Flgure 6) I

p0551b111§1es for‘fesolvnng the problems so that ogf-51te tralnlng would

4,.. 'i Nis . r ’ L :k,,

day reported

be of most use to the pro:ectv

appeared to- have been resolutlon'ofnfhetlsSUes,;and)gay belleved that

A

atlonshlps between the college

s J\-

'
'/."

e;
s

He outixned some.of'the potentxai Impact that . -

s . Lo

-.‘a v,.

Sz

tive env1ronment" mlght have on}technlcal : The TADS evaluatlon‘—‘

)
'.,"

specxal:st explaxned the 3D£P approval prrfffff as ’,'relatedito;the}f'

S . . . . 'p

‘.,.1

orlglnal progect proposal.g Jay,reported that Judglng from his'most.récenti; ;

conversatlon w1th Alan Adams, Alan no longer placed JDRP qulte asﬁhigh_on

_"a . ' N ‘,. ) v )
. . R

hlS ptlorlty lISt, although 1t was Stlll 1mportant to him.

!¢*%§6ﬁ§é to questIons from th colleagues,'day saId he didnftﬂ

e
H

+
- e

know why@l&n{ha& not been able to attend so -i’n'an'y ‘of- the fieeds assessment .

,»?, 0 - ¢ : . . I
use551ons,‘but he understood that the staff had flnally reached consensus . -
. ;r. ‘. a P

ﬁe-reviewed thefsix technicaiaassistance deiivery methods proposed for'

A
'

t§§ memorandum of agreement. one off—51te consultatlon, one on-51te

¢

consultatlon, and four lnformatlon serv1ces. ;5 explalned that one of K .

.‘ - T
N Lo ,
- < . N A L
L

WOrkshop, and discussed avallable TADS materlals that mlght be of help

.

to the project W1th the1r three other 1nformatlon needs. The se551on-"

ended w1th rat1f1catlon of flve technlcal assistancé needs;-essentially C
as devéioped during the'needsfaSSessment; but5modified'in wafaiﬁg'éﬁ thé§

-

o o~ ' o . : |
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- begun to work thh.her;co-teachermof infants; Cynthia Lee, and bpth

;Sandy was to return for a follow—up workshop In May.

. | " rechnicdl Assistance Events

it was Washxngton s BIrthday, and BllI Anderson plannéd to spend

" the day aﬁ\Pro;ect Co-Op.' Martha Bryson and Sandy Dawes had just re- .-

l -~ .

turned from,a week—long off—51te workshop that had been provxde& to
neet~the project s third'technicai aSsistance need; The workshop'had !

‘ focused on technlques for deallng w1th certa1n medlcal restrlctlons of

severely/profoundly handlcapped 1nfants in order to reach educatIohal
% - . .
goals, an§ Bril was eager to hear the teachers' reactlons;'

Although the Workshop had riot prov1ded exactly~what they had wanted

. or expected, both Martha and Sandy had generally‘posltlve feellngs about

the eiperienée; éspéeiaiiy ité fofﬁat aﬁa organization. They toid ﬁiii'

that a good theoretIcal base had been presented, although for Martha it

was repetltlous of prev;ously acqulred 1nformat1pﬁ. In rétroépéct;~both-}

would have preferred to spend more time on practical concerns--what to

do rather than why to do it:

2

"What are we golng to get out of thls?" In response;,Sandy had already

LS

Sandy and Martha §iénned more formal work with other staff in a few
days. A workshop consultant from the programrthey had visited was to
éoﬁé to Project Co-Op in Api&l for the éééonathaéé ot ﬁféiﬁiﬁa; éﬁa.f

R

In respornse to Blll s questlons aboutwrhe overall value 'of . such

offfs;te consultatlgns, both Martha and.Sandy endorsed part1c1patlon of
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othersstaff in similar sessions; They belleved that such actIVItIeS

could have a major 1mpact on the project s currlcuium

B kS ).
3 toe

Interlﬁde I. aiii was meeting with Alan.Adams, since he had some
b

txme 1eft follow1ng his se851on w1th Martha and Sandy. Aian reflected

on‘hls reactlons to the needs assEssment held 1n'November, and 1ts

e [
Lk 4_‘_\‘1

; 1nfluence on the project: He Stlll belleved the needs assessment had
P ] ‘ -
.caused spme problems. At the least he said, he sﬁoﬁid.ha?e had a pre-

’

ok assessment conference w1th Sharon to clarlfy the way the sessions were

: ~ 2
o to bé handled and to éiaﬁéﬁéé ﬁérsonal-agendas. Rbknowledglng that
H
= “the. communxcatlon problems were belng addressed as a result of the needs

Y a assessment Alah c1ted as examples the estabixshment of more spec1f1c )

role deflnltlons and the revision of staff—meetlng structure.. In fact—

PR

Alan had employed some of the needs assessment procedures in dévelopxng
& 1 . .

the new roile deflnltlons for the stéff.

¥ L
"

{

‘of Were in process, Bill learned: Need #1, for information régarding |
ledst restrictive environments, had been cancelled due to aﬁaﬁgég in
the school system's prioritieés. The focus -for the on-site consultation
on curriculum development (Need #2) had been expanded, and negotiations
were under 'way with«a consultant selected by the project.

As their meetiﬁé ¢cnciuééa; Bill thanked Aian for éﬁéﬁainé this
time.with him. He Gas glad to learn of Project Co-Op's progress, and
said he looked forward to hearing more of their work when he returned

for his next visit:

-y
S
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interiudé II. Blll Anderson was especially looking forward to this

Visit to‘Progect Co—Gp because he had recently learned of Sandy Dawes

'appointment to the position of project coordinator: (Jean Seilers had

resigned that position, but she continued to have regular contact with

. the proﬁéct.throﬁgh her other aﬁEiéé with the school system.) Bill was

'anxlous to hear how Sandy was managlng to serve as‘project.coordinatof;

'whrie cdhtlnulng her asslgnment as a teacher of infants:

Durlng’thelr meetlng; Sandy acknowledgedfhaving_some ﬁﬂsgivings..'
. _ N RN : .

~

This was her first administrative position, and she was cautious about

" her acceptance in that role by .her colléagues. She was particularly

-

':anxious to'transmit as much as §6§§i£ié of her off-site training

experlence to other: staff members, she was concerned that 1t§‘Impact on

the project mlght be lost if she were to leave. Sandy was posrtrve

P

, to the comlng weeks and months; even antlclpating the Rinds of.téchnical

N

sggigiaﬁaé that might be"required. she. was glad that her new roie gave

the pronect a full—tlme admlnlstrator at the sit§;i“

v

;o - : e
When Alan Adams joined'Sandy and Biii’ they discussed the technical

of the five actiwities; an informatiqn nééé'régéréihg feeding and bré—

dspeech 1nc1uded in the off—51te workshop, had been canceilled. A second

U

éarly information need h&d been fulfitied by Jay Arbey, w1th a551stance
from other TADS staff members., The réport from TADS in response to the

third 1nformatlon need on parent- measures had been recerved by the pro-

. ‘oo

3ect 3ust a week .ago. Neither Alan nor Sandy had read the material yét;

it was being reviewed by Martha Bryson, who was responsiblé for the work

[
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to whlch the. Informatron applled most directly. The off-site waikshaﬁ“

actIVIty had been completed w1th Sandy s attendance at the follow-up
‘ »
session. The on—51te consultatlon on the tOpIc of currIculum develop-

ment had been the subject of several discussions between Alan ahd-Jay
R J - o

Arbey during the:preceding months. It was’ riow scheduled for late July

Alan now reflected on the technlcal ass:stance process, and on.

'l ,.'4

e

Proaect Co- Op's work with Tﬁﬁs over the year. He Stlll felt that the

- . needs assessment had caused problems whlch only now were be1ng resoived:

) .

Although not related d1rectly to those problems, Aian said he would . -

.m».Ll_rhaye preferred,an assessor who was. expertly_lnformed about programs for

y
severely/profoundly handlcapped chlldren, ‘who could have assisted the
7

- staff—1n 1dent1fy1ng speclflc proaect needs. He repeated his earlier

call for a pre-assessment conference between the ptoject d1rector and

: the needs 'assessor. He aiso suggested that the proaect director and a
TADS staff member should work together and become ‘well acqua:nted

N before the needs as ses ment was' scheduled, especxally for new pro;ects.
- - D
e Déspite‘tngse_earlier probiems; Alan now had a_favorabie response .
to TADS and ite §6Eéﬁ£i&i benefits for his project. He was éépécialiy
baéiEiVé'iﬁ his comments about his working relationship with Jay Arbey,
and spoke appréciati0é1§ of Jay's Wiiilﬁéﬁééé'Eé'Bé'éupportive ;na-
flexible in implementing the technical assistance agreement.
In commenting about some project administrative matters, Aiéﬁ
reported two occurrences that were having an impact on the project's

direction. One was a school-system deCISIon that effectlvely slowed

down the move toward the 1ea5t restrictive énVirohméht for ééﬁéféiy/
profoundly handicapped children. The other was a decision by the

Q . ; ;l:'.
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college which rediired a substantial increase: in the overhead rate

R

applied to ,13555&&5 funds: Tﬁis fvioiiid haiié required some revisions to the

decision. At the same time, Alan repofted, he had been able to secure

higher salary.classifications for project staff. |
o . s 7 \ _
Later, Bill met with ﬂartha Bryson and Sandy, W§o.éi§cusséd’théir
' eyperiences at the off-site workshop and aésefﬁﬁéa'p{ahgifaf follow-up
work with Eheir colleagues: Sandy had mot yet had a éhance to talk with
?‘Martha about h;r.follow-dp workshop, and a time was set f?f them to get
together.* ) \,'

Biil had informai Eoﬁyefsatiois ﬁxtﬁ other staff durIng\hIs walk

[y

through the school. He found that the only 1mpre551on most sthff had

.v .

: of techn1ca1 assistance was of the November needg\assessment. They

N J A SO W
knew; of course; that Sandy and Martha had.partic%pated inxan off-<site

tfaiﬁihg workshop and that a &oikéhc;)& éor'xsuita'xi;t had iiftsitéds_‘ti'xe pro-
ject. The information needs activities did not apply to them directly,
ana;thé oi=site cthﬁltétibh aetiviéy had not yet been announced.

Bill Eoﬁéiﬁded;ﬁis'yisit by ﬁéetiﬁé Bfiefiyiaéaih ﬁitﬁ Aiaﬁ‘aﬁd

— -~

§andy; They said they hoped the case study would contlnue, and looked ~
forward to Bill's attendance at the July workshop. P i
\
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~‘conductang formative evaluatlons.. Jay Arbey- had toié(ursui Jthat her

On=Site Consultation L
. ] : - /4

ot . , -~ A . : _
Ursula; for.walklng across a_coiiege campus ‘and adﬁiring the. trees and

~ shrubs. She was 1ook1ng for the building where she'was to meet Alan

> -

Adams and begln her three—day workshop w1th the.staff of PrOJect Co—@p.,

Utsila and Alan had met a few days earlier to dlscuss Alan' specific

M ° ol

’expectatxons for the workshop, whlch had two basrc objectlves a551s- o=

' -tance in currlculum development, and assrstance ‘with technlques for

LN

."

because of her exten51ve experlence, both as a researcher and a praé:

.'tltloner, with the type 'of cllentele, espec1aliy 1nfants, served by

Project Co-Op. Ursuia Todd was dIrector of a pro;ect located ln'

another state, that was very 51m11ar to Progect CQ-Op 1n térms of - RS

cllentele and admlnlstratlve strqeture. Her pro;ect also had Just :

cbmpiétéa its flrst year of operatxon, ‘and Ursuia 1ooked forward to

[ . , I .-

comparing notes: . . v
B o i
BEEN .

Both Alan and Ursula arrived at the conference room early enough
to review their previously.made plans and to resolve last-mindte pro-
cedural questions. Then Alan introduced Ursula to the project staff_as

tﬁéi} arrived for Ehé first wcrksh’o’p’: session: Sandy Dawes, Cynthra Lee,
Anne Newten, Sue Wilson, Ken Stevens, and Marilyn‘Thompson whp, like s
Ken, was a ﬁnivg;s;;y graduate student setving as'a project evaluator:
Jean Sellers also attended the mesting, since she was a school-system
staff ft\eﬁhér; responsible. for special -education prografis.

Ursula pﬁened.thé.ﬁeeting by outlining her.philosophy and citing

1



rCynthlarLee, who descrlbed.the objectlves system used during the first:

b

-

'\several prlnclples she thought Whre 1mportant considerations when work-

.ing W1th 1nfants. She moved more specifically into a descrlptlon ‘of the

project sh& d1rected its env1ronment, and the poﬂhlatlon 1t served.‘j

A ;
Project Co—Op. Next Ursula described in more detall ‘her project S

I . - ~

curr1culum and the ratlomale for 1ts use She also 1llustratethhe
l . AU .

. \ _ e o ‘7 . R .
forms used for gathéring'data; and discussed several evaluation issues,

such as the valldlty of~1nstruments and the types of varlables that

\ o

) should be measured. VT S o

i : . N
= T F U
-+ Then it’'was Ursula's turn to listen as the Project €o-Op staff .

described their program for her: Sandy Dawes presented a broad over-
. . Lo . ra R N

A

R . . ) .
viéw &f the project and showed Ursula the materials used for describing
B - ‘ : ’ .

Y

ﬁrajéct Co-Op to‘théfpuhlic and other professionals. She noted particu-

“lar aréas whlch she hoped would be covered by the workshop. Sue ﬁilson

-

1ed a d‘scuss10n about record—keeplng methods, she was followed by
Q

§
s » \

year. F1nally, Alan outlined another objectlves system that was planned

for the secon&,year of progect operation, and noted the reasons it was

N N
i

consxdered to be more approprlate for meetlng Proaect Co—Op S needs.

Q

The dlscu551on turned next to therparent/staff tra1n1ng form, what
. 2 A
Was done w1th the data collected and how xt related to other project
data;’ Anne‘Newton described the parent lnvolvement plan used by thé '
project, and led a discussiontconcérnihg i;s use. ?hé SésSiéﬁléahéigaéa
@ith an outline aE prasléms encountered early in the year and how they

Wérétresolyed. Throughout; Ursula Iistened attentively and, from tifme

| S——y
Bl
oy
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Follow1ng a m1d—mornlng break Ursula met w1th Anne Newton, Sue ;

..*-xa

wllson Sandy Dawes, and Jean. Sellers to begln d15cussrng 1n more detaxi

the issues ralsed ear11er. Among the toplcs they covered was '’ the means

for maklng data procedures/actlvxt1es/forms more\useful for both the
currlculum and evaiuation;' Ursula'frequently‘offéréd suggéstibhs and

LA . - B . . . 5
: . - S o B

[ - Y % LA ) :
comments to clarify stafflgﬁﬁcerns. She encouraged them to took ciosely

at the forms they used,.but to feei free to vary them 1f needed to make

rthem more approprlate. ‘In response to Jean's questlon about the 1nte—

K v e

gration of new staff mermbers 1nto the ‘project, Ursuia outlined the plans

her own proae;t hédffbrraeéémgiishiﬁé this: sn&sﬁséa such references to -
her‘ownror 6£Héfsi eiﬁeriénéeétoften'when.respondrng.to thé,staffis

questions:,\ﬁearing‘speeific and concrete examples of solutions achiéved
by others for problems similir to their own’ seemed to Strike 4 responsive

chord in the four participants: Fhrougbout the session; UrSula was'

. encouraging and supportive, attempting aiwayglta give answers that were

as satisfactory as possihie.:

Alan Adams; and Sandy Dawes. Their rnItIal-discussion centered on sim-

mative evaluation measures, with ﬁrsuia 6utiining those used in her
project. Later, thé topic shifted to formatlve evaiuatxon méasure% and
iéhgthi discussion of the nature of-baseiine data: Ursula answered a

collected by parents; and the handling of various evaluation issﬁes

with prOJect staff. There was considerabie dIscussron on the phllosophy \\

of wor;zng with young chxidren, especially 1nfants, and the evaluation

1 Yy A C ' o
i . s -
: | B (
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" positively to the mothers, and she complimented each on her interactions

; : A . . R
P . - . . > N ‘ X -
] Do : ; ok S )

'..;- ‘.;

rohlems that can- arise as a: result of operatlng from dlfferent phllo—

sophlc bases. The session was 1ntense, both 1n:breadth and depth and <N

e
.-

wander, Ursula reorlented the group to the task at hand through

s -

hlghly 1nteract1ve., On the few occasxons when dlscu551on seemed to. .

- ! - : -

supportlve and humorOus comments. The. afternoon ses51on enfed wrth S
T . b . T

- e e
) ' . ) ' - :
_ﬁ;an and ‘Ursula golntly presentlng an Informal summary. o %;

The next day, Sandy took Ursdfa on a series of visits. t6’£ﬁé~ﬁéﬁé§

of 1nfants enroiied in the pro;ect School was clo3ed for a brlef i !

\vacatlon but the tw1ce-Weekly home V151ts by classroomatéachers, a.

\
St v

regular part of the 1nfant program, contlnued En route to each home,

Sandy descrlbed the famIly env1ronment atid outllned the’ chxid's handi-

RS
A T,

. 13
capplng condltlon, In respondlng to questlons asked by Ursula, Sandy B

° , :

u51ng profeSSIOnai ianguage w1th éase. .‘Ursula observed as Sandy and

the mother worked together w1th the chIid often asking questlons and

commentlng on the child's apparent developmental stagﬁ (Chronologi—-
\ .

cally, the chlldren ranged 1n age from Just under one year to almostl
. .
two years.)' Ursula noted speclflc polnts about which she commented:

with her child. From time to time, especially after one visit.and while
on the way to the next, Ursula talked w1th Sandy about various curriculum

and evaiuatlon matters as they related to the child just obsérved. On

.

H-d\
| 1)
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occasion; she conflrmed Sandy s statements aboit the ch11d's developmentv

1
- . ‘- \

sometlmes she offered dlfferlng oplnlons, or suggestlons about how to “T\ \

il

. een v

assist the ch11d and mother more effectlvely. o o - \\

‘ The thlrd day of consultatIon began w1th a rev1ew of workshop .

activ1tres to that poxnt and an outllne of toplcs rema1n1ng to be con-

sidered:in more deta11 Thls meetlng, with Aian Adams and’ S””d&ﬁbawes,

ﬁccberea-in depth such issues as programming for gener1c skllls as com-,

»pared to programmIng for developmental mllestones. Attention was given

to specIfIc act1v1t;es_for chrldren at home and at school: ’ Lengthy
. . . s - - ) : ) ' \\‘ A
cansiaeratioﬁ was given to féi&Eéd;é&E%;ééiiection procedures.

Their® dxscussxon continued as the group drove from the college to-
Oak RIdge School so’ that Ursula could v1ew the schooi's physxcal ‘opera-

tion. Whlle mov1ng from room to .room; Hrsula commented on various items

of ciassroom equlpment; ask:ng questIons and maklng suggestions.

s !
+ !

When the group returned to the college campus for a flnal sessxon,

they were 301ned by Anne Newton. The partrcxpants agreed they would

- -'\, .

currlculum issues cqvered durIng the workshop and to glve ad ed atteh-

’

’t:on to the "least restrlctlve env1ronment“--what it means to Integrate

PR
.

young handlcapped chlldgen with their peers and/or w1th older ch11dren

whether handlcapped or not:

In reviewing the purposes of the consultation and its ‘results, the .
staff agreed that they had moved through the eiiaiiiat’ion concerns rather -
quickly .and had reached a satisfactory level of closure. They notsd
that both Ursula's project and Project Co-Op weére doing much the same

thing with formative evaluation measures. Curriculum concerns had o ‘{/

- # -
Gy\_)\
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burgeoned'throughout the consultat;on, and the ‘staff 11eved Ursuia had

'.lt >

) helped focus the1r d1rect10n more ciearly. S _f~§ h'\‘ - S
_ir FInaiiy, the group agreed that althoug the technlcal a551stance '

. i

;ig‘ .agreement act1v1ty 3ust completed was essentlaiiy the same broad topIc

that had been ant1c1pated dur1ng the needs assessment “there'were'dif7_'i.;
,\ s S it
L ferences 1n substance._ The profe551ona1 growth of the'staff—'and‘thE,

oo evolutlon in their thlnklng about Currlculum 51nce thefproject had

I . * ) ¢

i

begun, had contr1buted con51derabiy to the success of the workshop. As’
"a resuft of the consuitatlon, it would be ea51er to 1ntegrate new staffif
‘me;bers into the project; Because the.workshop had been held.severai'
..‘:; ﬁonthS~iater than ofiginaiiy pianned— it had produced a'ievei of dxscusf_;‘

s . s

51on that was far more sophIstIcated and therefore far nore’ useful,

i

, , .
.than would have been p0551b1e at the earller tlme.

v
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"héVé a real partnershrp w:th the colle@e had been mOdlfled somewhat ! f:ff

T mate 1nter-agency relat:onshxp.' For example, college staff had as a =

-

S mplloguer o T ohos
C - ._;x.-_ . "; P e .“v ) .;7 .

Biil Anderson was meetang w1th Jay Arbe§ for an Inforﬁaihrepiewfaf ’

et - ¥

. . ‘ . .
Project Co—Op from Jay s perspectivef He remembered Jay ; earller ' S

‘*v -, S Ve 1" Y » 4 us

> ,expectatlons fBr hutidrng a.good workung relag;ggghlp;w&thtﬁlan Adams, ¢
':- . . ,\m. - '

R

~ ‘h‘:/ - ) -
\and was anxlous to hear how’that relatlonshxp had deveioped % C',i >

1\3» L . -7 ‘?3:' .
Jay reported, flrst, that hls InItIal hope that the project WOuld

a- . 9

. - : .
.4 '3 <

over the mOnths. The dlfférlng prlorltmes of the coitege and the school

¢ 1

system had necessarlly tempered what he had hoped\mlght be a more 1nt1— '

"

""" Y

.more t1me would be requxred to 1mpx2ment that goal
l\ . = ey

\. R .

o ﬁithough ‘he regretted the mlsunderstandlngs that had grown out of

the needs as sés’ment process, Jay feit that they had been largely over—n'
: 7 ) i
‘come dur££§ the yéar The meetmng between TADS staff and Alan Adams at

" the HCEEP dIrectors meetlng had represented a partrcularly posxtIve

v .
‘ t

contrlbutldn to: 9mprov1ng the rélatlonshlp between TADS and the progectr

",,‘,,zr o LAl ;
Regard;ng th workxng reiatronshlp with Alan, Jay reported that he

» . .
-r . - SIS

had had not only routIne correspondence bt many telephone conversatrons

that had indeed helped to develop a strong, p051t1ve workIng rdla-

-

tIO§Shlp. On several occasrons, Alan had called Jay just to chat about

the proaect and share its progress.' Jay was pleased also, that TR?S

had been able to demonstrate its flexlblllty in responding to the pro—

L]
. Tk
N IR

Ject & technical assistance needs by altering the initial agreemﬁnt and

]
[

H

bid




. . =3

o by arrangrng fcr Ursuﬁa Todd's consultatlon to take place durlng the K
) 3

AL S
M t R : Tl R K
gummer. e : . F W
2.y .

]

.

g As he summarlzed the year s events fcr Blll Jay expressed satls-

chtlon that early problems had beer resolved and that there Wefe good
worklng relatlonshlps both between TADS and the prOJect and Oﬁ‘armore

Jay belleved that

_:personal level between himseif and Alan Aaams.
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g repdrts provided-a great deal of information concerning technical

l,, : A ' . \. ’ o T - . ' 121

'iféviaus‘§éaéiaﬁ§yaf'£ﬁi§ reiort'introaucea the purpose aﬁé~

deveiopment of the case study, descrlbed its context, "and out11ned the

process.' Reports were‘presented of thé observaticns of technical'assis4

‘tance provided for two demonstrations projects in their first year of

2

operation;j, ‘ . S R o >

The goal of the casé study was to provxde InformatIon about the
et L . ’
process of technlcal assxstance: The vehIcle used to attaln the goal
‘was ﬁﬁiiiﬁié 6B§éi6é£i6ng and interviews at two projéct sités, and the *

'J as51stance events, and thé outcomes of’ technIcal a551stance.‘ Thencase

-

B o

7. assistance, particularly those aspects pertaining to the project staffs

‘and the providers of technical assistance: Use of a story-telling

f

}ﬁéfﬁaa &118wé& the fé&&éf to view the delivery of tecﬁﬁiééi.éssistéhcé.

; .
A

Before,proceedlnng1th the dxscussxon; severai basic cautIons should

be stated. First, the observatmons ‘were conflned to tWo, f1rst—year o -

projects, a sample that does ot permlt generallzatlons. Second, asza
: L - st A B

result of'their,prior'éxpériéhce and orientation, the observers had
well-established personal values and biases which may Bé refiécted in

the case reports. @hiré; as comprehensive as the reports may be, they 4

,'cannot represent a total plcture of the projects or of the technlcal

' a551stance prov1ded to thém.‘ Fourth, beoause the study was.conceived .

.

,iﬁitially ag,a one-year stﬁ&?;-ﬁitﬁ a gifaag focus on the charactefistics

3

v

[y
i
Co
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ut techﬁicai a551stanée events and their outcomes or effécts. As a

result of these cautlons, the. dxscuss;on must be viewed as expioratory
/and'tentative. Issues and questlons wh1ch emerge are for further

/1nvest1gat10n ‘and Fhought they must not be con51dered as "truth " It

H

/ is. easy to jump té/conclu51ons in many 1nstances of everyday 11fe- it-

is even ea51er to do SO - W1th descrIptlve case reports.

four questions to gu1de the 1nvestIgatron:
1: What client characteristics affect technical assistance?

é} What techn1ca1 assxstance prov1der characterlstIcs affect the

technicat assxstance?

3. Wwhat characterlstlcs of the technxcai a551stance events

themselves 1nfluence the assxstance?

ﬁ..lwhat are the outcomes, effects, and/or 1mpacts of technlcal
: a551stance?

’ At the end of the year, the TADS staff and observers reviewed the case

.study 1nformat10n and developed a set of prellmlnary responses to the
questlons. To accomplish thIs task- (a) the TADS profe551onal staff
rev1ewed the cases and located spec1f1c 1nformatron thch prov1ded 1n—'

51ght xnto the questlohs (b) the observers summarized the data along

,,,,,, 3

addItlonal areas. of - 1nvest1gatxon——organlzat10nal dynamlcs, competencxes
and experlence of personnei and expectatlons, these addltional data
were 1ntegrated rnto the discu551on of the questlons.

In order to organlze the data 1nto a systematlc framew0rk the

’

findings were arranged into categories. In Some cases, subcategorles

were developed} they are presented alphabetxcaiiy, in most instances=-

\/>
1nferences about their relat1ve -importance are left to the reader.

8

- » ' v e

bran




Qggst;on—l What Cllent CharacterxstICSAAffect
TechnicalAAss1stance? '

a

Data concernirg ciiéﬁt cﬁéféctéfistics'were organized into two

major groups: (a) project organization/administration/ieadership; and

{b) project stéff{';ﬁécn group contains several subcategories.

Project Organization/Administration/Leadership

Analysis of the information rélated to this bfoad category led .to
the development of nine subcategories. Each is described briefly.
: . |

.

- Administrative autonomy. Autonomy, or the extent to which picjéct

leadership has the authority to make decisions and exercise control over
the project,; appeared to be an important factor .affecting technical

assistance. In Project Early Start; for example; where there were

‘several layers of administration and the chain of command was not com-

pletely 6iééf;'£ﬁé project cccréinétcr (Bud Fisher) was not in a-basi-s

e B
turlng orlglnai plans (ev g., the evaluation consultatlon) " In ccﬁtrast,
)

_the dIrector of Progect Co-Op (Alan Adams) had; and exerc1sed, authorlty

to make final’ dec1slons regardlng most aspects of the progect and all

aspects of technlcal asslstance.'

Attltnde/enthusiasmftoward the proaect The attitude of project

admlnlstratlon and leaders toward thelr progect seemed to affect the

' technlcal a551stance, ét ieast 1nd1rectly.. In‘Prcaéct Co-Op; Alan Adams

haa authored the proposal; hé‘WES ccﬁﬁittéa and enthusiastic; and he was
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" technical assistance. Delivery of services ata beneficial time for
the project was of the essence to him. This concern was expressed early

ih;ﬁis relationship with TADS, anéfwas_attended to by the TADS technical

B \

' assistance coordinator (Jay Arbey).
" ) . \

Attitude/enthusiasm toward technical assistance. In both projects,

the climate surrounding provision of technical assistance appeared to
'afféétAtﬁé cufébmeg; In ﬁébjectzéo-épﬁrﬁian Adams ééti?_éiééééiéf&btibﬁ
-wiﬁh the needs assessment required asﬁsiaéfsbié time &ﬁa'éﬁéigy £rom
TADS to §éféi§ﬁ€éﬁ.66€ problems, rebuild the ;éiaticnship; and géneraté

) sﬁpport‘ﬁar technical assistance. By the ena of the yéér,‘;hé'§ECCé§§fui
on-site consultation on curriculum could be conducted in an atmosphere of
interest and 666§éféfi6§; In Pféﬁéé% Early Start, Bud Fisher often ‘ |

_expressed a concern that his needs were not really being met. He was not

satisfied with technical assistance until TADS Staff member Henry Hobbs
provided concrete answers to his questions:

Awareness of needs: Failure to articulate and meet “"real” needs

appeared to affect technical assistance throughout the year, and cer-
. tainly to influence opinions of its success. For example; Bud Fisher
repeatedly stated during the year that he was not sure Project Early

IS

Start's ‘actual needs were identified, although he was satisfied with the
téchnical asSistance that was provided. At the same time; the providers
cern that Bud had not crystallized his perceptions regarding the needs

of the project.

()
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'
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| ionipracticés.- Communication practIces in the admanls-'”""

tratlon and management of Both projects directly affected techn1cal

N

’a551stanceL in Project Co-Op, the’ early 1dent1f1catlon of a local "com—

L}

actlons to alievxate the probiem. In Project Early Start's needs assess-

ment; dlscu551on regardlng proaect status in the area of admanlstratlon

‘

revealed there was llmlted communxcatxon among admlnlstrators ‘ This led

to conf11ct which the needs assessor had to attempt to resolve before

the needs,assessment could be complétéd.

.

Expectations for technical assistance. Aaministrative expectations

appeared, in both projects, to have 1nfluenced both the techn1cal assis-

tance process and its outcomes Alan Rdams expectatlons for the needs

assessment were riot expressed d1rectly to Progect Co-Op staff to TADS,

or to the needs assessor prlor to the event, and they were not met. .
- i L “ .

,“The resuitlng confllct durlng the needs aésés ment led to Alan 3 oplnxon 3

T

- dnd became more supportxve of TADS In Project Early Start;.Bud_Fisher's

Pstaff;for technicgl 3551stance; fol;oW1ng-through on activities after the

”that the event had caused problems for the project. The fInai consulta-

RS

-

mexpectatlon that technlcal assrstance would prov1de an eva%uatxon of the

‘project was not met; and he was dlsappolnted w1th much of the technlcal

a551stance he recelved

invoiiieﬁient in technical a's'si'stahe,é. ',Thisfs;ﬁﬁaaéégaf’y ’iﬁéiﬁd’és‘

[

the admlnlstrator s active part1c1patzon and/or leadershlp in preparlng

Gi'g
R
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“gverit, and praviéiné;éééquSEé“faEilitiés and ét&f?'Eiﬁé“faf”ﬁfadEEEiGé RN

paftiéiéation aﬁd inVBlVEEentE; in both pro;ects, the facrlltles pro-n v fﬁ"}3 i
. v
vided for the needs assessment were comfortable, maklng the. work ea51er S

K

for all partlclpants. On the other hand, both 1eadersh1p and staff tIme <

"

were llmlted durlng the needs assessments, perhaps prov1d1ng a fragmented ) 'iA'<‘

rexpérlence and preventlng a full awareness and expresslon of needs. ,1 Gk

’

Leadershlp style. A contrnu@ng thread runnxng»through both oases'

_waé the infiuence of the 1eadersh1p style employed by proaect admlnlstra—
tors.. In Project Co-Op, Alan Adams eonsidéréd Hifself to be ‘the final
-decision-maker, and he resentkd the needs.asséssor's usé of participatory -

- decision-making with the entire staff. ihis led:eventually to a-produc-

oy Lo
5

" tive ciarlfloatlon of staff roles and responsrbllltles,.but in thé mean-

"

time, Alan ‘expressed resentment at TADS @rocedures that were inléoﬁfliét'

'-w1th his 1eadersh1p style. 'In Pro;ect Eariy Start, the dIrector (Matt)

Q' . v '(;;3

pro;ect was . llmlted due to othér respon51b111t1es. The leadershlp style}=wfe
-that sééméd most comfortable for Bud Flsher was non-dxrectxve. The dif-

ferences in‘the two leadershIp styles may have contributed to the some-"
: _ . ) e
what .loosely focused and changeable on~-site technical assiitance in .
i s ) : . . B . A . !

- evaluation. . " i S .

Roie/responsIbiirtyldlfferentiationf The differentiation and. -

clar1f1catlon of leadershlp roles and respon51b111t1es 1nf1uenced the )

: technlcal a551stance.
txve roles ‘and responsrbxlrtles is avarlable in PrOJect Early Start,

v

where It was unclear who had what dec151on-mak1ng respon51b111t1es for

,"f‘-
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5 S L
- the:project aﬁd.for;Ehéﬂtechnical.assistance; Jit.appeared that-roies»z,

R - -and responslbllltles were unclear or unstated causlng unnecessary

T problems that deflectéd staff time ‘and energy from productxve use of the

\

technicai assxstance.

PR ] B
G

. . Project Staffi .. . < C o
B N TR S S o oo ‘

e L H
s v .

" “)} VR As mlght be expected,.some categorles for project staff were sxmliar

v

3 .
. 1 W

,;,; - to those developed for prOJect admInIstrat1on/organlzat1on/leadersh1p. <

in most case§ however, the effects on technical. a551stance appeared to

. "’

: be somewhat dlfferent.. séVéﬁ;subeategdriés are described-Bfiefl§i -

. O s R N L I
'Attitude/enthusiasuLtoward&theigro;ect: The: cdse studles could not

.
i

begln to portray the full range of attltudes of proaect staff members,

to affect technlcal a551stance‘i A notable example is the posxtlve att1—

- : S @ - _
- AP . ».Jn,

tude of Project Copr's.staff.durlng(the on-site consultat;on by Ursula
p . S RN ST B - . .

%" Todd. “Reflected in themcase_deécriptibn;isiaﬁ enthusiasm for .their work
B ) , V. i ) ‘_a < C .ﬁ: . LT . -
o AT s T U S
v+ . and SwpositiVé;attitudeitOWardgthe.project;that could only ‘enhance- the
(- . - . S ) ‘ L. - .

———— g — e

B . 7O ) '
', L K / IR

o T SR -
reall ‘

R o Egpectatlons for technlcal a551stance. thtle 1nformatlon isg. avall-

, K s Ll
~ /. i

able from elther caSe regardxng staff expectatmons*for tEchnical assis-
Vhét lS avallable 1s related.to unmét expecta-

.

tance prxor to the evént

&

tlons for some serv1ces P example, staff members of Project Early

Start appeared to be dlsappolnted that they were;notlmore fuily involved

T 1n the needs assessment process= apparently they had been led to expect .

that they would have more 1nput 1nto development of the technical

i e . . . - "i C L. K
. * . 4 . l.‘ v LI - | l ‘f d : - :
Q R DU . i B c- J - .
- o ; hoi ) : i .hfu . )
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assistance agreement For lndlvxdual technlcal a551stance events, there
xs some ev1dence that expectatlons were not always- met, as was the case

w1th Proaect Co-Op's off-51te consultatlon.. However, to thé”éitent_that
satisfaction was observed br'repbfféa to the case observer, pro;ect -

staffs appeared to be satxsf:ed w1th technlcal a551stance as it was
o :

K v

o _ RN ) o

prov1ded d1rectly for them., o | o

a551stance. Because Project Farly Start's staff had llmlted prevxous
S ~ LAt
experlence thh, and some’ concretelconcerns about worklng thh severely

)

dlsabied chlldren and the1r parents, staff.development became a technical

0

N -
ass;stancefneed. In Pro;ect Co-Qp, the extent of tralnlng and experlence

affected the'ﬁerceptlons of the partlcxpants regardlng the success of the'

>
” . .
¢ - s

.offisite'vorkshop.: For one, the workshop was useful for the»other, muchb
of thipworkshop repeated prevIously learned 1nformatxon and was not

therefore, as useful as she %ad hoped 1t would. be’

- 1
s -
»

inﬂolvement in techn1ca1 aSSIStance Staffilnvoivement beglns prlor

to the needs assessment, -and- 1ncludes partlclpatxon in plannlng, dellvery,

and fbllow-up for technlcal a551stance Several examples of varyxng

staff Involvement are found in’ the.descriptlon of Project Early Start.

Burlng the riegds assessment, part of the staff were exc{uded from the

i

development of the technlcal a551stance agreement on the second day. -7,

Only Matt and Bud were 1ncluded 1n the technlcal a551sgance in evaiua-
: N

in -

_ ti%n. The staff development techn1cal a551stance was attended by Bud
_f
Helen, and Phll the classroom teachers who were respon51ble for worklng

h
n

&,




129

with thé children Were not inciuded. -In Project Co-0p, the entlre staff

was Involved in the needs assessment, bt at dlfferent tlmes. For other

| ’ ‘technlcal'a551stancé events; only two teachers were iﬁ%&i&é& in the off-
‘isite workshop and it was not until the consultation. on curriculum in

July that ‘the entire staff was again'invoived Comments - from staff mem-
bers of both proaects dlsplayed the1r lack of knowiedge of.technlcal

assrstance and 1ts effects when they were not personally invoLVéd.

Knowledge/awareness of the project. When techn1cal assistance is

focused 6n_ﬁeiping'a prbiéct-réach its goais; as is the case With TADS,

the technical a551stance may be Influenced at least indirectiy By the

level of the’ staff's understandlng of the proaect and 1ts purpose.
T : U

There is ewidence, for example, that Project Early Start's staff did not -

semination: The result was' a need for 1nformatlon and explanatxons of

thls aspect of the project. Such explanations appeared to have been

benef1c1al in creatlng staff knowiedge, enthu51asm, and support for

modei demonstratIon efforts.

-~

. . staff coﬁmunication. Both cases provide dété to suggest that staff

o . communlcatlon patterns and problems can d1rectly affect technlcal assis-

“'tance;, The Pro:ect Co-Op needs as sessor éncouraééd open sharin§ of
' ideas and concerns, and strbngly attempted to create a safe, aéﬁécratic
5

-

env1ronment. The staff responded with statements of th91r concerns and

needs, allowzng the needs assessor to brlng 1nto thL open topics that
r

had not been dlScussed prev1ously Later in the year, the efforts of

. .
’
‘ ‘ ’, . . R . i
. . . » : . . . 7
. . ¢ | [N (
i . . o
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of Pro;ect Co-Op staff members to’ communlcate the results of the1r off—'
: F 4
Site tra1n1ng were ev1dent and thelr concern for communxcatxon ‘made

o thls~techn1cal a551stance usefui to other staff. 1In Pro;ect Early Start

z there was 11tt1e EV1dence of communlcatlon about technlcal a551stance.
._For example, staff members weré not informed of the staff development
plan or of the technical assistance in evaluation:

: W&EiAﬁié§§ﬁ£é¢£iﬁéeavailability. Ehis catégbry was, aevelépéd t6

descrlbe the "push and pull" observed when project staff trxed to par-

t1c1pate in téchnical assistance while fuifIiiIng theIr regular dutles.'
In each case; staff'couid not devote time to technibal assistanbe and
‘children simultaneously, and the benefits derived from the technical

~ assistance were affected.

The reader may himself have identified other client charaetéri's‘ti'c"s i

o o Sl : i .
than thdse presented here. The d1men516ns and levels- of the character—_
3 . 3

1st1cs and the1r effects on techn:cai assxstance ‘may vary, but 1t seems

reasonabie to state that ciIent characterlstlcs can,'lndeedr affect
S S
5 technicatl assistance;‘ one mlght hope that further study of this tOPlC 7

) <
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technlcal a551stance.-;\ : v IR f?‘qﬂi

Qg;stlone2144What Technlcal AsslstancetProvider Characterlstlcs ;
S Affectethe Technlcal Assistance? BT R

LD

.. .
')

'Bata concefning tﬁe characterlstlcs of the prov1ders of techn1cal
P

' a551stance ‘have been organlzed 1nﬁp three ma;ct categorles.A (a) the TADS -

i
organlzatlon, (b) the technxcai assxétance consultants, and (c) ther

x

B ‘»
s . - K .’

techn1ca1 a551stance coordlnators. As w1th Questlon 1 each major-

k]

category contaxns several subcategorles. ,-‘g I B

y s L - . RO o
. .

[N

TheeiADS Organlzatlon i s PR

i t M
b

C G

The analy51s of 1nformatxon for thls category provided tWo sub—'.

N R — ? . : »
categorles. Each is descrlbed below. .
: s - , i

- A B .;

TAﬁsedESlgnffor proV1d1ng assxstance, TADS has a well-estabixshed

de51gn for techn1ca1 assistance, w1th spec1f1c and systemat:c gUIdellnes.
and procedures for de11Ver1ng serv1ces to c11ent5* ‘The sequence of pro—i

cedures is:- (a) program plannlng, (b) needs assessment, (c) negot1ating

the technlcal asglstance agreement, (d) dellVery of technlcai a551stance-
(by consultants and/or TADS staff), and (e) evaiuatldn of the technlcal

asslstance. Routlne and systematlc procedures move each c11ent through

the flve steps. ProV1d1ng spec;fxc technlcal a551stance serV1ces aiso

InVolVes rout1ne procedures, thth are de51gned to (a) arrange for the

techn1cal a551stance events, (b) help both consuitants and c11ents pre-

pare fbr the technlcal a551stance, and (c) monltor'the success‘of the

@l _.t
. . -
- ’\s .
')
. ,4
v "'

Ev1dence 1s provxded throughout the cases that these procedures fé»

‘were used,; and that they affected the technxcai a551stance All of the

events occurred as planned. The routlne procedures produced numerous

.l et

o



c11ents, even;

- ".D

e

'when . some 1nd1v1dua1 events proved- ok’ €5‘5e entxreiy satIsfactory to

“ ~

the clients; Three maJor factcrst%ere 1dentif1ed as belng especlally 4 o

e - .
\..., P PR ;

xmportant in the dellvery of technlcal assistance. They are-descrxbed
be;cw. ; B o >
“ RO ) iy

{ . L
1. Needs assessmentemanagementeand—use- ﬁHlstorlcally, needs : : : ‘

and a c11ent 901nt toward thIs event,. and v1rtua11y all subsequent

/
E

actxvities,are shaped by it, Thé.céntral impbrtahéé of the ﬁéé&é

, ; s ment was demonstrated in both case reports. Although speci-

flc plans and txmeixnes changed over time, the needs addressed

e

r;nand the basxc technlcal asslstance plans remalned as they had been .

deveIoped durlng the'

e

ds assessment.

.~ ey - e -

For both pr03ects, ‘the needs assessment prcved to be a tech- s

%’ nical ass;stance,event;In and,ef‘itself; that is, the clients made
t . . . .’(77 o
further use of the comprehensive program.review and planning dimen-
' sions of the process. ;Each prbiect cited ééiiéféiéﬁ&ﬁéés that ¥

occurred in progect operatxons as. a result cf the needs assessment.,
For Progect Early Start the chan' ,iﬁc1uded; startihg IEP cén? '

fetences that 1nc1uded parents, 1mprov1ng communxcatxcns between

staff and parents, xncreasxng communicatlcn and support of school
o . i §

o admlnxstratxon, Increa51ng 1nvolvement of the soc1a1 worker in the

classroqm; making real p'r'o'gres’s 1'nﬂ -iresbiiilnij 555&5’12;%&55& and p

v

B




D)

leadershlp confllcts, completlng wr1tten 3ob des rlptlons and the'
- x

re51gnatIon of one staff me er by mutual agr/gment. For PrOJect'

Co-Op, the needs assessment resuited in’ the addre551ng of staff

Vp.

-communlcatlon problems by establishlng more speclflc role def1n1-:fv

tlons, and . rev151ng the structure of staff meetxngs. 1ndeed, somef

Y

7of the need as ’ment procedures were used by the proaect in

ddeveloplng the new role deflnltions._ In both projects, the needs

'“assessment caused exlstlng organlzatlonal problems to surface, be o
. _,,- . 3 e v a - ) .
, acknowledged, and be dealt Wlth openly for the f1rst tlme. . RIS
A ; . - - : T e

- The needs assessment created 1ast1ng 1mpressmons and attltudes

in the cilents 1n a way that affécted all of - the technlcal assis~

\.‘
- -

v tance they recelved. It is clear that Alan Adams’ relatlonshlp Wlth e

.:TADS was colored for .the entire year, to some. extent, by the negatlve }1

. EX

'sﬂ“*;aspects of his needs assessment experlence.. Bud Flsher contlnued to

- , I: seek the oplnlon "of an outside expert o?/the quallty of h1s proaect,

somethlng he had hoped to resolve durIng the need ass éss”*nt, In

-h1s subsequent technlcalﬂa551stan/j/serv1ces, he remalned somewhat
ing
/

s

‘unsure that his project was focu on its real needs.¢t

us
-." L, / ) v .’.‘

2. Use of o'u'ts'i‘d'é co'n’sulta‘ﬁtf’s‘i/ The case studies provide severa

examples of how thxs aspect of TADS' design'can;infiuéhéé"”””"**
Y 7 a551stance. In Pro;ect Eatly Start, TADS" giiiiﬁgﬁégé;ia §rowide an
’ ' / oo / +
outside evsluatlon cbnsultant c 10sen by the prOJect resolved Matt s

o . - . L Y
A ’ . . N

concerns’over the evaluatlon t KQ:;ZI a551stance need As that
N, o

= : need was/subsequently addressed TADS " abllity to 1dent1fy and

'employ a local evaluatlon consultant made it p0551b1e to prov1de

ro the techn1ca1 assxstance through a serles of VlSltS rather'{h;n one;

:
et P ' 4
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For both projects, TADS was able to provide their first choice of
‘in_st&ff'deve%#;mentll éoth

N N A
fbr;these‘eeyhts. 1(

/

e ’B.“ Free techn1ca1 aesistéﬁ"i- &hls characterlstxc of TADS' design -

'*.

. k -
‘ certalply appeared to éffect tecénicai assxst&nce._ As Bud Fisher
AL Q; acknbwiedged, "there Were no barr:érs" to techn1ca1 assisténcévés

.. 1S ‘i

long as. "the schbol wasn t paylng or 1t " The fact that: the: amount
"i of.TADS' fundxng avaxiabie to any‘c ientfls'llmltEd-EIso affected i
o theétedhnlca; assistancei‘ Sotme dec1§10ns were ‘madé in order to

| lmaké;the moSt of ﬁﬁeﬂiimi£ea reseureee. IniProjéct EéfiéTSéé?tf RS
t; the declslon to use a iocaiievatuatlon consuitant mInlmiged trave1\ |

costs and aliowed TADS to proV1de more d1rect consultatfon time to
o, ) % ‘ -
the proaect. S S A ' : '

..

nxcai assxstance near the ciose of the needs assessment, as prlori~

: t1es were belng determlned (When a proJect S - ‘total needs are more

) ¢

- than - TADS can support flnanclally, the settlng of prlorltles deter- .

e,

cIrcumsténcé contrlbuted to Project Co-Op s d1ff1cult1es inveéreeing

r

upon their need prlorltles ) The technlcal a551stance need for - ’j;*”'

’\

_Séndy and Martha to attend an off-sxte workshop had been Identlfxed

R

prior to the needs assessment; planSualreadyahad;been made for the

eveht, but at thé etaffrméﬁbers own’ expense. Ifithis'neéd were to

B

.be given the highest prlorxty, the xmpixcatlon wouid be that TADS

wouid pay for the tralnlng.yuAt the same time, the staff development =

. -,..,
~ L

need 1n de51gn1ng currlculum i””révements also-requ;red a 51gn;f1cant

e . . AL

Lol

DY




outlay of éunas.,.siheé it apﬁéared-ﬁnlikeiy that TADS could afford

‘ to underwrite both needs compieteiy, the settlng of prlorltles had

Xy ) f,‘r‘)

‘~f1nanc1al 1mp11cat10ns fOr some of the staf£ and perhap§ Would §
"determlne whether the currlculum need couid be'addressed at aIi*
'afThe flnai prIorItles piaced the cnrr;pulum need hlgher than‘the
;( ‘off—sxte training, ‘with both needs belng 1nc1uded in the project'
' ‘ memorandum_of agreement. The f1nanc1a1 andaprocedurai arrange;ents

i i : - . for the off-51te traxn:ng were subseqd&ntly resolved by Jay Arbey,-

\t ~ Cclearly affected both the needs assessment process and the = . ,
" o S SO S S
» technical assistance negotiation process for Proéect Co-0Op:

. ( S R Ty

'*icai-ag@roach.r'EABs-empioyg;an aaaroach td tech= )
. S o T

S . ) ) ;
nical assistance. that is résponsiVe to proaect needs, non—evaluatlve,
: ; : L : . "; S
.non-directive; and flexible. It is obv1ous ﬁrom the case descrxptxons
\r' . :

that thé consultants and TADS staff members adhered: to this approach in

.r

.providing technicai assistancé; Hlnts can be found in the cases that

f“ﬁthere may have been an occasional confllct between the desxres of ptogect

admanxstrators and TABS' styie. For exampie,.ln PrOjECt Early Start,

Bud Flsher repeatedly asked for evaluatlon of hlS proaect no consultant '

o
' e '

or TADS staff member prov1ded this for hlm, In PrOJeCt Co-Op, the needs
; W

Inf onduétxng the needs assess-
g i p.

L3 : [

<assessor was consxstentiy non—dIrectlve,

ment; the project director was not satisfied w;th*the'outcome.ﬂ On the

< other hand, there were ﬁaﬂy*occagiong oh which réégohsivéhéés aha.fléii:

. Biiity were appréeiaééas as; for eiaﬁéiejiwhen afran§eﬁeﬁts were made for

ol ,,,,W,,,,T,,;l”_””,ﬁ{ﬂy;,i”,y' CE S : _;
the on-site consnitatxon byﬂUrsulé;Todd; P . ‘ '

N B - . s ; -
) - . . P
o L : St
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Technical Assistance éonsﬁitahts

- AN

members who work wrth prOJects 1n the dIrect proVISIon of fechnlcal

.

. . . 4
Included.in thlS category are the consultants and the TAﬁS staff“*—rtf;—f+f;>

v

2:'assrstance. Analysxs of - the data revealed elght subcategorles Which

B ;
1 B

are presented below

e T -

7 Atfifﬁaé/éﬁEﬁagi&éﬁriaﬁéiartﬁérclient;' Eﬁis tréit-ig ﬁaniféstéd iﬁ

o T

-

themiind—thelr work———it waS‘most—notIceable in the
oase descrlptlonslln Progect Early Start's needs aSSessment and ProaeCt
.eo-ep's consultatlon from-Ursula Todd. A posltive attitﬁdé.was ohserved.-?
by the progect staffs and appeared to result in the1r 1ncreased 1ﬁ§ol§eﬁent

X

" in the technical a551stance.

4 . : . . i g

nt_area. . The cohsﬁitahts; profes-

In the-case reports; pro;ect-staff were particularly responsive to Roger
Pearson and Ursula Todd because they were able to share their knowledge

and work effectlvely..

L.

" Consultation skills. Among the skills described for the consultants’

S : T - : -
in both cases are listening, creating a safe environment, resolving con-

flicts, eliciting discussions, and involving the entire group in the
activity. In Project Early Start; the needs assessor exercised skill in
_resolving the conflict over need §riorities; enabling successful comple-

tion ofithe néeds‘assessment; Roger Pearson,,the staff development

-~

.;1’-;7 R ,
- uu . A\l



Eredihiliti. It appeared that hIgh credlblllty may have a p051t1ve

1mpact both on selectxon of/gonsultants and on prov151on of technlcal

assistancef Using' Roger Pearson and Ursula Todd as ‘examples; their

"~

Wére well recéiGéd by proiect staffs.

. ‘gigggéigitz;, Flexlblllty can haVe many dImen51ons, for example,

the ablllty to- play dlfferent roles, to change agendas and tlﬁellnes to )

"meet unexp_gted needs, and to adapt approaches to consultatlon to fxt

v

néw aifaaa§£aﬁéés;_ In Proaect Early Start;. Sally Johnson s was willing to
provide the eﬁaiﬁatiah technlcal assxstance ‘in short consultatlons over
a long perlod of. txméjhthus meet;ng Bud Fisher's adﬁinistrative needs;
Both needs assessors had to adjnst.théir procedures to ﬁeet,ﬁneipected;
schedule changes. All.consﬁltantswwere described in the caseireports

L . as playlng dlfferent roles durxng the technlcal a551stance, with ‘each

LA

??g, ne%/role facxlxtatxng the process.

Interpersonal skills. Descriptors ‘in this category which are

evident from the cases are ffiéﬁaiy; open, sensitive, and courteous.
"J":R . . 5

thle there is a close _tie between 1nterpersonal and communxcatlon skills,

the actual personallty of the consultant plays its own important role.

4 \

;u-lnterpersonal skllls; and that as a result theyewere generally well

.

‘1iked and weli received.

Knowledge of TADS and HCEEP. This category was developed to include

such items as the ability to é@éak with authority for TADS, to understand
TADS procedures, and to know ﬁéﬁﬁP rules and regulations: In both cases,
- / ‘

»’ .




r

project staff asked consultants for further explanatlons of TADS pro-
3 cedures and/or the ﬁéf:ﬁ? program As a result of the information provided
by the- consultants, the staff appeared to have a better understandlng of

technldhl a551stance and of the overall purpose and mission of their pro-

‘Jects.’ One exceptlon, which Had a short -texm negatlve impact, was the

n1cal a551stance for Project Co-Op, especlally in resolv1ng the questlon

of who was to pay for the off-site workshop

Preparatlon for technlcal assistance. This category includes a

knowledge of the proJect and the purpose of the technical assistance as

weil as a&égﬁéﬁé 1nformatlon and materials. In almost all of the tech-
nical Ssgigéancé described in the cases, there is eVIdence that the
consultants had Some famalrarlty w1th the'project (e;g;; they had read
the project_proposal and had talked w1thuthe TADS coordlnator before

4 beginﬁiné théir-work w1th the project) ThlS appeared to ease therr
entry into the project and'provided information they could use to

initiate discussions: i ' : :

Technical Assistancé Coordinators

Technical assistance coordinators are the major contacts among
projects, TADS staff, and consuitants: They ‘are responslble_for manag--
ing technical assistance delivery, including the planning and preparation
for each technical a;sistance event. 'six'sﬁbéatégériés were developed
to describe the data presented in the cases regarding TADS coordinators.

-

Attitude/enthusiasm toward the cljent. The overall attitude and
_— X




expressron of enthu51asm of the TADS coordlnators toward ciients 1s

descrlbed for both cases. In PIOJeCt Early’ Start Caroi Turner exhlblted
ua strong work1ng knowledge of the project and a wllllngness to assist =

the project in any way to meet their nééds.u In ProJect Co-Op, Jay—%fbey

-worked to bulld a strong, p051t1ve relatlonshlp w1th Alan Adams and was
] ' . .

e i

‘Coordination skills. Included in this category aré such’ items as,

helplngconsultants to prepare for prov1d1ng technlcal assrstance, the

'ablllty 6 work w1th many projects at once knowledge of avallable e

resources, personal avallablllty to- cllents, and respon51veness to

project requests.i Ev1dence from the cases reveals that both Carol Turner

'and Jay Arbey had these’ skxils, although the results of their work;varled
(G

. i’
.’,L a ¥

For example, in Pro;ect Early Start Carol Turner prepared the staff

‘tlfled in the memorandum of agreement (a staff development plan) in splte

)

of her_careful preparatlon. Although Bud and the staff seemed to enjoy

i and learn from the consultatlon Bud was dxsappolnted that a plan 355

not developed. In Project Co-Op; 3ay Arbey-worked for,some time to piah
and prepare for the on-site consultation by Ursila Todd, and in this case .
the outcome did address and meét ithe or1g1nal need; in fact it was of

more benefit than had been anticipated: It is clear that each'actor in

>
' 4

‘the technical assistance must take some responsibility for Siccéssful
completion of the consultatipn; the role of the TADS coordinator cannot

be considered as the sole factor in Success.

()
P |
[RES
[,
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*g}ggigééigz. As deflned 1n an earller sectlon, fiexxb:i:ty is the
ablllty to play dlfferént roles, adapt approaches, and change agendas and
v : B . : ¥
tlmellnes. Each case-demonstrates that TADS . coord1nators exhlblted .-ﬁﬁé' e

these abIIItles, and that technlcal a551stance was p051t1ve1y Infiuenced ;M

P)

by the1r flexlble performance.

”?iﬁtéfﬁéféaﬁaf éiiiiéf

: coordlnators, whose masor communlcatlons thh projedts and consultants *'“';e'a“ .

N A% “‘.

.frlare'byhphone and maii Edch case presents data and clues: that the TADS

A

N : [N ia .
® S . v R " %

'posrtlve manner. :

i

Y
Ce .

knéwieage of the project. Eoth  Carol Turner and Jay ArBey were C

fully 1nformed of project proposais, goais and oﬁieétives;'and ongoing
' heeds. Carefuirattentxon_to these matters appears to.haée‘enhanced' '&'H_-;§’(
their reilationships with the prOJects and fac111tated the plannlng and

providing of assistance.

- Responsiveness. . This ‘category inéiﬁdes'tineiiness of service

delivery, quick response to telephone reguests, and W 1ngness to s

,rj’-\"

"ehange plans to meet new nééds. In Project Barly Start Earoi Turner L
S was w1111ng to, and did; respond to ciient requests although few weréféfi' : Sl
made. In Project Co-Op, Jay Arbey's eareful attention ‘to client needs

and responsiveness to phone calls changed a rathér negative TADS/client

U'

' relationship to a more positive one.

K.

=
[}




1s much detail on those toplcs in the case descrIptlons. There 15 also

)
l—‘ ‘
o
[

A gges;aon 3: What Characterlstlcs ofathelrechnlcal
"ﬂ;ff“C' ' §§§i§taneeeE¥ents Theméelves Influence

e -

thelassxstance?

.h :

since ,thé cases focuséd ﬁﬁ?ﬁi’ii‘f on the characteristics of. the

. technical assxstance cl;entswand prov1ders and thelr 1nteractlons, there .

-

anformatlon about’ the technxcai assIstance~events themselves, élthouéh E

-

Cit-is not always sorrlch In detall. Descrlptlbns;aré,givéh of needs

assessﬁeﬁts, on-sxte consultatlons, a small group caﬁgaiéaiioﬁ; and an

‘off-s1te consultatlon (through a retrospectlve report) Nlne categorles

,the plann1ng and process of a technlcal a551stance v&nt is reflected L

Early Start for example, the staff development consultation was care

L‘

”have been developed to d£5cuss these events, they are presented 1n

s f

aiphabetlcal order. *'5ﬁ.'_ . S A
- - L w¥E ot

R PRI B :

Amount. of structure.-v@he aMOunt of structure '

= 2 :

t is bullt into

in the plann1ng/prov151on system, whlch 1ncludes preparatxop of ali _ l;?

partlcﬁpants, contact between partlclpants, and foilow-up. In ?roject gf

fully handled by Carol Turner, who 1nsured that all part1c1pants recelvedfh'”

ra

¢

'materIals and 1nformatlon related to the focus of the consuita;xog : Bud

jFlsher made 1n—house preparataons for staff partxcxpatlon, meetlng space,

RS .- ‘ : R

) T b
assistanceib \.“ oo Ty .; T

Structure affected ‘the technical assxstancezaspects of both needs

rEVIEWlng progéct statu§»and-idéntifying;néeas; ‘Its influence was dlso

; e

I~
E 2.
G
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as a model*—one for defining roles and responSibilities, and the other‘

'see'n' 1'atér; 'whéh‘ 'b'ath project ac

'“” .
nistrators used the needs assessment

\

for developing job descriptions._ But there is also some eVidence that

.. .

firm structure can be detrimental* The large number of tasks to be ei

fmpleted'in tﬁo da§s appeared to put some preSSure on the needs

assessorsiandepgggect.staffs to complete the process, and there are' :

#ﬂ

hints that other issues and concerns may not have been completely

-addressed because of the need for closire on the assessment process.

A S | i o ) N

e IS . By
. ) o

o ,,,,,,,,‘;,_'.,:;,;,-,:'ijif';,i_;-’f'e; , - T
Communication. For any technical aSSistance event, communication'

is a necessary component ‘in preparation, provision,* “and follow-up. In:

needs had.been communicated to Roger Pearsgn; the staff development-

. -, . L . [
Ttaiik | (1Abai §RFsraEims SoomCasE Dali i S
consultant., (Later information revealed that they had been communi- .

In Pro;ect Co-Op, a- breakdown in communication caused Alan Adams not

o to Know that the TADS needs assessment materrals and structure were to

{hbé used in a partic1patory>manner WIth the staff. His r ea’tion to -

i ! . .
discovering this during the process: ledrto conflicts and to his opInion

that the‘needs assessment had caused problems for the project;

Fanaﬁ‘:ug”.;-; This category highlights the follow-up activitie’s of

consﬁltants, pro;ect staffs, and TADS coordinators. In Pro]ect Early

""\

proaect, and Bud returned from the small group consultation w1th plans )

ERC.

for additionai wark in demonsgration and dissemination ». On the other

,.c -
\‘_\“

hand Roger Pearson [ consuitaﬁﬁon was conclLded Without plans for

T Ll r.

‘i

.

LW

'y
-




‘ \“ . ‘77 _ ) . ‘ 4
C foiiéﬁ-hp. in both projects, TADS coordlnators made foiiow-up calls to

l

assess the results of technlcal assrstance .and to determlne the need for

further a551stance. The evxdence Suggests that these follow-up actrvrtres

to prov1de closure to the technlcal assistance events

' . i :
. . oo i

Involvement; involvement is v1ewed heére as operatlng on two levels*

il

fpatlon of the persons who are present DurIng Project Co-Op's needs'

— L Vo
a ;.,'assessment Alan Adams was absent for miich of the tlme, and other staff
-
L4

members attended only perlodlcally. all personnei participated

;f : v were evident when the needs of staff and project dlrector d1ffered
In ProJect Early Start 'varlatlons in both avallablllty and partxcxpatron
. ' appear&d to affect the process, and much flexlbxlxty was reguired to

’
reach successful closure.
o
. 1‘ i- e . . =

o . on the posrtxve srde, aii Project o-Op staff partlclpated futly ‘in
. 3 .

the: three-day on-site consultatlon in July. They appeared to become

v' ~

Comfortable w1th the consultant and to be abie to address and discuss ‘

all'of the1r concerns.and issues:

-

3\

of the level and extent of preparation for technrcal assistance. Pre-

P - i -

-paratory actrvrtres of TADS coordinatorsvare describéd in detail in.the--;

T case reports. Both needs assessors are prcturedxas berng well preparedu ;

‘

“ 'and knowledgeable about the projects' purposes and goais Progect staff

~ K

memberg had reviewed the needs assessment materlals and glven prellmlnary

P

e
.
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n1ca1 assistance ‘event is structured around a ‘statement of need'that'is'

' evaluatron plan whlch measures the quallty of Services to high—rlsk in-

144 3 o - Ea

thought to their own nééds. In all aagég; §fé§a§a£iéh abbéaiéa to'en- r_ n

,’.'
ki . Sy L& 1 . 2 -

tqward accompllshment of tasks.

‘Relationship of technical éé§igiéﬁaériaeiﬁéestatea;heed; The tech-  +.if

-

1dent1f1ed dur1ng~the~needs as §é§§ ent and becomes part of the technlcaizﬁd
assistance agreemient. The need is restated on, preparation forms prlor ' "
6f the consultatlonssappeared

to address and meet the stated needs. In Project Eaéiy Start, on the

-

3 |

i

other hand, thls was not always the case. For exampie, the orIglnal need

statement for evaluatlon was "kssistance in developlng a comprehensrve

,x

=

fants and the1r Egrents.",.Thls statement'was repeated in the preparatory

'paperwork for the techn1ca1 a551stance, hbwever,rthe need actually was re:a

- 3

negotrated by the project director and evaluation consultant aS'a need to

“&ébéiop an iﬁstrument to measureﬁmother-ch<}d interaction." #he changed
- ‘0 4

;focus of consultatlon apparently met the needs of the project d1rector,

but TADS was unaware of the change until the end of the year. Thus, TADS f

develop an evaluation plan A 51m1lar srtuatlon occurred durlné the staff

developqpnt consultatlon when Roger Pearson prov1ded an 1nterest1ng and
T .* :

well-received day of" Informatlon, but the coordlnator was dlsappolnted
that the consultation did not result in a stéff,aéGéiépﬁéBE pién; The -
level of attention paid to stated needs by all actors appears to have

influenced t?é technical assistance received by the projects.

) . ' : i jllij | f' ¢ ",I vﬁ/,' iR



have been the best match for the d:rectIve style of the proaect leader.

descrlptlon of Proaect Co-Op, once where the dlrector stated that he

ar | o 145

B . ’
‘- PN
.\ .

Relat1onsh1p/matchlofcconsultant and-project., The match between

B

gtechnlcal ‘assistarnce process. in Project Early Start George (the needs;’

\

asséssbri was able to play many roles durlng the assessment as dlfferentu "

!.

actors entered the. p1ctureEW1th dlfferent needs and personal expectations.
Roger: iiearso'n the staff development consulfanté; establi_s'hed a strong;

p051t1ve relatlonshxp with the three staff nembers With;Whothe worked.

In Progect Co-Op; the non-dlrectlve style of the needs assessor may not

’

The 1nfluence of thlS matchIng process appears to have had an Important

"

,»v

‘The 1eadersh1p and staﬁf’of Proaect Early Start appeared to be satlsfled

w1th both George and- Roger, the dIrector of Proaect Co—Op was dissatisfied

the needs assessment had caused problems for the project.
T e e
Scheduling of,the event: Scheduling contains two elements:” the

schedullng of an event along the calendar year, and arrangIng the agenda

*

for the event. ,Calendar-year schedullng is mentIoned teré in the “-1'”

‘.P PR

b

. ) . " e q
belleved flrst-year needs assessments should be scheduled 1ater in the o

\ 0y
.

year; and again when the staff commented that they were far more able

to benefIt from the July consultatlon than they would have been earller

e

in the year...Proaect Early Start's evaluation consultation‘ﬁas planned

N3

‘to cover ‘a span of time So that an instrument could be deveioped; in

actuallty, this perlodlc schedullng aid not appear to he1p.

Wlthln events, personnel in both proJects were reported to have

[

:l;';’:,
A .



ﬂprepared for consultatxons by settIng up agendas, plannlng breaks, and -

.‘scheduilng staff tIme. However, the fragmented schedullng of staff‘tlme' o

for the Project Co-Op needs sses ment caused problems in summarxzxng

4 - ) . n N _
AL 3

the process “and determlnlng the prxorxty of needs. Thus the 1nfluence"

o

of schedulxng factors is eV1dent in both c ses. o K 'Sg, _
T S L *'L;l,' L o
bgypés of_téchnical-ésSistance serﬁices;i A varxety of sans serv:ges- .

. : AN

.. are presented in the case descrIptIons and background materlals 1ncluded‘

1 ‘“

I o
PO ) p

74. ,,"

B

"'and outslde consultants. Dellvery of Serv1ces varied from the two-day

-

ﬁééasbésséssment.ta oﬁf-51te; on-sxte; andpsmall group;consultationsi;

~as well as materials sent by mail ana'telephone conversations. It is

clear from the case descrlptlons that the type of service can affect’ ol

¢

thé téchnical assistance. In Progect Early Sta;%. the use of multlple,

brlef on—s:te consuitatIon spread over a perlod of tlme dld not appear

. Vto have the desired effect. Instead, the d1rector became less 1nvolved ' A

and ne1ther the d1rector nor the coordanator 1n1t1ated preconsultatxon
: act1v1t1es or revxewed materIals sent to them ahead of time. IniProjéct S

N .'l
-

1nformat10n received from off-51te workshops “with. the total staff*

{On-51te technlcal a551stance (both needs assessments and consultations) -

N .

‘ 1nvolved the 1argest numbes;of staff members and appeared to result in

1
the most.gldespread influende on proaécts. “Thésé éxamplés suggést that

ce

the type of technical assistance service affected the téchnical assis- .

tance itself; Factors influencing 6ﬁtcoﬁés appeared to include the

#* :
length of time between contacts, amount of staff 1nvolvement and amount R
r - o

of follow-up effort. ao :




.

‘havé their bégiﬁﬁihg in

T
» three years of thelr development. The extended influence 0f>the learn- : _&\

most obvxous In Iater years of proaect operatlon.

are con51dered to be meortant and they may play a roie in the‘success

.;impacts~in‘five areas:
;o

statt,

related to E?e outcomes of technrcal assrstance, they are dlscussed in

( ) ’ - s ! ' e

127

hWhat Are the Outcomesy Effects, and/or

. ,'i : IR 1gpactseofelechnlcal A551stance3 o ]3

&

e

TADS provrdes technicai 3551stance to HCEEP projects durlng the

"

ing that takés place and the cumulattve nature of teohnlcal a551stance

effects

or Impacts of techn1ca1 a551stance to be

It is generaiiy

conceded however, that

k“i" “”

the fIrst set of encounters between the agency

.
L

and the cixent- e: g., establlshlng a p051t1
! V.. °

future act1v1t1es may be successful

TalAl
.

(Llllle &-Black; 1976); The set of

outcomes or 1mpacts observed ln/khe cases descrlbed in thls report were'ﬂ

Ca a

not expected to be as comprehen51ve as. those ‘of later years, but they

4

of future tecth.cal fSSlStanCe. Anail:ysxs of t e oases revealed‘prlmary

Rea

(a) admlnlstratlon and leadershlp, (b) pro;ect

Car

{c) commun;catlon, (d) program organlzatlon and clar1f1catxon

e ¥y

and (e) program operatlon. In addltlon,.there were other f1nd1ngs

il
»

a final category of this sectlon;l ' - '*j,' v;;:

.In both prOJects,_the key role of T

? édministration and leadershrp

admlnlstrEtlon astd leaderghlp was emphasxfed. While techn1cal a551stance

r

technlcal assxstance:\ new Information helped h1m make declSlonS his -

o

. . t
a3 ‘ ) ‘
Lo {

| e B
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L . _

'oWn*and Matt'§/rolesrwere ciarxfxed5 and he became aware that he needed b

to change his leadershlp style to a more d1rect1vefeh§g

. In'both projects, technical assistahce 'resultéd in a change in'some

- adiministrative practices: .In Project Early Start, the four administrators

'fas§66i&te& With>the.§r6ject'be§an‘tc hcid weekiy meetings tb improve com= "
N l-- . i‘. G . . X
.munlcatlon between the proaect‘and the school admlnlstratlon. In Project’ .
b , _— k N

o~0p, the structure of. staff meetings wds revxsed to enhance

v

communication:

§r6§ECt gééfgf;lih boﬁh éé;éélftechnicai a551stance affectec staff'“-::'i .
foles. In Project Co-Op, Alan Adams reported that some of the meeds . = . ‘i
assessment brcceéures had beén'useé in deveibpin§ new- role ﬁefinitibﬁé. .
for gtaéé. In Proaect Early start, clarlflcatlon of staff roles led
Cynthla £0 dn awdreness that her Piéfessional goals were incé;pétlbie ;“E

wlth her prOJect roie. ﬁer~departure was descrIbed asfby mutual agree—

ment, and one can assume that both Cynth1§ and the prdject benefltted
from the decision. New roles in. Pro;ect Early Start were initiated for. . - = N
Phil and Bud as a result of technical assi&tance: Aitﬁéﬁéﬁ for somewhat

: : : - Q} . .

different reasons; both expanded their roles to include more time in

the classroom:

Technical assistance resulted in the acquisition by Staff of new
v - e , : , .
information or knowledge. In Project Early Start, Bud stated that the
needs assessment had been a good learning experience for the staff, éné.
he reported that he had 'learned a great deal as ¥ result of several of °,
T e S .,

~—
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-tbe techﬁicai assistance-events; in Project Co—Op’rstaff members who TR
R o : I DL _ ; g
attended the off-51te workshop not oniy galnéd new 1nformatlon but shared

1t w1th theIr co-workers. -
L : ' . i
) \

In Progect Early Start, accordIng to Matt Phil s learnlng and/or exer—‘

v clslng of néw skitis made h1m more - successful in hlS work w1th parents.

A better.understandlng of the1r proJect was acquIred by PrOJect
:N ,Eariy*gtart;s staff members ‘as a result of technlcal a551stance Théy

S began to see the project as a totallty,,and had a better understandlng

' of ItS purposes ; R “”,__ O : .

. Flnally, in: both cases, technIcai assxstanc? affected staff attl—

'1 tudes or feellngs; ‘Bud belleved that Project Early Start's staff were .

- . ~ . -
. "J v

because 1t was a task for whlch they- were unprepared‘ Alan- ﬁdams, of j
.1;).
"F,Project Co-Op, deveioped a negatxve attltude toward TADS as a result

5 - M . T .
. K ) w .

of the needg assessmeht but subsequent technlcal a551stance events and
. '.'\L. - . .. ‘v:.
Interactlon With TADS personnel caused his attrtude to become more j;[

4}

oo

p051t1ve. S ceew T SR

¥ -

Communication: " While mot a direct, target of technical as§istance;

communication was often a topic of discussion; and impacts were reported

in both cases. Both projects Eﬁ&ﬁééa administrative :praci;ices in order
- to éﬁﬁaﬁaé aaﬁﬁaﬁiéaiibﬁ;_‘in Project Early Startp the needs assessment
~ ‘ : & . .
. -was descrlbed as hav1ng a 9051t1ve effect upon staff communrcation. In

Progect Co-Op, the same process was saId ‘to have created problems
because the needs assessment 1dent1f1ed communlcatlon problems among
prOJect 1eadersh1p and staff As 'the year pfagfééséa; however; Alan

= '
.
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B

LR

,

proJects reported that technlcal a551stance had proVIded greater focus

‘or dlrectlon to pro;ect act1v1ties.- in Pro;ect Early Start for

example Bud Frsher stated that -as- a result of technlcal a551stance
he-knew where to,start'workiné, and that technlcal assxstance had

helped the staff 1dent1fy weaknesses that they could now address.

v

Program ‘operation. Technical assistance appeared to .-in‘fiuencé

four' spécific areas of program operation. . In Pro:]ect Early Start new

‘resources’ were 1dent1f1ed new actlvxtIes related to IEP development

;_and serv1ces to parents were 1n1t1ated and a new produq; (the assess— -

ment ;nstrument) was begun. For both projects, new plans for operatIon

..

were developed as follow-up activities to the technIcal a551stance they

rece1ved; . ;

Addltronal f1nd1ngs. One unantlclpated outcome that was apparent

)\

'1n both cases was that the materrals and procedures used by TADS ‘Were

v used by the’ pIOJeCtS as models in their subsequent operatlon, 5¢d.Fi35éi_-

-‘.o

.used gpe needs assessment materlals and procedures ﬁajpréparégﬁfaiéét'~

A

eﬁEarly Start's. cont1nuatlon proposal . Alan Adams used the same procedures‘
-2 R i

to def1ne Project Co—ep s staff roies. _The structure of TADS procedures:f

) .

appears to have been useful to progects in varlous ways., . If 1m1tatlon .is

techn1cal a551stance._ : . o

On- a iess pOSItlve note, technlcal asslstance was descr1bed by Alan S

K

v
hY

.~‘;31@r ‘

>

‘Adams as creatlng problems fdf Project Co-Op. The most freqpentiy-cited_,

: . v Y ! ! "‘j‘d . . .
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'W,examtie was the Ldentlflcatlon of communication problems within the
_project. Labellng thls problem durlng the needs assessment appeared to

_have a last1ng effect, even though communlcatlon was reported to have

-1mproved,dur1ng the.year. -Whéther‘the'technfcai assistance was-harmful

Q

or beneflcial in terms of serVIng ‘as a catalyst to successful developriert,

2 . P T e ;‘:
remalns to be seen: ' . . - <
. - ' : : i

Flnaiiy, 1t should not be assumed that the outcomes descrlbed herearf

e

‘.were unIform in nature. ‘Some; such as changes 1n practlce, appeared to
‘aff'e'ci: ‘the éntire pféjééf; Others were described as ﬁiﬁimai or non-
ex1stent-for the persons or areas in which the technlcal a551stance was
deilvered Bud Flsher descrxbed no progress in developlng a pian for
.staff‘development, an area for whlch téchnlcal assxstance was ‘provided.
Alan Adams descrxbed as llmlted the 1mpact of the off-s;te trainfng
for two of hls staff members. Jeff who had not been 1nvolved in the
‘technlcal a551stance to ProJect Early Start wasn 't sure about Its
'1mpact. The$e‘examp1es serve to support the phIiosophy underlylng

— TADSF Survey procedures 1 e. that the IdentIflcatlon of outcomes or :
‘1mpacts of technlcal a551stance is a two-step process 1nvolu1ng the‘
;1dent1f1catlon of the.presence/absence of an’ 1mpact and then the |

i S . - ‘

“:assessment of its inten51ty.? ’

4

)

g

i
¢
(W)
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‘ N d 3 . sy
: i

from gonsuitétlon_ and- _ii’itéi‘ééféafiéimsi’iiii; to. attitude,  content-area - .- -
expertise; and credibility: The TADS coordinators appeared to have

~sé€éréi'infiﬁentié1,characteristics. inciuaing ihtéfﬁéfgaﬁai-aﬁa
coordlnatlon skllls, respon51veness, and knowiedge of the project's

purposes and goals.

A

T Event characteristics. The case ihfjgmatiaﬁ'ge5553iﬁ§~Eﬁé_

‘teghhiéai'aggigtancé events is not,as broad or deep as it-is for the: -
client and provxdcr characterlstlcs. ﬁoﬁever, it_ﬁés‘péssiﬁlé to
_ identify arnumber of faCtbrg whichfappééféa,iﬁ@éEEéBE; such as o

~ structure, co*funication; consultant/ciient match, involvement, and

I
scheauling.. -
. . Impacts and outgomes. It was aiffiéﬁlt to obtain a 1a£§é quantity

. - i

K L of 1nformatlon about techn1ca1 a551stance outcomes for two reasons. i

second both progects were in thelr flrst year of operatlon and
Sytcomes may be more apparent 1n succeedlng years. It was p0551b1e,

however, to locate outcomes and Impacts of technlcal a551stance in the

.
. .
PR

areas of adminlstratxon, staff overall communlcatlon, focus of program

L act1v1t1es, and program operatlon.

T

Ny

T ) o . : SR

-.)\ .

\k



| CLIENT CHARACTERISTICS '

' BROVIDER CHRRACTERTSTICSG®

roject - Project SEéff
Organlzatron R

o e A

s
Organization

Cbhéultautézj. B

TA Coordinators

Attitude/enthusiasn
toward project . toward project -

| Wvareness of needs  Kaowledge/avarensss

- of projeet v
B Tt o
, Communication - Staff commimication
practices - e e T

- Statf (experiénce
' f and traininq~

Rblé/rééﬁéﬁeiﬁiiit§~
fferentiation

*Expectatrons for TA Expectatrons for TA

Attitudé/enthusiasn |- .

N

besiqn;for
providing

- assistance

o consultation skills
Biilosophical: .

Plexibility

- Metitude/enthustasn

toward clidnt - -

Tanelelge of 15,

éiid HCEEP -

. Content area expert-

ise and experience »

3

. toward ciient .

Knowledge of the - {"

project

Coordingtion ‘skills

4

Flexibility

W Lﬁﬁéfpéfeaﬁai_gkiiig-.

Attitude/enthusiasm. -

vsST

y
I
R
'._ e ‘;, ‘. );’ l i
Attltude/enthu51asm ST ! - Interpersonal skills.
toward TA . e m_‘?‘ AR
' g © . Preparation for T& <« Responsrveness
Involvement in TA‘s“"Invoivement'in TA i ‘
S T 2t N T SR
{Leadership style/';. Work pressure/tlme I - Credibility 4
L | avarlablllty P - ' | .
, |Adninistrative - R | L ¢’
‘r ' N ! . ‘ o |
R S . - I 1 —
¥ S N
Frgure 7 Summary of the case study frndrngs. These are not genéralrzable results, but, rather, .
tentative flndrngs that should pe subjected to future 1nvest1gat10n to determrne their valrdrty. §
S o ‘ . RRG ‘ o - .
, . . - ‘ ‘?( . -ﬁ€§
< * . | SR
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| . TA DVENT CHARMCTERISTICS . 1 OUTCOMES 0R' AREAS OF IMPACT o

N » o B . . v - . - ' o
U TP, S , i S o ‘

N Cop o '”: S PR . 3
Amougt of structyre- _-.i-.“s' Aaministrationr e R Jt

N IR ST LA e | L R
beﬁﬁﬁfip@tibh‘_gTF‘. R . Leadershlp ,ff,i"', o _ ‘._;‘ ER S

O T {' Adninistrative practices = . -xf‘i#:ﬁ oy
F°11°W‘UP f“ L St&ff understan@1ng of admlnlstratlon S I T

:
b g o
Invoivement ? N PrOJect staff
L -
|

Staff roles SRS e S g
'i ‘Thornation. of knowledge\ RV 2
" §kilis and’ competericies o

——- poo [

K "Understandlng of e prcject Ll

. , |
i‘Relatxo‘ td'stated ™ need |
L : ok 1
o .5.,-Attitudes P L SR C
'l ' . _ to. .'
i
i

.'i"‘"; ',‘ Relatlonshxp/match of . K

consuﬁtant dnd pro;ect
Yy { ‘ ‘

[ Schedullnq of the event R : : S 0 . LIRS

IR R PR Fdéﬁs_fdr‘abtivitiéé o P CE PR

TYpe of TA servxce i i R AN Y BN (R

AL VI I g . [ S T S s o

I Program operatlon - T e

- commuﬁicatidn '

I I V.;aentificatiqn of resources, - S RN
- B . 1 Initiation of new activities N
R SR " .1 Product development . - |
I R .1 Dlan developnent = B

. . S C ' : ’ e,

.Y . Piqwe (continued); Sumary of the case stiidy finding§§§
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‘ i \ . A .
Co séveral.process-orlented questxons concerning the conduct and ﬁtility of
e . oo T - A :

; C
case studles as a procedure for studylng techn1ca1 ass1stance. delnlons;

f of the process were gathered from TADS staff and obserVers durxng the

3

year and as the case study came to a cIose.~ Members of the TADS e%Flu-x‘

- v

o ati%n staff also monxtored and;donsidered thésézquéstions throughougithe&‘

year. Tﬁié section of thé report présénts ‘a ,synthésis.;af mfomtxg’g nd o

“

“_oplnlons concernlng ‘the follow1ng questrons-'

; _Can the. case\gigﬁy method be used to study the technlcal-.

Can oL assxstance process?
o , &

s
.o

'5:Qf T cdnductlng E case study° *?-;}?ig.v gg'v_;w Lo :f.“g vj',V_Wft;'-:*

' '3.1\What were the costs of,; and probIems 1n, conductlng this . . Wt
’ ‘case. study° : o : _ PR . -fv T S

(’. . . o ; . ,,

{ o Qgestlon 1: €an the easerstndyeMethodebeAUsedfto P e 'ﬁi
L P St y the Techn1ca1 Ass1stance Process? L o -71

B f”.;j The prellmlnary answer to th1s questlon ‘based upon thIs fIrst yéar C

e¥

of experlence, ‘is. YES. The case study dIdfﬁot, nor could 1t, pr%sent a

3§ ol complete p1ctnre of technzcal 3551stance as 1t was prov1ded to the two

cooperatIng pro;ects. However,,lt d1d'open a w1ndow on,the»prdcess

4 ’ . \ e

'that 1nfluence it couid be VIeWed’ The flndrngs deScrlbed in the prev1ous ‘

! section of thIs report testlfy to ‘the efficacy of the method as 1t was
‘,1mplemented for this study, 1n gatherlng 1nformatxon about the technlcal

; 'a sistance process. Although necessarIIy IImIted in scope and“breadth . ',

- . . »1'\.’.' : - ; :' . . N- Y

:f documented Informatxon’became avallable as it never had been avai able.; EW

- . . . [
. . o s
\ I
’ ; L
e
i . ®

Q i :-7 e i: ' o - o - o
'" l o . . ﬁ:i;{. - lfgn - o S o _;‘f"'. L.

' e




_a number of addltlonai thoughts, 1nsxghts, and cautlons abOut factprs o

Tt kS B g - . Lo . . .
o . . . Lo - / . K : ‘

. before{ Us1ng that 1nformat10n, 1t was p0551b1e to 1dent1fy, albelt
tenﬁatively, a humbércbfiéppéréhtly 1ﬁpbrtéht factors Whléh:iﬁfiheﬁéeaf
c oy T A \ ", ¥

t

, tﬁé_fééﬁhieél asgistahéé:praéégs;f in partxcuiar, the case descrlptIons

'haing thgjtéchﬁical assistance ?tbéess. -

-

SR _ ‘in Developlng and Conductxng a GaSGVStudy? 1 .

. i
- - o

This éacuﬁent Hss offered aiébﬁSiaétébié'aﬁeﬁﬁéﬁéfviBEBEﬁéEiéﬁ;Eéﬁ—

*cernlng the deveiopment de51gn,

o
S

u , ' . v

organxzed to be abie to obseIVe the act1V1ty and descrlbe it thoroughly : o

\
’3 o ; k g

ngfrom a varlety of perspectlves.. The ablllty to do thlS is a spec1al

s

fl I‘
:The sklﬂs of an 1nterviévie£, recorder, thinker, speaker; synthesizer;
d in a way that is not coniion among Wortals. °

-

el
‘(73”
b

1 skill at writing are essential requirements.

Sl



o o ~.'-The!2rocE”. It is easy to overiabk the fact that much coordlna-‘

- ,‘.,.“ 1]

N
PR _.-.

4 . . ° . ‘

“in other areas, such as- plannlng and xmplementatlon. Careful attentlon_

“ .. . g . —_—

_ to authorlzatlon of fees, is: essentlal and tlme-consumlng

K v - - . . N L.
LA R 3 D

deals w1th complex systems, many factors operate at the agency, the

5

proJect srte, and 1n the prov1der group._ The addltlon of an observer/

5

recdrder to thls alréady bompléx system adds a new element which must

[

RS 1nfluence the prpcess. The 1nf1uenqe of the observer on the system
: \ . G . i : ] § . :// ok . R i oo o . .‘ - . -
'=‘¢”,f» cannot-be oVeriooked ard must be openly acknowledged - j, .

LT A

a

.[;;néiﬁéﬁcés the process, the fact of'theicasé study also°plays a role A

;héightened awareness of what,ls sa1d how 1t is sazd, and that It IS
-+ being recorded, méy,changé~interacti0ns} Thrs Infiueﬁce appdared to

 diminish-as

e - .naweVéf;g p0551 le “case study effect" must be acknowledgfd
e S e fﬂlg» SR

- . P v S C .

. Interpergonal relatlonshgps. The personai good will of all persons

1nvolved in thlS studyawas exceptlonal. It apparently was engendered by

_ ) o “ J
. o L3 a comblnatlon of profe551onal and personal attentlon to all part1c1pants
] _ : iy
by all part1c1pants;_ 'The human elemenit was important to Eﬁé'ﬁf&éééé;éna
the observations. P
4 1\4‘

i The professronal part1c1pat;on and

S : - : . L
- t .-.. . . L

L b

i tlon and plannlng must go 1nto a’case study.‘ Or, put another way, the o

L o e e .
v Thefsystém and‘the}observer, A case study of technlcal a551stance“»

¢ . . B

' The system and the case study.-:Just as the aaaiéiaﬁ of an observer” "

N7
s,

~




TR report It appears that careful attentlon to the fbsterxng of group

.‘ll:

- ‘revisions. . o

’ enthusxasm also enhances the ent1re effort

fprofess:onal judgment in dec1d1ng what 1nformatlon was essentxal to the

: study of the technlcal a551stance process and what was EXtraneous. For

‘coo'eratxng projects and to the consultants who prov1ded the technIcaI

'ghave‘been exten51ve and . contxnuous In conductlng a. case s udy 1t is

- study were developed early, and the ground rules for conf1dent1a11ty and

. oo ,».;, T oo " IR
: : ) . ¥ e . ' . e

LY

-ﬁriting'thé cases. The: observers took great care'to comblne ‘accu= T
racy of reportxng, preservatlon of conf1dent1a11ty, and fa1rness to all B

v

;xn WrItIng the cases. .Thls 1nvolved creat1v1ty and perserverance tOI

N

.change the descrlptlons of people and’ places thhout changlng the descr1p- A

-t

tlons of what- happened--to whom,‘when where, and how. . It also 1nvolVed

t ’-" ‘1- L

these«caseSP;the resuit of thIS effort was the progects' acceptance of
‘. B .. . : . " . “ ) . - )

fthevcase'reports andlapproval of the1r release, w1th only minor o "JE

Conf1dent1a11ty.. eoandentlallty is- of éreat 1mportance to the -

assmstance: Efforts by TADS and the observers to preserve conf1dent1a11ty

essentlai to'estabIIsh and adhere to safeguards to preserfe the anonvﬁlty

. N \ ﬁ “ \,
'of all partlclpants.. A compact or 1nforma1apontract among all[\artkes

1nvolved to ensure confidentladlty would bé?xmportant in any such o
\\.,, o _ - SRR g "
endeavor., g ple T ,ﬁ!a ot
. y i A. .:.A ".' : ? S ,_, ( . '
a *eméﬁtg. Letters of\Pgreement to partIprate In the

4 1*"

approval 8? th Inal document were deflhed , Such'agréements'ﬁust‘he;.;

- .. e e ot

‘a,

', S

‘*53?1 _'

AL
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developed and put in wrltlng, to be dlssemlnated to all part1c1pants. o
Ali xnvoived persons must have a clearwunderstandlng of the coﬁtract so )
Ly affect the
A i . . . R .. - . o S f'.
‘case study effort ) ,;,;" T ’ i RS
. .“-'\¥:\ \‘; 7 ; e ;4 N i . ' - \‘ ;. - : . A‘ K
o

) N . . . A

The case study observers deyeioped

D .,'.~1 . - . IR

elpea&T£BS to monitor the déveioﬁmeht:of the study.

T Syl

“_‘a'tImellne and flow”Chart oﬁ‘responslbllitles for themseiVes early in

: An ‘even more formai schedule of responslbllltles, act1v1t1es, and tlme—

- gories:  (a) ‘actual dollar costs fos
 and production of thé. report;

. professional costs. -

:-reimﬁﬁrsed

the experl eqpe .

PR

-cansuitént

"1--‘.1 . --:,

FUEE B

~11nes I§ din’ preparatlon for the'next two years of ‘the case study

S

v

',,';' ,.- <L o R s . : j,,

v

“

for:recordlng the condhct of Rhe study, 1ts problems and thelr'soiutlons,

ﬁééordkeepiﬁé; It Isalmportant to establlsh g systemat}c process L

k ' .97 L
- Questlon 3. :

M

. : s

3 'study, meetlng Wlth the TADS staff, observ1ng at the‘prOJect sltes,

meetlng together, and wzltlng ‘the cases and some portlons ef other
. Ve .. Q N > L .
“ ] y
- o é I } Y
“ , \ Lol .i -

.

‘.. m .
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-l . _.,u‘ V
sections of this : Aithough final productlon costs were not

-

availahle'WEén;thi','eport was wrltten, $7OO 1s the estxmate to edlt,

type, and reproduc;/the prellmlnary and frnai drafts of the study. ‘ {

'T%vﬁ- . It 1s not eas to develop an accurate cost flgure for thé’study in

Lo other types of/personnei tIme Because TADS chose to’ conduct the study

: K . ./
"1) "

W1th fuil partIpratlon of any staff members who - desired to be 1nvoived

i
=

varyIng amounts of time were expended by many 1nd1v1duals in meetlngs,

conversatlons, 1ntervrews, readlng of drafts, and rev1ews of the: flnal
; N N .
draft. in addrtlon, the two TADS authors spent many days worklng w1th
A : T S

the observers and wrltlng/édltlng the report. :

|

“ -

Other organlzatxonaieandeprofe551onal costs ahd problems Other

z — .

o 7 7'.777 . . ‘. ‘a‘ '. '. . .' .

( several areas: = - -v.:7f 1'; e

75 ConductIng the case study took more profe551ona13§nd support

" time and’ effort ‘than orlglnally anticipated, and:®ccasion-

ally tested th&%llmlts of 1nd1v1duals and,the organizatlon

B ¥ . The schedullng of technlcal assxstance was affected to a

“small degree;. by the neceSSIty to fit together all schedules

S to accompllsh the observatxons /,

- f} *:~~7"3Staff7members reported some dlfflculty av01d1ng the tempta— . .'.; -

tion to generallze from these two cases to ali technlcal
assistance. t 2

-

/, ”Ehé 65éérv§trons_had the potentlal to be sllghtly 1ntru51ve
ATES at the project sites and at TADS.

§§;i- b v The review and approval of the final document by three groups
. (Tﬂﬁs, the observers,,and the projectszitook a considerable
3 : 'amount of pro€§§51onal and calendar time: . - . o :
S . . . - : . Y
- \ . . ‘ - . -

v -« Some staff members reported dIffIculty in remalnlng objectlve
when well-éntrénched methods or stances were, questloned _4.:
during the 1Ive1y dIscu551ons. :

PR 4 The TADS coordlnators may have 1ncurred some "case sxudy

R effects" as their work received close scrutlny, reveallng

1nformatlon that might not- otherw1se have been highlighted. a -




=

. reader's reflectlon and Informatxon not in ‘any particular order or’

ERIC

Aruitoxt provided by Eic:

,was conducted TADS staff members reported a w1de varlety of organlza-‘

'-,tlonahﬁhnd profe551ona1 beneflts. They are.reprodﬁced‘hefe for the ’

. necessarxiy of equai weight or value. ' :?5-‘ . - : e

.Quéstioh 4&' What Were the Beneflts of eonductlng

,ﬁ-"' o ..f ThlS Case Study’ S ce

Many beneflts to TADS -and the TADS staffawere noted as the study t

?} ‘y

A X N}

bﬂ;/ =Y

"o

gk
éish

.

/7/ﬂ We now have the flrstqgocumented ﬁgrtralt of: technlcal .as

tanfe as’'it actually is prov1ded t6 our cilentswz~

HE . . , . . g’
vg/ The. 1nformatton base concernlng technlcal as51stance as .|
h ﬁrov1ded by TADS haSFbeen enr1ched '

v

. and their 1nteractlon is avallable.; ThlS type of 1nforma—f R
. tlon is dlfflcult, if not 1mp0551b1e, -to ,assess with survey .
' evaluatlon methods : . :

ES .
- 4
R

7/ The aéecript1Vé, rather than humérléai evaluatxon feedback:

‘found degree, to” serlousiy quest&on and. dIscuss issues

T D T e .,”,.

concerning technlcal asslstance. . ,,fa ”4“}: A [,}?9

cau51ng changes in program act1v1t1es.‘ o " H

.‘,\.

o
I : Ty

v The_ﬁﬂﬁs coordInators were provxded w1th "regl" evaluation -
feedback concerning technical - a551stance ‘which wasgmore
_complete and Sometimes dlfferent from the feedback ‘received
from surveys or phone calls,. oo :

Lt -

V-

v . We have: galned 1nsxghﬁ§’1nto how progect organlzatlonal

dynamlos, usuaiiy unknown to us, can and do affect technlcal

/ A sense of accomplishment ‘is pervasive: “We did iti":

N [
o,
k & X}
NE . -
) . 1 A i
P
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v i e N
. f ," ,’,_. 2 s . .
f,',We have. a. sense of work weii done._ We have ciosed,the fIrst
.1 ' 'year of the case’study with the TADS staff, projects, and
' observers still enthuslastlc and w1111ng torcontlnue the work.
pr™ . . . , ,_n
;/ ' New knowledge and new expgrlences have been
_ staff member to varylng degrees.:
S / *********************

™ .'l

'Vgi -A sSense of exc1tement and renewed enthu51asm for d01ng “hew
thlngs was generated..' " :

il New.reiationghips and friéaagﬁif;gwé;é formed: - >
"Jeﬁéroslty of pgﬁple was pgov1ded :

" It is apparent thatgméhy benefits, at many leveisr were’ obtained

. ¢

A -
.“from’ conductrng the case study Organlzatlonally, profe551onally, and

- v

" our guestions havé.been answered, at least in part. 'The case study

_methodis certainly a useful way to 1éafa.aﬁa&t the technxcai assistance

were derlved'

‘ doiiars spent)

: ?Eﬁint;

1)

Aruitoxt provided by Eic:

ERIC

'?'"F&ﬁi

-~ : v . ) L s
., process. ‘A number of organlzatlonal profe551ona1 aﬁa personalﬁbenefit§'=q

Costs were also 1ncurred (1n'add1tlon to the actual

The benefIts, however, far outweIgh the costs at thrsf

-

u-s i

»

12);;
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