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ABSTRACT: THE WASHINGTON STATE SYSTEM FOR
. : * COORDIMATION OF STAFF DEVELOPMENT .

‘At the present time, educational needs are increasingly complex and changing. ™ -

while the resources to address_these needs become increasingly limited. Staff

o B -

Development in particular is becoming more important as declining entollients,

~

technological advances, and .oci‘etal expec’tatiom force educators to assume new -
a responsibilities. Local school districts, other agencies and institutions
. involved in education must assume Qrelponcibiliiy for the dévelop-ent of their

—  staffy hovgver, they are often unable to meet tlu;u staff development needs

°

alone.

The Superintendent of Public Instruction proposes coordination of staff
development programs and resoyrces as a lt“l‘ltl" for more ef. ctive use ’
~N ! A '

% L
of 1i{mitéd 1-sources and a way to meet the job-related and ulig_nt-bued

-]

- neede of educators. . . ' , o .

&

4

The 'Hﬁi:in;ton State System for Coordination of Staff Development is an

attempt to improve the educationsl experience of students by ‘addressing - ’

the stafi development needs of educators .

' The Washington Stite System for Coordination of Staff Develcpment is
- designed tos

a) facilitete the sharing of limited staff ‘development resources, .

""" b) establish a statewide communication and information channel,

.

- iy -




. £) systematically gather information for use in statewide planning,

4 E )

¢) link providers and u&erq' of staff development in program planning,
‘_d) prbvidc training for those responsible for staff developent,e

e) improve the quality of specific Eonponents of staff development

(needs assessments, evaluation, inpleientltion), and

policy making, goal identification, and priarity setting.

]

;colllborativo_unitl. -- Staff Development Compacts ~- linked to each other

<

COMPACT
COUNCIL

coordinated by SPI. It may be diag ammed as follows:
' . .. LR -
STATE
EDUCATION
AGENCY
—e
- $P1 AGENCY
. INSERVICE EDUCATION
COORDINATING ADVISORY
COMMITTEE
\
\ |coorbinatoR | /
. \ /
& /

STAFF
DEVELOPMENT
COMPACT

13

The Washington State. System for Cocrdination of Staff Development is a

:voluntary communication and support system. It consists of local level

-- and to the State Education Agency committees responsible for staff
development -- the Professional Education Advisory Committee and the SPI

Agency Inservice Coordinating Committee. This voluntary system will be

13

by a formal communication channel —- the Staff Development Compact Counc\



. A Staff Development Compact is defined as & ;lolunga‘ry, local level

- more of the compact members over-a period of time.

4

commitment between two or more agencies/institutions to idertify one or

more staff development neec(s), coordinate staff development activities

relevant thereto, and work to address staff development needs of one or

The Staff Development Compact Council ccﬂniistl of representatives from

AY <
the Staff Development Compacts. The Staff Development Compact Council .

_lirks the Staff Development Compacts within & network structure, providing

s formal communication channel and specific support and training

- .

activities. . \

The Professional Education Advug_rx Oo-ittee prov:.;lu a state level,

inteugepcy advisory dimension to the lyue- ‘ '
R

The SP1 égcnc! Inservice COOrd:.utigg Committee provides inteml
coordination of SPI-onginoted staff dml‘.op-cnt activities for the sylten.

>

The Staff Development Coordinator serves as staff to the Staff Development N ,‘

Compact Council and liaison to the Prefessional Education Advisory

" Committee and the SPI Agency Inservice Coordinating Committee.

The Washington State System for Coordinatfon of Staff Development should

provide a means to improve coordination of staff development progx;nﬁ and
ruourc;. f:éiliu“ting more effective staff deve’ >pmeut across the state.
Quality staff dmlopnent programs for educators will ultimately enhance the

cducatiml experiences of all students in the State of Washington.

- '_\8 o
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'SECTION 1.

\

a

INTRODUCTION AND BACKGROUND

- .

.. *
¢ Purpose.of Staff Development

< . ] A
. [

-

Staffadevelopnent is esgential to the .continuing effectiveness of educators

and-thefqualityfﬁf-pupila' educational experience. Certain state and
federal statutes and. programs neceasiégte and mandate staff development.
Real.ignnent'of experienced teachers because of declining enrollments
requi:cg @hntrtﬁey poaiees new knowledge and skills. Instructional and

¥ : . . ] . .
ities can only be successfully implemented if teachers have appropriate

_inservice/staff development. Changing responsibilities require depth and
breadth of knowledge. New professional goalé often require additioug}

certificates or dég;eea as well as staff development experienca.

However, until recently, inservice education has held second-class status;
v - v \H-\,h_
\-N

slmost everyone concerned, has been dissatisfied with its condition. Inser-

’:vicn has been accused of the fbliawing. placing 1nadequate emphasis on
improving school prografs or teachexladntntntrator performance; not
nddrcttxng the urgent day-to—dly needs of educators; being required of

' 'ltllchltl yet imposed and delivered by others; v1olat1ng prtnctplgs of . good—-
telching and adult'learntng tﬁoory, being fragmented and unsystematic;

.lnd lacking a conceptunl framework. '(Johnson, 1980)

. -1-

i Thu ters "staff development" will be ysed in this study to refer to

iuservice education intended to increase the practtttoner'l ability to
pcrfcn assigned dut ies. .

curricular éhlnges~teoulting from technology, ‘social issues, and new prior~

'

&
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Reform of "Ti;:ervise education" begén.with subject-matter curriculum
trdining for science Ieachers.in the L950's.‘ Improvement ofﬂpedagogy and
introduction of scﬁoof-based traihing probr;nu béhan in tae 1960's. t'p
1910'3 saw emphasis on the retraxnxng of expenxenqg@,&oachq{s w1th~11m1ted

’

federal, state “and local support. The refor- has. attempted to place staf£<

-

' ., e

-, development within a continuum of inservice professional growth.

- - '~ B %
Central to the reform is- a new framewdrk for thinking about staff develop~ -

ment which emphasizes lgcal needs and goals, joint planning and concrete - N

applications of learning. The_éducatoriie no 1ongnt'viéwed ai‘a'fzﬁiihed
. -~ . - . - © oW .
product after four years of undergraduate work or completion of certifica-

tion requirements. Rather, the educator is seen as any other professional

’

with specific competencies, responaibilities, and needs for continuing ) Sl
o M Y 7

educatxon to 1nprove those competencies and carry 6ut responsibilities ‘
% -

to educate students.

e . L L
ot
¢ - - R
- » . \
- . s . - - . v

Once staff development is placed within a continuui df'brofeasignal growth AN

and the context of the school, it is possible to pbﬁip to focus\on\thé
purpose of staff deve10puent ie., to improve the professional compeé'tence

-otvgggcators in order to 'increase the educatxonal experience and learning

of students. Tl

. The State of Washington has a gelatively staﬁlé, experienéed,‘and perman- T
ently certified staff:- In 1979-80, 69% of the state's 36,888 téachers -

held standard (continuing) certificates and had 11.5 years experience.
- /
: K .
To remain current and competent in their assignments, as well as abreast

c of new_deve’opments, this staff needs staff development.

- oo T e Ty T Iat

1.1 . o
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'lgpetus for Study . .

- — . :
‘ - ’

. Over th% past. several years., m;ny efforts have been made by the-Superi;ten-
den: of Public’Instruction (spP1) tolincregye support for and coordination of .
_ stafé dev!&opment programs and tesourdes. These efforts began iﬁ 1975 with
app;intﬁent of.an ad hoc Task Force to study inservice needs, funding, and
legislation. Recommendations and actions of the Task Force resulted in a cstaie
plan for inservice; establishment of an SPI Inservice Coordiﬁating.Counﬁttee,_
V?ﬂ&&&&& of the Inservice‘Training Act, Qnd preparation of legislative budget

requests for.inservice education. In addition, specific SPI staff sere

delegated tesﬁbnsibility for SPI's efforts to secure resources, improve

J— L 4
programming, and coordinate inservice activities. In 1978, these initial

¢ -

attempts to improve coordination were assisted by federal requirements
v ¢ ' .
e . (P.L. 95-561) mandating thit every state submit a state plan for coordination 4 j

of preservice aQ§ inservide fuading. SPI's state plan addressed the

t

-coordination of both fundicg and programs. The SPI Inservice.Coofdinating

< -

~Committee and the Professional Education Advisory Committee were charged with

LI . 1

implementing the P.L. 95-561 state plan.

[
3

——

e~ Before eitner committee could take action on that plan, SPI staff were
directed to participate with' the Cnunéil;for Postsecondary Education in
a go-prehensive study of inservice education in Washington state. A najor

P «

recommendation resulting from the Joint Study concerned coordingtion; it

- »

., stated: . ‘ . ‘

f . ’

;\ . '. v - .

That SPI, in céope:atioa with institutions of higl’r : .
' ’ education, educational service districts, local school

- districts, professional organizations, and other  groups,
:\ - r" ' - i .

= 4

-3 - L




. E

continue to assume primary responsibil_cy for state-level .
coordination of starf deveiopment activities. That the

SPI Plan for Co;tdination of Preservice and Inservice
Education, developed and approved in 1979 as required Ly

P.L. 95-561, be reviewed, altered as necessary and impic-

mented. (Recommendation #3, The Joint Study of Inservice

in Washington State.)
The present coordination study is viewed as a means to address the Joint
&

Stuay recommendation as well as analyze current coordination, identify
factors which impede or facilitate coordination, focus on the need for/and

advantages of coordinaticn, and generate a viable system for ccordination.

Need ‘“or Coordination

Irformation collected during tHR Joint Study revealed: . - = - ——— —

< .
A myriac of inservice/staff development activities in some

districts/regi.ns and a dearth of s»ch activity in others;

©

»

4

- Some locally developed systems for sharing/ccuordinating/

communicating relevant to staff development;

Availability of staff development resouvrces in many districts;

+ Logistical problems which made accessing staff development programs
o

almost impossible in some regions ¥

-4 -
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Representatives of school districts, ESDs, SPI; special project directors
and special interest groups concur that a tremendous need exists for off-
campus, job-related staff development. Each group sees itself presently
able to address this need in some manner. However, nearly all are faced
with gsudden and seriously limited financial resources. While each grcup
- might once have possessed the resources nccessary to mount independent
effective staff development programs, the lack of funding makes it impos-
sible for most to continue in the previous mode. However, even as staff
development dollars decrease and staff development needs increase, impor-
tant resources remain, These are primarily the accumulated knowledge,

skills and experiences of educators and those interested in education with-

in tae state. Because of the previous, often exclusive, manner of identi-

-

fying and responding to staff development needs, this potential statewide

v

pool of staff Hevelopment resources is largely overlooked and unused.

___“W_Qixgﬂf}%mitEdf;§§99¥G§8:§ﬂ§ﬁ%ﬂ¢?Q&QEd”ﬂEEdBTﬁCﬁﬁrﬁina[iOR, defined by SPL —— — - -

as a process facilitating information and resource sharing, becomes a

.  desirable if not essential strategy. Financial resources are limited yet
demands and expectations are increased. Coordination of staff development
progrems and resources is viewed a ;easonable response to current budget

N H

constraints and the "ncreased needs of practitioners,

The Superinter 'ent of Public Instruction (SPI) believes that coordination

o

of staff development programs and resources will entcourage cooperative
| planning to address practitioners' needs as well as avoid needless
- duplication and inappropriate or inefficient uses of limited staff develop~

ment resources.

" ERIC 14 '
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Coordination is considered a viable strategy which will support ahd
=

complement state efforts to improve the quality of staff development in
Washington, impact present and future state thrusts and faéilitate
implementation of The SPI Plaan for Coordination of Preservice and Inservice

Education (P.L. 95~561).

Purpose of Study

Current statutes, rules, policies, and practice delegate to SPI numerous
roles and responsibilities relevant to staff developmenttgnd its coordina-
tion. It has been assumed, therefore, that SPI will play s major role in
any state-wide effort to coordinate staif development programs and
resources. This study is intended to make explicit SPI's roles/responsi-
bilities and, more importantly, improve and increase the coordination of

stafi development, — ———-—— — - — e

U O Syt i S e

The primary objective of the Staff Development Coordination Study is design

n

of a system by whfﬁh the Superintendeni of Public Instruction (SPI) can
improve coordination of sggff déveIOpment programs and resources among the
major agencies currently involved: SPI, Educational Service Districts
(ESDs), Institutions of Higher Education (IHEs), Teacher Centers, Teacher
Corps, local school districts, private schopls, and professional organiza-

tions.
The study is, to suggeéi a feasible system for state-wide coordination of

staff development programs and resources. The system is to include the

structure and procéss for improving ccordination of staff development

-6 - 15




‘programs within the State, detail SPI's role in coordination, and identify . °

any changes (legislative, organizationai and individual) necessary for

implement ation.

Definitions

The fullowing definitions are the major working definitions for the

Coordination Study.

Coordinatiou is deiined by SPI in The SPI Plan for Coordination of

Preservice and Inservice Education (P.L. 95-561) as:

"Coordination" sha 1 mean a process which facilitates cooperation and
communication amon: individuals and organizations for purposes of

eliminating duplication. of effort; encouraging cost effectiveness and

efficiency iw use of resources; identifying objectives which are of

mutual interest and proceeding in a compl ementary manner to achieve
such cbjectives. This process shall include collecting, reporting,'

' and disseminating information. Coordination shall not mean control.

r, .
Staff development is defined in the Joint Study within the context of
Inservice, .
"Inservice Training": All 'professional development' and 'staff

development' activ. ties taken by K-12 certificated personnel

subsequent t. receipt of the first initial certificate.

"Staff Development": All educational activities, including credit-

-7 - .1(3




bearing coursework, undertaken subsequent to one's first initial

~

certificate for the purpose of increasing one's ability to perform

assigned duties, excluding certificate and degree work.

The Joint Study further defines “staff development" as ' job-related

‘inservice training, designed to increase the abilities of K-12 certificated

personnel to perform their assigned duties." Given these definitions,
"staff development" would include at least two major types of inservice
activity: a) organizational (e.g., school district) training activities
designed to promoteoorganizational objectiQes and (b) individual course
work that hes a direct relationship to the individual professional's job
assignment (é.g;, a high school English teacher taking a college course

in English literature).

-

The following definitions may also be helpful:
"Collaboration" shall mean to work jointly with one or more agencies

to solve common or shered problems.

"Educational Service Districts (ESDs)" are regional service units
which have statutory responsibility for providing certain support

services to school ‘districts. There are nine ESDs in Washington.

b,

"Institution of Higher Education (IHE)" is a public or private

college or university. There are 15 public and private IHE's in the

state which offer professional education.



"Local Education Agency (LEA)" shall mean 4 local school district of

which there are 300 operating school districts,

"State Education Agency (SEA)" in the State of Washington shall mean’
the Superintendent of Public Instruction (SPI) and the State Board of

.7 Education (SRE).

"Teacher Center" is a federally funded program intended to serve staff

P

development needs of teachers. There were three Teacher Centers in

-

_Washington during the study period.

"Teacher Corps" is a federally funded program between a university and

an individual local school district. There are two Teacher Corps

3

programs in Washington.

Desigg_and Process of Data Collection

The Coordination Study was primarily a field based research study. Struc-
3 .

tured interviews were conducted with apprcximately 350 educators within the
state and across the country during an eight month period. (See Appendix
A.) Core study qﬁestiogs addressed: factors which either inhibit or

facilitate coordination, the role of SPI in improving coordination cf staff

development within the state, needs to manage one's own staff development

responsibilities, (See Appendix B.) o —




Additional Washington State inservice data were provided by the
r coint Study . These lata were reviewed for coordination information. (See

& Appendix C.)
L "7 The final data source was the literature on networking, coordination, staff
development, and change which was used in the theoretic considerations for

the model’. (See Rationale and References.) : -

Data Outcomes ¢

Inhibitors

Numerous inhibitors of coordination, both general and specific, were read-

ily identified. (See Appendix D.) _ -

. r

1. Multiple and sometimes mutually exclusive concepts of staff devel-

opment.

Those responsible for staff development are not in agreement and
sometimes not even aware of the purpase, principles or procedures

- FN for effective staff development.. The SPI definition of staff

"~ development is not in common use among those responsible for staff
. development. Therc is neither training nor support for those who

have responsibilities for staff development. There is a lack of

consistent quality of staff development offerings.




2. Multiple connotations of the concept of "coordination"

v

Coordinatior is understood within a spectrum from informal ad hoc
agreements to formal mandated coumitments. The SPI definition of

coordination is little known, - ro

- 3. Absence of adequate communication procedures, policies and prac-

tices between individuals and/or agencies.

*

There is no mechanism for the regular inter-agency exchange of

staff development information. Nor is there a source indicating

__individuals résponsible for staff development within each agency/. .

4,

institution,

—Per;;ptions of inadequate funds and resources fir Staff Devel-

opment , R = a L

a s

There is no adequate assessment of the amount of monies actually
expended for staff develcpment by agencies/institutions. There is
no systematic consideration for reallocation of existing monies or

resources. There is no inter-agency recognition of in-kind and

under used resources, such as the skills of staff.

~

'S ——

.- A

ERIC

Avaiirox providsd by exic I

5.

Agency structures and policies. - 5

°

Agencies/organizations lack adequate mission statements, policies

and procedures to either provide stafi development for their own




o

staft or support their field staff developmen: programs. Intra-

agency and inter-agency formal and informal power structures of ten

support isolation rather than sharing.

a

" 6. Complicated and undefined interagency relatiogships.

Agencies/institutions addressing the same target populations

often have separate boards, missions, jurisdicticn and member-
. . I 3 . "9

ship. Past experience hinders coqperative activity as does the

lack ,of rewards or incentives for cooperation.

y

s
\

A leadership vacuum is perceived to exist at the state level as
"well as within many agencies as relevant to staff development

and/or coordination.

7. Apprehension about coordination itself and the coordination

system. -

Coordinétion is not understood as a facilitating process or mech-

anism for communication. It is perceived as control. When

linked with staff development within the .context of an SPI spon-
o _8ored study; coordination—is-interpreted exclusively as SPI man-

dated staff development programs without respect to unique needs

of practitioners.
N
\\
N . ‘
A system for ceordination is’ perceived as threatening because it

~

is seen as effecting SPI control and the loss of local control.

v

Rl

-12 -
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- 8. Territorialism.

- -

Territorialism,-or turfism, protects the autonomy of an agency or

- individual ensuring power and control in a given sphere usually
S )

_ — [ 4
geographic or programmatic.

f

9. Recent actions of the State Legislature.
™

The lack of funding of the Inservice Training Act of 1977 and the

present financial constraints, particularly those impacting

salaries and substitute monies, could hinder the desgre of

—_— agenecies/institutions to become involved in coordination.

Facilitators

" Fewer facilitators of coordination were identified. (See Appendix E.)

?“"”“‘ l. Competent professional individuals from agencies/institutians.

Individuals with appropriate‘staff development skills, knowledge

/ \

and attitudes were cited as vital to coordination.

LTSN

Y

2. Multiple Ekaqples of intér—agggpy coordination, focmal and

informal. .. ~ — - — —

Numerous models of coordination of staff development exist within

the state. They differ in origir, membership, policies and pro-

-

o “ ' 00 - -
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.

~~—-—~ —-—cedures. —(See Appendix F.) All share two characteristics: _ {a)

members voluntarily come together and (b) tﬁey address common
stqffodgvglqp;entgneeds. .The experience of theégefxégting formal
and informal structures provides a base for a workable system of
coordination within the state by demonstrating that coordination
does in fact exist. \

~

3. A proactive leadership stance by an agency/institution.

An aggressive, proaJtive leadership stance is required to estab-
- lish and maintain the system for coordination. This leadership
should be provided at the state level, by an agency/institution

which is statewide, has stetutory responsibility for inservice,

and has working relationships with other agencies/institutions.
This leadership stance %s to be ta#en for the purpose of:assist-
ing local districts and other agencies/institutions in carrying
out their staff development responsibilitie:. This leadership
stance is to be visible in clear agency/instifution policies,
procedures and position papers and in the commitment of agency/

b

institution staff and resources.

~

[ ——

4. Willingness of individuals to look at coordination.

Individuals must first consider coordination a positive means of
addressing specific individual ahd/or agency/institution staff

development needs'. This pesitive attitude can come from many

- 14 -
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sources such as a’s;

sincere desire.to meet members qeeds,réiwill-

. - o

___ingne.: to take risks.A_a__natural,_i_ngLL'nm;i;u,rgintancgdjy e
{

’ . - b ’
. " agency/institution policiss and rewards. ‘

5. Recognized need for coordination.

o

h T . \ N

L 4
Agencies/organizations must recognize that some partial infer-

‘

dependence (compon members, target populations, resource base, or

provision of similar services as well as limited resources)

1 -exigts to respond to needs.

- ; : e - =

E -

'
R

'A caution: If agencies/institutions share too little, coordina-

a

tion has little incengive.' 1f agencies/institutions share too .

N ) much, they see each other as competitors and fear that'Eoordina-

&

tion endangers survival. — T e

.
y

6. - Feasibility of Cocrdination:

Coordination should be examined within a cost benefit analysis
: frame. Agencies/institutions must analyze coordination in terms
of benefits and trade-offs. It is helpful to coordinate among

agencies/institutions which commonly define the problem to be

addressed, share a wide professional philosophic base, do not

threaten geographic- or programmatic “turf," and have compatible

intra-agency/orgapizatiopal structures and procedures.
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v e

8.

Inhibitors of staff development which become facilitators of

coordination. . ' . -~ T

’

— = - [y

Certain inhibitors of staff development, particularly limited 0

-

resources for staff &evelopment, geographic isolation, small --
-staff size, lack-of sfaff'devélopment‘iﬁformation, IQCL of staff
development knowledge or ekilis, lacg of support or oﬁportunities
for sharing, multiple job responsibilities, may actualiy become

facilitators for coordination when the structure and process of -

coordination can address these problems. . <

PR - Lo

Visible communication channels. .

&

There are many informal communication channels for staff develob—

ment. They are effective for~an-"exclusive group'; however,

¢ .

these informal channels are limited in membership, content and T
~ . . /
- structure. They are inaccessible to those outside,the group-‘f’ '
They include only the infqrmation available to the group. fhey
lack the mean; to adeqLa}ély sttucturerfhe infdrma;iéﬁ to serve
even themselves. A system for coordination reqﬁ{;es an inclu;
" sive, systematic and accurate communicatipn’channel. ' |
. |
Information accessible by all.
i A
Any indiv%@ual or agency/institution involved in a system for ) 3

coordination should have access to the staff develupment informa~

tion provided by the system. Accessibility includes presentation

‘'of the information in a useable and readily available form.
r

Q5

- 16 - - :

2




T . S - L .
. - ’
) { . R . .
~ . -
L

r

Role of SPI in .Coordimation of Staff Development .
- ’ ) . @
. * . . —
Numerous roles for-SPI were suggested. While certain of these were nega-
g , e

tive, "stay'out of staff development," "do nothing," rost were positive and
cited & p;daé:;ve staff development lepdership stance as an appropriate and

needed role. SPI was asked to improve staff development in the state by :

.
’

clearly articulating staff development needs, girections, goals, and

I

quality control gqidelines. A series of policy statement%}fp}ocedu;es,

) positién papers and other means to pdblicize, inform and perasuade the pub-
lic of the value of &;gff development-was~sug§este4. Though SPI was
repéatedl} asked to éravide funds for ;taff development, those actq;lly\u°
invol§ed in. staff de&gloﬁmen; programs often requested information rather‘

-

than money and~a way tq offer staff development given budget cgnstraints.

o
F

SPI was also asked tp monitor staff‘development ﬁrogr9ms. ) [

SPI was identified as the agency responsible for development and implemen-

tation of coordination and @was-charged 'to make eocordination a visible goal
harg g

—_— - )

“\;Tfh‘assignggnt of staff and resources. It. was sometimes suggested that
. T v “

> SPI mandate coordination, but more often the request was that SPI conduct

coﬁfdinatf;n in a collaborative man;er, working with those agencies cur- . *
rently involved in staf; development., :SPI‘was agked to c;nvené &:}ferent
conqtituencigs on a regﬁlar basis so that staff development personnel could

meet each bther, work together, and share information and resources. SPI » "

was also asked to provide a clearinghouse of staff development information -

-and tesources.

~




,ng ma jor findings a'd conclusions are summarized belows # -

Needs of Persons Responsible for Staff Development

‘The most frequently requested information concerned staff development

needs, available resources, and support from individuals responsible for
staff developmeat. Many individual and agency/ins.. cional needs were
very specific including: tiwe, staff, money, policies, and meetings with

other aiaff development perscns. L __ U

P

Responses from Other State Departments of Education

14 addition to responding to the sthdy questjops,7ind}viduals‘from depart-

¢ '
ments of education in ten state& also descrjbed their states' coordination

activity. The unique co;text of each state makes it ‘impossible to transfer
directly a e;Qrdination model from one state to another. However, it was
helpful to.éngage’in conversations in order to draw on the experieneg of
others with statewide perspective and respbpsibility. For instance, five
of the ngtes either use-or ar; de;eloping.;oﬁppter based staff development
reao;rce sysi..as. Three of the states are ﬂgginping to use telecommunica-

tions for staff development purposes. i

Data Analysis and Conclusions’

<

LI

P <

1. The need for quality and g;fective staff de:elépmedt ~rbgrams and
the statewide availability cf such programs were‘tﬁe~major con-

cerns .. those i’._srviewed. Training and support for those -
- ) . Y

- ¥
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responsible for staff development is another need. These needs
3

appeared to be so immediate and so overwhelming that few educa-

tors coula respond to the coordination issues without first

addressing the staff development issues.

The major inhibitor of ébe*diaifion of staff development is not
coordination as SPI defines it, but e combination of coordina-

tion as perceived/experienced and the confusion/lack of under-

’ étandiﬁgkgbéﬁtitﬁe purpbse and criteria for effective staff

development.

Coordinated systems suggested by educators were frequently large,
well developed, institutionalized systems such as the Washington
Library Network, professicnal associations, the National
Diffusion Netwo;k; the Cooperative Extension Service, and various
dissemiyation‘sys;emsf

H;st.of the coordinated systems suggested were hierarchical, cor-

porate structures. As such they reflect explicit control and

centralization of power. This identification of corporate exam-

i

ples of coordination is in harmony with the repeatedly expressed

-concern over retaining local control, distriet or agency/fnstitu-

L NP . .
tion autonomy and localsdec1s1dn making despite coordination. The
' i ° ’
/ ! =
concept of coordination/as a cdntrol,mechanism and SPI's involve-

ment in coordination perceived as éxtending SPI control is under-

standable. The SPI @efinitiqnféﬁEcoordination as a facilitating
VAR

mechanism is not kiown or.gﬂderétood and is not adequately exper-
ienced in the field.
-19-
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Where coordination of staff development as aefined by SPI exists

in the field, particularly at a district level, it appea;s\to\bg

based either on existing individual trust relationships or the e

leadership of a trusted outside facilitator. During the course

of the study educators began to suggest effective "models" of

“41ocal coordination. Generally, these were informal, ad hoc

_ agreements to meet specific staff development needs. (See Appen-

dix F.) These examples were rarely viewed as "perfect." In the
case of the federal models, (e.g. the Teacher Centers and
Teacher Corps programs) site specificity, outside funding, and
federal regulations wc'e seen as constraints. Cooperatives were
either dependent on a single individual and no<longer existed in
that person's absence or ﬁete considered potentially dev{sive by
setting certain districts apart in exclupive or elite groups.
Imposed networks, such as those to which Teacher Centers belong,
were sometimes perceived as tﬁreatening and as serving only an
Butsid;t's purpose. Natural support networks, such as the ESD
curriculum directors, were <limited by-job title.

Data indicated that while there are multiple informal staff
development linkages within th state, there are few formal inter-
agency linkages and no statewiaﬁinkaxe. There is a lack of
organized information sharing and systematic communications.
There are complaints abou* ineffective or poor quality staff
development programs, but there is neither training nor support
of individuals responsible for managing, facilitating or provid-

ing staff development. Application research to staff development

- 20 -




is minimal. Limited monies are available for staff development.

e

Statenlevel leadership is limited. These conditions result in o=

the continuation of some poor staff development practices.

The limitation delineated above and oft cited need for staff
deveibpment resource information indicate that the SPI definition
of coordination as an information and resource sharing process is
a viable response to the present situation and tke need for

improved staff development.

- 21 -
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SECTION II. : '

THE SYSTEM FOR COORDINATION

C- 'siderations in System Design

Analysis of the data and existing situation for coordination suggested

that any system should be &ld on the following considerafions:

1.

KR

3.

Individuals from agencies/institutions were willing to look.at
coordination of staff devclopment but not ready or able to commit
resources to cpordination. The climate was one of gentle skepti-

ciem,

The local user level climate would not easily withstand another
mandated bureaucratic system with requirements, forms, etc. The

system should therefore be voluntary in nature.

Financial comstraints indicated no new sources of money for staff
davelopment.. Rather, the system would have to depend on reallo-

cation of existing mcnias ad recognition and use of in-kind

* resources as equivalent financial contributioms. B

——-ﬂt‘iy’ft&”;l;ould not plf-ut-c that agencies would change to com-

ply with it. The eystem must assumé that agencies are operating

as bdest they can and might be encouraged to change.



o

5. The system should be flexible enough to incorporate both perman-
ent agencies/institutions and temporary programs. The system
must itself be adaptable. It should anticipate, account for and

be able to incorporate change. ‘ b
: ¥

6. Since coordination exists in many and varied forms among the
agencies at agency/organization and individual levels, the system

should build on existing examples.

~

character, atatewide in context, flexible in structure, and feasible
within Washington at this time, given the varying degrees of trust,

interest,-and the financial realify.
The system will provide specific staff development services:

1. A clearinghouse for information about resources for staff
development, statewide and/or regional meetings, meetings of -
job-alike steff development pe.dons, a calendar of staff devel-
opment programs gnd_gc;iy»iciurmd 8 systematic com;u;ucat;mni

- - iyllftie;;_

2. Suggestions concerning ways to provide staff development for
currently underserved districts (rural and remote) and popula-

tions;
3. Research and evaluation and recommendations for incorpor—
- ating new technical information;

-23 -
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4. Training and support for persons responsible for staff

dgvel opment; and

5. Strategies for sharing resources and designing cooperative

staff development programs.

Description of a System for Coordination

- "The thmgton State Syntu for Coord:.mnon of Staff Developlent" is an

- interagency structure of loc)nl level collaboutive units. ' It conuuu of
five components: Staff Dewlopenc Compacts, a Staff Development Compact
<Comcil, the Profeuxoml Education Advisory Committee (PEAC), the SPI

Agency Inservice Coord:.natmg c_il:tee, and an SPI"Stnff Development .
Ccordinator.. The lyltu is placed wvithin the State Education Agency.

"The Washington Syate- for Coordimtmn of Staff Developent" is dzsigned

to: e

a) facilitate the sharing of limited staff development resources,

b) establish a statewide communications and information channel,

c) 1link broviderl and users of staff development in‘ program .
planning, : |

d) provide training of those responsidle for staff development,

e) improve the quality of specific components of staff development
{needs assessments, evaluation, implementation), and

S \ £f) systematically gather information for use in statewide planning,

policy making, identifying goals snd establishing priorities.

o

- 24 -
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The nodes or points of this system are the local level collaborative units,
§;££ Devéiopnent Compacts. The informal network links are the members of —
the Staff Development Compacts. The formal communication channel—is the
representative Staff Develop:nent Compact Council, The state level policy
advisory body is the Professional Education Advisory Committee. Coordina-
tion of SPI staff development activities for the field occurs through the 4
SPI Agency Inservice Coordinating Committee. Management of the system and
liaison with The Professional Education Advisory Committee and the SPI
Agency Inservice Coordinating Committee is provided by the SPI Staff

Development Coordinator.

Components of the System

Staff Development Toipacts

A Stsff Development Compact is a voluntary,’ local level commitment between
two or more agencies/instituticns to .identify staff development needs,
coordinate staff development accivities relevant thereto and work to

“ address staff development needs of one or more of the compact members over
a period of time. A Staff Developwent Compact requires an sgreement
between the agencies/institutions responsible °for developing and imp‘le-
nen’ting staff development programs for one or more members of the compact.
A Staff Development Compact may be facilitated by certain elements.

(See Appendices G & H.)




The Staff Development Compact concept is based on the assumption that there
are eff:ectivo staff de.clopment princ‘iplu; that school districts and other
agencies can and ﬁmt. assume the responsibility for their own staff devel-
‘ opment; and that local ’diltrictl and other agenci~s are often unable to

pr

meet their staff development needs alon€.

The structure of Staff Development Conpaéts is based on existing coopera-
tive/collaborative/coordinated examples in which (1) members voluntarily *

come together and (2) address common staff development needs.

Within a Staff Development Compact, any of the agenties/ imtitut'ion;
involved in staff development programs c‘ould act in any of the major roles:
user, provider, facilitator of staff development. -A specific agency/insti-
tution may be the user of ntaff development within one compact yet serve as
the provider within anc :r compact. . A kéy role will be that of facilita-
tor where one a_gency/imtitution Nl;ld assist another in assessing and
prioritizing staff deQelopmt needs as well as suggesting appropriate
resources for meeting the identified needs, but may not actually be the

provider of staff development,

"Compact” is a nev term. It denotes & voluntary agreement between two or
more parties and has no apparent negative connotations within the educa-
tional co-u;u’.ty. This voluntary agreement should facilitate a mutually
beneficial relationship so that the self-interests ‘of the parties involved
are equally served. The Staff Develomment Compact offers an opportunity to
involve another agency/institution in a long-term (academic year or more)

relationship,




Staff Development Compacts could consist of any combination of agencien/)
institutjions as long as thofb were at least twovpirtiea involved. Staff
ﬂev’éoﬁnent Compacts could be district-district; college/university - ESD -
diotri;t;vlsn -professional organization; SPI - prufessional organization
- BSD - college/university. 5
Staff Development Compacts coué? be geographic as are several existing

. c00pefativea una Teacher Centers; or Staff Development Compacts could be
,thematic, as existing gifted and\-ﬁlticultural consortia. Staff Develop-

+ ment Compacts would not .necessarily be used to address alf‘the staff
development needs of eaéh agency/in;titution. However, by voluntarily
‘entering into-a compact agreement specifically té Ad&ress staff develoment
needs of one or more of the parties involved, agencies/institutions would
form identifiable collaborative units, Staff Development Compacts, vhich

)

could:

. provide staff development in distriéta or for agencies/institutions
where it would otherwise not occur.

. provide more effective staff development.

.. expand the availability of staff developmant.

; improve the quality of’ataff»developnent.

. share the limited resources available for staff development.

. pfbv;de cost effe;t}ve programs.

. avoid un;eceosary duplicafionh

. provide multiple possibilities fo; agency/institution linkages with
an individual agency/institution potentially imvolved in several
distinct compacts. S

. serve as an identifiable staff development unit which may facilitate
outside funding possibilities. .




*

.« offer exchange vith' otherleduc'atorl.
\

s

—
. assist small, rural, and remote districts and schools in meetmg :
staff development needs. S

« share staff development programmatic. tasks.
» provide access to potemtial users, p“rovidera, facilitators.

. provide opportunity for staff development for each member of
compact.

The Staff Development Compact Council

’
¢

The linkage of Staff Development Compacts within a network structure should

pt'ovidct ‘the needed formal and vilible.éo-unication channel. This second

component of the system, a statewide inter-agency communication channel, is

the Staff Development Compact Council. This would be a working councji

made up of and governed by repreaeniaéives from the Staff Development

& ’ ) hd
Compacty,

The Staff Developwent Compact Council shoald provide the stability pe;:es'-
sary maintain the system despite chanqea in agency staffs an('l conpaclf

memberp. The Council is -envisioned as statewide but could be replicated on

& regional basis. The Staff Development Compact &ouncil Qhould develop :
writtdn expe.ctationl, adhere to some minimal operating procedures and be

staffed by the Staff Development 0qo£dinator. (See Appendix I.) ‘1lae

Council exists to maintain the network of compacts. The emphasis cannot be _
on uintqmnce‘c;f the Council apart from the network of compacts. The

Council should <eep the system from being depeudent on the charisma of =

single individual.

- 29 -
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'The Staff Development Compact Council should provide specific services to

compact members. These lwicel could include:

N Y
" . Provide a staff development ‘clearinghouse available to any cbmpact
- nell;er =
. Provide training of those who manage or d: staff develop-en:
" . Link co-po:ts with each other and suggelt agency/imtxtutxou 1ink- -

ages to form new conpuct.

-. Encouuge ren“:h in staff development

. Convene staff development persons in reg:.onal and/or statewide
meetings - h

. Participate in state level planning

. Study issues aggociated with sta”c development

« Encourage assistance to under‘.'erved areas \ ‘

. Recognize unique needs of certain districts "

"+ Recommend policy to the Prgfeuional Education’' Advisory Committee.

. Encourage development of other models of coordination .-

>

-

The Professional Education Advisory Committee

- . . a
- 3
i

The state level policy dimension of the we:n will be served by an f
existing uructure, the Professional Educatmn Advisory Co-ithee. Thil
co_:.ttee will proude a state level, inter-agéncy advisory board.
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.in both the establishment and’ naxntennnce of the gystem.

’

SPI Inservice Coordinating Committee -

The SPI Inservice Coordinating c&-littee is comprised of members from each
division of 8PI. It is responsible for providing communication and
coordination of SPI )pqnipibiﬂzﬁiervice to the field within the State

*

Education Ageucy.

Staff Development COOrdinato¥

0 ® ) *
The Staff ﬁeveloplent Coordinator, an SPI employc.  will serve as staff to

LR

the Sfa‘ Development Canact Councxl and provide leadership and nanagement
f

. . LS
Feasibility of System

-

Voluntary coordination is based on four perceptua’ assessments and one
r . .
resource and adequacy aunell-ent. The perceptual asscssments are: a
- R4 Y4
positive attxtude toward coordination, recognxtxon of a need for coordina-

tion, knowiedge of potential partners, assessment of compatibility and
M <
desirability of coorditation.. The resource and adequacy assessment is the
capacity to maintain coordination with adequéte«resources cd atructugéa.

. . - /

4 N - /

The feasibility of the proposed system for coordination rests on 1) ’accur-

~

ate assessment and analysis of the current situatiém in the state fn terms
] /

of readiness for coordination; 2) design of a lyitem which meets’%he Sr1

v

criteria for coordination (as given in the definition) and is wérkable

- 3] -




1)

(that is, addresses major inhibitors and facilitators of coordination of
staff developmeut); 3) availabilty of resources necessary to impiement and
maintain the system; and 4) appropriate allocation of resources.

ieaponsea from educators within the state indicate that the study has

produced an accurate assessment and analysis of the existing situation.

In addition, educators support the,voiuﬁfii§; collaborative cpncept,gflr
Staff Development Compacts and a Staff Development Compsct Council placed
within the existing State Education Agency context to form a system for

coordination. !

Fipally, SPI has accepted responsibility for overall coordination and
i-glenentation. Reaourcé availability could present a problem in
implementation of the system. However, certain agencies have indicated a
willingness to contribute in-kind resources. For example, the WWU-
‘Arlington T;achera Corps project is collaborating with SPI in a 1981-82
ﬂrive - In Conference serics which will serve as an informational vehicle
for the coordination system. Limited federal finds are available to SPI
through the technical assistance it yrovides to the federally funded

Teacher Center. The availability and ailocation of current and potential

resources will be considered a priority item.
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< SECTION III.

*

CONSIDERATIONS FOR IMPLEMENTATION OF THE SYSTEM

" Successful implementation of the propésed system will require certain
‘considerations. The first of theése is time. Every study of system
change, particularly interorganizaticnal change, emphasizes the necessity
for time to inform, establish trusé, raise interest, gain commitment. The
proposed coordination sy;tem has an interinstitutional structure but will
in fact operate on a highly individualized basis. The climate of gentle

skepticiu?gmust give way to one of visible suppost.

Inpielentation should be planned in distinct phases over a period of three

years, 1981-1984.

Pre-Coordination Period

The initial period, 1981-32, should be considered ; readiness or Pre-

i

Coordination period.

It is not imprcbable to expect a year of individual and group meetfngs to
\

prepare to implement the system. SPI must make public its decision to

implement the proposed system and assign the required staff and resourées,

- 33 -




‘ Th; goals of this year of Pre-Coordination should be to (1) infornleduca-
tors of the system; (2) define rules and exggg;ltipna,of components of the
system; e.g., Staff Dévéldpmeﬁt Compacts, Staff Development Compact |

Council, Staff Development Coordinator, SPI Agency Inservice Coordinating

Committee, Professional Education Advisory Committee; (3) gain indication
] of compact commitment from 5-10 potential compacts; and (4) begin to
’ é;vefﬁs/;/:iearinghouse of information and resources (people, in-kind

'///////////lervice-, funds, etc.).

-

.

The intent is to expend energies where they will return the highest likeli-
ﬁood of success. For this reason, the p}imary audience should be persons

already involved ir staff development who have either an interest iﬁ or
N i

experience with collaboration.

Specific suggestions concerning activities during the Pre-Coordination

period are ﬁ}esented below:
Goal 1: Inform educators of the system.

The usual avenues of information disseminaticn should be used as well

ap capitalizing on the unexpected. Educators should understand that

tge system is a structure whicn offers a process to address a partic-
ular goal, imp;ovement of staff development through coordination.‘ As
such, it is open to continual critique and refinement -o that it
adequately serves the needs of those involved in stsff development.

The invitation to respond to the system should be repeatedly extended.

- 3% - 45
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Some suggested activities are:

l.  _Introduce the system for coordination at scheduled meetings, such
as the regional .taff Development Conferences planned by WWU--
Arlington Teacher Corps and SPI. Identify persons interested in
coordination and follow-up with individual contacts.

. S
2.  Prepare articles for in-state publications such as !2!5.2!2112

Schocls, Context and Conflict.

3. Meet with repreoentativei of major constituencies and gain
institutional support by working with Professional Development

and similar subcommittees.

4. Inform SPI staff of the system and clarify their roles and”

expectations. Work through and with program managers.

4

Goal 2: Define roles and expectations of components of the system.

Individuais with experience with collaborative models of staff
developwment, commitment *o coordination, or readiness for
coordination should br  volved in the process of role definition and
clarification of exp« ions. Because of the varying.levels of
interest, commitment, ani authority among such individuals, three

groups are suggested:

- 35 -.




a) a select, invited group of 6-10 persons who have statewide

interest and perspective and an expericntial base.

. . b) an invited group of persons whose interests are local, who
have experience in collaboration and who represent potential

compacts.

¢
3

c) an open gron of persgns who express an interest in
coordination either as the result of information on the system
for coordination or because of responsibility to an agency or

institution.

The distinctions are neither hierarchical nor intended to set up
exclusive categoriei. Rather, the intent ic to capitalize on the
wealth of individual experience and strengths and thus make the best

use of available human resources.
Suggested activities include:

1. ldentify exisiting examples of cooperative staff development

programs.

2. ldentify individuals who are potential resources for compact and

council development.

- 36 -
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Invite representatiyes of existing potential compacts to meet to
lpggelt'policy and procedures for Staff Development Compacts and

the Staff Development Compact Council.

«

—

Expand the SPI definition of "staff development" to include all

educational staff, not on.y K-12 certificated staff.

Develop the ability of the SPI Agency Inservice Coordinating
Committee to carry out its staff development responsibility.
Continue a coordination study Ad hoc Task Forcé’comprised of 10
or 12 interagency people who have experience with the
coordination sturly, expertise in collaborative ltaff‘development
work, cosmitment to coordindtion, and time to devote to the Task

Force.

Identify SPI program managers in each division who are involved
in collaborative staff development work. Invite them to heip the
SPI Agency Inservice committee define and carry out their

responsibilities.

Invite representatives of agencies, including Continuing
Education, to share current staff development collaborative

programs and needs assessment information.

- 37 -
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9.

10.

1.

12.

Prepare State Board of Education policy statements and position

papers supporting staff develnrment and coordination. These are

necessary for future legislative activity.

Implement SPI internal coordination through the Agency Inservice

’

Coordinating Committee-

” ' .
Begin to offer staff development for persons who are responsible

©

 for-staff development.

Consider policy on staff development monies; allocation of monies
-
only to collaborative projects.

Coal 3: Gain indication of commitment from 5-10 potential compacts.

By April, 1982, the Staff Development Coordinator should have an

indication of commitment from at least 5-10 potential compacts.

Suggested activity:

Provide technical assistance to agencies interested in becoming

compacts.

Goal 4: Begin development of a clearinghouse of information and

resources.
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The clearinghouse is envisioned as a structured way to provide
accurate staff development information and resources on a statewide

basis.

Information znd resources should meet criteria for accuracy and

appropriateness to principles of effective staff development, but .

o
-

sholild be non-evaluative. Compact members should bear. the decision

-
.

making responsibility. ] q
e ) >

It is also the members' responsibility to contribute to the clearing-
house and to make ¢lear their information and resource needs.
- ) . ) \

The actual structure of the clearinghouse Ehduld‘Se déterminedvdpring

the first year. Initially, the clearinghouse should collect and ‘ .
distribute information on compoments of staff development, e.g., needs -
assessments, planning principles, evalﬁation procedures. It_shou%d
“also b;gin identifying statewide resources for staff devel;pment, C e

e.g., providers, facilitators, in-kind services, available funds. The

Clearinghouse staff should:
1. Develop a list of all people in the state tesponsiﬁlé’forlstaff
development. Convenc as appropriate and determine staff

development needs and resources.

2. Include potential useis in discussions of the ways in which

information will be made available. °




:
'
:
.
3

10.

Work with professional orgnnfzationa to develop a common

statewide clearinghouse.

Examine the potential of more effective use of Your Public

Schools for staff development purposes: information on

Coordination Study; staff development .resources information;

availability of technical assistance for staff development.

Examine existing staff development clearinghouses particularly

those in use or planned for statewide activity in Alaska,

California, I1linois, New York, Ohio.

Examine the potential uses and request clearinghouse assistance
from the SPI Dissemination Project, KNOW-NET.
Exavine similar systems in other organizations, particularly the

cooperative extension service.
Examine the use of technology and telecommunications.

Consider the clearinghouse as a means of i1ncorporating research

and technical information.

~

"Make data and information collected or developed by SPI and other

agencies available for statewide use such as: needs assessments,
staff development policies and procedures, guidelines for

evaluating staff ?evelopment, etc.
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Implementation Period

In years 2 and 3, '1982-84, the proposed system would be in its initial or —

- building phase. During this time the goal should be to expand the number

of Staff Development Compacts and develop the Staff DeveIOpment.C:uncil. I
This will éeuo#strate that the system is éonething practical which will
function better than agency contacting agency on a random basis to provide
quality staff development. - ‘

If this syetem is inpleuen}ed ‘in the nmmﬁer broposed, the study staff -
believes that the major inhibitor of coordination (that is, the lack of
understanding/common agreement about staff development and the lack of
underltnndiag'of the SPI concept of coordination and resultant fears) will .

be overcome by the experience of coordination as facilitating and enabling

quality staff development.

Year 3, 1983-84 should see a functioning and identifiable system for coor-
dination of staff development programs and resources within Washington
State thus facilitating quality and effective staff development. y

N\ e
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APPENDIX A

>

PERSONS/GROUPS INTERVIEWED DURING STUDY :

Agency/Representative . '
8Pl )
Deputy/Assistant Superintendents & C .
Instructional and Professioral Services Section Leaders
Instr.ctiocal and Professional Services Program Managers .
Other Divis: ns -- Section Directors and Program Managers
" Agency Inservice Coordinating Committees
Professional Education Advisory Comittee B}
ESD |
Chaircan, ESD Superintendents
-—. Past Chairman, ESD Superintendents
. ‘ Superintendent, ESD 121 -
Curriculum Directors, ESD 101, 105, 112, 113, 114, 121, 123, 179, 189
Secretary, RSD 105 . .
Inservice Directors, ESD 121 b
Curriculum Council, ESD 105 .
#  Superintendents, ESD 123, 171 -
Lo phervice Committee, ESD 105, 189
114 Scaff Development Coop
Columbia Coop, ESD 112
Teacher Ceaters , {
. : |
Directors, Cowlitz, Palouse, Spokare Teacher Centers ' ®

olicy Boards, Palouse, Bpokane Teacher Centers
articipating Teachers, Cowlits Teacher Center

s, Northwest Teacher Center Cluster .
ihrticipnn, Farwest Teachers Centers Exchange Conference on Networking

.

. ,Tciclur Corps . . (’~

! /
‘wirector, Tesm Leader, District Suporg}ttendcnt, Community Counecil

Chairpurson, Participating 'rchQu, Administrators, Washington State
University - Pasco, Western Washington University - Arlington

Washington State Teacher Corps/Teacher Center Network

Collqu[Uninni ties : . AN

-
Chairman, Washington Council for Deans and Directors of Education

-Deans and Directors of Education: University of Washington, Washington
State University, Central Washington University, Eastera Washington
University, Western Washington University, Port Wright College,.
Gonsaga University, Pacific Lutheran University, St. Martin's College,

“  Sesitle Pacific Univcrlity, 3eattle University, University of Puget
* Sound, Walle Walla College, Whitman College, Whitworth College

L
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Deans and Directors of Continuing Educaticm, Directors of Teacher

Inservice: Unlverlxty of Washington, Pacific Lutheran University,
University ol Puget Sound, Western Washington University, Seattle
Pacific University, ¥4’ tworth College, Eastern W ;hxng*on University

Education Faculty memters, Washington State University, Jniversity of
Washington

Local School Districts (not included in other categories)

Staff Development Council, Richland, Yakima

District Administrators, Tununtar, Chehllll, Ylklla, Adna
Building Administrators, Olympia, Tumwater, Vancouver,
Taachers, Pasco, Kelso, Lougview

Professional Jrzanizations

Associatic. of Washington School Principals, Assistant Executive Secretary
National Diffusion Network, Washington State Facilitator, Staff wembers
Washington Congress of Parents, Teachers and Students, member

Washing.on Association of School Administrators, Executive Director,
Chairman, Prcfessional Development Subcommittee
oy
Washington Education Association, Assistant Executive Director, Field
Seryvices; Field Representatives, Instruct.on and Professionsl

Development, Human Relations; V.I.P. Conference Particineants
Instruction Track 3

Washington Federation of Independent Schools
Executive Director

Washington State School Directors Association
Director, Region Il
Sctool Law and Educational Program Specialist

Washington Insarvice Education Fund
Executive Director

S te Departments of Education Director of Professional and Staff
Development

Alaska

California

Florida

Illinois

Maryland

New York

Micl.igan \
Orio

Oregon

WesL Virginia
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APPENDIX B ’

COORDINATION STUDY INTERVIEW QUESTIONS AND SAMPLE SURVEY INSTRUMENTS

Core Questions -

Please identify factors you see as sither inhibiting or facilitating
coordination.

What would help you carry out your staff development responsibilitics
in a wore effective (easier, better) manner?

What should SPI do to improve coordination of staff development?

What specific features would you want to see in a statewide system
for coordination of staff development?

Additional Questicns:

Phase I (Initial Interviews, November 1980 - January 1981)
What relationship do you see between your agency and the »tudy?

What relationship do you see between your agency and Teacher
~..__ Centers?

Please identify people with whom I should speak about the Study.

Would you like to be kept informed of anything specific regarding
the Study? I7 so, in what manner?

Phase 11 (Data Collection, Pebruary - July 19§1)
Identify a system(s) which you consider to be coordinated.

What would your ideal system for a state-wice system for
coordination of steff development look like? Roles, .
requirements, it for coordination, etc.

It this study were to propose a voluntary model of coordinatien

of staff developu.enc, what would your response be? What should"
be considered in designing a voluntary model for crordination
of staff development in this state? )

What do you see as the role of the college/university in
cocrdination?

How can SPI ensure that the collagei/univeaities are included
in col.aborative efforts within tle state?

How should Continuing Education be incorporated into the process
of coordination?

56
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11.

How can research on staff development be addressed in a
coordinated process?

Please describe your State Education Agency's activity _
in coordination of staff development. (actually, hopefully)

Describe specific State Education Ag;ncy responsibilities for
coordination

- number 'qu personnel responsible

- money provided by state for staff development

- money provided by state for coordination

Original Study Design Questions included:

- L.

2.

3.

4,

5.

6.

7.

In what way(s) can SPI, through the State Education Agency,

facilitate coordinstion, the implementation and dissemination
of “proven" practices and staff development program elements?

What procedures should be established by the State Education

Agency to ensure statevide awareness of existing staff

By what means can the State Education Agency link or coordinate
existing selected programs and activities to state priorities?
To the State Plan for Title V-B of the Educational Amendments
of 19787 To numerous federally and state-supported categorical
programs and legislative mandates?

How can the State Education Agency capitalize on the
complementary nature of many existing projects and activities
related to staff development?

How csn evaluation and research relative to staff development

outcomes and effects be standardized to meet rigorous research
requirem~nts, regardless of the type of inquiry?

What can the State Education Agency learn and use from existing
programs and activities, such as Teacher Center and Teacher
Corps, about coordination as it is affected by collaborative
models of decision making and governance?

What efforts will be required to establish a trust level in which
both positive and negative outcomes can be shared openly; i.e. in

" which inhibitors and facilitators can be discussed?

How can the State Education Agency ensure that existing agencies
(e.g. higher education) traditionally involved in staff
development or rasponsible for the discovery of new knowledge,
both pedagogical and discipline-oriented, are not bypassed or
overlooked?

1914
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Sample Survey Instrument

STAFF DEVELOPMENT COORDINATION STUDY

Numerous factors have been identifie as either inhibiting or fecilitating
coordination. These factors generally fall into four major areus: agency,
communication, individual, definition. The following factors have been
repeatedly identified as INHIBITOR3 of coordination at the agency level.
Please rank them in order of ‘wportance (1 - most important, 10 - least
important). You may delete way and insert others.

Differing and sometimes hidden agency agendas

Perceptions about agency intentions/agendas for staff development

by those outside the agency

Perceptions about agency intentions/agendas for coordination by those
outside the agenc:

Inter-agency power conflicts (turfism, territorialism, vested
interests)

Inter-agency protocols

Intra- :gency structures and policies (restrictions, rigidity, multiple
procedures to avoid mistakes)

Lack of clear agency objectives, purpose, leadership

Past agency experiences

Separate agency boards with different jurisdiction and statutcery
responsibilities

Pinancial constraints

- The following factors have been repeatedly identified as FACILITATORS OF

COORDIRATION. Please indicate which of these are most impoortant as .
considerations for a statewide voluntary system for coordinstiom of staff
development. (1 - most important 10 - least important). You may delete
any you do not agree witn and insert others.

Cooperative identification of strengths of each agency/constituency
A single individual with full time respousibility for coordination
and time to carry out these responsibilities

Individual agency staff member credibility (trust, interest,
expertise)
Money
Convening of job—alike staff development persons and of historic
non-communicating agencies and individuals
Resource information system (who does what, when, where...) vith
initormation provided in some useable form

Teative resolution of inservice-credit-salary problem
Common philosophir. base
Ownership, including endorsement from leadership of each agenmcy
Agency.modeling (i.e., coordination within SPI itself)

IR R
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Sample Survey Instrument

STAFF DEVELOPMENT COORDINATION »/UDY

We sre currently exploring the idea of a voluntary statewide system for
coordination of staff development programs and activities among local
districts, ES8Ds, colleges and univcrolt!c., Teacher Centers, Teacher
%orps,~and SPI. Representatives of these agencies have suggested the
following features for such a system. Please indicate which features you
consider most important by ranking them from 1 (most important) to 14

(least important). You may delete any you feel umnecessary and add any
you feel important.

A VOLUNTARY STATEWIDE SYSTEM FOR COORDINATION OF STAFF DEVELOPMENT PROGRAMS
AND ACTIVITIES SHOULD:

Emphasize locad decision making and control with local identification
of needs by teachers and administrators and local response

Provide a state clearinghouse for informetion on staff development.

Be organized on a regional basis
Utilize existing coordinated systems or cooperatives

Allocate available funds for staff development with as few constraints
as possible

Include & single person as "coordinator" or "executive secretary"
with responsibility, time and adequate staff

Provide time for sharing and to convene job~alike staff development
persons :

Require accountability in use of funds allocated for staff development
purposes

Provide training, observation and evaluation for persons responsible
for staff development

Include an information resource and calendar system, possibly
computerized

Incorporate research on staff development
Promote multiple models of staff development

Encourage agreement among colleges and univesities re staff
development .

Include & minimum of “structure" so that the process of coordination
does not get in the way of coordination

B ry
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Sample Survey Instrument

STAFF NEVELOPMENT COORDINATION STUDY

We are currently exploring the idea of a voluntary statewide system for
coordination of staff development programs and activities among local
a'htr{ctl, ifﬁl, colleges and universities, Teacher Centers, Teacher Corps,
and SPI. Representatives of such agencies have suggested that the

folloving might apply to a voluntary system. We request your review and
comments, additions or deletions.

GOAL: A voluntary statewide system to coordinate staff development
programs and activities vhich would provide cost effective, educa-

tionally sound and relevant staff development in order to enhance
educators’' effectiveness and enhance/increase student learning.

PURPOSES /OBJECTIVES

1. To provide specific staff develoment services, such as:
. & clearinghouse for information on resources for staff develop-
ment
. statewide meetings .
. meetinge of job~alike staff development personnel
+ & calendar of ‘taff development programs and-activities
. & systematic communication system '

2. To encourage and facilitate sharing of products, resources,
programs and problems smong members

3. To arrange for staff development programs .
4. To engage in joint/cooperative planning

5. To provide staff development for currently underserved
districts (zural and remote) and populations..

6. To encourage cost effectiveness in use of resources
7. To minimize duplication

8. To facilitate development of quality staff development
programs designed to meet tucher—expreutd'medl

9. To explore methods and models of staff development
10. To offer technical assistance to local personnel

11. To stimulate staff development activities and programs

12. To offer training for persons responsible for steff development

13. To stimulate research and evaluaiion of many facets of staff
development



APPENDIX C
JOINT STUDY OF INSERVICE IN WASHINGTON STATE

I. Data Collections

Interviews at ESDs (9) and local school districts (26) included the

following questions:

Question: To what extent and in what ways have the various , ) -
organizations involved in inservice training (ESDs, school districts,

colleges/universities, professional associations, etc.), attempted
to coordinate the following activities:

Please describe and evgluste specific coordination efforts.

' 8. Needs assessment
b. Program development
c. Program delivery .
d. Program sharing/dissemiantion

estion: In your opinion, what specifi¢ improvements are needed
in each of the following areas in order to promote inservice training
that will meet the needs of your district during the 1980's?

d. Coordination among ESDs, school districts, colleges/universities,
and professioral organizations.

Interviews with directors of the two Teacher Corps Programs and three ‘ :
Teacher Centers included:

Question: In your opinion, what specific improvements are needed

in each of the following areas in order to promote inservice training
that will meet the needs of your service ares during the 1980s. -

d. Coordination among ESDs, school districts, colleges/universities,
and professional organizations.

Interviews with the Deans and Dirctors of Education and Continuing
Education included the following:

Question: Please describe any efforts by the college/school/
department of education to coordinate past baccalaureate education
program devclopment and delivery with each of the following entities
(specify type of inservice). .

&, Other colleges of education
b. S8chool districts

e. ESDs )
d. 8pP1

e. Professional Education Associations

f. Other

Question: What are the abstacles, if any, to improved
coordinations among the various entities listed above?

C-1
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Question: In your opinion, should colleges of education (vs.
school districts and ESDs, etc.) tzxe the initiative to meet inservice
needs of school districts, ESDs, and their certificated personnel?

Question: In general, what specific improvements are needed in
esch of the following areas in order to promote inservice education
that will meet the needs of K-12 certified personnel during the
1980°'s?

d. Coordination of inservice education (specify type(s) of
inservice)

SPI Program Managers were asked:

Rank order responsibilities/roles you believe SPI should have
in jo: related inservice education relevant to your program area.

What individual or agency devlivered inservice.

There were no direct coordination questions or survey instrumetns to school

districts, principals, teachers, or other states in NCSIE (National Council
of States on Inservice Education).

1I.

Data Responses included

Future Needs. In your opinion, what specific improvements are needed
in each of the following areas ip order to promote inservice training
that will meet the needs of your district during the 1980'a?

d. Coordination among ESDs, school districts, colleges/universities,
and professional organigzations.

Sample ESD responses

. clearinghouse with meetings
. stronger role for SPI1
+ ESDs key
. clearer channels of communication
ESD/SP1 coordination
. examples of long range planning
. accrunt for small and rural districts .
organized exchange
need SP1 leadership
cooperative systems
.area planning
training of staff development people
symposium on when, how and why coordination to improve the final
product
. information network
. identify available instructional and inservice programs

s o e & © @
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I1.

Sample Tescher Con-[‘ruchor Center reponses

. better communications

. coordination between district-university people with professional
organizstions as advisory .

« ESDs provide resources ("broker"); local districts, colleges/
universities, professional orgsnizations share policy and direction

" . sharing

. masiier calendar, materials and resources
. share cost and consultant time

colleges/universities not be restricted by credit

direct contact with ESDs and some districts

8PI, Washington Council for Deans and Directors of Education role
collaboration between districts end colleges/universities
districts provide funding

collaborative quality control: colleges/universities and districts
recognize real costs -- if districts coordinate, must also
coordinate funding

more cooperation between colleges/universities

ESD role mmbiguous

program unit establish inservice committee

colleges and disricts jointly survey teacher for needs assessments
agancies jointly plam program design and delivery

greater cooperation between colleges/universities

coordination yet diversity

cooperate with both public and private schools

Opcren&ed survey questions: -

Sample Profession Organizations respouses

. coordination is needed

+ welcome cooperation and mutual support
. coordination .and less duplicatiou

o integration of efforts -

Sample Local District ‘ rincipals) responses

. coordination to avoid duplication
o« local district consortiums coordinate through the ESDs

Sample Lecal District (teachers) responses
. organize at ESD level

« SPI organize statevide progams with local districts cosponsorship

Sample Other State responses

o major issues within state and nationally: coordination

« present needs and needs of 80's: coordination-collaboration-
sharing-plamning

. national needs: coordination, planning

. design ideal delivery system: coordination

c-3 63




III. Joint Study Report stated

"gection IV Inservice Activity in Washington State (Findings)"

. Coordination between districts for staff development or professional
. development purposes is minimal; however, in'some ESD's coordination
- between the ESD and the districts is well developed (e.g., Z8D 112).

. Program managers rank-drdered the roles/responsibilities that SP1
should have in staff development from most to least as: coordinate,
fund sponsor but not conduct, “broker," conduct, develop and
pAckage, disseminate, evaluate, dewonstrate, and monitor.

| . Coordination: ESD's should take greater lesdership role; improved
communication; increased collaboration among agencies; greater
sharing of materials and resources.

. Districts suggested the following improvements/charnges in inservice
would assist them to respond to students' needs: (i.e,) coordina-
tion.

. Because SP1 administers a number of stAte and federal programs which
have inservice components, SPI prograf managers wili continue to
play an important role in coordinating and facilitating inservice
activities (primarily staff development) in specific discipline
and categorical areas.

. During 1979-80, SPI delivered some staff development directly or
in cowbination with sgencies: ESD's, colleges/universities,
professional orgenizations and districts. '

. Many district and ESD administrators feel that there should be
closer collaboration between universities and school districts in
developing inservice programs that are responsible to the needs of
school personnel.

. ESD's are playing an increasingly important role in coordinating,
facilitating, delivering/disseminating, assessing needs, and
evaluating staff development offerings (particularly for districts
with limited enrollments and in more geographically isolated areas).

. The organizations stated that an important need is to minimize
duplication and competition and promote cooperation with
colleges/universities.

“

. There needs to be more collaboration between the colleges and the
school districts. ("Section V The Role of Wushington's Colleges
and Universities in Inservice Training")




APPENDIX D

h A Y

INHIBITORS OF COORDINATION

Agency I hibitors include:

Differing and sometimes hidden agency agendas

Perceptions about agency intentions/agendas for- staff development by those
outside the agency

Perceptions about agency xntentxons/ngcndll for coordxnatxon by those
outside the agency

Inter-agency power conflicts (turfill, territorialism, vested interests)
Inter-agency protocols s '

Intra—agency structures and policies (r;ltrictionl, rigidity, multiple
procedures to avoid mistakes)

Lack of clear agency objectives, purpose, leadership

Past agency experiences 4

.\: KN

Separate sgency boards with dxfferent jurisdiction and statutory
t.lponllbilltlel

Financial constraints

-

Individual Inhibitors include:

One's own personal importance and the need for ego reinforcemeat
Multiple responsibilities

Lack of time

No clear definition of roles or of expectations

Lethargy

Lack of leadership

Failure to subordinate personal goals to orgqnizati;nal goals

Jealousy and the need to protect one's own tarf

Lack of understanding or experience with staff development

SRR o




{cation Inhibitors include:

apervork
® mechaniem for satisfactory communication
(nc time, .no place, no person, no way)

Historic non-co-nnicatorl

Way it uhxch 1nfotnatzon is presented and to whom

3

naotzngi - oxpoctatxpnl and responsibilities of representatives;

, roptencntatiou vs. résource; wmeating procedures

i
Time -- are other's nchedule.

Lack of common planmning on 111 or qny~1ev01

Uncertain relationships between SPI-ESDs-1ocal districts

Lack of utilization of existing communications technology

/
/
.

Geographic iiolation, distance

Definitional Inhibitors. include:

e

y COOrdipation: Term coordination itself -

Purpose of coordingtion

Control implicit in coordination. THE issue is control.

©

No need for coordination "we already have it"

SPI presence indicates control

2

Staff Development: Relevance, quality control, guantity, delivery,

1

attitude |
Lack of understanding of what staff development is
Agercies’' roles in staff development

Local district priorities and changes due to staff

-

development

Inservice-credit-salary schedule problems

€6
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APPENDIX K

FACILITATORS OF COORDINATION

Agency Facilitators include:

Statewide intsrest in .. " gecdency toward coordination

Actual statewide crisis situation of agency budget constraints, uaknown
resources, increasing client needs and demands

Proactive leadership ltancc and role as facilitator on statewide basis
Inter-agency committees addressing common needs

Existing end past positive inter-agency relationships

Agency role as facilitator on statewide basis ‘ ) ’

Individual agency commitment to i-proving staff development for own staff - ’ l

Inclusion of privatc schools, IB! Continuing Education, and profesnxonal
associations in coordination system

Interest, roles and responsibilities of professional associations in staff-
development

Individual agency commitment to 1-prov1ng staff develop-ent services to
the field

Recognition of involvement bf\gach agency in staff development

Individual Facilitators include:

Racoghi;ion of the need to work hard and to work coop;ra“"ely
Willingness to give up no-cthin; ’

Clear benefits to everyone involved

Positive at:itudc toward coqrdinntion /
Delir; to provide good quility staff development
Poaitive individual relationships

“Clear definition of roles and exp-:tations

Credibility

Staff Development skills, knowledge and experien-e .
. /
Objectivity of an outsider '




. - . S
t .

* Communication Pacilitators

_Open communication policy and procedures o

Iom&rki,ng as a strategy for communication

Ad;qu.tt tin, to establish npbcllary trust relationships

Regular couvnaiqg-lof _pooplo aroim«i i-pm:_t‘ant but not threatening issues

Use of computer tcchuolod to collect, store and process wtaff development
resource information

Person identified as key contact person
Explore existing conlunication technology

Consisiar alternate ways of serving ilolatcd, rural, remote, small lchooll
and districts

J .

Definitional Facilitators iﬁcludez .o .

Coordination

Clear understanding of coordination as faci’huting procui and the impli-
cations of coordination for all involyed.

’ [

Clearly articulated purpose of codrdination to address a common goal: | -
improvement of staff development

Recognition that factors which inhibit guff' development may facilitate
coordination

Voluntary lyu'h.u for coordination . ’ -
staff assigned to direct coord .aation with adequate resources
Staff Devclopment

Common phiioq;:phic agreement as & basis for agency/institutional staff
development policy. i

Training and support of persons engaged in staff development

State plan for staff development with resources to ‘inplnmt

Inter-qcncy task forces to address ujor staff development concerns:
relavance, quality control, quantity, delivery, attuude, salary-credit.

Implementation of Joint Study Recosmendations #1-14



APPENDIX P

EXAMPLES OF STAFF DEVELOPMENT COOPERATION WITHIN WASHINGTON

Example Contact Person
1. Washington Teacher Centers Network 1. if Langland, SPI
2. Washington State Teacher Corps/ 2. Paul R, Walker,
Teacher Center Network Western Wash. Univ.
3. Northwest Teacher Center Cluster 3. Richard Hersch,
Univ. of Oregon

4. Practitioner's Workshop 4. Roberta LaCoste, SPI

5. WASA/AWSP Practitioners Workshop 5. ‘oward Coble, WASA
.arold Smith, AWSP
6. South Kiag County Multiculturali . 6. Al Smith, WEA
- Consortium
7. ESD 114 Coop p 7. Joe Fleming, ESD 114
8. Cowlitz Teacher Center 8. Joan Le Mieux,

Cowlitz Teacher Ceanter

9. 1>louse Teacher Center Gifted 9. Lisa Veuim - Hapsen,
Consortium ' Palouse Teacher Center
. R
i 10. Spokane Teacher Center 10. Larry Skillestad
Spokane Teacher Center
11. WWJ - Arlington Teacher Corps 11. Herb Hite, WWU
Dick Post, Ar’ington
12. WSU - Pasco Teacher Corps 12. Tom Ruff, WSU
. Roy Duncan, Pasco
13. Pacific Coop, ESD 112 13. John Pope, ESD 11/
14, Columbia Inservice Co-op, ESD 112 14, John Pope, ESD 112
15. Olympia Area Inservice Cooperative 15. Jeff Peltier

North Thurston
160 S.E.E.N. (sex Equity in Edut\ictim Net“vrk) 16. Gene Liddell, SPI~

17. SPHERE (Spokane Higher Educa..on 17. Mel McDonald, SPHERE
Professional Enrichment)

1&. E8fD 123 lurriculum Cooperative 18. Ma.v Purvis, ESD 123 .

19, WISEF (Hul’gington Inservice Education Fund) 19, Harold Snodgrass, SIRS




- B APPENDIX G
GUIDELINES FOR DEVELOPING STAFF DEVELOPMENT COMPACTS

Formation of Staff Development Compacts will -require a pre-compact state or
"readiness" for coordination. In this period the following should be
considered: .

. each agency/institution should develop an agency/institution staff devel-
opment policy including a determi.ation of how needs are to be assessed.

. each agency/ingtituf&on should develop policies ard procedures for
potential roles within compacts: user, provider or facilitator of staff
development .

. inclusion of an outside facilitator. ;
. examination of the prtential use of %;iating structures.

. identification and examination of péten;i&l members of the compact,
including private schools and community based organizations.

. (itablistment of a decision making structure for members.

* /
. common understanding of expectationo from the compact.

. an attitude of willingness to/ééoperate within a compact.
/
.‘Tesources to commit to the compact.
/ “ e
. & desire to commit resourdes.
/ !

. authority to commit resources. | >

Agencies interested in developing Staff Development Compacts should under-
siand there are certain potential trade-offa\involved. These could include:

. modification of ow. agenéy/inotiiution needs.

. loss of some measure of autonomy to the‘gro;hlincluding compromise on
selection of facilitator or provider,

. shared governance and recognition of other co;?act members as equals.

. reaoaignient of management time. |

. a l;ngtﬁier process for program development and approval.

. compromise on selection of facilitator or provider.
|

. possibility of increased travel to the activity, if not provided at each site.

. sharing of budget control and sharing of staff development information.

. financial snd resource commitment by agencies/institutione

® | G-1 old

o Y




APPENDIX R

SUGGESTED OPERATING GUIDELINES FOR STAFF DEVELOPMENT COMPACTS
Staff Dsvelopment Compacts should be designed around flexibility of parties
and adaptation to the lb\cal agency/institution staff development needs.
Operaticnal guidelines are suggested; there should be:

- & written agreement to work together

. -~  —~-— &_governance structure which represents the parties of the compact
equally

« clear decision making procedures
. Staff Development Compact policies and procedures
. calendar of otaff development activities

. joint plamning by the .ompact parties with an annual review of
long-range planmning decisions

. implementation of recognized effective staff development principles
including needs assessments, evaluation and follow-up

. inclusion of private gchools and community based organizations

- sufficient orgenization to seek and qualify for outside funding for
» program develomment costs

. recognition cf the compl :tion of the compact agreement

v
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APPENDIX 1

SUGGESTED OPERATING GUIDELINES FOR THE STAFF DEVELOPMENT COMPACT COUNCIL

The Staff Development Compact Council should:

1.

2.

3.
4,
5.
6.

7.

Recognize potential 'in-kind' support of members (i.e., printing
costs, meeting space, staff expertise, etc.)

Be staffed by an SPI1 Staff Development Coordinator from the
?rofessionai Educa:ion section.

Meet as necessary but a minimm of four times per year.
Pr.vide regular staff development for compact members.

Develop written bylaws and objectives.

Require a "sign off" from member agencies/institutions.

Include procedures for documentation and evaluation.
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Appendix J

COORDINATION STUDY AD HOC TASK FORCE MEMBERS

Ms. Lois Andrus

Alternate:
Ms. Jeannette Knechtel

Ms. Loni Fay

Deloris Hall

Lisa Hansen

Dan Harric, Jr.

Kristi Harwood

Herb Hite

John Jarolimek

Joan LeMieux

Dale Mitchell

John Morford

Lloyd Olsra

Tom Ruff

Barbara Scott

OCCUPATION

£chool Director
Yember, WSSDA

School Director
Member, WSSDA

Educstor
Educator
Director, Palouse

Teacher Center

Executive Director,
WFIS

Curriculum Director

Director, WWU
Teacher Corps Project

Professor of
Education

Director, -

Cowlitz Teacher Center

Principal

2rofessor of Education

Superintendent

Co~Director, WSU

Teacher Corps Project

Member, WCPTS

L]

GROUP REPRESENTED

Washington State School
Directors Association

Washington State School
Directors Association

Washington Federation
of Teachers

Washington Education
Association

Teacher Centers

wishington Federation of
Independent Schools

Educational Service
Districts

Teacher Corps
Washington Council of

Deans & Directors of
Education

Tea;her Centers

Association of Wash.
School Principals

Washington Council of
Deans & Directors or
Education

Washington Association
of School Administrators

Teacher Corps

Washington Congress of
Parents, Teachers, and
S tudents




Alternate:

Mary Neilsen Member, WCPTSA Washington Congress of
Parents, Teachers, and
Students
Mr. Larry Skillestad Director, Teacher Centers
- Spokane Teacher Center
Dr. Randy Walker Co-Director, WWU Teacher Corps
o Teacher Corps Project
Mr. Keith Wright - State Facilitator National Diffusion
Ne twork
Corrdinator

Maureen Howard
Ex-Officio

Lillian Cady, Professional Education

Alf Langland, Dissemination Project & Professional Education
Edwin Lyle, Pro.essional Education

Jay Wood, Agency Inservice Committee & Vocational Education
Mark Johnsou, Council for Postsecondary Education

Other Agency Representatives

Bob Pickles, Washington Education Association

Al Smith, Washington Education Association

Ron Stephens, Washington State School Directors Association
Jean Wieman, Programs and Learning Resources

Piles Wusterbafth, Special Services ’
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RATIONALE

The proposed model for coordination of staff development, The Washington

State System for Coordination of Staff Development, is based on three

concepte: Networking, coordination, change. Tke first of these is
“networking” as a structure of cooperative relationships which supports
and facilitates existing and potential collaborative staff developament

activities. N\
Networking

A network is basically a +et of nodes connected by lines or links.
Generally, these lines or links serve as communication channels. There
are numerous exsmples of networks: physical (transportation systems),
technological (computer systems), physiological (neurological systems),
and social. It i; ;ithin the latter social networks where the nodes

are persons, groups, or organizations, that educational networks are
pPlaced. Social networks reflect so many characteristics, some of which
are mutually exclusive, that it is impossible to describe them by identi-
fying common features e.g. formal or informal, intra or intef—orggniza-

tional, visible or dispersed.

In his study of networks, Parker notes that "There appears to be no 'best'
way to build and run networks in general.” "It is," he writes, a
"contingency management problem with multiple options depending upon the

goals and circumstances of the people involved in each networking effort."

(Parker, p. 3.)




§

Parker cites as key ingredients of effective networks:

1. Strong sense of commitment to the innovation(s)

2. A feeling of shared purpose
3. A mixture of information sharing and psychological support

Someone functioning as an effective facilitutor

¥

S. Voluntary participation and equal treatment

Walker makes several recommendations for establishing a network.

— These are based on his experience as a network executive secretary.

Recommendation 1: Establish a focus.
It is imperative that the agencies which are reviewing establishment

of a network consider together what important idea or mission they

hold in common. Equally important, each potential network member

must determine that it is of significant self-interest to join the

necwork.

Recommendation 2: Establish & governance philosphy.

" The governance system musc be nonhierarchical and it must be. based
on a parity relationship among equals in which the self-interest of
cach is served and represented. The relationship -mong equals is

collaborative.

Recommendation 3: Establish bylaws.

The governance philosophy should be reduced in writing to a set of

mutually acceptable bylaws.




Recommendation 4: Establish a realistic mission.

The network's mission should be appropriate, achievsable and
acceptable to its membership. Specific objectives and activities
to achieve objectives as well as time lines should be set in

congruence with each facet of the network's mission.

Recommendation 5: Establish a documentation/evaluation 1_process.

A continuous documentation/evaluation process should be set in place
from the network's onset. This process is not to be construed as
restrictive or necessarily research orjented. Rather it is to serve
&8s an historical record through which network membership constantly
reappraises what it has done and what should be done in the future.
This is a continuing kind of iustitutional introspection. Some one
individual, usually the ‘pnid or 6npaid secretary, must have -
responsibility for the documentation/evaluation role.

’

Recommendation 6: Establish a comminications process.

The process should be systematic. It should be the designated
responsibility of ome person, executive secretary or. perhaps the
network chairperson, to design the process. One key to success in

networking is communication.

Recommendation 7: Establish a sharing process.

Every meeting of the network's membership should include a specific
time set aside for sharing. Shering in;:ludes open discussion of
potentials and problems which each member faces; the purpose of
sharing is not only to proviae technical assistance, but more

important to provide social support.

R-3




Recommendation 8: Establish a management system.

This system is for purposes of managing the administrative detail
that accompanies the network's overall operation. For example,
budget, travel and housing arrangements, printing a newsletter, etc.

(Halker; p. 10-11)

\ .
The Coordinat’on Study prop&se- a formal network based on existing
informal and formal staff—de%elopnent networks and certain principles
of networking. It is a deliberate attempt to create : system and

to change an existing situation, one of fragmented, isolated and
generally unreflected -éaff dﬁveiop-ent programs to one of coordin-

ated, planned, available and effective staff development.
. A

~

From his study of networks, Parker suggests that changes in networks
fall into certain patterns which he calls "Positions" i: a sequence
from networks of isolated individuals to those of institutionalized
fopnnlify. .Parker emphasizes that movement through the sequence is
not inevitable and that the designations!fozupositiona are arbitrary.
Each position has certain costs and benefits. There are six posi-
tions:

9
Position 1. Isolated innovators and problem solvers
Position 2. Informal contact networks |
Position 3. Deliberate informal networks
Position 4. Building a formal network ‘

Position 5. Institutionalizing the network

Position 6. Dissipation-of the network's spirit.

~3
)
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'l'ho\“\\COOrdiution S8tudy proposes what Parke;- wuld,‘ull a Position

L or\‘:.lnltitutimlviu& Network, preceded by a year or two of

Polit\.i:on 4 or Building a Formal Nigtﬁf?.‘*'ﬁﬁiffl&‘?o is character(i;ed by
a nri\q\o of networking mechanisms which appears to be dependent on per-

sonal irterests and strongly expressed group needs. These mechanisms

include: !
4
K . \

\\ v o
- an agrecd-tmme ‘
- \c formal statement of purpose

- & directory of participants

- a,k\:sulog of pariicipantl' programs

= brochures for publicizing :he network

ials for wblicizing programs of network' s members
ted facilitators or coordinators
- lubneé,vork facilitators

- amul\donauonl and/or other regular fundmg

-~ a m.lktter or journal

R | !nunt\:e or journal

- bibliographies of relevant books and A;ti‘cles

- c;le studies of implementations of innc;;aéion(s)
= handbooks for implementing the innovationf(s)

= working papers on problems and possibilities

~ curriculum miaterials | A
- an annual or uni-annua.l conference |

%

I
J= periodic subnetwirk meetings

| .

“‘{ ' : 3 3 |
if- Planning meetings, of leading network participants

r-s 50

.




- surveys of participants' needs and resources
- orientation and training workshops

- speakers bureau or speskers series

- exchanges of participants

- various kinds of cooperative projects
Parker notes that networks typically require a year or two of ne:iwork
bgilding before they are able to concentrate on sharing information &nd
po§chologica1 support. Once in Position 5 the network becomes a permanent
program in another organization and usually develops formal governance
procedures, agreed-upon name and purpose. All of the mechanisas of

" Position 4 continue to function but generally in an eiaboratcd and refined
sanner. Informal guidelines tend to be replaced by formal policies and
verbal agreements based on t\r}tjtend to i:ecome written‘ documents. Also,

the size and needs of the facilitating staff grow. (Parker, p. 52-58)

The Coordination Study proposes as a model a/ formal network not of iso-
lated individuals but of collaborative units, Staff Developneht Compacts.

The networ\k operations will be ’hepdla&'ﬁy a Staff Development Compact
Council wi;:h SPiit;ff as Staff Development Coordinator. The state level
policy recommenuations will be made by an existing state level inter-agency
advisory group, the Professional Education Advisor;‘Comittee. Coordina-

tion of SPI Staff Developmbnt programs to the field will occur through

the SPI Agency Inservice Coordinat g Committee.

/

“ -
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Coordination. ' . .

!
The second’ concept underlying the proidle&’:y.t;n is that of coordination
as a Yiah;e interagency activity. Inforlation on coordina- .
tion -nngtc; from federal and-state mandates and other disciplines.
Many of the theoretic;hspect; of the proposed system are based on the work
of Whetten in hié analysis of interorgaﬂizationniﬂrelationa. (Whetten, -
P. 10~24) The practical aspects are taken primarily from the experience

of the SPI Professional Bducation staff with program approval standards

and the reactions of educators to coordination during study interviews.

.

o
COOrdination requires both & structure and a process. Whetten oéﬁanizes
the structural configurdtiqnl and authority relationships between organiza-
tions into three categories: mutual adjustment, alliance, and corporate,
Mutual adjustrent is the weakest fori of coordination. The focus is on

participating sgencies or their clients and on specific situations rather

than & comprehensive delivery system. Few resources are committed. Rules

are developed ad ﬁoc. Differences of opinion are resolved through negotia-
tion:lnd bargeining.” Corporate is the strongest form of coordination.

The focus is to achieve the interagency vystem's goals. . There i; ; strong
central administration to establish and monitor implementation. The incen—
tives and decisionmaking structures are typical of intraorganizational
systems. Alliance is intermediate between mutual adjustment and corporate,
It attempts to coordinate sutonomous organizations but lacks the authority
of a formal hierarchy. Power is distributed either through the formation

of a cantral administrative unit or through & coalition or council.

| "7 82




Table 1 depicts Whetten's thres structures. (Whetten, p. 12).

TABLE 1
Coordination Structures

Type of Structure

Corporate Alliance Mutual Adjustment

Some differentiating

characteristics G_O

¢
Social power Authority Negutiation Influence
Formalization — Central authority Participating organizations Informal
devclops written develop written unwritten
expectations expectations expectations
Sanctions High - Some Almost none
Example Agency Coordinating Tnformal
coumcil commi ttee

SO/R(E: Adar.-) “rom Klonglan et al. (34).

o~

The structurs, whether muiual adjustment, al’ -nce, or corporate creates
tue context f.. coordination but does not represent the process for coor-
dinition. The process must he considered within the contex. of the parti-

cular structure.

1he princioal asset of coordination is access fo the resources and

"thinking" of other individuals/organizations. The principal trade-off
for this expsh;led resource base is 1oss of some suionomy since coordination

agreements represent obligaticns and commitments.




_adequacy assessment. Whettcn notes that "Both a-e necessary and neither

The decision .o enter into coordination must be carefully weighed. Whetten

gi es five conditions for voluntary coordination. These are:.

Positive attitude toward coordination.

v
\

Recognizing a need for coordination — including recognition

of partial interdependence, such as snurin; the same client

pOOIO

[

Knowledge of potential partners. This is gainéd through informal

staff contacts, interorganizational meetings within' geograjp..ic

area, or formal interorganizational communications.

4. Assessment of compatibility and desirability including assessmen:

~

of costs.

5. Capdcity for maintaining coordination linkage which means
adequate resources and structures.
|

!

Conditions 1-4 are pefceptualgasaeasmenta. Condition 5 is a resource and--

is sufficie?t for the initiation and maintenance of a voluntary coordina~
tion linkage.'" (Whetten, p. 18)
The sys®em proposed by the Coordination Study us~s the alliance s’ . .ure,

Staff Development Compacts with a Staff Development Compact Council, placed

vithin an exieting irstitution, the State Education Agency.




&n

:

The firal concept uncerlying the proposed system for coordination is that
of change. The process of creating and maintaining coordination means
changing the present condition. To move from the existing situation of
very limited coordination of staff development to a statewide system

for coordination means planned, systematic and potentially systemic inter-

orgarizational change.

One certainty in these times is change. The environment is one of rapid
technological change; change at such pace and sophistication that it is
nearly intomprehensihle. Some authors predici that the impect of modern
computer technology is similar to that of the printing press and state
that the industrialized age is passing and a new era appearing, the infor-

mation age. No longer can even the scholars know everything about

anything.

Just as human beings react in certain predictable ways to change, so do
organizations. Implementation of the proposed system for coordina-
tion reqﬁireara review of educational change within an interorganizational
context.
%

o
Educational change and organizational development have both been the sub-
jects of quantities of literature. Florio's work in designing an inter-
organizational cullaborative network for educational developaent and
Whetten's ir interorganizational coordination are “elpful. (Florio,

Whetten).

R-10




Organizations are naturally conservative entities with common char :cteris-
tics of stability, survival, purpose and membership. Florio writes that
it is necessary to initiate certain efforts and forces to overcome the
intertia, complacency and paranoia of institutions in need of change. He
discusses inhibitors and facilitetors cf coordination in terms of "Aids
and Barriers to Organizational Collaboration" (p. 43-53). He notes that
the conservative nature of organizations and the common charactef?ﬁ?iés
- of stability, survival, purpose and membership can act as a filtering .
System to communications, ideas and imovaticns flowing into and dhg}gf\
N . AN ) .
the organization. Tension is created by the ..»alance between thé drive

-

to maintain order which is restrictive (maintenance), and the dr1ye to

3
|

innovate and improve, ﬂhxch is open (change).

3 |
Florio citeés the following as barriers to a linking;&hﬁiéollahor&tive pro-
_— R i
cess dependent on the free and azcurate flow of infaﬁi@&ion intoiotghniza-

tions. .

I

: ~;/ 1. Internal‘atability and the need to preserve it : - !
- - 2. Maintenance of existing informal social relations

3. Uniqueness of language (code words, jargon)

4. Fear of an outsider bent on doing harm

5. Personal threats t> members when new ideas and innovations imply

the inefficiency, ¢.tedness or counter-productivity of old ways

‘6.  Institutional loyalty and pride

7. Status differences between organizations

»

8. Ecomomic conditions of school systems

9. Socialization procass of new members in a "don't roc' the boat"

mode,

R-11 86




Barriers to "output" or the production of aev information, knowledge and

practice include:

Florio stresses that "a system is unlikely to change unless the status
quo is more uucomfortable than the uncertainty of cheage or unless the
reward for change is greater than that for remaining with present »

practice." (p. 52)

He cites the following as aids to a linking and collaborative process

dependent on the low of information into an orgaﬁlzation:

1.

2.

- Goal definition -

Interia of organizations - bureaucratic rules, ‘raditional
practice, norms, val;ea

Comnlacency and local pride

Vulnerability to outside forces

Perception that innovation may be dangerous to members
Lack of mexber readiness for ~hange

Existence of fixed inflexible or uprevised goals

»”

Realization of the relative rewirds of change or that the status
quo is more com{ortable than some alternative structure or
proces;

An organizational value system which seeks constantly to improve
and rewards innovation

Change in leadership

Crisis or perception of crisis, (accideutal or deliberate)




PN

5. [Exsmination of other crganizations for swareness of new knowledge
6. Preservice and inservice trainiég
7. Ability to invest risk capital
8. Capacity to retrieve information and experiment with innovation
9. External chnhze agent whe*'.>r buyer/seller or collaborative
10. The-"invader" who bring: a’ternative practices snd structures
“11.  Importing of human rescurces with expertise not held Ly members
12. Internal knowledge - ;eeking subunite or rulees for systematic
resegrch and development o
13. ‘The concept of professionalism

s

Aids to—houtput" include:

Competition

1.
'2." Crisis

3. " Affluence and capifal to take risks and implement change

4. Openness of :he organization -

3. Values and reputdtion for innovativeness, progressive viewpoiucs

and scholarly publication of results

s

Whetten uses the Iows State model for the process of cireating véluntary
coordination. This five sten ! active strategy includes: analysis of
the present situation; manajement of organizational decisions; management
of interorganizational decisions; action; measurement of the impact on

objectives. (Whetten, p. 18-20).
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Table 2 depicts this model which has been used extensively in a variety

of institutional contexts.

(m‘etteﬂ, Pe 19) .

TABLE 2

Five Steps For Creating Coordinstion

Analyze the Manage Organizatioml Manage Incer- Take Measyee
Present Decisions Organizational Action Impact on
Situation Decisions . Objectives

Specify the Obtain problem Outline the Monitox Changes
problem commi tment objectives fulfillment in target
, of responsi- population
bilities
Specify the Obtain coordination  Specify the Changes in
relevant gec- commi tment flow of - participating
graphical resovrces organizations.
boundaries :
Identify the key Achieve” consensus Specify the Moitor
organizations structure delivery of
resources
Outline a plan Momitor , Changes in
for work meeting larger context

deadlines

SOURCE: Adapted from Klonglan et al."(34).

There are potential qegative side effects of coordination. “Tigt.ater system-
atic integration reduces adaptive potential.. Extensive coordination might
improve the respective‘ levels of members' effectiveness but could even-
tially reduce th.e adaptive capacity of the network as a whole. Joint pro-
gramming may reduce program innovation. Joint program planning, which
involves estsblishing a common language and set of working assumptions

and developing high degrees. of trust between highly disimilar people, is

very difficult. The tendency is to search for safe solutions and these

may be rather mundane.
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Another problem is the i-péct of intense political bargaining which can
set the program as a pawn in the larger chess game being played by the
organizations. The consequence of bargaining and compromising is too often
an inferior program. Extensive coordination may ieduce the quality of
services provided by the network as a whole. One danger is that coordi-
naticn could reinforce the status quo by hindering the entrance of new
organizations and technologies. Another is that coordination might reduce
the overall quality of aervicés because it eliminates useful redundancy.
It is of interest that Whetten's review‘of the literature identifies the
most commonly researchsd question as: "How can we improve coordination
between interdependent organizations?" Whetten suggest ‘'t ccordination

might need to be examined from the point of view of the clients. Other

: issues that need to be addressed are: "Do puﬂlic organizations use the

recommendation of .increasing interorganizational coordination to mask
crganizational ineffectiveness and administrative ineptitude?" "Is coordin-
ation a legitimating mechanimm used by current: actors to divide their turf
and mutually work to prevent the entry of competition and dampen innova-

tion?" i

The proposed system for coordination includes a lengthy pre-coordination
period in which t@create coordination. The system focuses the process
for coordination on local, collaborative units and a statewide mechanism

i~r their support.
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