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Dedication
:For Jasper Harvey who committed his life to the

professional development of educators and to changing
systems to improve education for handicapped people. '
Perhaps his greatest leadership skill was in supporting
environment's where cre'tivity could flourish, for he was
a man who had his head in the clouds a9d his feet in the
mud of reality. Softly, with grace and integrity, Jasper
was a catalySt of change, and this small document is one
of his man.), gacies.
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Introduction
The Organizational Structure and Change Task Force of
the National Inservice Network developed An Inservice
Design/Organizational Change Model-essentially based on
the Boston Project Technical Assistance-Model developed
b/Richard Johnson and Davit! Riley.' Additionally, the
task force drafted a set of quality indicators for each of
the time-specific phases in the model. Subsequent work
by the Murray State University project, "Regular .

Education Inservice: CoMpliance with P L. 94-142, A
Systemic:Change ProCess," concluded that inservice
education is a pnmary vehicle for accomphs,hing
organizational change, and the task force product was
further to reflect the single focus of inservice
education

This final product represents contributions Dy
teachers, administrators, lay citizens, organizational
representatives, and university and state education
agency personnel. Information and ideas were
synthesized at each level of involvement in an
evolutionary and synergistic manner culminating in a
useable guide for inservice planning,, implementation,
and evaluation.

For purposes here, inservice education will be
defined as a set of planned activities designed to change
some aspect of the system through personnel professional
growth. This.'document provides logical, sequential
direction for designing and implementing in,service
education pl-ograms that haVe potential for creating or
enhancing systemic changes

A secondaiy use Of the document is as a general
guide to planning, since the action steps parallel good
planning procedures. The action steps can easily be
formlated into a checklist fisr program managers.

The Inservice Design Model and Action Steps have
been introduced to over 200 LEAs. While subsequent
investigation will likely disclose areas of needed change,
there is now an ordered, concrete set of procedures for
changing organizations through-inservice education

'Riley, David l' & Johnson, Richard A SE;A's'and LOge,,Urban LEA's An
Approach to Collaboration and Technical Assistatice Washington, D C The
National Association of State Directors of Special Education and The

Council of Administrators of Special Education, 1980
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Development of the Model and
Action S.teps
After initial task foice3evelopment efforts, MSli staff,
including personnel from the National Rural Project
housed at MSLJ, conducted five days of intensi e ----\
inservice education with fifty Kentucky Department of
Education regular and special education personnel They
used the task force product as the primary stimulus
vehicle for enhancing abilities ofl the SEA persdnnel to
assist local education agencies in designing,'
implementing, and evaluating comprehensive inservice
education. One majoraspect of the five-day conference
was to modify the inservice design model andthe quality
inclicatOrs in order to make them more understandable..
and meaningful to local education agency personnef. The'

.:. quality indicators were converted to achon steps enabling
SEA and LEA personnel to monitor the inservice design
processes as school systems develop comprehensive
inservice education'progtams.

During the five days of staff development with SEA
personnel, teams were formed to prpvide regional

t, inservice eAucation workshops to all 181 school systems
in Kentucky. Each team included program managers,
accreditation specialists, guidance and counseling
supervisory personnel, a special educator from the
Kentucky Bureau (car the'Education of Exceptional
Children, and two staff members from the National Rural
Project (NRP). The ten teams conducted regional
workshops and provided follow-up assistance to I.EAs in
the development of comprehensive inservice programs.
using the Inservice Design Model arts' d Action Steps.

The inservice design' model is depicted in Figure 1. It
wil e. noted that the time-specific phases are linear in
progression and that the generic activities cut across each

' timespecific phase.,
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Time-Specific Phase
Phase 1: Preliminary Planning .

Dunng this phase, school system personnel make
decisions about the general parameters of the inservice
education program. Pnonties are clis&ssed and decisions
are made regarding responsibilities and assignments for
designing the inservice education prograrrt. Additionally,
staff who are0 receive'inservice education are identified
and available resources'are considered. A preliminary
needs assessment structure is determined that will
provide program planning information according to the
parameters determined.

Phase 2 Needs Assessment
During this phase, the inservice planning team collects
and analyzes data in order to program subsequent steps
in the inservice design. Currently existing needs
assessment data should be considered whenever it fits
the parameteis of :the current planning effort, and new
dat...should be collected from all individuals and agencies
that will-be impacted by the inservice program. Needs
assessment data can be collected by questionnaire,
interview,, or other procedures that will provide answers
to the questions: what inservice echtcation is needed., by
whom, to what extent,, when, and by what format? These
data should p'rovide inservice planners- with sufficient, c
information to begin to 'develop goals 19 phase3 of the
inservice planning effort.

.
--

gtaff Development Planning Format Figure 2

Goal.

Phase3: Goal and Objective Setting
Dunng this phase,, inservice planners refine theinitial
problems discusseckin Phase 1, consider the data from
the needs assessment, And develop short- and long-term

. ipservice education goals for the various groups of
individuals who will receive inserpareducation. Short-
term goals should reflect high pnonty or crisis needs to
be met. Longer-term goals will Most likely be onented to
the type pf syst4Mic change being undertaken and
determined clunkig Phase 1. The key to successful goal ,
setting is focusing on goals ;relevant for the pepple
paiticipating in the inservice education programs. Unique
sets of objectives should be developed foj each short- and
long-term goal and for each group to receive inservice
education. .

Phase 4: Task, Activity, and Resource Determination
For each ohjectivf, planners develop a series of activities
designed to meet that objective and carefully consider
resources: necessary implement the activities. Decisions
should be made during this phase regarding persons
responsible for carrying out the vanous activities. Time,
space, and financial resources should be determined, and
the overall' map of the inservice education program
should be developed reflecting these timelines and

, resources, Figure 2 Illustrates a planning format that
encompasses theslements of this model
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Phase 5: Implementation
During this phase, the actual- inservice activities are
conducted, process evaluation takes place, and
modifications are made of subsequent insery ice education
sessions. This is the phase when the identified goals,
objectives, and activities are accomplished.

Phase 6: Outcome Evaluation
In this phase, which may occur whenever a timeline calls
for objective completion (that is, not necessarily at the
end of a school year), an assessment is made to
determine the degree to which each goal and each set of
objectives has been reached. Once all inservice education
activities have been conducted, an overall outcome
evaluation can be conducted assessing the value of
individual inservice education activities and the impact of
the overall inservice education program on the
organizational change projected during Phase 1,,
Preliminary Planning.

Phase 7: Recycle
One product of the outcome evaluation in Phase 6 is a
statement of goals and objectives that, even though not
met, were determined to be of sufficient significance that
additional efforts should be made to reach them. During
the recycling phase, an analysis is made to determine
which 'earlier phase should be the entry point for
beginning to attack the unmet goal or objective. For
example, if evaluation data indicate fhat.perhap's the
previous needs assessment is now inadequate, recycling
would begin with Phase 2. If, on the other hand, analysis
indicated that needs assessment, goal setting, and
objective development were all adequate, but sufficient
resources were not availableto the Inservice activity,.then
recycling would be to Phase 4 with the input of
additional resources. It should be recognized,, however,
that once a series of activities Has beep conducted, it is
likely that a new series will need to be established in
order to meet the same goal or objective, since the
recipients of the inservice education program remain the
same and would probably rebel at redundancy.

Fl
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neric Activities
The foregoing description of the time-specific phases of
the model is relatively standard.in terms'of good
inservice design and_practice. The generic activities
component of the model sets.this model apart by
requiring attention to five generic functions at each
phase. An explication of each of these generic activities
follows:

ti
Coordination is the process whereby inservice"education
resources are managed in an effective, efficient, and
timely manner. Coordination includes.

Initiating. Giving direction on a continuing basis to
individuals and groups relating to specific
responsibilities, tasks; and schedules.
Facilitating Providing time,, materials, space, and
other resources on a continuing basis For specific use
in task accomplishment.
Controlling. Directing the flow of events on a
continuing basis as schedulectin relation to
personnel, spice, and rpource utilization.
Communicating On:a continuing basis, informing all
involved persons to assure that specific information
needs are met, provide feedback, and promote

operational affiliation (belonging to a larger whole)
Monitoring. Gathering iriformatiort on a continuing
basis about specific operating events, rec:Kcling them,
and comparing them with schedules and tasks
Correcting. Providing corrective feedback on a
continuing basis to responsible individuals and
groups regarding discrepancies identified via
monitoring.

LegitimationlSzippor4
A procedure for constantly assessing the degree of
adminiltrative support for the inservice education
program should be developed. Legitimation of an
inservice, effort is typically reflected through
administrative assignment of resources including time,,
money, personnel, and space. Additionally, the
involvement, where appropriate,,' of LEA administrators
and other deEiston-makers in the planning,
implementation, and evaluation of the inservice effort
suggests the legitimation of support tor tne inservice
program. Since, for purposes of this model, inservice
education is seen as a vehicle for enhancing systemic
change, legitimation occy-rs when the inservice education
effort facilitates overall local education agency goals and
change strategies.

7



Procss Evaluation and Reprogramming
.

Process evaluation is the use of ongoing assessments at
each phase ingtder to determine the positive or negatif e.

' impact of phase activities on the overall inservice
education program- Where concerns or deflations from
expectations or plang are identified, changes may be
made to better insure attainment of inservice goals and
objectives A formal process evaluation system should be
developed rather than relying on the more typical
informal assessment, "how's it going?" Process
evaluation data indicate a need for reprogramming

Decision Recording-
Minutes should be taken of all meetings and a record
kept of all decisions made and procedures used in each
phase This decision recording,will facilitate inservice
education planners' efforts during the course of the
inservice program. It will also be useful as subsequeQt
inservice activities are designed.

a
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Action Stops
A series of quality indicators were developed by the task
force for each of seven stages in the Johnson and Riley
change model. The MSU project and,the ten Kentucky
SEA teams modified the qtality indicators to reflect

.action steps. ..These are listed below and may be easily,
converted into a checklist format for local use by, for
example, adding columns to indicate persons responsible
for each action.step and a time when that step is
accomplished.

Phase 1: Preliminary Planning
1.1 Determine governance structures for inservice

education, such as a distnct inservice committee
composed of administrators, support personnel,
teachers, and others (e.g., a school board member,
parent, student).

1.2 Adopt a focal inservice educatiOn policy statement.
1.3 Agree upon a preliminary estimate of school system

needs.
1.4 Establish the general purposes of the inservice

education program.
1 5 Identify probable participants for the ingervice

education program.
1.6 Estimate basic timelines and requirements for .

. human and fiscal resources.
1.7, Develop a preliminary needs assessment design.

Ma' se 2: Needs Assessment
2.1 Specify areas to be addressed by the needs

assessment based on general problems and
participants identified during preliminary planning..

2.2, Identify organizahonal characteristics, administrative
politics, values, and attitudes which may encourage
or hinder staff development efforts.

2.3 Secure easily accessible and relevant information
(e.g., student records, CTBS test results,
accreditation reports, and anecdotal comments from
personnel). .

2.4 Develop data collection strategies for areas not
covered by existing information. Examples may
include teacher surveys, administrative
qUestionnaires, and meetings sponsored by
building-based inservice subcommittees.

.2.5 Establish datacollectiori aid analysis timelines.
2.6 Identify individuals to collect needs assessment data

utilizing the adopted strategy or strategies.
2.7 Collect, analyze, and summarize the data.

.1
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2 8 Determine that sufficient data are available for
planning pultioses.

.2.9 Disseminate the results to respondents and other
interested partiek

(?base 3. Goals and Objectives Settirig

32

Translate the needs assessment results into general'
;areas of concern.

Priontize these concern areas by
a short-term insert ice needs (e g., crisis problems),
b. lOng-term insen ice needs (e g., non-cnsis;

problems).
3 3 Write short- and long-term insert ice education goal

statements to include each of the identified concern
areas and to Impact all relevant personnel

3 4 Write measurable objectives for short and lorig-term
goals

3 a Re-examine the goal and objective statements to
determine if identified needs are reflected.

3 6, Ex aluate the.goal and objectix e formulation process
to determine effectiveness and efficiency.

Phase 4. Task,kilbivity, and Resource Determination
4.1 Conduct a task analysis for each goal related

objective.
4.2 Idenhfy all possible strategies/procedures for

meeting each objective.
4 3 Select inservice activities desired to meet cognitive,

attitudinal, and skill objectives.
4.4 Identify in-district resources (i.e., school personnel

and local community at large).
4 5 ldenhfy outside resources Take into consideration:

4. skill to address specific need areas,
b. availability,
c. practicality,, and
d. cost effectiveness'

4.6 Identify available administrative provisions for
inservice activities (e.g., grouping patterns,
instructional nodules', field tnps, .

telecommunications, etc.).*
4 7 Assign activity implementation responsibilities to

individu'als or groups.
4 8 Identify scheduling alternatives (e.g , Saturday

sessions, designated inservice days,'brownbag
lunches, potluck suppers, etc ).

4 9 Select the appropriate combination of resources,
administrative provisions, and scheduling
alternatives to effectively attain each objective.

4.10 Specify steps to accomplish each inservice activity.
4.11' Determine a timetable for implementation of each

strategy/step.

8 -

4.12 13eyelorra tntal timetable (eg , a PkRT or GANTT
chart) for all inservice activities and procedural
steps.

4.13 Design an implementation' phase monitoring system
for process evaluation

4 14 Establish tentative target data for outcome
evaluation.

4.15 Develop a record keeping system.
,4.16 Ex aluate the task, aclix ity, and resource selection

process to determine its effectiveness and efficiency .

Phase 5 Implementation
5 1 Insure that inserx ice implementationls guided by a

plan which specifies not only the insert ice model or
strategies selected for use, but also details,
-objectives, activities, and accountability dimensions.

5 2 Emphasize in implementation the major processes
relating to coordination (including initiating,
facilitating, controlling, communicating, monitoring,
and correcting), legitimation, process
ex afuationreprogramming, and decision recording.

5.3 Implement actin ales according to specified timelines.
5 4 Monitor activ itiessto determine whether.

1."'s. Resources are utilized is planned.
2. Activities are carried ott as planned
3. T' Ines are adhered to.
4 Ob ctives are beirig met
5 Ex aluattons are carried out as planned.

5.5 Document all changes in inservice
activities/strategies.

Phase 6. Outcome Evaluation
6 1 Determine the degree to which each goal specified

In Phase 3 has been attained.
6.2 Conduct an analysis of goals and objectives not

completely attained including..
1. Analyzing objectives winch cannot be completed

at all.
2. Analyzing objec Ives which can Ire completed but

with sdme diffi ulty .

3 Analyzing objettlx es which can be completed
with a reasonable time extension.

4 Determining which unattained goals, if any,
shoold be dropped and which should be
recycled

6.3 Determine if goals resulted inany unintended
outcomes.

6.4 Document evaluation findings



Phase 7: Recycle--
Recyc to meet existing goals/objectives,
1. F r goals recommended for continuation, ,use

recycling during the evaluation phase and
determine which time-specific phase would be. most appropriate as a recycling point.

2 Recycle to that time-specific phase to reinstitute,
the process descnbed for that phase or as
modified by process evaluation and
reprogramming

Develop new or rev ised goals,ob tikes as.oecessary
by
1 Rev iewmg goals and rela d objectives it the

"can't be completed" c egory and determining
if those goals should e restated.

2 Restating goals as appropriate and writing new
objectives for each restated goal.

3. Developing new goals where new needs have
.been identified either through outcome or
process evaluation.

72

. Background and
Recommendations
The National Insery ice Network(N1N) is a linkage agency
designed to exchange information about inseryice
programs for regular educators who are increasingly
becorrung more InvofVed in the education of exceptional '15

children.,NIN is funded by the Division of Personnel
Preparation,, Office of Special Education and.
Rehabilitative Services, United States Department of
EdeletItion.'The purpose of NIN is to identify model
training progratn6 antrtorriporients from over 300 projects

this priority area The National Advisory Board (NAB)
to the National Inservice Network organized eight task
forces. One of these was the Task Force On

, Organizational Structure Prokess and Change. The charge
to this Task Force was . . . "To do an analysis of the
effect of the organization on the development,
implementation and support of inservice education and
conversely the impact of various inservice.delivery
models on the organizational structure."

The Task Force was supported thrhgh a supplement
to a Regular Education Inservice (REGI) Grant entitled,
"Regular Education Inservice: Compliance with:P.L.¶94- ,

142,, A Systemic Change Process," funded' to Murray;
State University (MSU) in Murray, Kentucky.

On Marsh 2, 1981, the NAB received and endorsed
thelicservice Design Model and'Action Steps and on May
18, 1981, made recommendations about its dissemination
and utility to policymakers, administrator's, inservice
developers, and others interested in professional --...

development: Following are several recommendations
from the Board:

1. The Office of Special Education and Rehabilitative
Services should be provided copies of the Inservice
Education Design, Model and Action Steps for possible
distribution when they receive requests for' P.

information regarding inservice education. SpecifiCally,
the Division of Aid to States may wish to consider this
'document in their Comprehensive System of
Pelsonnel Development (CSPD) efforts.

2 State Directors of Special EduCation, CSPD
coordinators, and other stateagency personnel
involved in planning inservice should be provided Es

copies of the report. These persons should consider
the statements as.evaluation criteria for locally I
produced plans.

3. Local leadership persons should consider the use of
these statements with teams of personnel in 93.ek
establishment of locally determined inservice
programs. .

1
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4 Leadership persons in all professional educational
organizations should be provided with copies of the
report for distnbuhon to their memberships. .

5. Efforts should be undertaken by the Board and project
directbrs to disseminate these practices through their -

own training and wilting efforts in order to build
community support for quality inservice pr3ctices. The----
above recommendations are based on the perceived
benefitto the field of the Inservice Design Model and
Action Steps

We hope yqu find this repOrt useful
,
LAwrerice W. Marrs
Chairperson
Department of Special Education
16 and Calloway Avenue
Murray State University
,Murray, KriSucky 42071

i
Leonard C. Burrello
National Inset vice Network
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Bloomington, Indiana 47405. .
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