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ABSTRACT
This manual is designed for the training of inservice

facilitator teams, which include regular and special education
teachers, administrators, and other schdol district staff. Inservice
facilitator teams are defined'as teams which develop inservice
programs for their school system. Each chapter focuses on a specific

Dial-Rifthet-fil teams; the importance of each skill and

alternative activities for teaching the skill are described. Each

\-chapter also describes the continuing support network that is

' essential to keeping the teams functioning successfully. Chapter 1

\presents an overview of the functions.and responsibilities of

inservice facilitator teams and information on how to use the manual.

Ln chapter 2, there-is a description of the strategies to be used in

setting up a team, selecting participants, the modeling of team

skills by the training staff, and the structured interaction of team

members. In the third chapter, techniques are discussed that may be

used to help teams share their perceptions of their school system and
establish achievable goals. Chapter 4 describes several ways to

introduce needs assessment techniques. The fifth chapter offers
descriptions of activities that are Used to help teams develop

resource management skills. Strategies for managing workshops are
presented in the sixth chapter. Chapter 7 includes activities which

can be used throughout the workshop to enhance communication skills.

The eighth chapter is devoted to a discussion of how to develop and

maintain political support. The final chariter presents a review of

the work of the training staff and articulates the theoretical basis

for a successful inservice program. (JD)
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WHAT IS HEC?

In 1974, the school districts in Hampshire County joined to form a new

coency, the Hampshire Educational Collaborative (HEC). At the request

of uul members, we provide programs and services including vocational education,
special eauca.tion and, inservice teacher education. HEC currently operates more

than LO .closses lerving over 250 students. Hundreds more participate in,other,

HEC sponsored activities and receive service at their Own schools.

HEC activities are concentrated in three program areas:

Vocational

vocational skill training shops
youth eMkloyment project

Special Education- -

classes for special needs students
- specialist services .

technical assistance for local school districts

- extra-curricular opportunities for special needs students

4

Staff Development_ _ . _ _

resource center activities (seminars, library, recycle materials)

curriculum development (basic skills, computers, energy, nutrition)

technical assistance to school system inservice planning teams
staff development workf,hops and courses for teachers and

administrators
microcomputer resource center

HEC is governed by a board of school committce representatives from the

_f_ollow.Ing towns.
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The Inservice Facilitator
Team Model

1

The Inservice Facilitator Team Program is designed to
train and support teams of teachers and administratoTs
to,develop inservice programs fac'their own school

,systems. The model includes a training program to

prepare the teams and,an inservice network to provide
continuing support to the teams'in their schools. Six

years.of development have one into tha design. \

Evaluations during those y ars have demonatrated its

effectiveness. The mode can be adapted, to meet.the
inservice needs of a coopera4ve organization of small
school districts, such as.the Sampshire Educational
Collaborative, or a large schoOl district.

This manual is designed for-people who will be training

the inservidegfacilitator teams. Each chapter focuses
on a specific skill the'teaMs need to learn: de,scribing
why'we think the skill is important and.providing
alternative-activities for teaching the skill and
.discussion guides or handouts as necesSary. Although

the focus of the manual is the training program, we
hve tried to describe in each chapter the contimuing
support network which we believe is essential to keep

the teams functioning succeasfully. This,is the
_'.seventh editiqn of this manual. Each revision hassbeen

based on comments from the trainers who have used the
Manual and on the results of our evaluations of the
effe4iveness of the teams we have traineq.

History

The idea for-a'training series begdil in 19767when a

grpup of teachers, administratp,ra and university
faculty met to design a new inaervice training Model
for the school systems in the Hampshire Educaitonal
CollabOrative. It seemed to us that the poor quality of

many bf the inservice programs]was directly related to
the planning process. Everything we knew about learning

0
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theory and organizational development indicated that
the wrong people were responsible for the planning and
that, unfortunately, the people who should be doing the

planning lacked the skills to.take on the task.

In order to improve the planning process, we designed a
model for recruiting and training inservice facilitator
teaMs., These,teams were to be responsible fbfthe
p1anningof inservice activities in their chool

sistems. We thought that a team which represented the
school district's teaching and administrative\staff
could,be trained in the planning and organiza0onal
skills needed to design effective inservice prOgrams.

It would be misleading to say that eveey team trained
and every activity planned during the past six years
has been totally successful. .However, thanks to the
hard work of the team members and the support of their
administrators, we know that the inservice facilitator

model works. teams do it best.

4

The program is based on several assumptions:
_

1. Adults learn best when. they are involved in and
responsible Hr planning their own learning.

2. A representative group of teachers and
administrators can be trained in the planning and
administeative skills needed to organize and evaluate

an effective, continuing in:-..,rvice program.

3. Inservice programs must be integrated into and
supported by the school system within which they

operate.

4. To operate effeCtively, teams need an inservice.
support network to provide continued training;
encouragement, and communication.

TEAM MEMBERSHIP
vs

The Inservice Facilitator Teams inclUde regular and
special education teachers, administrator's and other
representative staff feom the district. In a large
district, a team could draw from one large high school

or a group of elemaritary schools. Over the yeare we

1 3



have trained teams specifically for elementary unions,

regional secondary systems and special education

collaboratives. The job titles change, of course, but

we still encourage the school system ,to recruit a team
which is representative of teaching and administrative

staff from different grade levels and academic areas.

Some of our teams have official representatives of the

teachers' union. One of our _teams has a school
committee-member.

When we began recruiting teams, we worked with the
superintendents to locate team members who would be

interested in participating and who represented the
widest possible range of staff concerns and interests.

We have found that membershlp on the team must be

voluntary. Members must be willing to participate in

the training and to serve actively on the team. Once a

team is established, team members themselves recruit

new members. Over the years, teams have recruited

specifically to get better representation by sex,

ethnic neritage, age, subjectarea, or to add specific

skills (artist, writer, group`facilitator,
photographer).

The inservioe teams in the-HEC-schools-vany-from-5-to
14 members. Less than 5 is hard ori'the team. One flu

epidemic and inservice stops. More than 15 Makes

meetings difficult. Group facilitation writers
recommend working groups of 6-8. ,If the school system

you work with is very large, you may want both building

level teams and a system-wide coordinating team. In

some of our very small schools, the entire faculty (of

5) is on the inservice team. That is, however, a very

time-consuming solution.

.AAINING DESIGN

The gaals of the training program are to:

1. Model the best available theories of
adult learning.

2. Develop teams with the skills to
continue to function after the workshop

series.



3. Develop a support system linking school
district inservice teams which will continue
to function after the workshop series.

4. Make use of the resources provided by
the training team and participants'
expertise.

5. Provide skills and experiences which
participants can apply to classroom and other
school responsibilities.

Through the years, these goals of the program have
remained much the same. However, the skills identified
as necessary to the team have been revised by
experienced team members who have served as workshop
trainers. This seventh revision of the manual
identifies 8 skill areas as the basis of the training
program:

6

Team Building: to develop and maintain a
functioning inservice facilitator team.
(Chapter 2)

Affarysts and GoalSett-ing-:--toanaLyze
forces affecting the inservice program and to
set goals for the team and the program.
(Chapter 3)

Needs Asessment: To conduct a.needs
assessment using a variety of procedures and
data sources. (Chapter 4)

Resource Management: To meet the expressed
needs of the staff with appropriate
resources. (Chapter 5)

Workshop Management: To plan, oversee, and
evaluate inservice workshops. (Chapter 6)

Communication with the School Community:
To develop and maintain communication between
the team and the school community. (chapter
7)

Political SUrvival: to develop and
maintain political support. (Chapter 8)

Inservice Theory: to articulate the



theoretical basis for a successful inservice,
program. (Chapter 9)

THE TRAINING TEAM

0

The training worksnop series is conducted by a team
(never an person alone) . One member, usually from our
own staff, attends all sessions to coordinate the
planning and evaluation. The rest of the training team
may remain the Same throughout a series or may change
each session., Members of the ,training team are former

_tra.ining-pnagrram-paipan.ts-who *are presently serving
on inservice teams in their own school systems.

embersnip on a training team serves as advanced
training for team members since they have to review and
revise both skills and activities based on their
experiencesas inservice team members. The
mathematicallyinclined readers will realize that our
goal of using every participant as a trainer is like

the rice-on-the-chessboard exercise. It is bot
possible-.---In-tb-e-shont_r_unthe first row on the chess
board), however, it has been an effective method-lbi.
developing an excellent cadre of trainers, for
improving the quality of our training program, and for

supporting continuing profesional growth for team
members.

PARTICIPATION

It is important that all members of a new team attend
the training series. It is especially important that
the adiftinistrative representatives on the team attend
with the teachers. Administrators have found
themselves in embarrassing positions when they have
made mistakes because they lacked the skills the rest
of the team had learned. Tbe administrators !
attendance, or lack af it, is also a message to the
teachers about how much the administrators value their

membership on the team.

16
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We have found it to be More cost effective to train a

number of teams at one serieS. The advantage in
training a team alone is that all resources can be

devoted to the needs of that school system. The
advantage of sharing the training with a number of

teams Is that a network-of resources among the systems

is begun. We plan eact training day so that teams work
together for most of the t.4e, but have at least one
opportunity for a croSs-team activity designed to

encourage sh.aring of resources and experiences among
teams. We have trained up to 60 people with a training

team of 5.

--SCHEDULE-

When we schedule a training series, we prefer to plan
four all-day sessions at least two weeks apart. We

never plan workshops on Mondays or Fridays (too hard on 111

substitutes) . We usually vary the day of the week to

help the-special subject teachera who may see student
groups only once a week. As substitute money has II

disappear,'we have run late afternoon and evening
sessions: -It sekre-s-m'oney7-b-ut--i-s---i-nored-i-bl-y
exhausting. We have offered the workshops as a
three-day series, cutting corners where we could.

Acting'on the belief that something is better than
nothing, we -have even offered single,'half-day
introductory sessions to get a group thinking about

becoming a team. It is, of course, not possible to
develop a skilled inservice team in a half day, but it

may plant.a seed.

The schedule for each training series varies with the
needs of the participants. Only once have we ever had

I/
the list of participants early enough to send out a
needs assessment before the first training day.
However, our firat_day's activities help us learn what
goals the particiOants have- foi-TEffe series and what
skills they have which can be used by the training

staff and other participants. In order to make sure
that we provide some activities for each of the skills
identified, we schedule the four days as.follows:

I.
.8

1



Day 1: Initial team building activities (Chapter 2)

Analysis and goal setting (Chapter 3)

Needs assessment techniques (Chapter 4)

Homewofk: draft a needs assessment

Day 2: Followup and critique assignments inteam
building, goal setting and

needs assessment

Resource location (Chapter 5)

Scnool communication (Chapter 7)

Homework: draft a communication strategy \

Day 3: Followup and critique assignments in team
building,,goal setting, heeds

assessment and school communication

Workshop management (Chapter 6)

Homework to complete previous tasks,assigned

Day 4: Review of skills, critique of tasks assigned.

_Political support (Chapter 8)

Inservice theory (Chapter 9)

If only three dayS are available, less time is spent
helping teams critique and,review skills. Day three
focuses on workshop management and political support.
In an introductory workshop we touch on team building,
goal setting and needs assessment only.

USING THE MANUAL

The purpose of this manual is to help train an
inservice facilitator team. We hope that, 'with copies

18 9



of this manual in one hand, a team of trainers could
plan, conduct and evaluate a workshop series for a
group of inservice facilitator teams. Chapters 2-9 are
devoted to- specific skills we havg identified as being

necessary for the teams. Each chapter includes a
training objective, an explanation of why the skill is
important,'detailed descrIptions of activities which
can be used to teach the skill,- and _handouts or
discussion guides associated with thd-se activities. We

assume that all participants have copies of-the manual.
Team members will be using them during the workshop
series for examples, handouts and after the training
series for reference and for orienting new team
members.

You will find_it helpful to supplement this manual with
a parallel set of files with additional skills,
activities, brainstormed lists and handouts. You may

want to turn the manual into a notebook by tearing it
apart and adding your own additional pages. (Actually
our earlier editions were designed for a three-hole
notebook, but manual users asked for a sturdier

bibding.) If possible, that is, if you have any money,
supplement this manual and your files with a shelf of
reference books. You will find bibliographies to get
you started throughout this manual.

It may sound slightly incestuous, but we use our
training manual to plan opr own training workshops.
For example, the training team goes through the
planning process outlined,in Chapter 3 to set goals

itself. How else will we know ig we are Successful?
Re use the chapter on school communication acid works op

management to plan the,workshop series...and so
through the chapters. There are two advant s to this

system: the training team becomes familiar with the
manual and, even more important, the team is sure that
it is modeling the.skills it wants the teams to learn.
Given the general perversity of human nature, the
ipservice teams will learn more from the behavior of
the training team than from any activity structured for

them.



RESULTS

The final 20 minutes of each traping day is spent
evaluating the session and aanning for the next

workshop. This time is very important to us. Not only

does it-provide us with specifia ideas for improving
the workshops to, but it models effective workshop
evaluation, a skill we want the teams to learn. Over

the years, we have used a variety of evaluation

instruments. Whatever format we use, we always use
open-ended questions sinFe we are more interested in

individual ideas,than ifirany mathematical summary. We

often list the specific goals for the workshop day,
asking participants to describe how the goals were met

and how they could Aave been met better. We always,

always, always ask for additional suggestions,
-comments, or ideas.0 We then summarize the evaluation,
use-the_results- in planning the next session and
distribUte-the summary at the beginning of the next

training sesSIon_(or in an inter-session mailing).

Completing evaluation fotm-should,take no more than 10

minutes. The additional time-1-S-spent_reviewing tasks

that the team and participants have take-ft-on and adding

to that list. ("Could you find the name of tha-f-pe-eson

you mentioned wha....," "I'll bring in that book on

meeting management I have at home." At one glorious
first session, the participants were unhappy with the

local restaurants. In 10 minutes they had organized

trainers and partIcipants to bring pot luck lunches for

the other three sessions. We knew that series was'

going to be a sUccess.

What do participants,get out of the training series?

Our follow-up evaluations indicate that they benefit

from:

Professional recognition from the
adminstration and peers witi4n the system and

from educators in other systems

Release time for training

New skills which are transferable to other
responsibilities (especially leadership and

group tacilitation skills)

Friendship and personal support

20
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Access to the power structure

How do the school systems benefit from the training
series? They gain a team of teachers and
administrators-who are willing and able to plan the
inservice program for the school system.

CONTINUING SUPPORT'NETWORK.

Unfortunately, our_observations and evaluations
indT8'ate that thetrained team' is a necessary but not
sufficient component. (Now you tell us!) The school

'system, in particular the school administration at both
the building and central office level, must continue to
actively support the work of the team. A definition of
active support is difficult, since school systems vary
so widely in their support structures. For the schools
in the Hampshire Educational Collaborative (HEC) this
has meant that the individual school systems encouraged
and supported team activities, consUlted the team about
inserVice related issues, assisted the team in gaining
school committee and community support and encouraged
HEC in its effotts to provide a resource support
network. This network, sponsored Uy HEC, has included:

1. Monthly meetings of an advisory council
'made up of representatives from the inservice
teams ,

2. Newsletters distributed monthly to all
school administrators, teacners' rooms, and
all inservice team members in the HEC school
systems

3. Computerized resource retrieval system
listing consultantsd visrtation sites, local
resource centers and books in our
ofessional library

4. A iStance in locating funding' for
inservi e activities

5. Training-t1 nevi team members

6. Coordination of the Network by an

.22



inservice administrator

In the remaining chapters of the manual, these support
activities are described in greater detail. We hope
that you will be able to adapt some of them to, meet the

needs of your teams. Don't be discouraged if, at first
g2ance, such a support system does not seem possible.

When we began our training series five years ago, we
had no plans for developing any type of support

network. It was the teams who pointed out the

importance of continued support. "Hey, wait a minute,

you can't just abandon us!" We innocently began a
monthly support group meeting for workshop
participants. After the second workshop series two
year later, participants requested a part-time
coordinator to provide communication through a
newslettes-4_0_ locate r es_curces-Lor--a-resource-fi-ke-i-
and to plan additional training. Once those systems
were in place, of course, new needs were identified and
once those systems were in place, new needs were
identified, and ...
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-2 Team Building
ra

Objective,: to develop and maintain a functioning
inservice facilitator team.

Many of the school district inservice facilitator team
members-mee-t--fan-the-f-i-nst-t-ime-a t_aur_wankshaps
order for the team to fupction, members need to be
comfortable with each other. In addition,,team members
need to understand.that, in the long run, the sucess of
their team will depend as much on their skill in
working together as on the quality of the activities

they organize.

When we began our workshop series, we delayed any
consideration of team building until the third
workshop. Over the years, we have realized that team
building begins on the first morning. We still delay
formal consideration of team organization until the
third session, but we begin team building activities on

the first day.

Each year, we have evaluated each of the teams in terms
of its own goals and in'terms of our goals for the

team. Each year we are impressed with the importance
of a well organized team. Teams that have not taken
the time, -or have not had the requisite skills, to work
well together have*had many more problems, more
confrontations with administrators and teachers, more
crises, and more burn-out than the well organized
teams.

In the yearly evaluations we have asked former training
participants which of the skills they learned as team
members-have-been-most -impontant-to. them in_ the_ix ather
school activities. Group organizational skills always
win. Team members report success in organizing
committees and task forces with the skills learned in
team building. If you have to prioritize the skills

24.
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necessary for the team you are training, the team'S
ability to organize itself should come fitst.

OVERVIEW

Over the years we have used a variety of handouts from
the many excellent books on small group functioning and

effective meeting management. A brief bibliography
appears at the end of this chapter. New book's which
you 'should review appear regularly. If you canwprovide
a small lending library for the teams you are training,
members could certainly benefit from browsing througH

them.

---When-wevbegan aur-tTalning progxamr.:.we focuaed on _thase

small gcoup interaction materials which describe the ,\
behaviort often found in a group (gate-keeper,
mediato6 loud-mouth, task versus maintenance
activitit, etc) . However, we found that understanding ,

small'groUp behavior was not sufficient-training'for
inservice \facilitators. The teams needed know-how to

o
organize themselves as a team, and especially, how to

run good meetings. We now spend less time on group
roles and m6re time on organizational roles
(facilitatoet assistant facilitator, note taker) and

procedures (agendaitime lidits, evaluation) . We hope

that good management skills will facilitate the team's
understanding\of the small group behaviors underlying
these practices. We also hope that the teams will read
sope of the boOks we suggest t9, them to learn more
aeout small group and task gro(dp behavior.

, In this chapter we will describe first the strategies
we use to set up a team building climate fore.the
workshop series: the selection of participants, the'

modeling of.team skills by the training staff, and the
struCtured interaction of team members. Second, we-
will describe some specific activities we use to teach
organizational skil1 6 which participants can continue
'to use after the workshops. These skills include
agenda planning and evaluation, note taking, the

assigning of facilitator and note taking
responsibilities, problem solving, brainstorming, and
consensus decision making.
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One of tour goals at every workshop series is to make

effective use of the.participants' skills. The learn

7
,....*

members you will be'training may vany widely in.-their

. backgrounds. If you are fortunate in having.

, participants (or stalf) who are skilled in 'small group

facilitationl,you can expand on the actjvities we tave

suggested here. By the end of the series, all team

members should, at least, reeliie the importance of

team organization and be able to use a variety of

t simple techniques to help the team- wbfk effectively.

ORGANIZATION FOR TEAM BUILDING

Select-1-0-n- -0-f -pa-rt-i-c ipants

Sinc'e team building .1.S a high priority, it is oUviously
'preferable to train ah entire team at, one time. In a -

.
perfect world, that would alwlys be possible. In pur

Viorld,_it is not always poss4le. Tilere may be new

team.members whq need traVing which is not app.roptiate

..,to,the.more experienced members; there may be systems

that cannot release for training.

'Whatever your traiming,co uration, keep the goal of

team building clearly in mind. Use whatever strategies
yaucan to set up a team situation. 4When you are
training new membeEs of a team, use some cxpereienced

members of *the same teamg as trainers; If-only certain

members of.the tdath can attend the entire training
seles, set up a sharing sesSion betWeen v;orkshops, so
that.the eneire team can pirticipate in home of the

activities.

It is especially important to entice the administrative
members of the team to attend the training sessions

with the teacherg. The skiXls and.morale which the
// team develops are'less powerful when the admipistrative

.representative does_not_paetrcipate-. !

There are advantages in training several teams

together. We plan some a ivities which are for

's participants working a eams, and some activities
.. to
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Which are designed to mix teams. In the remaining
chapters, we will describe activities which are best
done by teams (goal setting, needs assessment desiyn,
communication strategies,) and activities which benefit
from having cross team groups (resource location,
workshop planning, politiCal strategies) . Cross team
activities help 'develop networks between teams that 4..an\
_last beyond the training workshops and often help
individual.members to consider a wider variety of
.op.tions when they are considering solutions to
problems.

When we aSsign tasks'to the teams, the trainers fdoat
among the Trou s,-or remain within shouting distance so
tqt they can felp a team in trouble. Since the trainer'
cannot.s,stay wlth the gropup after the workshop series,
we'do 'not assfon a traiter to work regularly with each

. team.. We_ don't want the'teams to become dependent on
outside assistance.

, Selection of training
-

47

The rainincrstaff. for your workshop'is, after all, a
team. We never have run a workshop with onl'Y one
trainer and would ne/er do so. As a team we work at
developing common Toals, careful planning, egualiq of
.roles, open feedback and good humor. We also walk on
water at least once duribg.each series. The power of
effective modeling, especially kf you take the time to
talk about the team process openly with. the group,
should not be 'underestimated.

We have varied the staffing pattern for different
workshop series. We have tried using one training team
,throughout the series. .This works fine for the
training team, but school systems object to the numbpr
of release days involved. Alternatively, we have had
one tiaining facilitator who coordinates the series and
attends -all sessionsv thp rest of the training tead
changes each session; In selecting.the team members,
we have brought together members of a.number of teams.
(2articipants hear about.a variety of Lead.experiences,
but tkley-don't get to watch a well organized team at.

St



-, -work.) Sometimes the trainers fbr a given session come
from a single team. (Obviously the participants hear
about fewer experiences, but have more Aance to
observe tram members working together.) Whatever
'staffing pattern you use, take advantage of the
opportunity to use the trairking team to model team
building skills.

Getting started
0

, Members of our new teams often are not acquainted with
each other. It is important to remember that teachers
in the same building may ot even know each other's
names. The first task, therefore, is to make sure that
dveryone on the team knows everyone else.

*

,

,

Names: It sounds simple-minded, but it is
hard to remember someone's name if you have
never heard it before. 'If possible, the
training staff should have a list of
participants before the session. Names
should be read aloud, memorized, or
remeMbered by whatever system you normally
use. Name tags are essential and should be
used at all sessions. (We prefer the sticky
ones without'the "hello". If your
organization has cards with a logo, great.
The little holders ate nice. Not everyone,
wears '6 jacket, so avoid the ones which fit
into coat pockets.) After the first
Workshop, staff should review names and then,
of course, use them during the workshops.

Pictures: Photographs are very uleful for
recalling names, for team building, and for
produding attractive display areas'during the
workshop septes. We have had better

.
technical sucpess with thigh-speed black and
white film; which dan be developed, printed,'

-labeled, and posted at the next seasion.:
Polaroid-is all right 'if you need pictures
immediately-, but the prints rarely are good

<
n8
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,enough for later use. Color slides, are
useful for presentations later, but make very
strange bulletin boards; color prints are too

expensive for most of us.

Introductions: Start the first session by
haviny peoPle introduce themselVes. Next
time hae...them intrOduce the person on their
right, or n their left, or across from them.
Include naMe and something interesting about
them, or a hobby, or a dream, or whatever.
The only variation on this we have ever seen
backfire is when the first person is asked to
pica someone to introduce, and that person
introduces a third, and so on. If you don't
think that creates stress, watch the faces of
those who aren't selected until the end.

Tdme: Give people a chance to get to know
each other. It meals are involved, arrange
tables so that teams will eat together. Set

up space so that each team can wor together
in reasonable comfort, while the raining
staff can be unobtrusive obser ers.

Climate: lhork at setting a climate which
encourages team members to have a good time.
There. is a good deal of writing in education
about the importance of a good learning
environment; work at creating one. Do little
thinys to create an atmosphere ot team
sPirit. Thoughtful, nonthreatening rewards
help (a magic marker to the team that used
the most newsprint during the day, a
miniature plastic rowboat to the team whose
school had.a flood betwe0 workghops). .Take

cime at the beginning of the second; third
and fourth workshops tb have each team .report
on what they accomplished together between'

sessions.
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ACTIVITIES

In additioh--to orgahizing the workshops for team

building, we plah,a_series of specific activities to

helpteam Members deV-elop team organization skills. We

try to integrate this skirlbuilding into other

actiOties so that teams wilf--practice them under

reali1stic situations and, also, so that we can pack in

as muCh training as possible during the workshop

series. -

genda,planning

During the last three training sessions, we introduce

the team building skills as part of other activities.

We usually begin by handing out copies of the meeting

and agenda planning forms (pp. 32-33) . We then present

some ta0 for an imaginary tearvand ask everyone to try

to complete the planning form. For example, "Your

inservice, team has a two-hour meeting scheduled next

week to cOmplete their planning of the after-school

worksho Catalog. Each member has been-responsible for

a different workshop. Take a few minutes to fill in

these p arimng sheets." (This activity can be done with
1

the töt I group, or in informal groups of two's or

three's . \A brief (10 minute) discussion should

touchin on the planning process and about the various

ways of organizing the agenda to get the task

abcompl shed. Encourage teams to revise the forms to

meet th ir spec-ific needs. Once everyone is familiar

with th for\m, you can ask each team to complete it as

the fir t step in some team activity you have assigned.

It is e pecially effective when the team is asked to

plan a eeds\assessment (Chapter 4) or communicatioh

,(Chapter 7) .

Note Ta i ng

1

1

This is a ski l which is easily incorporated into some
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other activity. Whenever you assign a task to a group,
whether it be a team or cross team activity, make sure
the, group designates a note taker and that the note
taker uses a note taking form. There is a sample form
at the jnd of this chapter (p. 34) . Change it to suit
your needs.and encourage the teams to change it
themselves. Stress the importance of simple e

note.7taking. There may be situations in whiolLtyped
notes ere desirable (and your participants mi%ht want
to liSt these). For most groups a set of legible,
hand-written notes distributed immediately, with the
tasks clearly assigned and decisions accurately
recorded, is more valuable,than neatly typed notes
which have taken a team member's time and are handed
out two weeks later.'

Team Roles

We have identified 3 roles which we think are essential
for the functioning of a team, or any ,task group:
Facilitator, 2ssistant Facilitator and Note Taker. You
can introduce these roles by having the participants
read a copy of the role descriptions listed below or
you oan elicit descriptions of the roles and
responsibilities from a group discussion. For example,
you might ask participants to visualize a good

'committee at work. What is going on? Now visualize a
poor committee. What is happening? Take the lists
developed to lead'the group through the process of
describing the important functions of the member's. The
advantage of the discUssion approach is that it
focuses the participants attention Of group function.
The disadvantage is, or course, ehat it takes more
time.

Team Respo

Facilitator: Plan agenda with help of
participants, distribute agenda before

rir



meeting, start meeting on time, set
.procedures and time limits for each part of
'the meeting, help-everyone share in meeting,
call for breaks, revieW decisions made, end
meeting On time.

Assistant Facilitator: Help plan agenda,
keep track of time, check that all members
are involved, act as recorder if visible
notes are needed to'keep track of the
discussion (on newsprint OT board) , lead
evaluation of the meeting, compile
evaluatiOns,,distribute copies to all
members. The,assistant facilitator becomes
the facilitator of the next meeting.

Recorder: Keep written record of decisions/
actions, responsibilities of team members,
and deadlines. ,After the meeting, copy th'e
notes and distribute immediately (or as soon
as possible). Check 'with group after each
decision to make,sureof relevant
information. Use a simple note taking format
(like the one provided in this chaptee).
Keep in mind the goals of legibility,
accuracy and rapid distribution. Write
legibly in black ink so duplicating can be
done directly from hand written notes (unless
copies are needed for school Committees,
etc.) The recorder becomes the assistant
facilitator,of the next meeting. (If the
group is very small, the recorder serves both
the recorder and assistant faciliVtor
roles.)

Once the participants understand the responsibility of
each role, they will need to pr ctice. Each time a
group (team or cross team) is gi en a task, remind them
to designate members for each ro We usually
introduce the roles with the needs assessment or
resource management tasks (chapters nd 5) . You may
want tc have colored name tags* with the roles written
On them, which you hand out at the beginning of,each

.
task. 'A' l'iSual cue often helps remind the group of the'
different roles:

Since le6rning these roles is important for the future
functioning of the team, be sure to allow the
individuals time to get feedback on their skills. Plan

25
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work sessions so that participants spend the last five
to ten minutes reviewing the process of Elle group
(whether it is a team or a cross-team group).
Encourage participants to suggest alternative ways of
handlins situations. Focus an the "next time you might
try", rather than "you shouldh't have".

We occasionally have asked group members to role play
different personal roles (initiator, summarizer,
harmonizer, railroader, isolate, comedian) by handing
out role cards to each member before they started a
task. If a group is working well together, this
activity is not necessary and may do-more harm than
good. If you do some activity of this sort, keep it
light. Assign a task that is simple.or,even silly.
Make sure that the group takes the time to process
their feelings after such an activity and them moye
them quickly.into some task where they can be
successful together.--

Problem solving

The process of problem solving has been widely studied.
.
Effective problem solving skills are important in task
groups (hence the interest of business and management
in problem solving) and in conflict resolution (which-
explains the interest of psychologists and behaviorists
in the process.) If members of your staff, or
participants, are trained in these techniques, you may
want to do more than we suggest here. At the very
least participants should know these six steps in
problem solving and have an opportunity to use this
approach. The probelm solving stages are:

1. define the problem in-terms of need
(we need., we lack...)

2. generate possible solutions (what are
all the alternatives...?)

3. evaluate'and test various solutions
(what would happen if...?)

P,

4. decide on a mutually acceptable

33
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solution (we all agree to try this...)

5. settle.the detai'ls of implementation
(who does what? by when?)

6. evaluate the chosen solution (what
happened? why?).

You can use these stagei to structure tasks-for needs
assessment, communication strategies, resource
management, workshop,planning or political analysis.
Here are sode of the ways we structure the learning of
the stages.

#2: Generate possible solutions

Once a problem has been defined (not as easy a task as
one might think) , the generating of possible solutions,
or brainstorming, _is the most fun. We usually use the
brainstorming techniqUe in connection with some task we
are doing (goal setting, location of resources,
workshop management, and communication strategies).
Before brainstorming begIns, the rules (listed below)
are reviewed. It is also possible to set up a very
brief training activity in order to review the rules.
You might ask members of the large group to quickly
gather in groups of threes (called triads in the trade)
to come up with all the possible uses for a'pen cap, or
a brick, this manual, or some object in the room. This
is a quick, non-threatening way to make sure everyone
understands the rules befve you begin. (You can give
the pen cap to the group with the longest list.)
After the brainstorming, participants should be sked

to comment on the process and to discuss some of the
problems of staying within the rules.

The Brainsorming Rules': The purpose of
brainstorming is tO generate as many creative
ideas as possible 'Aidthing a limited time. dn.
order to brainstorm, the group needs 'a
recorder whose responsibility is to Write
down all ideas without making any comdents'
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about their quality. It is very important
that all ideas, however flaky or foolish be

accepted. The.assumption behind theprocess
is that the off-beat ideas will stimulate
others to think in different ways and will
result in more creative afternatives. If

group members begin making evaluative
comments, (good or bad), the recorder should
remind them that the evaluations come later

-and are not appropriate during the
brainstordTh4-sessi.onhe_r_ecorder should
be someone who can write quickly. Le-g-i-b-tl-kty

is useful, but this isitnot the.time foro
calligr,aphy. The pace should_be fast ahd the

-'' time limit short (\usually five minutes).

It is important that something be done with the lists
generated dufqng a brainstorming se'Ssion. If the task
was simply to make a good list, the group should review
the list, clustering similar ideas together, and assign
someone the task of compiling and distributing the
list. Usually the list was generated as part of a
problem solving process, in which case the group should

return to step three.

#3: Evaluate and test various solutions

Try to have a break after the brainstorming session.
If the group goes directly into testing solutions they
tend to get silly. Limit this stage to 15 minutes.
The purpose is to check out potential effects, not to
make a der.:ision. Try to keep members from saying,
"that is not a good idea because." Instead, have them
structure their suggestions as the "best scenario" and
"the worst scenario". The same kind of sharing of
information,aboUt the school structure occilurs during
this disclfssion as during the force ffeld.analysis
(Chapter 3). The danger of ihis stage is.that members
may,not be right about,the effecs of variOus.

.activities. Therefore,'try to encourage at least two
al'ternative results td every solUtion.

28
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Decrding on a mutually acceptable solution/
consensus decision making

Consensus decision making is the most difficult concept
discussed in this manual. It really deserves more
space, and takes more time, than the training sessions.
prOVrde. However, if you feel coMfortable with the

concept, it is a skill which,wili help your teams.

If you are going to have the teams,practice this skill,

you :flay -wanttohaxe them read the explanation given
here, or you may want to.giV-dsometype_of large group

presentation. You might then ask individuals to
volunteer for a role playing demonstration which others
could watch, or you could'ask each team to use the

'model as part of some taSk you have. given them.' Great
tasks for consensus: practical decisions such as where
to go for Lunch, the date and time of the team meeting,
or how to distribute the homework task for needs
assessment or workshop management.

Rules for consensus: The purpose of consensus
decision making is to place all group members
ip a position to say "I may not completely
agree, but I can live with the decision'and
support it." The alternative'to consensus is
majority vote, where those who win are happy
with the decision and those who lose are not,
and (more impo'rtantly) may not support the
group's actions. COnsensus decision making
takes longer, but mos people feel that the
resUlts are worth it.

When all goes well and consensus is reached
easily, the facilitator slici ld check to makeIk\\
sure that all members are ip fact content., ,

(Easy, consensus may' mean that participants
really don't understand their r sponsibility
to speak 'up.)

When there,is some conflict, bUt co sensus is
reachedt, the system seemS wonderful. ,Usuall.Y___
there has heen careful discussion, even more

\
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careful listening,and some open disagreement,
often with "I messages". It is very exciting
to think thkt'the group has been able to
reSpect'everyone's feelings.

And then there are the times when it doesn't
wOrk. If some people feel group p;essure to
"go along so that we can do something", then
the system has broken down and the group is
back to majority rule. At these very
discouraging moments, it usually pays to go
back to the definition of the problem (first
step in problem solving). Chances are that
the grOup does not agree on the problem they
are trying to solve. This doesn't mean
(sigh) starting all over again, it means
reexamining the assumptions of the group.

It may-also .pay to take some time out: a
walk, some relaxation-exercises, some food,
small talk, anything that will re-energize
the group. After the group has redefined the
problem, a new attempt should be made to
examine other solutions, hopefully, some new
ones will appear that will free up the group
to-look at alternatives. On some issues, the
group may never reach consensus. This may
seem frightening 'until you remember that the
alternative is having the group make a
,decision that some members may be unable or
unwilling to support.

#5: Settle the details of implementation

-4 -.Thi-s-stage Jhe -greatest danger is-that,,
.atter the emotionally exhausting experiente of
consensus making, everyone will be anxious to leave the
grceup. Itiis in the facilitator's personal interest to
check out'meffibers' feelings at this.point.'.It is
better to-spend.l0 minutes taking a break than to have
the group wander away leaving the facilitator with all
the work. The note taking form at the end of this
Chapter is especia4ly useful in directing the

Ii



discussion'of implementation. It may be a help to make
two copies, One kept by the recorder on the form and an
identical one (perhaps.by the assistant facilitator) on

newsprint. Some teams we have worked with list all the
tasks first, then have people Volunteer for them; some
teams have people volunteer as each task is brought up;

some teams assign tasks (a dangerous approach if you
want the job done). Whatever approach your teams use, ;

it is essential that the deadlines are realistic and
that everyone gets a copy of the notes as soon as

possible. If the group has trouble setting deadlines,
youmay want to do,some work on timelines at this

point. There is_a timeline exercise in Chapter 8. 0

A personal note: We have found that administrators
carry calendars and, when assigned tasks, immediately
write them down on the appropriate date. Teachers,
because so little of their time is theirs to organize,
tend not to carry appointment books and are often seen
making notes about meetings in theomargins of grade
books, on shopping lists or student papers. Encourage
all teammembers to carry personal Calendars. Spend a

few minutes having workshop participants and training
staff display the wide variety of calendals that
Members-of almost any group use. The mosk exciting
ones are made by-people who are "into time management".
Get them to demonstrate how they have designed their
calendars to meet their specific time schedules and.job

responsibilities.
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3. Ana ysis and Goal Setting

Objective: to analyze the forces affecting the-
inserwice program and to set goals for the team and the

program.

When an inservice facilitator team begins to plan
together, it is important that the meMbers share their
perceptions of their school system, and their goals for
the team and the inservice program. As we mentioned in
Chapter.2, team members often do not know one another,
so that thiS sharing of information helps them get
acquainted. It is also important that they set goals
for themselves as a team.

The comments in that first paragraph are so obvious to
us now, that we are somewhat embarrassed to admit that
it took us three years to discover the importance of
goal setting. One reasonany group (or individual)
sets goals is to have some notion of direction and some

measure of accomplishment. Another, and equally
important, reason for the team to set goals is that the
members of the'group need to ,share the same goals for
their activities together. Our yearly evaluations of
the teams indicdted that much of the frustration could
have been avoi'ded if/members had spent more time

talking through theirAexpectations. When 11 people
sign up fot a workshop, the team member UthQ was only
expecting 6 really can't understand whylkanotherteam
member slams down the registrations and stalks out of, .

the rooeunless she realizes that the,disappointed
member expected a minimum of 30 registrants.
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The protedues we use to help team members develop
goa s ecome usetui skills for members in othe-r.
organizational settings. They find it very helpful to
have a structure which encourages the members of the
group to share their perceptions and forces the group
to be specific about goals.

'OVERVIEW

Wien we began the training series, we assumed that the
team should begin by conducting a formal needs
assessment. 'Therefore, needs assessment was the first
skill on our list:, (It is now third In priority, after
team building and goal setting.) Although the results

'of the needs assessment will require the team to
examine, and perhaps adjust, their goals, the initial
direction must be set by the team working together. If
you are working with an experienced team, don't skip
this chapter, since sucessful teams should go through
the analysis/goal setting process every year.

,This chapter includes three techniques we use to help
teams first Share their perceptions of their school
system and their hopes for the team and then determine
their'goals and the strategies for achieving them.
These are excellent activities to use to get a team
working together, and to introduce some of the team .

building skills mentioned in Chapter Two. You will not
have time during the first day of the workshop to have
the teams complete the entire analysis and goal setting
process. However, you can encourage them to complete
it by the end of the training.series. By the final
workshop, the team should have a set of specific goals
in writing and should be able to continue to.use these
analysi's, techniques in the future. There are a number
of other organizational development activities which
can be used to help the teams plan their program. If a
member of.your training team, is skilled in
organizational analysis, you g want to add to the
activities listed here.
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ACTIVITIES

Visualizing good inservice

10,

-Sometimes we have the liaxury of having a list of
participantS available before the first training

session. If we have such a list, we mail them a
Welcoming letter with some history of the training, all
the logistical details, a copy of the agenda, and a
half-page questionnaire which they are asked to bring

to the first session. The questionnaire says:

1. Visualize a good inservice activity. What is

going on?

2. Visualize a-poor inservice activity. What is

going on?

3. What is the,purpose of inservice

4. What does your school'system need that inservice

can provide?

We-bring extra copies of the questionnaire to the first
session for those who have forgotten them. (If we

can't send a mailing ahead of time, we ask participants
to complete the questionnaire whpn they arrive.
Sometimes we have no idea whom we will be training
until they walk through the door4,

As soon as we have finished the introductory activities
(introduction of participants and staff, review 'of
agenda, house rules about smoking, eating, etc.) , we

turn to these lists. Two trainers act as recorders to -

list as many descriptors as possible on newsprint.
Usually there is agreement among,participants that good

inservice includes active, exciting learning and that

poor inservice includes depressed participants and
irrelevant information. Participants also agree that
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the purpose of inservice is to improve the educational
oppottunities for students.

This activity has a number of purposes: it is fairly
non-threatening and thus, encourages people to -

participate; it allows pdrticipants to vent their
grievances about bad inservice without turning into
crybabies; it provides a training series goal:"good
inservice". The newsprint should remain.posted for
reference during the force field analysis and :goal
setting exercises which follow. After the workshop,
the list should be typed and returned to participants
(either in a between-session mailing or at the next
workshop) . Some of the definitions developed by our
teams appear in Chapter 9 (InSery,ice Theory).

Force Field Analysis

The Force Field Analysis technique was developed by
Kurt Lewin (Principles of Topological Science, New
York, McGraw Hill, 1936). The modification we use was
made by Dr. Merrita Hruska of the Amherst Area Teacher
Cente:".

The purpose of this technique is to allow a group to
analyze.the structure of the systein within which they
work. We usually introduce this technique by having
one of the training9team fill in a blank chart
(pp.47-51) on an overhead transparency. The training
team member tells something of the history of his/her
own team while filling in the chart with the forces
influencing the teams and strategies the team used. In
order to keep this history from becoming too detailed,
rimit the presentation tq 10 minutes.

Each team member is then given a copy of the chart.
.Ask one person,on the team to serve as recorder. The
newsprint notes will focus the team's attention and can
be copied down later for the team's flies. If you
haven't, used a training team member to introduce the
forms by giving a team history., you will need to spend
about five minutes explaining how the chart is to-be
filled in.

46)
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p.1 Diagnosis 'and Action Planning

Although good probl,em solving techniques require that,
the group spend time carefully defining the problem, we
usually treat this task very ,lightly the first day. As

the team works together, they may want to return to
this page for a more careful.definition. For the
moment, ask the team for a general description of the
problem the school system isshaving with staff
development, the Staff population t6 be involved
(teaching staff,,,others) and the voup's general goal.
This page deserves much more attention than we give it

during our opening exerbise. 'Encourage the teams to
return to this page later in the series to expand,the
information here.

p.2 Diagnosis of the problem

This is the most useful part of the analysis for p new
team. As they list restraining and driving forces,
they have a chance to share perceptions of their own
system. Explain that the length of the arrow is an
indication of the degree of force and that it is very
possible that some'forces are both positive and

. negative. We have included an example (p.49) of this
page. The teams should be able to develop a partial
list of forces and the arrows appropriate'to each force
in half an hour.

After a break, teams list their forces for the entire
group to give everyone additional ideas. The..teams are
then given an additional hall hour to complete this
page and to begin the next.
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p.3 Objectives and Activities

Have the team brainstorm possible strateyies for

vibrking with'the forces. (Be sure to review
bra.instorming rules listed in Chapter 2) . After the
half hour, bring the teams back together to review what

they have accomplished. Have the teams count up their
positive and negative forces. Research in
organizational change suggests that the best strategy
is to spend most of the energy in taking advantage of

the positive forces. Some time can be spent
neutralizing,the negative forces, but if there are more
negative than positive forces at work, the team should

revise its goal. You may want to ask team members,
especially those with major political problems in their

.
schoql systems, to spend some homework time limiting
'thei goals.

p:4 Implications for the Team

We usually assign the completion of thiS page as
homework,' or ask the team to work on it when they have
time during the workshop, but we don't schedule time

for it. However, we do reward the teams who comple.te

the entire form '(usuälly something silly at the
beginning or end of pne of the training sessions:
their own chart neatly typed, a blank chart, an
overhead tranparency set, a new pen)

p.5 Summary

This summary page is tob.small for most of us to use,
but it helps the team see how afl the pages fit
together. Aceually, some teams prefer to use.copies of
this page rather than the four-page version.

One of our goals is to have team members learn skills
which they can use in other school settings. You might'
want to point out that this system of analysis can be
used by school related committees or task forces. It

also can be used in the classroom to help students



analyie some past or present social or scientific issue
(problems facing one side in a war, ekplorersr
pioneers, etlini-U-sTromp-s7,sclenti ts).

Goal setting

-

Like the Force Field AnalyS'is, this is an activity
which the teams start during he workshop, but complete

on their own time. You shoLid alrow the team at least
an hour of workshop time to work on joal setting.
Explain all the steps to the entire group, or have

training team members take each team through the
steps. We are indebted to Ken Blanchard for teaching

us this technique.

step one. With the partially completed force
field analysis posted nearby, brainstorm a
set of goals for next year (or some other

'
appropriate period of time) . Remember the
brainstorming rules (chapter 2, p.27).

step two. Review the list eliminating or
clustering similar goals. Recopy, so list is

legible.
e .

step th e. Have each member of the team
assign p ority points to the goals in
clusters =most important,
3=importan 1=least important) . While the
group takes a'bfeak have someone with a
pocket calcu ator add the totals and rewrite
this list fro highest to lowest (listing
totals next to each goal) . Select the
highest goals ( sually there is a natural
break in the num erslbetween the top few and
the rest.)

We use this system to,set Priorities for the
original set of goais for the team. You
coula also use the cdnsensus decision-making
model here. Sequencing is less threatening
for a new group. Alternatively, the
consensus approach would\provide the group
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with more information about the members and II
be a goodohancetol-e-annth-a-ttechn-i-que-
(Chapter 2).

stepsfour. Put the first goal on the
"Indicators of Success" chart (p.53) . The
team must first,decide what level.of success
they could,Live- with (petsimistic level) . , If

poSsible,the team should come up with a
number or percentage. For example, if the
first goal is to offer good workshops, the
pessimistic indicaton of success might be 3
workshops which have 10 participants,each, on
a 60% positive responseWom the workshop
evaluatiofis or 'UM of the staff participating
during the first year. The team next
.completes the.realistic level (team would be
'content with these numbers) and Oen, the
optimistic level (if the stars were right,

' great but not impossible).

It is wonderful to listen to a team,work tlfrough these

' levels of success. There is a good, alien exchange of
information, of personal goals. If the gro\up gets
stuck on one level or goal, have 'them skip \t for the
morrient. Usually tfie problem is a fuzzy goal\which will
have to be reworked. \

The most warcia-Ble aspect of this exercise is the actual
doing of it, the sharing of perceptions. Roweyer, the
list will be very helpful to the team later when they
are assessing their accomplishments. The team 'needs to
.know when it has succeeded. , As Ken Blanchard s'ays,
this is one of the few ways the team will get strokes.
The Indicators of Sucess system is also easily \

transferable to other school settings. It is vecy
helpful with a group of adults or students wfien
organizing events (PTO banquet, junior prdm, field
trip) or in 'a classroom discussion when students are
developing classroom rules. I

5,2
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Force Field Analysis: Problem Diagnosis and Action Planning

Statement of the problem:

Statement of the action goal:

Identification of the population:

Fofce Field Analysis Page One

53
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piagnosie oj the Pl'oblem

Forces iestraining the goal
from heing attained

-3 -2 Force +1

is

Forces driving towards the goal

+2 +3

Force Field Analysis Page Two.

.0,1



Forces restraining the goal

from being attained

Diagnosis of the Problem
1

Forcds driving toward the goal

-2 -1 Force +1 +2 +3

4
Constant threat by forces
outside school, e.g.

staff cuts

Failure of staff to
recognize needs and

problems

---Rostility towards
specialists

Willingness of staff to
address problems, but
feeling of being

threatened

Previous bad experiences

Large group structure of
inservice meetings

Inservice budget

Inservice scheduling

(Mandated, present)
organized inservice
program (Attendance
taken)

(Unstructured) Inservice
team organization

School committee -4
(attitude, power)

Superintendent

Parents unorganized

4---- No present inservice plan
*

4-Poor response to needs
assessments

Force Field Analysis Exaalple

r-ob



Objectives and Activities

1

Specific objectives for/resolving
conflicting forcps

Specific activities or projects
for implementing action objectives

L

Force Field Analysis Page Three



Implications for Teams

Resources we have which will
contribute to implementation

Skills or resources we
need (de not have now)

4)

5)

6)

7)

8)

9)

Force Field Analysis Page Four



I)

2)

3)

4)

Force FieidAnalyste,

For Problem Diagnosis and Action Planning Purposes

I.
Specific Statement of the Problem Being Worked on:

2. Specific Statement of the Action Goal:

DiagnoSis of the Problem Specific Objectives
for Resolving Con-

(litting Forces
.

.

Specific Activities
'or Projects for
Implementing Action

Objectives
,

Isplications for Teams

Forces Restraining
the Goal From
Being Attained

Forces Driving
Toward tho Goal

Resources We Can

Now Contribute
to Implementation

Skills or
Resources We Need

(be Not Nave Now)

-I -2

Forces

-1 +1 +2 +3

,

,1

X

N

.

/

1

b".

.....

\

r 4

ap at ft' or an la ma



.11. , lap 1st mot Not Arim Am is Nil us -MN is ism

Chart developed bY Ken Blanchard'

Goals 'Pessimistic Realistic Optimistic Comments



4. Needs Assessment



4. Needs Assessment

Objective. To conduct a needs assessment using a

variety of procedures and data sources.

During the first morning of the ti.aining workshop, we

keep the teams busy analyzing their school systems and

setting goals for their team (Chapter 3) . S'ince'the

members,of the team represent different segments of the

school population and since they have a daily knowledge

of the system, this analysis is appropriate and

necessary. HOwever, it would be a great mistake for

the team to begin planning activities without cheOking

with the staff in more detail about their needs.

What might happen if the team did not do a needs

assessment?

l'. The inservice design would be based on the'

team members' 'perceptions of what their
fellow teachers need. The team has not been

given a mandate to make that kind of 1

decision.

The activities planned might meet the need

of some,of the staff but exclude others who

are not adequately represented on the team
(coaches, language teachers, specialists, the

primary staff, etc.).

3. The staff was never given the opportunity
to thdnk through their needs together. This

step is an essential part of the learning
process (for children or adults) . The team

has deprived them of this opportunity.

4. The staff will feel no ownership in what

is planned. Even if the plan is exactly what

they want, they won't have any commitment toit.
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5. The-team will have missed the opportunity
to let the Staff know about their existence

and their goals. Doing a needs assessment is
great publicity fpr the team. It is also a

fairly good way to find out what people want.

OVERVIEW

Every wOrkshop we:do for inservice facilitator teams,
whether it*gs a four day sequence, a half-day
introduction, or an advanced seminar for established

inservice teams, includes some activity associated with

needs assessment..

This chapter includes a description of a number of ways

to introduce needs assessment techniques7 a Discussion

Guide of points which need to be covered (either in a
forma; presentation, a hand-out, or by critiquing tne

work done bytthe teams) and some sample needs
asSessments to get the teams started.

ACTIVITIES

The best activity is, of course, doiny a needs

assessment. If we have scheduled the teams for a

series of sessions which are held about two woeks apart

(our favorite arrangement) , we have each team:

write a rough needs assessment plar for the

second meeting

give it* to a small group for the third

collate the results from the Small group for

the fourth
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We spend time at each workshop having the group
critique each team's work. We also give teams time to
revise their work during the workshop.

Whatever type of assignment you_can devise, it is still

necessary to halie the group learn about the different

needs assessment techniques and to learn what to do

with the results. There are a number of Ways to
,present this information.

1. The wrong way. Embarrassing as it is to
admit, our very first workshop included a
three-hour panel discusSion by experts in

assessment and evaluation. The panelists got

into a heated'argument about esoteric data
collecting issues of no interest to the

participants. It was incredibly boring.

2. After that disaster, we began collecting
examples of needs assessments, making
multiple copies (we didn't have a real manual
until the thi.rd year) and using those to
generate a,discussion on the good and bad
points of needs assessments. A set ot
overhead transparendies of the various needs
assessments made leading the discussion
easier, especially when trying to demonstrate
problems with wording or format.

3. We have also tried having the group
develop a criteria of sucess for the needs
assessment process. ("If the needs assessment
is successful, what will happen"). This
often produces a very interesting discussion,
and leads easily'into an examination of
different techniques.

4. Assign a needs assessment plan for

homework, Spend no more than an hour at the

first workshop on needs assessment, since you

will be reviewing the main points during the
critiquing session. Always remember to take

the time, no mapttr how much,you want to
cover, on reviewing both the product and the
process of team homework. Reviewing the
product is important, because this is your
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best chance to evalute what the team has ,
learned and needs to learn. Reviewing the
process is important because one of the other
objectives is to have the participants become
functioning ceam members. The assigning and
carrying out of tasks is a critical part of
team membership. This task offers a
wonderful oppOrtunity to introduce the team
to functional roles (Facilitator., Assistant
Facilitator and Note Takee. For more
information on team functioning see Chapter
2.)

DISCUSSION GUIDE: NEEDS ASSESSMENT

The rest of this section *will list the most important
points to cover in your discussion of needs
assessments. A number of examples,q1 needs assessments
are provided at the end of the section.. Use these at
your first workshop series, but begin a file from your

.teams and use examples from that file at future
workshops.

1. Why do a needs assessment?

--to find out what people are interested in

--to let people know you are planning somethiny

--to check out your perceptions of what is needed

--it tounds very professional to say "as a result of
our needs assessment, ve.."

2. What problems are likely to occur?

--the answers will be so; ambiguous or so complex that
they will be useless

--the process will take so lony that you will treat the
results as sacred and will continue to use them long
after they are out of date.



- -no one will fill in the form, or if th ey do won't

yive it careful thought
1

-7-yoll won't do anything with the results and will lose ,

\ your ccedibility

3. Nhy give a written questionnaire?

- -it takes much less time than doing interviews or

small group oral assessments

- -you can set a climate for.completing the form by
doing toe.assessment aS part of faculty or department

meetings. Begin with a small group bradnstorming
session of staff needsAtone team member per table or!

cluster of desks) : follow with time to fill out the
fo'rm. Have a team member aE each table to lead

discussion, help answer questions about the form and

collect the-completed questiohnaires.
, I

- -if names are included on the forms, the team can get

back to individual people to make sure needs are being

met.

- -the results can be summarized for reports,
presentations and for your own planning

- -only costs are duplicating, team time in design/ing,
administering, summarizing, and food used for the
meeting where form is to be completed.

\

4. Nhy ask "closed" questions on written questiOnnaire?
(checklist, yes/no, multiple c-hoice)

- -takes less.time to complete

- -easy to tally results

--results look good in report, easy to convert to

percentages

- -don't yet requests for things you can't r,espond to

(since you made up the list, presumably yod can find

the resources to meet everything on it.)

--don't yet contused by having staff actilally tell you

6 I
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What they want, lim t the responses to those you expect

to recedve

--staff will know ex ctly where you are coming from,

what your biases are
,

--can be combiried%with openended questions so that
need for percentages/ranking/etc. can be met and more ,

information about people's needs can still be collected

5. Why ask "open ended" questions (asking people to
list most important needs, describe ideal training
situation, explain what skills they think will be most
important to-learn)?

--get wide 'or.i-ety of responses which fairly accurately
represent sgaff concerns

--can cluster needs for reporting purposes

- -can get back to individuals (assuming you ask for
their names on the questionnaire) whose needs will not

be met by the overall plan

-- will get answers-from quieter members who might not'
talk in a group discussion

- -will give the staff,the finpression that you value
their honest answers

--will provide the team with hours and hours of work to
cluster tesponses into some meaningful design

6. Why do individual oral needs assessments?

- -the team can spend the rest of the year Collecting
data

- -can follow up on answers, ask for clarification, more
detail

--lets staff know that the answers are so important
that you are willing to take the time to ask each
person

--individuals may be more open with a stngle staff
member than they would be in a group

67
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--can do a random sample set at the beginning,of a
needs assessment process to get a sense of thee

questions that need to be asked on a written
questennaire

--can do interviews with key individuals in the
administration, teachers union, school committee,
community, and staff to clarify their' needs

- -can follow 1.rp written qveationnaire with selected
interviews'of those whose responses were most ambiguous'
to determine their needs and to inform them of the role
of the tsam.

- -end Up with complIted formi which you have been
filling out during each interview w,hich can be combined
into a .repOrt and inservice design

. .

7. why do-group oral needs assessments? .

- -more ,suggestions generated in group setting than in
individual interviews, as the discussion becomes a
brainstorming session for ideas on staff development.
It, sometimes helps to ask the group to,describe an
ideal situatjon "think of a good inservice prograM,

1

wh iat s going on?" or "what must happen in order for
this year's inservice'proglram to be a sucess?"

--good introduction to giving a written needs
assessment

--good.press for the team who would be conducting the

sessions

4--end up with ts of ideas and some'newsprint which
can be conver into a report.

8. Why do all of- the above,(oral, wiitten, open and
closed questions)?

--it's ver unsophisticated to use only one data
source. Since every,source is biased in some way, your
only hope of getting good data is to have more than one
type of data collection procedure'

--people respond aifferently. One of the clear ways to
model the fact t'hat you are interested in meeting

68
OF\

63



needs, is to be accepting of individual differences in

communication style

--you may not have more actual pounds of data, but you
will-have more insight into idhy certain topics keep
appearing, or why others never show up

--if you plan it right, needs assessment can be fun.
make the faculty meeting.where you are doing the needs
assessment a party. In Amherst, Dr. Merrita Hruska used
to hand out. numbers at the door which assigned faculty
to tables (thereby breaking,up the usual cliques) where
there was punch and.cOokies:\ A team member was
assigned to each table to Lew\ that,part of the meeting.
At the end all the questionnaires were completed and
all,staff members had talked with a team member and
some other staff members about the design of inservice.
In South Hadley, an administrator baked the banana
bread for the meeting in order to demonstrate his
commitment to the process.

--what are you going to do if yOU don't do a good needs
assessment? How are staff going to be involved in the
process? What are your assumptions about learning? If

you are not prepared to ask people what they need and
then to respond to those needs, ....

9. What are some examples of questions we can use to
design our needs assessment?

--thought you would never ask'. Included in this
chapter are ekamples that we have collected from our
school systems. 'Remember each is desijned for a
specific situation, make sure yours is appropriate for
your situation,

\

--you probably nave some old needs assessment forms
around already whichyou should use to start an idea
file. Keep adding to it.

--there are a number of books on workshop planniny and
social service planning which include sample
questionnaires, copy the questionnaires for your tile

10. Are there any tips for designing the written
questionnaire?

--always remember to have a few peoplc, proof your form

Go
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by filling it out. Check for spacing, spelling,
clarity, vital information (who is sponsoring the
assessment,iwhen is it due, to whom should it be
given), andlmake sure that'a request for "additional

ideas or suggestions" is included. This is an
essential question no matter what format you use. /

Check again for jargon, for ambiguity.

--Take the esponses from the test group. Can

collate ther!i? Did you remember to ask not only apout

topics but about style (how ahd when workshops should
be conducted, by whom, in wh ft format) Have you/asked:- and
for more

to plan a once-ayear release day you
n you can respon to? (If the only pOwer

you have is
ask about tppics for after- chool courses which/you
cannot prodUce.,' you are dig ing yourself,a big hole.)

years to build tirust. Our experience has--it takes
been,that, in the beginnin staff are reluctaht to
admit to the team (and'may e to themselves) what their

needs really are. If you accept the needs as stated
and meet them, new ones, htch_may involve mo e risk,

will surfaqe. You also eed to think about
establishing trust in the administration. I you

anticipate that your need assessment will create any
anxiety or bad feelinr 7. m ke sure the admini trative
council has a copy be i

iore you distribute it (and have a

team member present t, ex lain your procedure.) For

example, the needs assessm nt on p.70-71 might create
problems if, the administra ion didn't under/stand the

purpose of tile survey. _YoO will never have a greater
i

opportunity, to practice you skills as a manager. of
(

learning than on the inserv ce team.
I

i

/
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SOUTH HADLEY STAFF DEVELOPMENT

LJ
JUNE a /977

MEW NEE S ASSESSMENT RAMO I

Do teachers feel the rame
about teaching and their role in
this systeo as they did this

time last year?

The Staff Development Group
would like to find out, and
therefore plans a new needs
ass,sseent at the end of this year.

The School Committee gave
its aprroval at the June 1 meeting.
The actual schedule will be suhject
to aptroval of the administration
and Elm, since it ia proposed to
take place during the final erect

teacher days.

If a:proved, the process will
be similr to the one employed during

last years assessment. A question-
naire would be distributed at
individual building oeetings, followed
by an open discussion period.

The assessment itself will be
radically redesigned so that it
will be a critique of this pest
year's staff development program
as well as a means of pointing to
potential directiona for next yemr.

Any staff member wishing to
make su--estions for thinzs the
assPseme.t night cover, or wishirg to
help administer the assessment,
may do so by checking the appropriate
box on page 4, or by contacting any
staff development Eroup ne-.ber.
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SPECIAL. roPics Fbiq FiNiu. 3 PAVS:

NV.P.I.SAVAII-40LE
The stpff develcrent group is ready to 'assist

any staff memher desiring a specific worksi,op topic
during the final teacher days in Jtne.

Help might include contacting teachers or cam-
eultanta to offer woe:shops, helping write proposals,
arranging rooms, pub:iciting the event, and tr;dgeting,

if necessary.

Accord:ng to sueertntendent Hoar, cone funds

nay be available.

staff members wishing to take advantage of this
help can do so by ch.cking t:ie appropriate box on

4 or by contacting ary staff develesment ntmher.



rebruarr 6, 1978

Dear Teachers:

Thursday, February 16, 1978 is the date set for thetsecond Half -

Day Workshop. On this day all teachers are requested to gather at the

Ware High School Auditorium from one until two o'clock. ;During this

time you will be asked to complete Needs Assessment which will be

used for planning the Curriculum Day and the two half-diy Workshops in

the 1978-1979 school year.

The Needs assesiment includes questions pertaining to skills, systems,

techniques, styles, needs, management; development, activities, and grouping.

This Assessment was developed with the help of the Hampshire Educational

Collaborative.

We are excited about the Needs Assessment because it will determine

specifically the areas you, the teaching staff, are most concerned about.

Wbrkshops will be given in the areas you as a group chose. Please come

prepared to make known the programs you would like to participate in

at your future Curriculum and Workshop days.

Your Inservice Committee,

Peter Baltren

Carolyn Streeter

Peter Thamel

72
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Naze

SEC INSERVICE FACILITATORS TRAINING WORKSHOP, WINTER 1978
R,J058IRE/GRITWAY INSERVICE PMXRAN

in order to design the inservice program, we need to know which
types of learning experiences are best for you.

which co you pre:er? why?

1. attendance voluntary
0 r

attendance required
.

2. individual inservice projects
Or ---

small group activities ---
Or

entire faculty activities

3. time spent receiving
information

Or
time spent planning
classrccm projects ___

4. activities afte: school --
Or

activities.during release
time ---

,

S. inservire plans made by a
co-: --,.. of teachers and
arministratcrs

Or
inservice plans made by
the administration ---

S. set of skills taught in one
all-day session ---

Or
set of skills taught in
weekly hour sessions

7. outside consultant act.ng
as leader of a workshop

0

or
school faculty member acting
as leader ___

I'd
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t...

Which do you prefer? Why?

8. opportunity to receive
inservice credit ....,..

Or
not interested in credit ---

,

9. homework: developing
classroom pro)ects ---

or
homework: reading and
preparing short papers --

10. option of receiving
college credit (at personal
expense) ---

or
not interested in academic
credit --

11. series of guest lecturers
or

series of workshops with ,

same staff ---

12. what are the worst things that can happen at an inservtoe

activity?

13. What are the best things that can happen at an inservice

activity?

a.

i
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Questionnaire

Directions:
Please check the appropriate box opposite each question. If your

answer is "no" elaborate on the specific area (32 concern and possibly
why. 4

Question 1: Curriculum
Are you generally satisfied with the basic curriculum of the school?,

Yea No

Reasons

Que4,tion 2: Pupil Personnel Services
Are you generally satisfied with the pupil personnel services
available for all students? Yes No

Reason:

Question 3: Pupil Management
Are you generally satisfied with the discipline policies and
procedures as regards student behavior in the school?

Yes No

Reason..

Question 4: Instructional Resources
Are you satisfied with the A. physical materials oindequipment and
B. the support instructional personnel available to carry out the

educational program? Yes No

Reason;
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Question 5: Physical Plant
Is the school building ideally utilized to provide instruction?

Yes No

Reason

Question 6: Communication Systems
Are there sufficient avenues for communication between: A. personnel

within the school or 8. outside the school? Yes No

Reason.

Question 7: Instructional Approaches
Are we using the best approaches to provide the educational program

for our students? Yes No

Reason:

Question 8: Supervisory Approaches
Axe you generally satisfied with the amount and kind of supervision

which }..0u receive from supervisors? Yes No

Reason.

Question 9: Administrative Structure
Are you generally satisfied with the administrative structure of

the school e.g. team leaders, asst. principal, principal. spec. ed.

administrator. etc.? Is this structure the best for our needs?

yes No

Reason.
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INSERVICE EDUCATION OUESTIONNAIRE
1978-1979 =IDOL TEAR

Name: Position: Program:

Length of time in current position: Length of tine with HEC:

Instructions; Indicate your need for FTC to provide opportunities for 123.1 to

learn more about the skills listed below by using the following code.

1-- Feel comfortable 2-- Feed some help (1 session) 3-- Really need help

4-- Not sure what is involved in skill .- H/A--not appropriate to my classroom

population

I. Classroou Instructional St-ills

Individualizing instruction

Using small groups effectively

Using role 'Play ana sinulation games

heximizing the effectiveness of an aide

Onerating A-V equipment,

Fauing and using variculun material

Tracking student progress and record-Yeepims techniques

Probing skill acquisition

lank analysis

Classroom environmental design

1:1 instructional sessions

--Pllnning field trips

Other

II. Student vinagerent Skills

Fotivating a class,.

Handling disrup-ive behavior

Student's rights--the legal side of the picture

Usin behavior management techniques

Counseling in the classroom

Uriting Performance Contracts

Use and effect of psychotropic drugs with student,

Dealing with seizure disorders in the claseroon

Dehavioral observation techniques (observing staff and students)

Secoming aware of different liarning styles

Ocher

i
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III. Organizational and Planning Skills

Determining gcWils

Writing and using objectives

Planning and ()Flat:liana units

Planning with other teathers

Using specialists in the classroom

Planning interdisciplinary programa

Evaluating the effectiveness of a curriculum

Writing course descriptions

Defining course scope and sequence

Program developoent, management sed evaluation

Writing program descriptions

Other

111. KnogleoornfotrAtion

Local reso-rces, speakers, tours, service agencies, source of free macerials,etc.

What Occupational/Career Education services are offered by REC

What the HEC Inservice Project is elf about

How to use a CET Liaison to coordinate services for SIS students

How to get an education plan modified

Accountability at the Imcal, state end national levels

now to find out about grants/grant-writing skills

The adolescent in the home, school and community

The multiply handicapped in the home, embool and community Other

V. HEC Special Education Services

gpecial Education Legislation (State and Federal)

Knowledge of PLC Specie]. Education services offered during 1978-1979

Preparing to attend an Annual Review

aaking referrels fer miditional assessrents

Working with your Educational Coordinator

HEC referral system

Using diagnostic test information

Using cu-ulacive record infornation

WorYing pi.ents

Porhint vith LEA's

C-4erstandlis the CORE process
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VI. Reading/Language Arts

Selecting-appropriate reading matmriil

Learning about\specialised reading programs

Hatching speciiic readine program to individual student

Determining individual needs in listening and oral communication skills

Integratirg reading/laneusge +rt. into subject areas

Teaching librat4 skills

Developing skills in outlining, note-taking, critical reading and witingskills

Teaching creativ, writing Other

Technique for teaching spelling

Developing basic comprehension and phonetics skills

Word attack strategies

Pre-reading

Functional reading Other

VI/. Huh (Ouantitative)

Technique for teaching basic operation

Practical math curriculum

Teaching metrics

Reality bases for abstract math

' Using cocruters in math/science

Use of pocket calollators

Functional math Other

Devrlopmental

DeveloprentP1 sequences for "norial" students (specify age group)

Developmental sequences confounded by disability

Toilet training techniques

Language develorent (Expressive/Receptive)

Fine rotor development

Gross motor development

Use of age-appropriate ACONitits in teaching basic skills

Age-appropriate social development

Developmental assessments

Dofinitions and implication. of medical diagnosis

OLOOr
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IX. Communications

Interacting with colleagues

Interacting with administrators

Improving parent-teacher reports

Dealitnieh specialists

/mproving student conferences

Teacher sharing,strategies

Peer/Tean teaching arrangements

Supervising aides Other

X. Teacher Su9port

Income'tax aid/tax shelter

Understanding the contract

Assessing career goals

Taking criticism constructively

Locettog'summer opportunities

Graduate work

First Aid CPR workshops

Handling job frustrarions

Controlling bad teaching habits

, Staff evaluation Other
1---

X. Goals, Philosophy, General IssVeS

_Lpeveloping philosophy of education

' Setting school and/or program/HEC -wide goal.

---TOtneral trends in American Education

Other

XII.,
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Inservice Needs Assessment

/ndicate formats you vould favor being used 0.3 part of Inservice.

a. Tine for exchange of ideas vith
colleagues

b. Demonstration lessons taught by
other tescfmrs,

c. Visits to other prograns

d. Programmed instruction

s. Wor%shops-vith high participant
Involvetent

f. A series of presentations by
losouledgeable people

i. Study at a collage or unistAWt7,
either degree or ncodeg.-el'.

h. Time to attend professional.s
conferences or conventirns

i. Sabbatical leave

J. Student feedback of tLeir
perceDticns

b. Videotaping and snalYsis of t
tesching unii

1. Time for independent study or
research

5.

Very Soy:Must. /ot

' interested /ntirested Interested

T.,

n. Cxchange of roles (teacher. ed.
coord.. eta.)

n. Ongoing weekly or -tenthly yorkshops \.
from 2:45 . 3:45 p.m.

O. Other (plenee specify):

0

0

)
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NAM

1

SCRCOL OWE LEM A SUDJITT'

4

The Inservice Committee is in the process of planning boa activities for the
release day in Hardh and after school inservice courses. Ite need help from you

I Structure for Wass* Day

I vould prefer .

All day school meetings

All eiy inservice program

c293.
ination of school:meetings and i service

It Structure of After School Inservice Program..

A I uould be available after schoot atariing the end of Jarniary on
(check as mAny as possible)

Monday Tuesday W4 iesday Thurnday

LJLJ LI
B I vouldbe able to travel half in hour co on after scb:ol faservico proaran .

yes no

S44 I;ack for more questions

7
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III .,..raca for tnarvire
,

Ili topiza leve heer autgested Al poss inible ervs:c activities. tithe.. lc: the calcite

del or ills: s:coDl creitt wa.t...hops (at Toth). Please ra tNtm 1 to 5 (I would he oast interesting to

you:.
i:ar School Intervica Crsdit 4orlstcp

Parch !..trles+f yl

Trtutitise i -

Ws ACTIVITILS
Prioritise 1 - 5

'pr1ng 1979 1979-1983

seated
Definitely ,efinitrly

p (,ne :re,t:
trd a.ot lelrettd
trierry tna Eto7itorlmental Cduutloo (Ste ',Wats

Cozoe.erev Skals_1123km..:
1%evelntl...n:al are ZrovivilatEentarv)

Cht:dien Develop thatr Potential as Total

!School CnzattteetAdministration:Faeulty

Vue 24. inta Hiah School CurrieUlue

Art :hetJe)
t4.rtt),..3

L§ea- ::rItireFuNftbi_Inforsation
140n-,nrepetittve Gtoes/PhyirarrIZiFiWrin The

elsqt=.11--
get in Every eleseroam
Laa4trols1 utecttvgii7677;r000 manateuunt
ke,oin, La the Cotent Areas
t:aade-or Sete.ice Hatertals

CrreLr Id. into the Claparoon

CreeLve brma anf Ilsve-zent

t4JVICIf h4.1.1.catton

1.191,1121-1.12",IPP
1...42102eve )ro:Aetna

Other

MS.

.

IL. far\111 irg thiu uut. We will let p...0 t,ow the 1.261ts wetke.

Soul .Ivoke Col.,Att:o
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WEC INSERVICE FACILITATORS TRAINING WORICSHOP,J WINTER 1978

..,...

Pas't In-service Programs
¶

1

Explanation: We need examples of past good in-serlAce progrxms
that we will be able to set up future programs whiCh will prove

' meaningful for you, and as a result will benefit your pupils.
Please write up more than one program if you can. I

414

Thank you for your
cooperation,

HeryiLou Curteillt
\

Which in-service program do you feel WAS of Most benefit for yotl

II. Who was the leader for this program? (or leaders) In

what capacity...instructor, organizer
"\

I.

r:r. What types of activities were involved during this training?
Please star (.) those activities which you found most
interestlr; and heneficial.for you.

A. Lecture and research

S. Small group dincussions

C. Classroom' participation

1

D. Tests

S. Othtr (explain)

IV. What lasting effect has this program had:on your teaching
(or worc:ng with ehildt.en)? How have you added to or impre-Ved
your teaching as a remit of this program?

V. Other comments:

4
79
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rv. What is the best time for in-service workshops for you? 11

A. After school--

B. Evenings 11

_-C. School vacations

D. Other (explain) I
V. Would you be more apt to take part in in-service training

1/

if you receive credits?

Yes No
(Explain....if you wish)

Vi. How would you feel about inviting faculty members (a limited
number; from other school systems to take part in the learning.

VI/. ?lease 4c::: any other comments about in-service training that
ycu -nay nave.

4

VITI.What do you think of this questionnaire? Are the questions
clearly stated? Have I covered all aspects of in-service
training which need to be covered in a questionnaire' T.:c

I show bias in my questions? Do you feel threatened by any
questions....that you did not want to answer them?



Future In-service Programs

Explanatl.n: We need to assess our needs before setting up
meaningful in-service training programs, and we need to know the
kinds of activities which should be included to get the job done.
Your-ansa.ers wi.l be helpful.

I. What kinds of in-service workshops would be of value to you?
(List 3-5)
1

2.

3.

4.

5.

11. What types of in-service activities would be of most value
for you for the kind of programs which you would like to see
developed? (:ndicate which activities would work for which
proo.ram oy putting the number of the program from question 41.,
..7.efore the activity.)

A. Lecture ard research

B. Personal involvement..(actually doing activities such
as you might later require of your pupils)

C. A combination of A and B

combination of A and B, and incorporating the use of
activities in your class for feedback in successive
workshop sessions

E. Other (explain)

III. Who should conduct in-service training? (Indicate 'who' by ,

using numbers from la question before the appropriate choice.)

A. Administrators

B. Colleagues

C. Outside consultants (any suggestions?)--

D. A combination of A, B, and.0

E. Other (explain)

8 8 1



/V. What is the be tie for in-service workshops for you?

A: After school

B. Evenings

C. School vacations

D. Other (explain)

V. Do you think faculty members should be rewarded for participating
in in-servicl training? Hot2? Do you think faculty members-
should be rewarded for assistirg and/ok leading in-service
training? How?

VI. What part would you like to play in making meaningful in-
ser-tice programs a reality? (check more than one if you wish).

4. l'artitipate in learning at workshops given in a:eas
indicated in question t.

B. Assiit :n teaching workshops (expLain which ones)

C. AE.5,.st Lr. setting up and organizing workshops
'(Here's your :nance to have a voice in what we do.)

D. Other fe....51ain)

V/I. How would yo.: feel about inviting faculty members from other
school iystemt to take part in the learning at these workshops?

(space perr_tting)

VITI.Please add aly oiner co7ments that you may ha:ra about future
in-serwee progra:7s:

NOTE: Please return these questionnaires to me by



4

I1

1979-14'80 'A.A.T.C. ASSESSMENT

The Poticy Soaad o6 the Amhast Atert Teacher:. Centet has

identi6ied six major. aneas Oi 600114 604 next yeat. One o6

these pentains to unique buitding needs: the othea 6ivc
have been "deiuzzed" ixto a Gist o6 potentio2 topics SO4

6aa ptogtam4.

We need youa heti, in deterunaing which o6 these topics

to iocus upon and what pug:tams to emphasize next yeat.
The suavey has been divided .into thtee plats:

STEP: / Sevetat topics havz been Listed
undert each objective. Ptace a

check next to those topics you
would most tike to concentaate
on next yean. Pteaae add any

othea topics o6 inteaest,

STEP: II On the second page, List the
numbea and titte o6 each o6
youa chosen topics. Seside

each topic indicate mthich
;ache& centen pug/Lams you
witt most Lady paaaue next

.nyean. - no timit on the numbet
"oic vaatety 06 tesponees.

STEP: III Undert "ldencation oi
Resounces," sa types o6
patpation ate tiated.
Ptace a cheek next to
those activities in uthieh
you'd tike to become in-
vatted. YOWL commis and
att "speci6ics" aae welcomed.

Thants! This iniatmation Witt help us titre up to OWL

symbot,"teachens hetpag teacheA4."

AMHERST AREA- TEACHER- CENTA71.
ST: sci-L001. AMHORST; ./11A 01002. VW 253..-9355

ss
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[11979- 1980 OBJECTIVES)

.Uadership TeatheAs who paAticipate in
Teachet CenteA teadeAship activ.itiu w.itt demonatnate
leadeAhh4, decision-making, and management akt114 to
impAove the teaching/tam:ling aitua.tion.

(1a) Vtuationat teadexship

11121 Student ZeadeAship and decision-making

(1c) Smatt grtoup 6aciti2at/on/inteA-peA4ona2 communication

(1d) Appmaches, theoAim and mcdets

(1e) OtheA:

Transition : Sudt o6 teacheAs who
paAticipa-te in TeacheA CenteA actives concertn.ing
tAanait.ion issues witt demonstAate incaems'ed Aeadiness
and ease and decneased tcn6tict when in tAanaition.

(2a) Student tAan.s.itions (fte-K, 6-7, 9-10, 12)

(2b) Gnouping within buitdings and ctassitooms

(2c) Mainebtite.aming miat needs; gi6ted and tatented)

(2d) 126e issues (d2voAce, death, disptacomant)

12e) Leauing and-teaching otytes

1261 OtheA:

Culturally Diverse .Student6 o6 teacheA who
paAticipate in TeacheA CenteA activitZes concenni.ng
aex-6aiA and cuttuAatty dive/use curaicuta Kate de-
monatAate incAeahed appAeciation and undeAstanding
o6 di66etenles that exist among peopte.

(3a) StAategies, mateAiaLs and appAoachu

(3b) Flundationa and phi&sophies

(3c) Studies o hnc gAoups in USA

(3d) Locat net:ix/thing: Mouing past awaAeness

(3e) Othelt:

2.
Sex-Fair

84

(4a) Equality in 19gO: Myth on. Aeatity

14b) SuAvey o6 Aesounces and mataiats

(4c) Viotence and aggAes4ion 1.set6-de6enae, Aape)

(4d) Occupationat and educationat bamieAs and
oppottunities

(4e) Othet:

89



Adolescence : Students o6 teachens who

panticipate in Teachex Centex activitie4 that addxess

a66e6tive needs o6 pu-adoLescence and adotescence uU
demonstAate an incxease in positive attitudes touaxds

themsetves.

(5a) Eaxty adate4Cence 4.441A24

(56) DeveLopmentaL stage4.(moxat and cognitive)

(5c1 C2444200711 concenna (e.g. motivation, behavion,

teaching strategies)

15d) Set6-concept

(5e) Othex:

Writing Skills ; Students o6 teacher:4 who

partticipate in Teachex Centex activities. concenning
mi,ttng 4k.U2s cum,lcuta Kat demonsaxate invovement
in Language mechanics and wnLang styLe.

(6a) %ache/a as conitas

(66) Fovna o6 exptession (e.g. poany, jounnatz,
compo4ition, jouAnaii4m)

(6a) Stnategiu, matexiats, and appotoaches

(6d) WiLiting, mading and miti.cat thiAzi.ng

(6e) Othex:

85
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5. Resource Management

Objective: to meet tne expressed needs of the staff .
with appropriate resources.

There are twoipars to the resource i naunient procesJi
The first part is determining what the results ot tne I

neeos assessment teally Mean. if 20 teachers checked
the box "classroom manageLent," does that mean tney aie
willing to participate in a tnr.ee weekend worksnop
series on conflict management or do they just want
their principal to "do something"? Our teams have
learned from experrance that if you "Lake the neetls
assessment a4 run with it" the 4fect is similiar to
crossing the goal line without the football.

(ce the ttiam has developed sNill inter,Jreting the
meaning ot thp needs assessment results, tht'y hove to
face,the sec* problem: finding the rignt resources.
Almost everyc* has spent an incrediblY, boring
afternoon liscening to someone drone onabout a boring
topic to a bo5ed audience. Teams ace justified in
teeling real edanic wnen tney think of bei,ng responsible
for such horr4rs. The purpose of this chapter is to
ifulp teams deVelop skills in llhat:ng reseurces
(people, places or materials) apprppriate Eo tne nedds
of their stafts.

UERVIEV4

This chapter %/ill describe the activities we use to
help teams deelop tesource management skills. It also I
includes-a diScussion guide for locating resources and

1
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handouts foY the activities:. asequenced list of steps
for compiling needs assessments, a tallied needs
assessMents.and a brainstormed diagram for designing
programs based on needs assessment.

If you intend to continue to work with Ehe teams you
are training, you may want b> set up an on-going
resource file. We have 6uch a system at HEC, and are

,so pleased witil it that e have-wr-i-t-ten-asmall
booklet, "!Developing a C mputeri,zed Resource Retrieval

--G.ystem: Inservice Serie #5", wnich describes how to ,

set up either a paper file or a computerized.resource i
retrieval system. We also will send diskettes of our

, l
proylrelms which aLe wLlt.k.eh LvL aii Aple Li m,,ro
compLq.er.

%40

(1 .

1

ACTIVITIES

Interpreting the Needs Assessment

Itis very easy for tea.111 members,whq have administered-
a needs assessment to think that their work is almost
complete. It is not. Tne next step is to analyze the,
needs assessment data. We have a_handout, (matching
Needs and Resources: Some Thoughti, p.98) which
suggeststhe steps a team ShouId go through. However,
we like to set up an activity to guide the team tnrough
at least part-o-f the analysis process.

One of our dreams has been to work with a taam long
enough during a-tFaining series so that the team would
have their own ne6ds assessment data te use in the
analysis activity'. It has not happened yet. Ihe*teams
usually design needs assessments by the final session,
but the ttaining series is always over before the needs
assessment resul,ts are collected. Lacking the best
data, we make do with data from other school systems.
We have tried two approaches to using the data.

First alternative: At the second wotkshop, we giv'e
each team a'pile of completed, unsorted needs

SG



assessment questionnaireg4. The team is given the task
of compiling the information and designing a tentative
inservice program. Sometimes we have handed out a copy
of the Matching Needs and Resources handout which
suggests a series of steps for analyzing a needs
assessment; sometimes we have Id the teams develop a
similar sequence on their own. This is a rather time
cOnsuming activity (half a day) , and a bit frustrating
since teams are not working with their own data.
However, the group will underStand the process

. especially'if you review it with them. Part of the
frustration the team will feel Will be that they "lack

information." In fact, a team working with its own
data lacks information: answers are ambiguous.,
illegible, missing. Speati some time discussing the
importance of treating the needs assessment as partial

information only.

Second alternative: At the second workshop, we give
each team a set,of compiled results from a
questionnaire, asking them to develop an inservice
design based on the information in front of them.
(Since they haven't gone through the collating proceggs,

we pass out a handout on the summarizing process,
"Matching Needs and Resources" and hope they read it.)

The design process takes about 411 hour, and is also an
opportunity to introduce team roles (Chapter 2) . As
with every task, time during the training session (at

least 15 minutes) sho ld be scheduled for the teams to

share-info-rmation abou the process they went through,
the problems they had, the ways in which they solved
them, and will try solv s them in the future.

This is a good time for the teams to brainstorm a list

of potential inservice program designs. The team can
make a standard written list, or they can use a more
visually stimulating approach, similar to the example
we have included in this chapter (p.102) . Members of
your staff, or participants, familiar with curriculum
development will recognize it as a variation on the.
curriculum web. The web approach is especially helpful
in getting a group to expand the°number of alternatives
they are considering at the brainstorming stage (see

Chapter 2 for mord information on the steps to take
after brainstorming).
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Locating Appropriate Resources

Teams usually are very concerned that they will not be

able to find good workshop presenters, They are
convinced that the success or failure of a workshop
depends entttely on the quality of the presenter.
While teams have good reason to be anxious about
locating appropriate resources, there is more to a
successful workshop-than the -Aquality of the consultant.
A good consultant is a necessary, but not sufficient,
requisite for a successful workshop. We spend part of

our chapter on Workshop Management (Chapter 6)
discussing the process of communicating and contracting

with consultants. Sometimes a poor workshop is truly
the fault of the consultant. Usually it is a problem

of team communication. This paragraph sounds (very)
negative, and it may not be necessary to take time with

the teams on cautionary tales. However, if
participants began telling gory stories about the
terrible consultants they have heard, it is worth
asking some questions about the planning that went into
the selection and contracting with the consultant.

Locating resources is an ideal cross-team activity. It

gets parti-cipants-acquainted-with one another,-and-it-
widens each team's knowledge of the resources
available. We usually ask the entire group to come up

with a list of the 15 mOst likely categories of

inservice. You might want to prepare a list ahead of

time, so you can make sure that major categories are

not overlooked. The smaller cross teamgroups are then

asked to list (on newsprint) at least three individuals

or organizations who could be contacted to give
workshops, provide resources, or serve as contact
people for resources in each topic.

The liSts are combined, typed and distributed at the

next workshop. If there are addresses missing, you
might ask participants to locate those before the n'ext

workshop. A single copy could be posted for

corr.ections and additions at the next workshop. The

more accurate list could then be distributed at the
final session.



Our own resource retrieval system grew obt of just such

a list. If you will be able to continue to work with

the teams, you may want to spend workshop time planning

the organization of such a file.- We have prepared a

booklet, "Developing a Computerized Resource Retrieval

System, inservice Series #5" which may be helpful to

you in setting up the categories and organizational

system you will need to keep a resource system

'functional. 4

If you will not be able to continue to assist the

teams, you rily want to give -them time to plan the
organizat.ion of a file for themselves. At the very

least, spend a few minutes with the entire group
listing the resources they can turn Eo when looking for

workshop presenters. Use. the Discussion Guide,
Locating Resources, to add to the list developed by the

-group. Compile the list created and return to all

participants._ If possible, locate some group who can

operate some type of communication system among the

teams (regional office of some sort), ,so that the teams

can learn about additional resources as they become

available.

DISCUSSION GUIDE: LOCATING RESOURCES.

-------
. Ask colleagues,-iriends, peoPle from other school--------

systems.

2. Talk with the superintendent and principals. .Fliers

and catalogues often come to them. They attend
conventions or meetings where they learn about

resources.

3. Attend conventions and meetings yourself. However,
keep in mind that speakers who have to travel any
distance may require travel fees adding to the total

cost of the workshop.

4. Ask faculty mefibers to respond to a questionnaire
which includes yuestions on resource people. Make it a

regular part of needs assessment andevaluation forms.

5. Scan newspapers. There often are press release
articles about workshops in other school systems Cut

out anythiny interesting and add to your files.
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6. Clip names and ideas from professional magazines.

7. Ask local newspapers if you can look through their
file of "clips" on topics related to the workshops you
are planning.

8. FUt a notice on the faculty room bulletin board
asking for ideas.

9. brainstorm at faculty meetings. You can reap a
tremendous harvest here. Seat faculty members in small
groups (cafeteria tables.?) and begin a topic. Or give
names you already know, ask for feedback and additional
names. Once again, one thing leads to another.
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10. Approach local agencies and professional
organizations who provide speakers or who offer
workshops for their own employees or community groups.
Find out what services they can offer you. Some of
their speakers may come free!

11. Write your local senator, representative, or Other
-telected officials asking for help locating resources.

12. Advertise in the classified section'of 'the local

riwspallt.. List the topics brietly, inviting
interested presenters to submiC:resu s by a givcen

date. This is a great, way to rach pople not no4-mally
associated with education.

13. Ask dollege representatives. Contact both
administrative representatives and individuals in
appropriate departments (including those outside the
School of Education). Don't forget the smaller,
undergraduate colleges which don't offer inservice
courses for teachers, but which have faculty trained in
a variety of related disciplines.

14. Look for regional organizations, such as regional
offices 'of the Department of Education, collaboratives,
consortiums. Look for those whose primary focus is
human service, library information, health care or
health promotion, museum coordination, cultural
organization'coordination, environmental inforMation,
extension services, or commerical or industrial
coordinating groups. Locate a contact person in each

0 of these organizations whom you can reach whenever you
are looking for resources. And while you are at it,
ask each Of them to suggest one-other oryanization you

'too
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should contact.

15. Encourage your own staff to serve as resources. If

they don'.5_,-volunteer-,, there are a variety of ways to

entice.them into begthning: ast-a team of teachers to

present a workshop together;,offer non-credit workshops

in handcrafts or other non-academic skills which your

teachers have in abundance: later the same teachers ,

will be able to admit that they are experts in

curriculum.development. °Set a climate of gracious
acknowledgemerkt of the teachers' skills: newspaper

pictUres; letters to school committee; mention at

faculty meeting;'bulletin board in the staff room.
Practice the workshop with the presenter,.be a good

observer, role player. At least have a fellow teacher

serve a host-crisis manager-a.v. technician. .Offer

increment credit incentives for teaching a workshop

(twice what the participants receive), or an

honorarium.

16. Set up a resource sharing network, with other
inservice teams in the area. This network can be
organized by any one system or through some type of
regional organization such as a collaborative,
consortium, regional or county office, or whatever type

of intermediate agency your state has. Talk with'agency

staff about taking on some type of coordinating role

and then work with other teams to provide .resources and

support the system,by using it.



Matching Needs and Resources: Some Thoughts

As soon as the needs assessments are collected, the team can begin locating

resources and planning programs. Right? Wrong. All the team has is a pile

of wrinkled ditto papers with checks in-between the boxes and many illegible

comments. How do you begin? We have found the following process useful.

I. Get comfortable and get it done. Plan a long enough working session L.
to complete the task. Plan for working space, and energizing re4resh-

ments.

2. Before you begin the official collating, give everyone a chance
to look through the responses to get a sense of the whole. It's

a good way to invest a half hour.

3. Work out how you are going to divide up the collating. Since no

two human beingsSwill use quite the same tallying system, it is
usually better to have one person read all of question 4 1, someone

else all of question 0 2, etc. Be sure that each person tallying

uses a mark beside each response he/she tallies or the same tally

will be tallied at least twice resulting in-73 answers from 31

teachers. If you have open ended questions, decide ahead of time
whether it is all right to tally simivar responses as one. (Can

"curriculum development", 'Oways Lc; change courses", "changing

content of class" be summarized as "curriculum development (3)" or

should each be listed separately?)

4. Decide whether you are going to tally the entire school district
together or do sub-tallies by schools or levels. Sub-tallies can

provide a great deal of useful information and it doesn't take any

longer. (You will need to color code or mark questionnaires ahead
of time so that you know which forms come from which schools).

s,

5. In preparing the summary for distribution, avoid converting numbers
to percenuages. You loose rather than gain information. Repeat

the.questions asked, give the responses und rneath. This helps

remind people of whaC they answered, he remind team of what the

question really was.

6. Either return the summaries immediately with a cover letter thanking
the staff for their help and giving a date by which the inservice
program will be planned, or if you want to use the handout for
publicity, put your preliminary plans for inservice in the cover
letter. You can even include a feedback slip to make sure the team
is on the right track and that you have staff commitment:

Yes, I would be interested in
No, I cannot because

I would prefer

7. If you have the names on the questionnaires (and once you have
established trust, you probably will want them) be sure to get back
to those whose needs will not be mst by your program. Maybe they

have Some solutions for their nereda4which yOur team-can -support.

02
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IN-SERVICE QUESTIONNAIRE -.ELEMENTARY

(90 Questionnaires tallied)
(Total Itosponses)

cA

I. What things do you find most useful about curricuiumcdays in Northampton?.

A. Teachers meeting together either by grade level or several grades

together to discuss a variety of ideas and problems and solutions.
(39)

B. Meetings held in our own schools with our own staff. (25)

C. Workshops,pertaining t6 materialsuseful in the classroom. (22)

D. Interesting and knowled§able speakers on valuable topics. (14)

E. Workshops where teaehers have a choice of areas depending on

'their grade or interest.
( 7)

F. Ho conrent.
( 6)

G. Left blank
(6)

II. What things do you least like or find not useful about curriculum days in

Northampton?

A. Listening to a speaker who is boring or not telling any useful'

information.
(36)

B. Lack of planning or direction which makes them not relevent or,a

waste of time.
(27)

C. Unstructured meetings which are not beneficial to the classroom. (21)

0 D. Host topi( have been discussed many times before. Conmittees

have been :mud only to have nothing happen regarding their

recormendacions.
( 8)

E. Too much 766 or 622.
( 8)

F. Ho torment.
( 8)

III. How would you like to see an in-service training program (curriculum

days) conducted in Northampton?

A. Meaningful workshops - perhaps during curriculum days. (51)

B. Careful planning and organization are important. (41)

C. Misunderstood the question -- answered they would like to see

a program.
' (16)

O. Full-day workshops.
(10)

E. Possibly done by schools with the administrator heading tii;

program.
(10)
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F. grade level sharing
(10;

G. for credit
(11)

H. Should be a source of current trends in educational thought

or activity. ( 9)

I. To develop our own curriculum with assessed needs. ( B)

J. No :omment.
( 7)

K. Curhculum Committee set-up. ( 2)

IV. What kinds of in-service workshops would be of value to you?

1. Curriculum areas (71)

2. Interdisciplinary Sharing (31)

3. Classroom Instructional or Hanagement Skills (69)

4. Organizational and Planning Skills (33)

5. Special Education (15)

6. Knowledges and Information (12)

7. Goals - Philosophy - General Issues (17)

Evaluations (29)

9. Others:

a: All of above if they were done in a practical and useful

manner. ^ (14)

b. CPR and first aid course ( 7)

c. Gth and 7th grade teachere meeting together to discuss

goals and objectives. (4)

d. Visits to other systems (2)

e. What is expected of a substitute. (1)

f. Record keeping. (1)

g. School Comlittee members sharing ideas. (1)

h. Bi-lingual. (1)

i. Games for classrooms (1)

10.1



V. What typls of in-service activities would be of value to you?

1. Lecture and research.
(15)

2.. Eprsonal involvement
(40)

3. Combination of 1 and 2. °
(39)

4. Other:

a. Small group discussion.or sharing. (1)

b. Films-demonstrations. (1)

VI. Who should conduct in-service training?

1. Admi ni stra tors
(11)

2. Peers
(19)

3. Outside Consultants (313)

4. All of the above as necessary. (46)

5. Other:

a. Professionals in a specific field.
b. School Board Members.

VII. When should in-service workshops be held?

1. After.school (38)

2. Evenings (10)

3, Curriculum Days (131)

4. Other:

(5)

(1)

a. summer %;orkshops (2)

'b. full days (2)

c. fewer - full days

d. Saturdays 2)

VIII. What are your thoughts on in-service training?

In favor of such an idea.

IX. Addi tional, Comments

' The science workshops are eaningful.And worthwhile.

2. Teachers should have a consistent opportunity for input.

1. Smi th College Teacher Center

Nos

(71)



,

102

4.)

Obscrvo..kions
-itchAlre

anc\eme4
o 'ff01115

DIAPANZED P1SULTS OF 3PAINSTORMING

allan5in5 roles c.;.
+he ado lescen-F

14e5vaJcin3

itAe.

Learnm

AICOh0) Mini-
and. istrazkivvy

&rug kiAt
abuse learn

Clut n3 role. ,r)

+11 caaer 6ratai;n &a

4evc.lopmen
lut..i

AtitnSkrearn

t4/711C,
NeEb: (cRO1-1 .d.utolok., 11104)

ICALAGQ5

16c.plurCitiC3 CLASSRomt-f

/44AM6E /4017-

Cle"-nck NuirAicf1
-taknked.

.

Cnvir nmea
W*Vanl

Career a. / i
31.0eltnkSirl 5 . 77-----., rtyikkeol

'-fiacke.r5 sk:"15

-beltlopful

'franSitici ona.1 "Ai°11\ '70,114,0
(talk/sly

5-14lictlialVegA
iftSkrut1011

CIOSKtCatic11

Ncen-Comvilw/.. and.

5a.nleS
Canyrktr<ic5

-DIMMr,
rno

GIcti5cr:
ratiiy
Alverapti



In so, , aim aim via -mu en :pit air wit

4

4

J

6. Workshop Management
107 108 :



I. ,

6. Workshop Management

s,

-Ob\jective: to plan, oversee and evaluate inselice

workshops

-In the last chaptec, on Resource management, we
stressed the importance of designing,appropriate
inservice activities and locating appropriate

resources. For better or, worse, the manner in which

the' workshops are organized makes a statement about how

the team feels about its responsibilities and about

what the teatil members think of the rest of the staff.

Gcod workshop management is an excellent way for the

team to demonstrate its commitment to the learning

process. Participants remember the little things. The

workshop that they couldn't find, the time the leader

had handouts for 10 when there were 100 in the
audience, the One that started with those awful games.
Workshop management skills are essential to a

successful team. Even though they will not be

conducting the workshops, team members need to know how

to yet ready, how to troubleshoot and how to evaluate
workshops given by consultants.

Ne recogni'ze that some teams will not ever be
responsible for workshop management. Some will focus

on helping the schools set goals to link curriculum
development and staff development activit:es through a

series of task forces. Some will focus on
0

communicating information about professional
development opportunities already available in the area

to the staff. Some will become funding sources,
assisting in the locating of funds, writing and

monitoring of proposals, Howevet, the Oanning and
management skills involved in workshop administration
help the teams focus on the importance of planning any

large group activtties carefully.

109
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OVERVIEW

Sometimes it seems that workshops are held together by
masking tape, extension cords, and coffee spoons.
Certainly, workshops fall apart when chose things
aren't present. These is a Lewis Carroll quality to
the problem of giving a workshop on how to manage
workshops. Our staff uses a number of strategies
simultaneously to teach workshop management:

1. Visibility. We make the planning,
idminisrrz ev tuat i on o

worksnop we are running very visible. There
is no backstage. We talk openly to eacn
otner about our progress and about any
changes we are going to make in our plans
(and why).

ft

2. 'brequent Evaluation. We-skencourage
participants to evaluate our workshops with
both a written evaluation at the end (A eacn
session and wit6 a fifteen-minute planning
discussion at the end of each day. This
discussion encourages pareicipants to focus
on the mecnanical side of workshop
management. We also return the collatee
results of the evaluation at tne beginning ot
the next session aria, as part of our
introduction, explain whet chc,ngeswe have
made based on participant suggestions. ('inere
are always good ideas which we use to impro\ie
our planning.)

3. Discussion. At the third workshop We
devote at least two hours to a dischssion of
workshop management. Alternative plans for
directing this discussion will be listed in
the Activities setion. An outline of issues
to be covered appears as a Discussion Guide
in this chapter (pp 110). The discussion
yuide includes workshop goals, tacilites
(location, room, food, schedule), equipment
and supplies, contracting with consultants,
team mecpbei responsibilities, publicity (to

LI 0



whom, what medium, what information, when),
record keeping, evaluatiqn (purpose,
strategies, compilations response), and
rewards.

We used to spend one entire morning on
evaluation techniques. Reducing evaluation
to one of nine topics in a discussion does
not mean that we think it is less important.
We have found that our team members learn
workshop evaluation skills quickly and don't
need to spend much time being reminded of the
.importance of good evaluation data. You may
iwant to spend more time on evaluation
strategies.

4. Reference Materials. We prepare a handout
on workshop management based on the _

participants' discussion which we distribute
at the final session. We provide examples of
some of the forms,which our teams use tn
planning. A number of forms are'included in

this chapter. You will want to begin
collecting new forms as your teams develop
them. Teams should be encouraged to use
these forms for' ideas, but not to copy any
form which does not exactly suit.their needs
or situation. At the end of the Chapter,
p.140, we have included a bibliography of
books.we have found to be useful. .If you can
provide your participants, or your, training
team, with a reference library, some of these
books would be useful. There are, of course,
new books coming out. Become familiar with
certain publishing houses listed in the
bibliography. Get on their mailing lists and
ask for examination copies.

ACTIVITIgS

The activities listed here can be done either in teams

or in cross-team groups. Cross-team grouping increases
the range of past' inservice experiences the
participants bring to the discussion. In addition to
providing new perspectives, it is a pleasant social

lii
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change to change groups once during each session.
Whether you use a team or cross-team grouping, be sure
to assign the three team roles: facilitator, assistant
facilitator, and recorder (see Chapter 2).

1. Good workshops are easy to visualize. So are bad
ones. A simple way to introduce this activity is to
have the group (team or cross-team) list what is
happening in a good workshop, and in a bad one, and to
put together a list of "things that should be
happening" (or goals). Then ask the group to begin
brainstorming a list of all the things a team should do
in order to plan, oversee and evaluate a good workshop.
Havd,lots of newsprint ready. From this random list,
the group can sort their ideas into categories and,
quite easily develop a very good workshop management

--list. The list they Te7.7-61op can be typed and
distributed by mail or at the next workshop. Included
in this chapter is a discussion guide for your use. We
have found that these points need to be coyered. You
will probably want to add additional ones yourself.

2. Have the training team set up a newsprint timeline
all along one wall of the workshop space. At the right
end is the workshop date itself. The rest of the
timeline is divided into week units, counting from the
workshop date (i.e, backwards). Each cross team group
is given cards on which to write activities necessary
for the successful planning of the workshop. Completed
cards are pinned or taped (depending on the wall
covering behind the newsprint) on the timeline at the
appropriate week. Groups then have to justify (or
adjust) the sequence that has developed. Someone
usually notices'that there is no space for
post-workshop activities. Have the participants add
another three weeks of newsprint after the actual event
for compiling tne evaluations, writing "thank you"
notes, reports and planning. The final list can be
typed and returned to participants at their final
workshop. Two sequenced lists developed by teams we
have worked with appear later in this chapter
(pp.124-126). You can use them for the teams to
compare their own timelines. There will, of course, be
variations based on the different team situations and
responsibilties.

If you do not develop a timeline as part of this
activity, you might want to spend a few minutes during
some activ-ity teaching the participants how to develop



timelines from the date of'the event backward. If a
member of your training staff (or a participant) is

skilled in one of the formal planning techniques, such
as PERT charting, you might want to introduce that
system. We usually opt for a simple variation, but
stress the importance of determining critical dates and
accurately E,timatingtask time. There is an exercise
in Chapter 8, Political Survival, using timelines.

3. Assign.teams some hom'ework associated with workshop
management. Members of the team could find (1) how
much lead time is necessary to get an item on the
school committee, administrative council, or faculty
meeting agenda, or(2) how much lead time is necessary

.to use the school's printing facilities, ok\ (3) what
sources of funds are available for inservice, who
controlst-hem

It is hardly necessary to remind you to reward those
who do their homework. Schedule time at the beginning
of the next session to discuss both the information
people collected and, more importantly, the process
they went through to get it. Focus both on the problem
of locating the information and the problem of
allocating and coordinating the tasks within the team.

Although we usually assign homework on workshop
management, you will have to judge how much your teams
already have to do. Dori't exhaust them. Workshop
management is fun and it is a wonderful way to use the
resources of the group. It is also an excellent way
for the training staff to get new ideas to improve
their own skills.

Maslow's Hierarchy

I

affiliation
.

(belong and be accepted by groups)

I

self actualization
(maximizing one's potential)

esteem
(self esteem and recognition)

security
(-free -of-physical-danger,- deprivation)

physiological
(needs to sustain life, physical comfort)
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DISCOSSIOO:OUIDL: WORKSHOP MANAGEmLNT

t: WORKSHOP GOALS

The team needs to have goals for any worksnop days, or
workshop series, being planned,. Some of the goals our
teams have used include:

* model a creative, comfortable learning environment

* provide active learning experiences wrich can be

reproduced easily in the classroom setting

* insure that skills developed will be use\d in the
classroom througnout the rest of the l'ar.

* organize support groups which will continue to
meet after the workshop series is over.

* provide an opportunity to explore the philophic
assumptions underlying the skills being learned.

* provide a low risk environment for teachers to
practice new skills.

* plan activities to reflect an understanding of
Maslow's hierarchy of basic human needs.

It is important that the team develop some set of goals
(or even phil6sophic statement). They can use this list

to share with workshop presenters, with participants,
as the basis of planning, or evaluation questions, or

reports.

Each activity, from planning to the welcome signs and
coffee breaks, to the "thank you" notes, reflects the

goals of the,team. Examine the activities being
planned. Do any conflict with your goals? Most
activities should be able to meet at least two goals.
II they don't, the team will need to brainstorm some
alternative activities.



2. ARRANGEMENTS

Location

Is there convenient, safe, ticket-free parking?

Is it centrally located fot the participants (not in
miles but in travel time)?

Can it be found? (Always include both a map and written
directions; people think differently)

Can a series of workshops be used to explore a variety
of resource locations, such a museums, libraries,

centers? (Better have a super communication system.)

Is it inspi-EIH attractive, cozy,
whatever atmosphere you want to create); does it give
teachers ideas for new ways to use space, materials?
Lavish surroundings are often more uncomfortable than

gratifying.

-.Does everyone related to the room know you will be

using it: the administration, whoever normally uses the

room, the custodian?

Do you have a clear reservation, in writing? What are

the chances of another group taking precedence at the

last minute?

The Room

Does iL have a thermostat and, if so, do you know how
to adjust it?

Can you control the light intensity? Too much
artificial light is stressful.

Is the furniture appropriate? Can it be moved? Is it

adult size?

Is the room noisy'? Consider sound from electrical
equipment, the heating system, intercoms, phones, the

outside.

Does the room have a grounded outlet for electrical
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equipment and are there toilets nearby?

Is the room an appropriate size?

If the room is used regularly by some other group, can
it be cleaned up enough too,be used? If every incniof
space is already used fur a display or a newsletter
layout, you are in trouble.

Food

Do you have permission to serve food in the room?

112

Will theOfood -taste good? Will it provide, rather than

sap, energy?

Does the-menu take into consideration eating habits of.'

the group (reltgious restriction's, vegetarians, those
who can't have caffei e or salt)

Who is paying, servicing, cleani-ngup?

Will you serve everyone at one time, or will

avadlable all, the time? (The latter is much easier.) -------

,

If you are breaking for lunch, have you told
participelits ahead of time? Is there a place for the
brown-fbaggers? ,Are there reasonably priced, quipk

places nearby?

If the team is planning a series of workshops, why not

have the participants responsible for the food? We

have found that such arrangements help build ownership
by the group and adds to the friendships developed
during the series.

Time

Do you really need to start at 7:30 a.m.?

Make cloSing time clear and don't go over it by a
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Allow time for refreshments and discussion, but don't

schedule them for the beginning of the session. Start

on time.

aave you checked the dates for you'r workshops against

school, religious, traditional holidays?

3. EQUIPMENT AND SUPPLIES

Major Equipment

Can you fix it when it breaks? What will you do on the

workshop day when you leave it behind on the kitchen

counter?

If you are using an outside consultant, know what

equipment is expected and what ths consultant will

bring. Make sure there is someone at the session
responsible for getting what the consultant forgot to

list, or forgot to bring.

Look at your equipment as a way of modeling good

learning. Are you over-equipped? Could the teachers

use these methods in theit classrooms? Are you

providing new, creative ways to use some of the

standard equipment? Does it run? Do you have extra

bulbs that fit 1-.1:e projector you will be using?

Make a list of equiplent you will need; -keep and use

the list.

Have a wor hop box (with a livt on its contents on the

side) . Inclu markers, tape, nowsprint,glue stick,

paper, chalk, s issors, tacks, name tags, pens, camera

and film, coffe, ugar, milk substitute (yuk) , tea

bays, bouillon cube herb tea,hot beverage cups,
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aspirin, paper towels, coffee pot for heating water,
cord for coffee pot, three-prong adapter plug, three
prong (grounded) extension cord. Don't leave it on the
-Ls-i-tchen counter. .

Are there enouyh nandouts? Should they be mailed ahead
of time so that participants can come prepared? (If

they are mailed, bring extras for those lost on the
desks.)

gchools are generally better equipped than puOlic
facilities. On the other hand, some fancy conference
centers have all sorts of stuff hidden behind -the wail
panels- explore (but don't count on anything.)

Does the site have duplicating facilities? They are
useful, when they work.

4. Contracting with Consultants

The consultant may work alone, bringiny everythiny
needed. have it idwritiny and briny an extension coid
anyway.

The consultant may ask for logistical support. Have,it
in writing.

The consultant may serve as a member of a planning,
problem-solving, or task yrpup. This is a powerful
long-Lerm Model. It may not be any more expensive in
the long run since thg pay can be less\pel nour (no
preparation) . It is particularly good the primary
yoal is to enhance the staff's skills and self-esteem.
Have the responsibilities in writing.

make.sure the consultant realizes tnat the participants
may not know each other. Few teacners know everyone
else in the building.

Put together a consultant packet. Some examples are
provided, at the end of this chapter (pp.127-129) . The
packet should include:

A cover letter which includes time, place, and
topic. Sign with name and telephone numbers
(school and home).

_
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A team statement whicn inclucTs a pnilosophic
commitment to active, appropriate inservice
activities and, if possible, a history of the

proyram.

Any publicity you have handed out (or will hand,
out) . It is hard for a consultant to live up Lo
puplicp4 he or sne has never seen.

/
A map with clear directi,ons and a number to call
when lost.

A copy of the evaluation form to be used at tne
workshop.- Make it clear you win return tne
intormation to the consultant after it hiAs been

tallied.

It you have a brief publication describing the
school,system or tne area, include it.

The procedure for school,cancellations. Include

the radio station on whicn it is broadcast and a
team member,rs number to call it Lhere is any

doubt.

IC yout consultant is from yOU own school
be sensitive to the risk. involved. Provide a
supportive soul who will Lake care of late-comets,

tocu:z the projector, provioe evaluation Lotms,
manaye crises.

If members Rf the staff cl-re wbriciny Loyether as u
consulting team, help tnem rehearse. Get all Lou
responsibilities, in writing, Lo eacn of. them.

S. Team membet hesponsibilities

Do you know who does what? Virite it down clearly.
Make sure everyone has a copy ot Lhe ent4re list of
responsibilities and names.

Insurance. Try Lo .keep gne person free at all times L

deal witn logistical emergencies, to substitute for

anyone wno may be called away, to,keep an eye on the

gioup.
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Specialization versus flex
make a tradeoff between s
taking particular roles,
roles, and having the rol
everyone learn more skillS.
choose, be.sensitive to stereo
and note7taking are not.sex-lifike

bility. You wil-k-ne_ed to
ff members consistently

hus becoming expert in those
rotate, thus having
hatever system you

ing. Coffee-making 0.

ents.

6. PUBLICITY

To Whom?

Participants (you may want-to include a feedback
section to find out if there are specific questions or
needs they want addressed.')

Participants' supervisors or teammates, or anyone else
who needs to know where the participants are during the
workshop.

116

Key people in the system, including the custodian.

The general public, especially parents and the,school
committee.

What Medium?

The spoken word: Conversation is great for getting
feedback and for ensuring that important information
will be received and remembered, but very
time-consuming. Loud speaker announcements are heard by
those who are listening.

Written material: Make the format attractive, easily
recognizable. Count on problems with snow days, school
mail, cobwebs on mailboxes.

Graphid displays: Consider posters, pictures of
participants, displays of workshop pr61ucts, articles
in newsletters, newspapers or TV coverage.

4
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Vrhat information?

Date:, day of the week, starting and ending time

Place: .room, entrance to be used, parking
arrangements, map and directions with estimates of
distance and landmarks, phone numbers 4

Costs (if any) : refreshments or arrangeMents for meals
if appropriate

Purpose: For whom is the workshop designed
(background, teaching responsibilities, interests),
what will participants get from it, how will 'it be

structured?

Presenter's name(s) and qualifications

Attendance: optional or required" credit arrangements
(if any)

Special arran9ements: transportation, substitutes,
materials needed, preparation before session,
appropriate clothing (for art, movement or relaxation
classes) , provision for cancellation (Our school
systems include both hill and valley towns with very
different winter weather. WheDrwe offer cross-districtr activities, we cancel Lf the Vchool district in which
the workshop is to be held croses school.)

Contact people: names and phone numbers

When?

0°0

'Give the participants three weeks' notice so they can
put the event on tneir calendars

.Follow up with a writteiior personal reminder a week
,before the presentation ( or presenters as well as
participants) .

Fr/



Do not send any communication-without having,someone
else read it for clarity, typos, and.thistakes or
omissions in detail (day of th-e week, date,.tima).

.

s.

4

For more information.on coltiMunication-Lechniques see
Ckapter 7.

NO.

7. RECORD KEEPING

If the, school committee is providing release Oime, or
rewardS in the form of. salary increments, they have
good reasOn,to make sure 'that those-who are supposed to
participate do so. 'Everyone involved should understand .
the logic olthiS assumption. Take attendarice openly.
If there are participihts,who have a problem With this
(no trust, being treatecilike children), take the time
to talk with them about their feeliags .Alternatively,
there is no heed to yet hysterical and scrap a proyram
if someone skips.

If you need to limit the number of participants,
pre-register participants and post the list so that
participants !chow their status. If al workshop is very
popular, Offer it twice. (Pre-regi%tration and,
raiinders about attendance is a good idea anyway. It is
very embarrassing to briny iA a consultant and have no
one show up.)

If you arejunning simultaneous activities and are
woeried about people switchiny workshops, try sothe on2

the following strategies:

Shorten activities, lei participants switch.

Keep breaks inpernal, keep refrehmentIin each room,

\ use breaks for grouli energizing activit/es eather than
hallewandering.

Make switching inconvenient, put different'activities
in differept buildings, schedule hands-on projects that
have toloe finished.
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Provide a drop-in center for those who have short
,attention spans. i
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s

If there are individuals whose needs will not be met'

by the sessions, arrange for them to spend the day

elsewheie.

4 Trust is built up over time. The second series will go
better thaa the first.

8. EVALUATION

'Purpose

Decide why you are ooing to ask-for evaluation. What

use will you make of the Lnformation you'get?

What do you wantto know:

If objeciVreof the planning group were met?
\

'If small.chang*s would make people more
comfortable?

To %that degree are the participants, understanding

a process, theory," skill?

,How effective the different activities were?

How people feel about themselves, their
participation, you, etc?

What shoul'd happen next? a,

Strategies

%

Multiple approaches help ,g t information from the
contented-as well as the di satisfied. The:polite
the paranoid can answer anonymous questionnaires4
vocal:can talk in'a, group.,

A hd

the'

1

Draft evaluation questions the same way you ,drafted the

neE:ds Assessment:
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Write out a draft

Try-i-out on tile-t-e-am-7--a-Lew Lri-t_hus, a

consultant

Adjust wordtrfTrn avoid ambiguity or 1.:Iu cLosihj

off of information. Adjust. format t tht..

spaces -easy to use.

Balance the need for complete intoemati-n wiLla

time constraints. Keep it short. D

Have final version proofread by twO

- Administer the evaluation with as little risk t....kinj as

possible. Let participants know what iii ht.ppeh co

the information and that you value the privcy or cht.ir

opinions. ,

If you intend to divide Lhe results by jide level,
school, whatever, color code the yuesLionhaitt.s
participants cheak an appropriate box.

Keep a file of evaluation formats, use Lhem tor idec.s

and idea starters. Vie have included some ..xampies

(pp.130-137)

Get patticipants in the abit of doing evaldatibhs
after every workshop. I've have a'simple' evaivaLion
(olhat was the most useful? Least useful? INItc1C

changes would you like for next time?) which
instructors use after eacn workshop In a series. lut.

instructor collects and uses the results in piahhlh,
later worksnops and mails them in to us. Vit. SLIt.2b:i

that we are more interested in tne changes tne
instructors make as a result of the.evaluatioh than

the evaluation itself.

Compilation 40

Unless your sample is large, don't woruy atdout

statistics. Don't even worry about per:centa.jes..
eifteen OW: of 20 o/ Lnree lourths is Mute uLu. Ltia.;

751).
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Compie al.1 comments from the open-ended,questions,
grouping similar comments together.

Proviide copies of the compilatinn 3 participants.
Tell-them what changes are being made as a result of

their suggestions. Thank them for their help. An

example of a compilation is provided on pp.138-139.

Wnen we prepare compilations the only e iting we do is

to remove names, thus "Gerry's prese ation...."

becomes "the`c,nSbltant's presentat'on...."

Make sure the compilation is available for the group

planning the next workshop.

Reilponse

Respon'd realistically. Most suggestions are valuable

and _can be acted on. However, some indicete that the

indiviclual does not agree with the fundamental goals or

philosophy upon which the workshop was based. Don't

ignore this information; the individual needs'
assistance in choosing a more appropriate activity, but

don't necessarily change your activity to meet a

different set of- Ons.
_

If you want to load the results, do it creatively:

If the last workshop series was terrible, it is
probably safe to ask, "compared to the past
workshops, was this workshop better/the
same/worse." Of.course, you lose the friendship
and future help of those who planned the last
workshops, but it looks good in your file. I the

last workshops were good and you ask this
question, you deserve to lose your job, and you

will.

If you want your team rated well, try "The
planning team was super/excellent/very goad." Or

ask for the "ten strongest aspects of the
workshop," leaving 16,ts of space, and.the "single .

weakest aspect Of the workshop," leaving.no space

at all.

If the workshop was really bad, let participants
take the evaluation forms home to fill out and
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return. Once they leave the room, you will ncver
see those forms ayain.

9. KEWA,KOS

4at incentiveS--can you provide, what reWards-can You
Offer for partic4pi-tion& Not everyone needs-, or
responds, to the same ty'pbsof rewards. What
alternatives are there?

Pin activity in whic_04.teachers learn skills they-value
is\\ an finportant iptrinsic reward.

Handouts, materials created, freebees, useful supplies
are also rewards

\Inc.reased self-esteem, a sense of participation, skills
to do a better job, getting to know colleagues better,
and en opportunity to act as a resource for others are

_

all \rewards.

Credi,ts (inservice, college, certification) are rewards
in themselves and,, eventually,-monetary, rewards.
However, as our teachiny population ages many of the
sta Care at the top of the salary scale so that
inc ements are not helpful to them.

,

Professional recognition within the school and outside
is a re\ward.

Comm niiy recognition is a reward.
\

Comp nsaI tory time is a reward.

I

,Ptele se time from the classrooffi can be areward. If

too uch\time is taken, or the substitute system is
poor it ban also cause anxiety and extra work.

\

\Professional contacts, getting access to those in power
\is also areward.

Letters of commendation or report of skills mastered
placei in personnel file is,a reward. (We ace very
caref todo this every year for teachers who have
worked on any of our non-credit activities. However,
rumorihasit that the road to heacien is noE pai,red with
lette s of \commendation.)

New s ills 1-lat open doors to new job responsibilities

r).4.66



and job opportunities is a reward.

Methbership in a supportive group is a reward. What are
yaudoIng in eaah inservice act-ivity- toensurethattha
individuals become a group?

And then there are service steps, badges, goqd conduct
buttons; stars on the door, gold watches, trkgs to
Bermuda....
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Task List Prepared by a Team nvined in Greenfield, &ssachusetts

1. Analyze needs assessment.

2. Locate appropriate rlsourcs_peaple,"make a tentatrve commitment with

them, explain the philosophy and goals of the inservice program and

the results of the'astessment.

3. Clear dates by checking with the administrative calendar, and clear

the space with the person in charge.

4. Circulate &proposal to teachers with names of resource people who are
clearly good (include,a writeup if these people arc not known to the

teachers), and a tentative schedule. Ask for a commitment from the ,

participants.

S. With teachers' commitment get back to pr6senters with a contract.

The packet given the presenters should include the contraCt, evaluation

forms,to be used, a map, a statempt of philosphy, a form to request
atAiouismal materials, and snow day arrangements.

6. Finalize arrangements by adding the course to the administrative
calendar, guarantee space by writing name wherever appropriate.

7. Send a reminder back to participants shortly before the event, and if

space permits open enrollment again, inside or outside the system.
(The calendar for teachers might serve as a reminder and for publicity,
but you will probably need to directly remind participants a week,

before the first session.)

a. Make final space arrangements, notify the janitor, litarn how to work the

heating system, locate outlets, audiovisual equipmerrq, etc.

9.^ Make hospitality arrangements for the first meeting: food, a map if

necessary, signs on doors, audiovisual equipment, heat, introduction of

the consultant and participants.

10. Assign a "back-row facilitator" to be process observer, crisis manager,

and evaluation form procidei.

11. Assign clean-up duties.

12. Compile the evaluation forms filled out at the end of every session.
(The consultant may want to take those along, so at'least make sure

that they are completed.) On the final day, take them yourselves,

compile them, and return the originals to the consultant.

13. At the end of the final session assess activity for future planning,
not just the consultant, but the topic, time, space, mix of participants,

and any other issue that seems to be relevant.

1,26)
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14. Reward participantS with a letter of commendation, certificate of

course completion (sent to the superintendent), credits, publicity.

15. Award-presenter -- fee and letter, publicity.

16. Reward the room owner with a thank you letter.

17. Reward the inservice Ammittee.

18. Rack to the drawing board to plan for the next activity using the

evaluation as a partial needs assessment.

1

129



A

126

'Sample

Hampshire Reeional/Uoion 66

PLUMING A WOUSHOP

Cheoltlist

Don't _forget:

Identify specific objectives for the workshop, three weeks before the worksiwin

Assess the.number Of staff who wi1. be attending, three weeks before ths worksiwp.

Review the resour& 4 of possibla presenters, three weeks before the workshop.

Arrange the ;Aite, date, and time.2of the workXhop, threeyeeks before the workshop.

rill out workshop pat:mentors agreement forms. Submit to the Coordinator of

Special,Eduaation for review sod dissemination, ftlOwisks before the workshoP.

Develop-warkshcp,announcements_whe,_what, when, where._for wham, objectives

for workshops.

Submit the announcement to the Coordloator-of-Spidariducation for review and
disiaeination,ten-daye-befOrila-date of the workshop.

'tall '.-se workshop priienter to assess aiy needs or problees. Remind tho

presenter of the date, time, and place of the workshop, tro cloys before the

workshop.

Obtain necessary Ivisual aids, equipment, pencils, paper, chalk, slide
projector, etc., requested by the presenter, one day before the workahop.

On tho day of the Workshop:

set Up the site.
Put a sign on thi door.
Met the presenter, and try to make him/her fool comfortable.
Introduce tho presenter.
Enjby the workshop. na
Pass out and collect tho Inservice Activities form.

----Thank the workshop presenter.

On the day after the workshop:

Sand out a thank-you latter to the presenter.
Submit Inservice Activities forms to the Coordinator of Special Education.

Example
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-'Cood 1;orninr,!

SOUTH HADLEY STAfi!,DEVELONIENI
1.16 Main Street 0 Town 'Ian

South Hadley, Massachusetts 01075

June 9, 1973

This is your packet of materials from South Hadley Staff Developtent

for today's worhsho?.

Enclosod you will find:

1. Prorram evaluation forms. Please take the,last five-mifiutos

sosslon çoiame-your-(7rodOilj. ther out.' ,L staff

---!--develoi-e-rsen will colaect these forms in the main offiee

arca at" the close of the workshop. (:c forms will be tabule.ted,

aad, if you choose, mailed to you.)

2. Bill :or serYices. Ploase sic,n and return it to a :Leff

deviorment parson. :*.ake sure your nane, address, and the

amoVn: are corroct.

3. Ca,alot. rhe-conplete listing of courses for this workshop.

4. 1:owslettor. Published this week listing staff devalopnent

activities.

If ,,cu have any questions today, or need special
eoui71:ont tat l'as no:

or urovidLq, contact any staff devolopmefit nerson. rh0.74 people will 'ce

in L.10 area in front of the rain office throushout the mernins.

If ou have addttional questions, contact Ear:- Reese at South Hadley

,.;chool - tel. 533 3943.

7:.e staff dtvelannent Lean sincorely than:1s you for helpinz; un with

ovr procra.n.

-- The Staff Eevelonnent Group

131
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Welcome,to the 1978 Amherst Staff Development Program! We are
a

delighted to have you a part of this ve,nture. Our Staff Development

Program is based on the assessed nieds of the staff. We would like to

share our findinas withyRu.

Cur staff has stated that they learn best

when they 'are actively involved.in solving real problems

in small groups and with a variety of activities

when4hei are not "talked at" in a large group setting

when learning builds on their strengths, not their deficiences--------------
when they get feedback-and-support from others in applying and

refining new skills

when a shared decision-making process is used in determining
arrangements for learning events

when their needs for belonging and physical and emotional comfort

are met

when they are helped to uncover next steps

when self-initiated and self-directed learning approaches are

respected.

We hope this information will be useful to you as you prepare your
learning experiences as a.part of our new approach to professional growth.

o,
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Inaerviee Prerequisite Form -- Hampshire EqucationaZ CaLaborative_

1 Zpecial Education Program at.theThe Inservice Committee forethe
Hampihire EducationaLCollaborative woad like to request your participation

in our Inservice Trkining Program. Itte goal of our program is to increase

steff competencies in order to prwide qualitY education to students with

special needs.

,Our staff copsists of teachors, specialists, and instructional aides,

all of whom are dedicatod to the pursuit of knowledge in order to increase

their skills in the field of special education.

A neoa assessmont has boon completed by our instructional staff. The

following topic of interest has teen idoptified:

4

The targot_popaiation for this workshop will bo:

There will be approximately participants. The workshop will be

hold on , from

For further information please contact

(inservice representative) at

to

(telephone number at work)

or (telephone number at home.).

You aro requested VD provide tho following items:

A resume including the names of individuals who arc familiar with

your previous workshop presentations, due on

A description of the workshop which includes:

a) a short narrative description of the workshop,

bl goals and.objectives of the workshop.

Matorials to bo handcd out at tho workshop. If thoy are to be

duplicated by us, please make sure they are in our hands by

and that there is a maximum of six pages par participant.

A completed evaluation of the workshop prosentation, 4ue on

A form for this is enclosed.

A request for any audiovisual oquipmont you will noes!, due"7.
A workshop Consultant agreement form (enclosed), due

A bill for sorvicesoform (attached), due

Other

oia

")>
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Name

SOUTH RAMEY STAFF DEVLOPMENT
116 Main Street Town Hall

South Hadley, Massachusetts 01075

EVALUATION

Building
Subject/Oradejevel

We would appreciate your opinion of this workshop and the course 1:1Wtyotr-attended.____

Title of the workshop,course you attended:

This workshop course was:

excellent good fair poor

Please check the statements below that you agree with.

Workshoo course

This course met my needs.

This course 1= interesting but not
relevant to me or gy area.

I vill be able to imolement
presented in this course in
clas:room.

the ideas
my

This cOurse was what I extected.

This course covercd notprial that
I alreldy know and understand.

I ?Quid recommend this workshop
course to others.

This workshop could have been
improved by

Instrmctor

The instructor was ahle to
communicate his/her ideas.

The instructor was easily
understood.

The instructor did not stray
from the topic he/she was
speaking on.

The instructor u),tderstood my

needs.

The instructor held my
attrtion.

I would recomMend this speaker
for subsequent workshops.

The speaker could have
inproved his pregram by



AMHERST-PELHAM REGIONAL.SCHOOL DISTRICT

STAFF DEVELOPMENT COMNTSHFT

Program Title

Please check the appropriate space to identify your instructional level:

Elementary Junior High

Please respond to the statements beloW
by checking the appropriate column:

Senior Mgh

1. This program met my expectations

I

2. It will hzve value for me in the
classroom

3. The arrangements (preliminary infor- .

melon, physical facilities, etc.)
ware satisfactory

4. The program had adequate, clearly
Identifiable goals

,

S. The resource people were approriate
foi meeting the program's goals

-4

6. The program provided sufficient variety
to maintain my interest .

7. I would recommend this program to a
colleague next year -

8. What did you find most helpful in this program?

9. If this program were offercd again, what chalges would you suggest?

0
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Session Evaluation

1. .Please indicate your reaction to the aspects of the session

listed below by plicing an "x" in the appropriate column.

The session YES NO NOT
SURE

a. was well balanced between theo.ry and fast

,b. Provided new.information

c. was too general for my purpoi0

d. was too complex

e. provided specific ideas

f. was valuable for practical application

132

_too theoretical

s.l-too elemeRtary-a-level

i. was pertir4nt, my needs and interests-

'N.,

2. What were the major strengths o is session?

3. What were the major weakriestes cif this 4pssion?



4

47

In-Service Title:

Date:

Your Job Title:

IAEA CHILDIOOD WOUSIOP ?INDS=

1. The clarity of the soals/and
oblectivo for the pcmasntatiOnx 1 2 3 4 5

(low) (high)

2. The usefulneis of this in-service
for se is:

1 2 3 4 5

(low) (high)

3. The organisation of the presen-
tation vs: 1 2 3 4 5

(low) (high)

4. Hy knowledge of the materials/end
concepts presented prior to this 1 2 3 4 5

session was: (low) (high)

3. The extent this session In-
creaied ,my knowledge about the
materAelwand concepts presented 1 2 3 4 5 /

is: , (low) (high)/

6. My overall reaction to this
session is: 1 2 3 4 5

(low) (high)

7. Did the workshop hold your interest? Yes Ho

Soso of'the tine

The strengths of this sessios were: 7. The weaknesses of tilis session

were:

'The noxt.staff development activity I would like is:

137
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I Check on:: --

Frtnklin Area
Hampshire Ar.-.1
Holyoke/ChIce Ar:a ti-

SCREENING MEETING EVALUATION

(To b& completed at 3:30)

1. Overall I would rate this meeting as:

Excellent

. Good

Fair

Poor

2. Two (or more) things I learned from this workshop were:

3. Two (or more) recommendations I would make for future workshops are:

4. Specific items that I hoped would be discussed but were not are:

5. The best feature was

The weakest feature 4as

RJ:lm
5/3/79
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III. The intent of the "Burn out" session was to help people become aware of what

the phenomenon of burn out is and begin to explore what it means personally

and within the context of the project. Did this happen for you?

Yes No

-Comments:

IV. Do you use the "Lending Library" the Development Center makes available at

every meeting?

Yes No

Do you want this to continue?

Yes No

Comments and/or suggestions for resources to be Thcluded:

V. The afternoon session "Strategies for Take-Over: Strategies for Survival, was

conducted (1) to help you become aware of and take advantage of loctl budget

cycles, and (2) to provide you with an overview of Federal and foundation

funding. Did the session meet these objectives for you?

1oCal budget cycle Yes No

Federal and foundation funding Yes No

would you like to explore either of these areas in greater depth? If "yes",

which area?

Coscents:

Yes No

139
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Lvaluat:on Questionnaire

"Dialogues on Lnergy, Environment and bconomics"

Workshops

Please assist us once again in determining the quality and effectiveness of

the forum. Your feedback is invaluable in providing necessary information
to\the National Science Poundation on projects of this nature in the future.

Title of Workshop:

Physical Facilities

1. The physical facilities (space, lighting, climate) of the meeting room

were:

excellent very good adequate less than adeefinite _yoor

2. What improvements, IC any, would you suggest for better physical facilities?

Presentation and Content

3. Please rate the following aspects of the workshop.
vory less than

excellent :oed adenuate ade uatc poor

a; identification of key energy

issues

b. identification of future
energy options

c. the role of consumers and
other representativu.greups
in energy issuus

d. sociopolitical factors
affcting energy needs and
supplies

e. energy and environmental
impacts

f. eneLgy wad economics

4. To what ext6it did you obtain new knowledge und insight from the workshop?

to a large extent to my satisfaction minimally not at all

S. How relevant was the worlshop in meeting your personal needs?

extremely of general interest irrelevant

136



-6. Did the discussion/dialogue sustain your interest and motivation?

__generally about 1/2.of the time minimally

7. How did the workshop leader preseot, organize and summarize the resultant

information?

very Well adequately __poorly

8. Were you given, the opportunity to purticipatc and add your personal opinion

to the discussion? .

__Yes ---no

9. Your overall rating for the workshop Is:

excellent very good average :_poor very poor

10. Additional comments:

s.
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SUMMARY OF EVALUATIORS

Inservice Facilitator Training Sessions

Greenfield, pay 3, 1979

1. Uhat was the.most helpful part of this session?

...having representatives from Granby hereto present and discuss their
successes and failures in setting up workshops for teachers. Their

participaciOn in our smell group assignment was quite beneficial. (3)
...made me think aboutyml. of approaching the development of an inservice

workshop so that it will be effective
..today's session was active (although p.m. slowed up). That'i great.

.../ became more aware of the steps in estAblishing a needs assessoient and the
general concerns of establishing inservice prograMS

...force field analysis listing specific itrengths and weaknesses ydthin our

school system. This procedure was informative and effective to me as an
educator.

...very informative and smooth flowing

...feel good about the people here; friendly atmosphere (3)

..feel good about the-organization of the workshop (3)

...my role and the related questions dealing with the inservice team have been
answered

...I came Lo the session totally in the dark about inservice (I was simply
not given any information about my assignment today). I now have a positive

attitude toward it and can see the potential in it for professional
improvement..

...variety in participants and method - some lecture, some group participation
is sood

..when I was asked to serve On this committee I was given very little informa-
tion and didn't realize the importance df this task. After listening to the

speakers and carrying on discussiens I'm a little overwhelmed, but interested
in trying to set up a meaningful inservice'program here in Greenfield. The

manual provided will be most helpful and I'm eager to read the information
for more bacnground.

...the work in force field analysis was very interesting (2) .

...the bridge-making project and follow-up discussion of what is necessary to

implement a program (2)
...felt very comfortable and very positive towards the presentation
..needs assessment;'writing questions
...clear and progressive presentation of materials and thoughts (2)
...good visuals, presentation of compiled materials for future reference
...give.and-take discussion among participants
...obvious enthusiasm generated by presenters "rublied off" on participants

during lunch, much enthusiasm that we are on the right track
...forns presented and xplained should be valuable tools
...sharing my feelings wdth others about inservice - misery loves conpany
...variety of suggestions and approaches touched on in discussion and represented

in the handbook will motivate ideas in our own planning of inservice

2. Vhat was the least helpful part of this session?

..everything presented relevant to the topic (2)

..assessing the goals of tha Inservica Comnittee by making predictions of
passimistic, realistic and optimistic chances of obtaining those goals
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Sumnary of Evaluations - Viy 3, 1979 Page ,2

...some of the material re: design of a needs assessment was redundant to ma -

I've received such information in a graduate course
...discussion dealing With tyPes of questions to put on a needs assessment

(closed, long, etc.), Nadvantages vs. disadvantages

...all of the session Was helpal. Honestl!

...being asked to respond to thiniss that I'm not quite ready to deal with

immediately
...talking about problems and ways that they were-offset - seemed like too many

tiMes they looked like the inserviee team would solve problems
...felt I got to know only a few of the participants
,..flipping through the notebook in unison - this could be done at a later time
...Mast of the information on collecting data - was already familiar to re,

partly because the nature of my job requires me to analyze and evaluate the

iuccess of my services continually. Also, I wasn't interested in hearing
how other school systems fill in a forde field to the degree that was given -
I would rather spend more time on doing our awn.

3. In what ways could the session have been better (suggestions, advice)?

...an overhead projector to present the material. It's impossible to see

anything on newsprint
...by distributing the notebooks and making the agenda clearer beforehand
...more administrators should be exposed to this informative program
...the room could have offered more flexibility
...more time to deal with the questions. It seemed we were asked to respond

to very important ideas in a limited time. (2)

...The pace vas a bit fast-and it was difficult to shift gears and senia that
we really would return to tasks. It is a bit difficult to grasp the whole

plan - to see the end.
...perhaps some more dialogue in areas of trying to solve attitudinal problems
...more of an explanation as to where this group would end up. Possibly clear

to some but not to all.
...maybe physical arrangements could be modified co that participants could see

each other - get more involved with each other (2)
...overview (brief) as to uhat our real tasks following-this-session will be-

11
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Insrvice: Group Teahniques and Activities

Ballard, Jim. Stop a Moment: A Group Leaderfs Handbook of Energizing

Experiences. Amherst: mandala, 1977.

A variety of low risk, nonthreatening activities to energize a group.

Canfield, Jack, and Wells, Harold C. 100 Ways to Enhance Self CokIcept in

che Classroom. Englewood Cliffs, New Jersey: Prentice-Hall, Inc., 1976.

VActivities for classrooms and workshops.

Gordon, T T.E.T., Vadher Effectiveness Training. McKay, 1977.

A handbook used in a T.E.T. course which is regularly given as part of

an inservice series. Its techniques.dre equally useful to workshop teaching,

especially those in the section on problem solving.

Morris, Kenneth T., and Cinnamon, Kenneth M. A Handbook of Non-Verbal Group

Eaercises. Kansas City: CMA Publishing Company, 1975.

A companion book to Eandbook 'of Verbal Group Exercises. Surprisingly

judgmental and competitive. Some activities good, many inappropriate.

Morris, Kenneth T., and Cinnamon, Kenneth M. A Handbook of Veial Group

EXercises. Kansas City: CMA Publishing Company, 1975.

Same comment as on non -verhal handbook.

Orlick, Terry. The Cooperative Sports and Games Book:. Challenge without

Competition. New York: Pantheon Books, 1978.

Activities for classroom, recess, physical education, or workshops.

Raudsepp, Eugene. Creative Growth Games. Harvest/HBJ, 1977.

A concise presentation of the process of creative problem solving plus

75 exercises, many of which can be used as energizing actitivities in adult

--work h p .

Stanford, Gene. Developing Effective Classroom Groups. New York: Hart

Publishing Company, Inc., 1977.

An excellent source cf group techniques with focus on change that occurs

during the life of a group.
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Communication WithThe
School Community

Objective: to develop and maintain communication
between the team and the school community

At,our first workshops, we thought of comminication as

having three pacts: cbmmunication within the team;
communicationrwith the staff and communication.with

decision-makers. We have since turned team
communication into Team Building Skills (Chapter 2) and

revised'the communication with decision-makers as a

seParate chapter on political survival (Chapter 8).

However, we realized that the three areas always will

be intertwined.

Communication, by definition, is linked with other

events and_skills. The Team Building and Goal Setting

chapters (2 and 3)focused on communication within the

team. The Needs Assessment chapter (4) focused on
communication with the staff. The Resource Management
and'Workshop Management chapters (5 and 6) focused on
communication with staff and resource people. The

Political Survival chapter (8) will focus on

communication again. Why then should there be another

chapter devoted to communication? Even more important,

why spend time teaching commUnication to teachers whose

major role is communication?

Our only defense_ is that communication is importlant and

that most crises faced by teams can be traced, at least

in part, to communication breakdowns. we also have

found that teachers and administrators, who are skilled

at communicating with their students, forget to use
their skills with each other.

J48
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This chapter includes a number of.activities which can
be used throughout the workshop to enhance
communication gkills. It also lists some specitic
activities whi h we usually do'at the second session to
emphasize the importancê of communication techniques.

Over the year/ o r discusions have develOped into a
Discussion Guide, "Strategies for,Sucessful
Communication," wh ch is included in this chapter.
'pis list On be used in plannin9 a presentation or
discuisr , or it could be.handed to participants (hew

. bibring). We also haVe included a few examples of .

communiCation asSignMents completed bj our teams. You
will w.nt.to llect a file of examples of good
commun catio o use in futuce wcrkshops. It is our
hope t lat'the teamswi11,at 'least, acknowledge the
impsrta ce fdontinuous and,effective Communication,
and, alt be effettive communicators.

L.

. ACTIVITIES

We haves a number of strategies'we use to teach
communicat', skills; none'are very time consuming. If

we have Game, we'try to do these activities at the
second session. Certainly the homewor,k hasIto be
assigned at the second or third session. Sometimes, we
have to wait until the morningsof tfie third or fourth
sessrion to have the discussion or presentation. if the
discussion is planned for a later session, reviewing
the homework assignment is a god introduction.

I. We model good communication techniques in the
way we manage our workshops. We won't describe these
in detail in this chapter, but the "Strategies lor Good
Communication" which appea,rs in this chapter lists most
of them. We try to have our handouts, our displays, our
letters to participants between sessions serve as
excellent examples of good communication. And Mien we
fail, as we'sometimes.do, we use whatever errors we
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have made to draw suggestiOns from the group for

dmiarovement--

2. We set up some type of presentation on

communication. This has alw ys been most successful

'when we have had someone skditied in graphic arts on the
.

training team.- If you have s ch a staff member, or
participant, available, take .0vantage of that person's
'skill to uovide the group with a 20-minute
demonstration on good communicgion,techniques.

3. We set up a display (if team communication from
our files Using,pulletin boardb ,and some overhead
transparencie. .-We use these to.generate a liist of

good communication techndques. -The list the group
deVelops is, as'always, typed aft distributed. We have
provided a few examples here for your use, but you will

'want to include more. If you n't have such a file,
you bould hold a general d's sion. However, since
communication is'partially visual, you, will find it

easier to use visual examples.

4. We assign teams the task of desdgning one
effedtive communication device. Over the yeari teamS
have had their picture in the paper (the winner that
year), designed a logo and talked the print shop idto
making them stationery (another winner), written very
effective and attractive memos to the staf. This is a.
usefuj'and pleasant activity and can produce a good
competition among tftams for the prize (stylus for
correcting dittos,/ protractor or graph papet for lining

up copy, thumb tacks for their new bulletin board, roll
of film) . The exmnples in this chapter come from such

4sSignmentS.

This assignment usually is given at the second or third

woekshop. Sometimes it is given before the
presentation or discussion cah be scheduled. Be sure
to provide a quick overview of communication strategies
(taken from our Discussion Gufde) if you give the
assignment before the group activity.

t



Discussion Guide: Strategies for Successful
Communication

- -Know what you are about as a team. If you haven't
taken the time to set goals, develop team rganization,
and design an ove'rall plan, you may have a wee bit of
trouble communicating goals, membership and plan to
others.

--Select the audiences with whom you must comMunicalpe
and begin as soon as possible. You might make each
person on the team responsible for a certain audience.
These audiences would include the various
administrative levels, teachers (divided by schools, by
responsibilities', by age or sex or
smokers/non-Smokers), students, parents, community,
school committee, funding agency, media.

- -Everything you do communicates: make your activities
work for you. Put the team logo (if you don't have
one, do that right now) on all communication. Prodf
read everything that goes out. Have a little
explanatory paragraph about the purpose of the team
which goes at the t'op of every page, or at e bottom,
or along the side.

- -Consider a staff newsletter: it takes time but it
may be worth it. (If this really is a direction you
clloose, HEC has a small manual, "Producing a Small
N nprofit Newsletter, Inservice Series #4" which you
ca order from our office.).

- -How can you 'Lige the communication systems already in
place? Take achiantage of the administration
newsletter, faculty meetings, the-attendance bulletin,
department or grade'level meetings, bulletin boards,
morning announcements, the faculty room, refrigerator
door, mailboxes

- -Never rely on one form of communication. It lacks
class.

- -Rumor has it that communication i/s two-way. What are
you doing to collect ideas? Are tpere tearoff
sections, time for questions as well as announcements,
team-initiated conversations about inservice,
suggestion boxes, parties or oth/ec informal gatherings

148



I

to collect ideas?

--Why not get some bulletin board space assigned to

your team and then uSe it creatively? Pictures of.team

members and staff.inservice activities are great. Make

sure the board is regularly updated and looks neat. A

dusty communication medium is the message.

--Find out how to get good ar,ticles in the newspaper

and on the local tv/ and.radio. What do your local
stations want to report? (Always, Always, Always let

your superintendent know about such publicity before it
hits the streets. / It is unfair, and politically
disastrous, to as1 him to support you if he does not

know what is going on.)

Madison Avenue can do it, so can you. What are

you doing to make your communication fun? Remember

Maslow's hierarchy? People want to feel secure, a
member 'of the group, accepted. Look over the materials

you are handing out: does it make the readers feel
that they are a member of a very select arid special

group, that they are important., that their day is going

to be a !little brighter because of inservice? Why not?

(If you 'are not familiar with Maslow's work, you will
find more information in chapter 6,p.109.) Memorize
it, or pyt it on your wall, but check every
communication, against it.)

1

--Make a checklist of information which should appear

on every comMunication. Make sure that each member df
the team hasithat list.\ (List might include: logo,
date, cont ct person with address and phone, date, time

and place cfany meeting, source of funding, school

system name

--The focus of a,hy communication is the N,

reader/listenerl Check each piece of communication for
what the rea, er, is going to get out of the experience.
Play being t e reader. Ask "How does this effect me?"
If you can't. answer, rewrite.
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WIIN-CCOt

Diucation specialists willing
to =tribute tine to an eatabliahed
in-nervice program. Subotnntial

psychic pay. Reply to South Hadley

Staff Developnent, Rosier.

_

MAY il
WO t/ ft Z HOP
RX SULTS

Workshop organization:

Good 136

Fair 17

InaAoquate 0

71lay 11 wa:Wanop 1/35:

Very Deneficial 58

Beneficial 88

Not beneficial 4

nor4snop tu1f1llea teaching nceu:

Yes 117

No 2.6

[...-

Appreciate other 1:vels, diaczpilaes:

Yes 98

No 35

Would like to take 3nother course, Xt
couldn't because of conflict:

.Yes 19

No 55

PPIGE:

9. STA rr ivi51v7soes

1ia4o Lisr OF

190P,14.0,1-10p

TCACI:Etl
Compriaed of 15 different ctursee,

16 teachers (9 from within the
syaten, and 7 fron outside) the
workahop received favorable responses

from the staff.

146 found the workshop very
benefici:1 and l.ereficial, while 4

found it not beneficial.

South Hadley to,..rhers involved

were Rick Slrvint,Dill Veighom, Joe

Dion, George GrIth, Dennis O'Neil,
Marie Appleby, lick Carpenter,
3arbara McKenzie and Ifelen Wyna.

The overall evaluation results
are contained in a box on this page.

In addition, a nini-courso
evaluation (a yellow page) ..co
voluntarily used for 10 of the
courses at the workshop. It was

the firstotime this wan tried.

A sureary of the mini-course

reaulta .4.5 on pep 3.

The mini-course evalvitions
were tabulated and mailed to the
teachers of the courses. The
overoll evaluationr are on file
at Uceier Cleientary and are cTen
for innpection to any staff member.
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STAFF' DEVELOPMNT

YEAR IN UfIILW
WORKSHOPS
Faar half-ley workshops

ware conducted uith an
approximate coat of 52,900.

The workshop sessions
were Ought by approximately
30 outside consultanta etnd
45 south Hadley staff personnel,

NEA STUDY
Last week WI:A finally

received 1540 from the KTA
to bezin the :7EA-NIZ funded
handwriting study.

It will probably get
fully under way in the fall.

NEWSI.ErTERS
Six nct:slettcri wore written.

Four formal reports -Jere presented
to the School Comnittee.

TITLE ne-(2

The Title-IV C grant for
staff development as written
in ,:nnn2rY2 1;ut wan not funled.

AFTER-SCHOOL CouRSES

*No after-school courses
were conducted.

Up to fourteen teachers
attended a cardboard carpentry
course offered in the fall
at Nosier Elementary.

Nine teachers attended
a ten -deek Teacher Effectiveness
Training course, alao at Nosier.

REGIONAL
South Failey participated

,rt a regional in-service rc
that included groups from Hadley,
Amherst, and thc Haltpshire
Educational Collaborative. -----PustrrAft ON

An article wos prepared
about South Hadley Staff Tovelopment
for fall publicatien in Kaleidoocooe.
the State Ccpartment of Eoncatlon'
publication. 11

=10 OMR* O. V.. 0.. 0.19 OM* OM* OM! 0.0 WMO .00 O.. OW. .m. awe ~So .M0

Nail to:

1

1

1

1

1
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Carol Cody
Nosier

-STA FF DEVELOPMENT
TEAR AND SEND

110

I would like help setting up a workshop the last three teacher days.

I would like to help the needs assessment ... ..

I waald like to help on staff developmlnt next year.\.

I would like to ace the following in staff developments next year

Building

1 3-6
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While you were busy working in your classroom, some of
us have been aske4 to attend in-service workshops offered
by the Hampshire Collaborative. This is an effort to make
future in-service days more than just sit-down'sessions:

PRESENTLY:
Gioundwork is being laid in deriving in-service needs

of district and compiling resources in a variety of areas.

People now involved are: Bob Gude, Principal of High School
Doa Gormley, High School Teacher
Pte Curro, Middle School Teacher
Le* Blair, Russell Elementary School

Teacher

Workshop dates: January 12th
Janmary 26th
robrmary 9th
March 2nd .

More information available py contacting above.

'1*-PgA5 ARe wac6ME
We could use them:

1 5 6
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?? WHO AND WHAT ??

An Inservice Planning Committee for the Greenfield School System

has been formed. This conmittee consists of staff representing all

levels within the school system. No pre-conceived programs have been

d'weloped. , Programs will beAenerated by and for the needs of the

(?leenfield staff; the Inservice Planning Committee cannot function as

"a 'separate unit.

It is hoped that every staff member will participate in planning
inservice programs. _The Inservice Planning Committee's ongoing program
will be:

I. generated by faculty input,

' 2. drawn from faculty expertise (where and when appropriate),

3. flexible enough to meet the individual needs of the staff,

4. realistic and practical in its aPproach.

Barbara Aiken, Special Educafion
Carolyn Dawson, Greenfield High School, Contact Person
Joyce Fuller, North Parish School, Contact Person
Barbara Gamache, Greenfiejd Junior High School, Contact Person
Dennis Kiernan, Special Education Administrator
Sara McCollum, Reading Specialist
Carla Miller, Special Education
8arbarr:4dlllns ,Elumontary Counselor
Marilyn Munn, Greenfield High School, Contact Person
Sheila O'Neil, Federal North, Contact Person
Sandra Purringtoh, Green River School, Contact Person

Barry Raymond, Special Education, Contact Person
Mike Schwartz, Greenfield Junior High School
Al Sammer, Principal, Green River, Davis and Newton Schools
Jayne Upton, Conway Street School, Contact Person
Carol Westing, Greenfield Junior High School
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8. Political Survival

Objective: to develop and maintain political support

During the first series of workshops, this area was
incorporated into the developing and maintaining of

communication. However, participants felt that
political survival was so important that it should be

treated separatelY.

During last year's evaluation of our inservice program,

we phened members of the teams to ask them to evaluate
the importante of each skill (and then to evaluate
their teams' abilities rh each area). Every person who

was asked to evaluate pg,iitical survival began the
responteywith a sigh. When pressed, team members .

admitted that poli.tical sensitivity was important, but

that, somehow, it shouldn't be. In a perfect world,
teams would be able tp organize themselves as a team,

set goals, do needs assessments, locate resources, plan
and evaluate activities, and communicate with their
school systems without caring about politics. Building
political contacts and mending political fences would

not be necessary.

Clearly,,inservice planning cannot be separated from

the power structure. Even if it were possible, it
might not be desirable. The improvement of instruction
through the planning of pr,fessional development
activities is a major issue for school systems and,

therefore, a concern for those in power._ Inservice
activities can cause changes in instructional practice,
morale, or organization of the school. Those changes
affec5)ehe administration, the students, their parents,
localv.bmployers1 the taxpayers... everyone. It is hat
potential that makes inservice so exciting (and

controversial) . , It is that same potential which makes

it essential that team members recognize and be skilled

159. 15 7
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at their political rdle. Besides it can be fun. Some
of the team members would much rather be working on
anticipating political problems than on locating coffee
pots for workshops.

OVERVIEW

Although we mention political issues throughout the
workshop,-we delay our major discussion until the final
session. In fact, the Force Field Analysis (Chapter 3)
worked on the first session, is an analysis of
political forces. Many of the issues discussed in
Workshop Management (Chapter 6) and especially
Communication (Chapter 7) are political in nature.

We have used two types of activities during this final
sesskon: Person-in-the-middle and political analysis.
Also included at the end of the chapter are some
examples of political strategies developed by some of
the teams during this final session. You will want to
start a file (is that remark belinning.to sound
familiar?) .so that you will have additional examples
for'your participants .

ACTIVITIES

1. Our favorite activity is Person-in-the-Middle, a
role playing activity which takes about an hour. It is
fun, very helpful to the team, and a good summary of
the pressures which the team Will have-to meet. We

also have found that teams remember it so.well that we
can use the experience as the basis of a discussion
with them a year later.

The rules for Person-in-the-Middle are on pages
167-169. Team members may want to use this activity in
other task group or classroom settings. Be sure to
remind them to schedule enough time for the group to
process their feelings (a difficult scheduling task in
many schools with 40-minute periods).

I.

:1C0
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2. Teams or cross-team gr,)ups can be assigned the task
of analyzing one politically-difficult issue. The

teams can use the force field analysis approach
described ifi Chapter 3, or the problem-solving approach
described in the Chapter 2. Included in this Chapter
are examples of work done by two different teams as
they analyzed problems i9portant to them:

a. release time (by using a diagramatic
approach),

b. course approval (by.developing a series of
questions which might be asked),

c. lead time for school committee decisions
(by developing a time line),

d. strategies for getting school committee
approval (by preparing a "survival packet" of
issues to consider).

If 'you plan a political survival activity for the
final day, remember to get the charts, lists or
materials developed by the groups back to all
participants in a mailing. (This could be the basis of
a newsletter article, if you are going to continue to
support the teams through.a communication network.)/

3. Long-range evaluation provides vital data for effective,

politically acceptable prograM management. The materials on eval-

uation in this Chapter (pp 170 - 175) were prepared for us by

Skip McArthur, Dissemin/Action, Falls Church, Virginia. The teams

should use the materials as a base from which to develop o set of

questions designed to reflect the goals of their program. However,

the best way to emphasise the importance of long ronge evoluation

ond planning is..tö practice it yourself. Skip's materials can be

adapted to the goals of your program to provide a simple, cost-

effective mpons of improving your own program, while simultaneously

reminding the teams of the importance of evaluation.
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Course Approval Strategy and Tactics

I. Is it worth it?

The best designed and most carefully planned course,still will

be examined carefully by the group in charge of course approval:

(usually school committee, occasionally s erintendent And/or

administrative council.) Before submitting a course for approval,

the team should discuss these questions:

I. Can we justify the course in terms of staff needs, school

goals, and Federal/state audits/grants?

2. Is thAourse content substantial enough to justify teacher

time and energy?

3. Is the course designed so that it moOels good teaching/

learning practices?

4. If academic credit can be offered, is the course substantial

enough to justify itt

5. Dees ,the course dovetail with inservice courses offered

in the past?

6. .Does the course help meet the goals which the team set last

fall? (See Section C - if you haven't set priorities

yet, now is the time.)

7. How might the course ba followed up? 7:ill there be,support

for practicing skills learned in the course? ,

8. Does this course serve populations different from those served

brbther courses oyered concbrrently? Who.is left out, '

individuals or i;roups? Is it always the same people?

9. Are there enough potential instructors td give us-a choice?
Could an in-house person teach the course?

10. How many teachers defiiitely will participate?

11. Wilt, the cost bl reasonable? What funding sources are

available to share the cost?

12. Herb SheparOs first rule of thumb ir, "Stay alive." What

are the potential dangers in supporting this.course? j

What are the potential advantavs?

13. Is this course so good that you'd take it yourself?

63
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[ Time line: Planning coarse approval I

-Tnce your team is satisfied that the course ii tiorth it, you are

,

ready to seek approval. Find out your.system's procedure for course

approval,and proceed through the time schedule explained here. This plan

is a modification of a system called P.E.R.T. chartihg, which starts with

the final date and works backward in,time.

(Some systems require'only the superintendent's okayt'for credit

courses. If this is the case in your situation, skip 1 and 2.)

I. Find out from the superintendent, not the secretary, the date
of the appropriate school committee meeting. If you intend to

seek outside funding check funding guidelines_for applicat;:n

due date. Mark date of appropriate school committee meeting on

calendar: Date A.

fr

2. Do the same for the School committee mailting date, usualljr a

week earlier: Date B.

3. Make an appointment with the superintendent about ten days Before
the mailing date, to discuss yoUr handout (described on )pageI7)

and strategy. Assume that.soul revisions will be needed after-
ward. Block out enoulth time on the calendar to.allow for
revisions, typing, duplicating, and another meeting withthe

superintendent if necessary. Mark on calendar revision
delivery date, Date C, and °meeting with superintendent, Date D.

C 8 1
4

4. Make appointments with relevant administrators to discuss course
handout individually and, if appropriate, as a group. Mark

on calendar, Datei B, F.

F I C 8

5. °Find out time needed to type and duplicate the handout.
Make sure the secretary understands the siie of the job and the
dates set for it, then mark the time Flock on the calendar, Date G.

4



0

6. Schedule a team meeting.to draft the final handout and assign

responsibilits for revisions, if any. Mark the date, Date H.

F8 C

I. Schedule meeting of the team to assign responsibilities for

parts of the handout This includes the job(s) of meeting

with groups you will want for support at the school committee

presentation. Mark this meeting date, Date I.

I
t,

II 11 C r 13 D C 8 A 1

8a Add other dates that will affect your planning:

school vacations, etc.
,

funding deadlines,

Note: Double check dates of appointmhnts and typing with

secretaries.

An example of a course approval time line is on the next page. When

your time line is prepared, duplicate it and give a copy to each team

member.

1.65
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(I)

Dec. 4th

Example of a course approval timeline

(H)

Dec. Ilih

3 p.m.
team meets
to assign
responsibilities
fdr handout
and meeting with
support
people

'Convener: Lee'
UNotes: Carol f

3 p.m.
team meets to
draft course and
description han'dout
(cover letter 4ready
done.) Mtmberst

assigned responsibilities
for revisions

(extra time

for vacation)

Convener: Lee

Notes: Carol

(C)

,Wed., Jan. 3rd

(E,F)

Wed., Jan 10th Jan Ilth

10 a.m. 3:15 n.m.

draft goesj to meeting imith meeting with

typist H.S. priincipal superintendent

'Cecilia] 'Don, Gaill JfEntire team'

2 p.m.
meeting :with

.SPED director

(L)

Fri.', Jan 13th Jan. 22nd

(A)

Jan. 29th I

12 oon 8 p.m.

final draft to mai ing goes out committee eting

typist and dupl cation to chool committee Team I

'Tom] [ Tom'

, Ill Is I 111



1 III. The Survival Packet

Who is responsible for approving inservice courses in your system?

Whoever it iS, when you approach the school committee or superintendent

or whatever official you are use to seeing for final course approval,

come prepared!
,

Written Resources: Consider having the following materials in a

handout, to be distributed to school committee members or 3uperintendent

according to the time schedule just described. If the superintendent is

carrying the proposal to school committee for you, the packets still

are important.
\

I. A cover letter describing the philosophy of the inservice program

and a brief history. of inservice in the system, including

credit policy if appropriate (this letter may be used again.)

2. A statement of needs met by the course(s) including dates and

results of needs assessments, nonavailability of the course

elsewhere, and te.:ners' commitment to taking the course. ,

3. A list of goals and objectives of the course, comprehensive

and also comprehensible to the general public: expectations of

teachers during and after the course; course evaluation

procedure; (this could be written by the instructor.)

4. The name of the instructor, with vita (you might indicate how

the.instructor was chosen, if appropriate.)

5. A breakdown of costs and sources of funding<0

Human Resources: People are very valuable in this process, although

packaging them for a school committes is challenging. If your superintendent

intends to present the inservice package alone, check with him/her to see

which of the people listed below, if any, he would find helpful. /f you

are carrying it to the school committee, make sure that ell of the people
A

listed here are wellprepared. For each, have a handout like the one
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described above (they won't read it.) Try to have met with each

supporter to guarantee that they all understand the proposal, i.e., can

repeat the specifics presented in the packet.

These human resources should be present when you stibmit the course(s)

I. Top-level administrators who usually partieipate in school

committee meetings. Be sure that they aretespecially well-

informtd. It is unfair (and politically disastrous) to ask them

to support a program they do not understand fully.

2. Inservice team, as many well-informed members as possible.

3. Administrators responsible for supervision in the areas affected

by the course (examples - curriculum coordinator, vice-principal

in charge of discipline.)

Those listed below this dott d line could be present, if appropriate.

to the school committee:

4. Interested parent grou s (study committees,.parents of students

with Particular interests ur needs, P.T.A.,etc.) Students might

be included - check out the political implications cf including

them.

5. Representatives of sponsoring organizations.

6. Inservice coordinator, if you belong to a collaborative or

other inservice network.

7. Teacher task forces whose needs will be met by the c-trses.

8. H.T.A. representatives.

In order to lower a team's anxiety and sharpen their skills, the team

might schedule a dry run with the superintendent, asking him to play

devil's advocate and think up all possible questions. This is a valuable

way to interact with a sdperintendent, and _tt.-e probably is no one more

experienced in dealing with school committees.

I Go
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Person-/n-The-Middle

4
I. Source: Workshop attended by Jack Hruska, UMass and Mark Reese, South

Hadley Middle School. We have watched both of them use this in workshops.

II. Goal: To stimulate discussion of the pressures involved in a role or
situation(being an inservice committee member, a teenager, social worker,

parent, teacher, superintendent, etc.).

III. Before event: You will need to sketch out all the possible roles (About 6)

of the people pressuring the person-in-the-middle. Write a brief description

of each role on a card. Number eaCh card:

Iv. Getting Started:

a. Ask for 7 volunteers. Explain that you want them to roIe'play
conversations between an inservice team member (person-in-the-middle)
and people who are,annoyed or inconvenienced by the program.

b. Set the scene: pass out the handout (page ) , explaining to everyone

that this is the program the inservice team has planned and that., in
their roles, they are going to be asked to discuss their concerns with

the inservice team member If possible, place the inservice team
member in the middle of the circle so that s/he must turn to face each

new person.

c. Explain to the p-i-t-m that "You must face whoever is talking to you.

You cannot ignore anyone."

d. Hand out the role cards to the other players. Explain that when you

call the number on their card they should introduce themselves ("I am
a member of the school committee, I am concerned that....). They are

to converse with the p-i-t-m until you ask them to stop. Near the end

of the exercise, more than one person will be talking; that is as it

should be.

e. Call a number (randomly), give that player two minutes to ponverse with

the p-i-t-m. Ask that person to stop, call another number. After

going around the group once, with two minuto each, go around again,

with 30 seconds each. Then add voices, askirig each one to continue

talking. (The entire exercise is impressive, but this is the dramatic

part.)

V. After the Event: Plan time right then to diicuss what people felt. The

p-i-t-m first, each person on the outside and observers. Focus on the

pressures and the emotions created, it will take a good 20 minutes. Logical

steps after that would be analyzing the problem (force field analysis)
looking at all possible solutions (brainstorming) , looking at helping

strategies (some of the TET materials); looking at supervision strategies
(Ken BlInchard's materials)2and goal setting.
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VI. Variations

a. Numbers: If you have more than 7 people 'you can: (1) run.more than
one group simultaneously (have to have trained facilitator with each
group), (2) add a few more roles (can get cumbersome), and (3) have
others observe (good if you are worried about stress, can run through it
twice with "How else could it be done?" -- need extra half hour) or,
(4) have people pair up on roles, this can be very effective, need
fairly comfortable group.

b. Topics: We have seen this used where the person in the middle was
an adolescent and the others were people concerned about her/him.
These included mother, employer, boy friend, teacher, girl friend,
father, etc. The person in the middle could be a support teacher who
gets a lot of flack, a parent at a CET, anybody. Always try to select
someone for the'p-i-t-m who does not have that role in real life.
More is learned, and it is less threatening.

1
Gordon, T. Teacher Effectiveness Training, McKay, 1974.

2
Hersey and Blanchard. Management of Organizational Behavior,
Prentice-Hall, 1977.



PREPARED FOR THE HEC IN-SERVICE FACILITATORS WORKSHOPo'

(The person-in-the-middle has planned this workshop)

A PROPOSAL: STAFF DEVELOPMENT WORKSHOP

WHEN:
FULL DAY:
COST:

WHERE:
PARTICIPANTS:
SUBJECTS:

A REMINDER:

April 6, 19/8
All students will be released

$1,000

High School
All system teachers and administrators

Morning--
"Every Teacher a 'Reading Teacher," Dr. Elvira Tuttle,
UMass, School of ,Education; author of I Never Learned

'Til I Was 45.and Why and Even Your Cats Can Read.

Afternoon--
"State Mandated Programs," A three hour panel

discussion featuring:

Dr. Zeer Rocks (Moderator), State Department of

Education Mailing Room.

Freddie Fauntleroy, (Abused Child).

Shake Mahan, State Representative and co-sponsor
of 766,622,211,007,747,L1011, and the B-1 Somber.

Maude Fibble, veteran of 20 years teaching ato

Estes Kefauver Latin School.

This is a required in-service day. Attendance

will be taken.
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0

One r.-_:sponsibility of the Inservice Coordinator is to monitor the rr _

the Inservice Facilitator Team program and evaluate its effectivens.

Cc.ordinator should evaluate (1) the initial training of t'le teams and (2) tha

operation of the teams after training.

The primary purpose of progmn evaluation is to help the Coordinator

appropriate training, support, and consultation to the teams. S:aluatien of

training workshop is useful in planning later workshops, and e'sntial in

the iwportance of evaluation. To sripport and opnsult wi:_h the t2.--,c7s a:Ttr,r initial

training, the Coordinator needs to be informA about how the pmgram is b-z-ing

implc.,Eanted by the teams, what problems tiT.W are t;xp2riencing, and what

save been most successful.

A second purpose of program evaluation is to wake an infocrod decision a::olt

dnether to continue and expand the program in subse:1Jent ye irs. A third 1.21r,Di'7? is

to provide information to the developers of the IFF program, viz., -_he

Wucational Collaborative, to help them refine the mole]. and r-:vise t,he tra_ning

manual.

Evaluation can be formal or ionformal depending on local aimini3trativ-3 r -:!if_ t- It3

and the af_iience for the evaluation report. For exa.ple, rnore for ral :T r

jht be uci.A if the evaluation is intended to justify the pr,3jr:n to the ;:.-h-)ol

board than if it is only for the use of the Coordinator in sup-_,rvisi-.g fjri n.

The evaluation ()Alined here is designed to serve as a fra for a f-al or

infor,ral evaluation. Svaluation questions are identified tokjor with --,o2r7Js of

inforffation for answring them. Evaluation fora,s are provided wtli.:h can

is or adapted to m?.et local needs.

IN rr AL TRAINING OF TEAMS

Rvaluation Questions

of the eight competencies were addressed in the initial training w--)rci.7'1c2s?

What activities were used to develop the corrpetencies?

How successful and useful were the activities?

Sources of Information

1. Feedback Form completed by participants at each workshop c:,,?ssion. itt=r24:

example)

2. Evaluation Form completed by Coordinator and training team. (s.:e -d

example)

TEAM OPERATION

Evaluation Cuestions

Are active team ma:7bers representative of the schools' staff?
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Inservice Facilitator Tears Program Evaluation ply.. 2

m)ch and what types of inservice is each beam responsible for?

whit problems is each team having with internal organization and communication?

Aw is each team assessing the inservice needs of the staff?

How is each team comnunicating with staff about inservice opportunities?

What help does each team need in Locating resources? Wilat resources can they share

with other teams?

Is eich team receiving adequate political support? If not, what action is the bmm

Liking?

:iuw are the teams evaluating the workshops?

doe/ successful were the workshops and courses planned?

Are there training needs that the teams cannot meet?

Is the Advisory Council helpdng to resolve the teams' problems?

Is the Inservice Coordinator helping to nesolve the teams' problems?

Sources of Information

Information about these issues can be gathered informally via the Advisory Council

maetings, meetings with individual teams, and phone conversations or more formally

via questionaires. The Coordinator should maintain sone sort of written record or

notes on a regular basis about the functioning of each team in regard to these

issues. EVen for an informal evaluation, written records or notes ace important in

identifying typical problems, following up on attenpts to solve problems, and-

planning program modifications.

Records can be maintained fairly easily by starting a file for each team. Needs

assessment forms and results, evaluation forms and results, copies of staff

comnunications, and ao forth can be filed. Notes from meetings, phone

conversations, and other consultations About proiblems the team is experiencing can

be filed together with the action taken on each problem. The information in the

files can be used in writing periodic reports on the program.

In addition, it is useful to conduct an annual survey of team members. The survey

can be accomplished with written questionaire or a phone survey. Team members can

be asked to rate their team on each of the eight competencies and.to make canal:ants

about successes and needs in regard to each competency. Team meMbers can also

c--)mment on the helpfulness of the Advisory Council and the Coordinator in resolving

problems. The attached Survey of Team MaAbers can be used as a mailed questionaire

or a phone survey and can be adapted to local needs..

The chart on the following pages lists the evaluation questions together with

possible sources of answers.
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Evaluation Questions

Are activeteam members representative of
the schools' staff?

How much and what types of inservice is
each team responsible for?

What problems is each telam having with
internal organization and communication?

How is each team assessing the inservice
needs of the staff?

Haw is each team communicating with staff
about inservice opportunities?

What help does each team need in locating
resources? What resources can they share

with other teams?

ts each team receiving adequate political
support? It not, what action is the team

taking?

How are the teams evaluating the workshops
they plan?

inservice Facilitator Teams -- Program Evaluation page '3 :

EVALUATION -- TEAM OPER/MON

c.

Information Sources

Maintain up-to-date roster of each team in file.

Maintain a list of workshops, courses, and other inservice
events planned by each team. File announcements of same.

Information on problems can be obtained via meetings
phone conversations, and other consultations. Notes should

be maintained in each team file,about problems encountered .

and the action taken on each problem.'
Annual survey of team members.

File the needs assessments instrumants used_by each team:,
and the summaries of the results, Annual survey of teams.

Pile copies oE announcements, newsletters, etc.
Annual survey of team members.

File notes on problems encountered and actions taken.
Develop and use a screening sheet for teams to use in
sharing resources and'rating the value of resources tried.
(See booklet "Developing a Computerized ResourcekRetrieval
System.") Annual survey oE teiam rirbers. /)

File notes on problems encountered and action,taken.
Annual survey of team members. I 7 5

File copies of evaluation instalments used by teaas and'
the summaries of results. Annual survey of teams.
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Mu m vas au sim aim

Haw successful were the workshops and

courses planned?

-Arecthere training needs that the teams

cannot meet? What are the limitations?

Inservice Facilitator Teams -- Program Evaluation page 4

File suaaeries of evaluations conducted by teams.

(In addition, there are many possibilities for evaluating°

the effectiveness of the inservice activities that

require additional resources and expe .ise.)

Notes of meetings and other consultations.

Is the Advisory Council helping to,resolve Notes of Advisory Couricil meetings. Attendance at same.

Annual survey of team meMbers.the teams' problems?

Is the Inservice Coordinator h ping to Notes of problems encountered by teams, action taken

resolve the teams''problems? by Coordinator, and outcomes. Annual survey of teams.

":"; f
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EVAWNTION FORM:

'HELPING TEACHERS BECOME INSERVICE FACILMTORS"

The primaey purpose of this form is to gather feedback from people who have usK1

Lhz..
u LL lin

inservice,planning teams. Your cooperation in providing this information ill h--.19

the developers-to improve and supplement future editions of the ranual.

In addition', the process of completing the form may be useful to you in pierning to

train additional teams..

Directions

Complete the identifying informatio I at the bottom of this page.

Each page aldresses one of the eight coupatencies covered in the manual. ,r each

compet,ancy, identify the activities from the manual that you usad. gike a brief

coTm2nts on the usefulness of each activity and any changes you woUld racor.vIld.

If you did not address aparticular competency, simply write "none."

At'the bottom of each page, please mahEion other activities you used that ware

successful. If these activities are included in future editions, we will give you

credit.

Identifying Information

Naar.

Agency

Address

Phone ( )
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ea am WI ail esm am I.

Evaluatlion Form I

HELPING TEACHERS BECOME INSERVICE FACILITATORS -- page 2

ComPetency: Team Building**

WIlat activities from the manual were How useful was this activity11Nrhat changes would you suggeSt?

used to develop this competency?

** Note: make a separate page for each competency (analysis and goal 'setting, needs assessment, resource

management, workshop management, communication with school community, political survival,

inservice theory)\

What other activities did you find especially successful? (Use the back of the sheet if necessary.)

7 9
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9. inservice Theory

Objective: to articulate the theoreical basis for a
successful inservice program.

This chapter is at the end oE the manual, not because
it is the least important, but because it offers an
opportunity to review the other 7 skill areas. As we
have stated in each chapter, part of the trz.ining in
any skill is some spec:fic activity, discussion oL
assignment; the other aspect of the training is the
overall organization of the workshop series. Helping
the team to articulate a theory of inservice education
is an excellent example of these two aspects of
training. We do plan some specific activities to help
the team articulate their philosophy, but we also build
our philosophy into every aspeCt of the training
program.

Over the years, our evaluations have i-ndicated that the
most sucessful teams have spent the time to develop a
written statement of philosophy which they used in '

their planning and communication. It is hardly
surprising that t,ams that know why they are planning
projects are more effective than those teams that just
want to "get something accomplished."

OVERVIEW

This chapter will begin with a review of all the work
the training staff has already done in helping the
teams develop a theoretical basis for their inservice
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prlgram. There are additional activities which can be*
used during the final session, or -can be slipped in to
earlier sessions if you prefer. We think that
_articulating an inservice philosophy is too important
to be allowed to be boring. There is no reason why the
activities can'l be fUn, non-threatening and creative.
We have include% two examples of the brainstormed lists
that our teams have developed. Your teams will
probably add many more cliaracteristics that we forgot.
We also have included a fairly extensive bibliography
since the next logical step for the teams, and the
training staff, is to Keep informed about staff
development theory.

ACTIVITIES

Although we put off formal consideration of philosOphy
to the final session, there are a number of activities
incorpOrating inservice theory in each of the preceding
days.

Day 1: As you may remember our first activity (Chapter
3) wea to brainstorm a list of descriptors of good and
bad inservice. (Sometimes this is sent out in a letter
before the workshops; sometimes it is done during the
first few minutes of the first session.) The
descriptors which are pulled from this list are, of
course, the beginning of a philosophic statement. We
have included two examples in this chapter (pp.**-**)
to give you an ddea of what the teams will generate.

The Force Field Analysis and Goal Setting
exercises (Chapter 3) are, of course, exercises in
articulating philosophy. Some teams will spend time
discussing the theoretiaal framework of their goals
without any prompting from the training team. Most
teams will assume they are operating from a common
philosophic base until you ask them at the last session
to write it.down. (There 'is no reason to assume that
the team shares the same educational philosophy.
However, we have found that team members are more
likely to agree on an educat.onal philosophy for adults
than they would'be if theygidere asked to develop one
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for their students.) The concrete orientation of the

Force Field and Goal Setting exercises keep the team

moving forward without getting bogged down in verbiage.

The assignment to develop a needs assessment
strategy also requires that the team think about their
assumptions about inservice. The types of questions
they ask and the method they use for asking them are
clear statements to the staff of what the team

believes. If the team ha'not come to an agreement

about its own philosophy, the needs assessment will
either produce a mixed message (which. will turn

everyone off) , or will reflect the philosophy of the
sub-committee who wrote it (which will turn the rest of

the team off) .

Day The locating of appropriate resources (Chapter

5), the team.buildinq activities (Chapter 2) and
communication strategiesAChapter 7) are excellent
examples of ways in which the structure of the training
workshops helps articulate our philosophy of inservice
In the cross team task of listing resources, we rely on

the skills of the learners and provide a
non-threatening structured opportunity for the

participants to share information and develop respect

for each other. In he)ping the team practice good

team organizational skills (team roles, problem solving

techniques) , we demonstrate our belief that the
learners need to practice new skills in a supportive
environment and that structured peer evaluation is a

powerful skill building tool. The task of developing a
communication instrument is a serious task that is fun

to do. As the teams compete for the best strategy,

some wonderfully creative id,.7s.as develop. One of the

most useful activities the team can do is to develop a

logo for itself. Good logos are visual statements of

the philosophy and purpose of the group.

Day 3: The process of learning workshop management is,

essentially, an exploration of adult learning. There

are a few of us who cling stubbornly to the belief that
adult learning processes are not different from child
learning processes, barring the very earlx
developmental stages; and, in our more de-Pressed moods,

we sometimes'wonder about those. HOwever, it is much
less threatening to focus on adult learning behaviors

during this training series. If some of the
participants transfer the adult learning processes to
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children there are a few of us who will be cheering.

One of the activities recommended for tlie team in
Chapter 6 is to develop a consultants' packet. Part of
this packet is a statement of team philosophy. If the
team does not develop this during the third session, it
would be a good activity for the fourth day.

Day 4: All the activities associated with political
survival (Chapter 8) involve inservice philosophy. The
person-in-the-middle finds himself or herself-defending
the team's activity by describing "what we were trying
to do." As soon as the_other role players run out of
gteam on the personal inconveniences associated with
the day, they too are arguing philosophyo"what we
really need is...." All the political survival
strategies developed by teams start with some
assumptIons abodt the purpose of the team.

Additional activities which can be planned to help the
teams articulate an inservice philosophy are:

1. Set up a display area where the teams can post the
completed Force Field Analaysis, Goals List, Logo,
Consultant Packet and Needs Assessment. It is
obviously important that these be attractively
presented (remember that communidation skills are
important.) You,will have to choose between offering
typing and duplicating services to the teams to help
them accomplish this task or having them do all the
production of their own. The advantage of the latter
is that they will have learned what resources are
available in their own system(s) to help them in the
future.

2. Have a lending library at each workshop. Spend a
few minutes each session giving a brief oral review of
a few of the most impoetant books. Encourage
participauts to borrow them by having them give the
reports, or rewarding them for reading them in some
way. There is an extensive bibliography at the end of
this chapter.
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3. As part of each session's evaluation,.ask
participants to list briefly the components of their

inservice philosophy. By the fourth session, it should
be fairly easy for each team to write a statement.

4. If you have not 4sed the-C-Umsensus-decision-making
model, or even if you have, eeview the rules with the
te'ams then give them the task of developing a
philosophic statement using that approach: This would
be a good review of the entire problem-solving process
and a good final activity. Make sure the resulting
philsophies are not lost. Either collect the
statements for typing and distribution or, at least,
make copies of ech statement for your own files. *If
you are going to work with the teams in the future,
.this will be a wonderful wax to review their work with
them later. If will also provide jdeas for future
teams when they have to deyelop such statements.

5. Share the statement which the training team has
developed with the participants. (We assume that the
training team has such a statement. If you do not, you
lose one turn and will have to Jive forever with the
knowledge that you failed to model the skills which you
were trying to teach the inservice teams.) Ask them to
comment on it directly, or use it as part of the
evaluation process by listing the components of the

statement on the left-hand side and asking the
participants to describe how the training team has
demonstrated, or failed to demonstrate, each component
during the workshops. This a good activity for the
third session so that the results can be distributed
and discussed at the last session.

1 6
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HEC DISERVICE FACILITATOR'S WORKSHOP, JklUARY 26, 1978

compiled by Nary Lou Cutter

Results of tila, Pre-Workshop Questionnaire

How does your team define inservice?

inservice is a bridge between good teachers and good teach'ng, helping
teachers become better suited professionally and academically to meet tne
needs of all the children.

Staff improvement for better teaching regarding students. Activities 4hich
address educational matters.

Activities aimed at increasing competencies for on-the-job performance.
Proljrams rveting the needs of teac.lers in our system.

Learning experiences designed to meet the expressed needs of teachers in the
district.
Services provided in theL school framework for staff development.

Cealing with professional improvement and a 7.0r^.;; of improving scnool
efficiency.

What are the best things that can happen during an inservice activity?

Enthusiasm develoPed:
Higher teacner morale.
Staff shares knowledge.
Act i ve invoi vemen t.

Awareness in particular areas developed.
Learn something adaptable to one's situation.
Awareness of other programs within the district developed
Draws attention to the process of education (introspection).
Teachers gaining new knowledge and the meaqs to irplemenc. this knowledge.

learning takes place where needs are ret and ne,.../ interests -re-developed.
People enjoying inservice and going away sttisified wanting more inservi oe.

People motivated enough to develoo more effective teaching methods.
Teachers gaining speci fic ideas , directions, and/or sources.
Useful information being taken by participants sucn as techniques, f:cts,
concepts, handouts, ki ts, etc.

Sharing coranon problems , planning long range curriculum.
Concepts presented are translated from educational jargon into operational
procedures.

What are the worit things that can happen during an inscrvice activity?

The opposite of all the things listed in the previous question.
Frustration due tc poor planning or inadequate programs.
:0 fol low-up progra.:1.



Apathy.
Lack of motivation.
Complaining.
Sleeping or clock watching.
negative feelings.
Divisions created within the staff.

Boring waste of time where participants don't have the chance to take an

active part.
Looking ridiculous in front of peers.
Getting information you already have.
Having intellige* insulted by poor presentations.

People's time and talents are wasted.
Resources and talents within the district are not realized or utilized.

What.is offeredis not appropriate to the learners' needs or interests.

"Having inservice dust for the sake of having inservice."

Tell briefly if your team is just beginning, or has been established awhile,

and what kinds of activities the team has been Anvolved- in.

Just beginning noed to assess needs. 5 teams.

Just beginning, have assessed needs. 1 team

Staff is reorganizing with new members. 1 teem

Beginning team even thougn inservice has been offered for 2 years. with a

staff development team identifying needs and how tney will be met.

Looking far available resources.

What is the most important thing that you hope to learn during these workshops?

The kinds of programs which have met with success:
Ways to make our faculty more responsive to inservice.

How to organize and facilitate workshops that will meet the needs of our staff.

Resources, materials and people.

How to produce an effective program.
How to make inservice more relevant.
How to heip teachers realize the value of inservice, that we are providing

something they can use.
How to make inservice an active learning experience where teachers discover

and create.
How to create a model which will make inservice attractive to teachers.

How to develop enthusiasm and coopeative spirit,amongst the staff.

How,to evaluate the needs of the staff.
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INSERVICE: MIAT SHOULD IT BE?

o

I. Visualize a good inservice program. Uhat is going on in the room?
HWi can you tell it is successful?

...people are alert, interested, asktng questions

...discussion goes om;_involved, tworway, high interaction, -excitement;
place

...participants see real need, have stake in outcome

...everyone enthusiastic, purposeful activity, positivs attitudes

.oparticipants are sharing information, utilizing each other as resources

..active participation end involvement (can be in ths form 'of listening,
speaking, yriting, etc.) 411*

..good feedback from participants

..positive feeling that a lot is being offered-and that it is beneficial

...hands on, rake it, take it

..

...presenters prepared with infornation relevant to audience
.not idealistic but useable information

...meaningful materials are being studied, evaluated

...questions are presented, worthwhile answers being formulated by the group

...problem solving approach

...room divided into small workins groups

...movement within and between groups; doing rather than sitting

...well planned

...inservice staff working, participating, observing, modeling

...workshops - opportunity to learn nom classroom ideas by style of yorkshop

...teacher oriented

..working toward a cocoon goal

...variety of approaches, learning styles, individualized

...results Can be translated into better programming for kids

...information given is utilized, follow-up ultimately determines success

...compiling of useful information into a format that will facilitate
retrieval of information later (during sessions, notertaking, jotting down
of ideas)

2. Visualize a poor inaervice program. Uhat ii-ibliag-oarin the rmmm?

How can you tell it is not sUccessful?

...people are correcting papers, knitting, not attending

...people talking at, not to, each other

...silence, shuffling, yawning, restlestness

...clock watching, urgency to get progrxm over, leaving early

...boredom, disinterested

...feeling that program is inappropriate for their classroom, irrelevant

...relUctance to partake in fUrther sessions

..not asking for clarification

...talking about unrelated issues

...disinterest ...Mifflin on the faces, the "let's get it over with" look over

heads
...uncooperative, erger

...people sitting, someone lecturing, straight rows of chairs, inappropriate

facility
...expansive materials being focused on
...handouts which will naverbo read

1 69
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Inservice: What.Should rt Be? Page 2

...One 'expert

...no way of, involvilkg participants
A

3. What is the purpose of an\inssrvics program? .

...present challenges and naW ideas to be studied by teachers/

...stimulate thinking, expose participants to new ideas,. techniques, even ney
gosl i

...increase knowledge of areas of competence; inform, guide, direct, broaden .
horizons

...learn new techniques, new approaches to- old problems, improve performance
...strengthen present skills
...improve, upgrade competencies of participants '

.5.learn about new 'resources, problem solve together, share ideas

...share' groups ' thills

...meet needs of paltricipants
...meet identified needs, special needs of participants

...ongolim pzogram to meet the needs of thesthool community

...create better learning environment for stlidents

...develop meaningful programs for the classroom

...follow to with consulting program

...address problems in curriculum Or related areas

...result in better educition for students-

4. Other thoughts on inservice? Any characteristics it must bave, must not have?
...chance for everyone to exchange ideas, strategies
...involve all levels of school population/levels of expertise
...school-based
...participants involved with content
..material, far participants
,..variety of format or activities
...no bull shit - quality level must be high
...Meaning for participants
...relevancy for systen, to everyday ..situat on ..

...design to meet needs of participants, not all people with one activity

...activity oriented - I

...involve pir ticipants in planning
...quality, not quantity, ,of in,aervice days the issue

and each other

N...

..

--(

N a

\

-

-

-

i
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ADDITIONS"TO BIBLIOGRAPHY

Most of this bibliography was prepared by Mason Bunker and Merrita

Hruska in i978-. Books which have appeared since then include:

--7;
Beegle, Charles W. and Roy A. Edelfelt. Staff Development: Staff

Liberation. Washington, D. C.: Association for Supervision

and Curriculum Development, 1977.

Variety of articles on the design of inservice programs.
Lots of good ideas.

Bunker, R. Maspn and Merrita Hruska. "Developing a Network of
Secondalh Teachers Through a Teacher Center", The Developer.
Natural;Staff Development Council, Vol. 1, Number I.

Pillon-Peterson, Betty. Seaff Developuent/OrganizatUnal
Develogment. Washington, D. C.: Association for Supervision

and Cunridulum Development, 198 .

Excellent\review of role of organizational development
theory in the practice of inservice (Chapter 3). Also

intriguVng ch43ter on adult developmental stages which opens
up thougeands of questions about meetipg staff needs (Chapter

2). Chapters by Bruce Joyce excellent and bibliographies

good.

Freire ,Pedagogy of the Oppressed.' Seabury, 1970.

Proably the most influgneial book pl educational
pilosophy of the past 25 years. Slow reading.

.;

1

, Hersey, Paul and Kenneth H. Blanchard. Management,.,0 '
I

Organizjational Behgvior. Englewood Cliffs, New.jersey:

Prentic-Hall, Inc., 1977. 4
i

Firsi chapters not so interesting, rest'ihtriguing-inter-
esting wi,ay to look at inservice through management/leadership

,

lens.

1

.

Joyce, Bruce.. "Whai Research Says About Inservice Education",

(Cassett tape).

1



Casual presentation.but worth all'the "you knows" to

hear hisonodel.of effective inservice programming.

Knowles, M. The Adult Learner: A Neglected Species. Houston,

Texas, Gulf, 1974.

Very good, although t e chavta-r-onaluit-learning in
Dillon-Peterson, by Richar H. Bents and Kenneth R. Howey .

suggests a more innovative approach.

QualitytPractices in Inservice Education", Quality Practices
: Tast Force of Natural Inservice Network, Indiana University,

ibgb.

Attractive and easy to use phamphlet which is an'excellerit

su ry of the characteristics of effective Inservice. Very

iinexpensive, can be ordered in quantity from N.I.NSchool
of Education, 2853 East Tenth Street, Bloomington, Indiana,

s 4,405, (312) 337-2/34.

' Rubin, Louis, ed. 'The In-service Eaucation of Teachej Trends,

Processes, and Prescriptions. Boston: Allyn, and/Bacon,

Inc., 19/8.

Rubin is well known-in inservice writing. Good revipq

with emphasis on the relationship of resource to the class-
.

room.

Sergiovanni,,T. J. Professional Supervision for Professional

'Teachers. ASCD, 1975.

a

Discusses.the relatioAship between supervision and

inservice.

Strokes, Shari. Schooli-based Staff Support Teams: A Blueprint

for) Action. Indiana University, National Inservice Network,

1981.

'Although Ihis Task Force report focuses on Special
Education-Setvice Teams, the review of teacher-administrator

team potentiaris very good.

Verduin, John R., Jr., Harry G. Miller and Charles El Greer.

Adults Teaching Adults. Austin, Texas: Learning Concepts,

1977.-
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Useful as introduction or quick review. Most of concepts

familiar to teachers.

There has been a revolution in the world of information

retrieval. If you have access to a microcomputer which has

accoustical coupling capabilities, or a computer terminal, or a

library with a computer terminal, you can use ove of a number of

electronic data base systems which wil,1 keep you up-to-date on

writings in inservice (indeed ih anything). We use the Lockheed

Dialog Data Base System which has over 100 data bases, of which

opne is ERIC. For those of us whose greatest moment was getting

Unlimited access to the librhy stacks, this new electronic search

process is a variation on heaven.

I-4- tit"
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Annotated Bibliography*

Processes and Practices fOr Staff Development

Brammer, Lawrence, M. The Hel.ine Relationshi Process and
Skills, Prentice-Hall, Inc., Englewood Cliffs, New

Jersey, 1973.

Ttm basic purpose of the book is to describe a helping
process and to provide a "road map" for,helpers as a
guide in thinking through some.relevant principles,
skills,and research. Brammees premise is that most .
human needs can be and have been met by non-specialist
people-helpers. 'This volume provides them with a
framework in which helping functions can e viewed.

Basic communication skill improvement is emphasized
with the focus largely on the helper's.task of developing
into'a more aware and effective person.

Bunker, R. Mason. "Beyond Inservice - Toward Staff Renewal",
monograph (1976). Journal of Teacher Education. Vol.28,

March, 1977, pp 31-34.

A close look at a staff rehewal program for junior
high school teachers and administrators is provided in

this monograoh. The author uncovers a set of beliefs'
and assumptions'abotit staff development, and then
describes activities and learning experiences which
were provided to be consistent with those beliefs.
The participants in these workshops are developing
their own curriculum for and with their children in
this urban school with the aid.of an inservice team
who are committed to helping this staff become self-
directive.

Combs, Arthur, W., Avila, D.S., and Purkey, W.W. Helping
Relationships, Boston: Allyn and Bacon, 1971.

Combs and his associates have long been examining
healthy human beings and effective human relations.
In this book, they provide a philosophical and psy-

* Bunker, R. Mason and Hruska, Merrita. "Processes and
Practices for Staff Development: An Annotated Bibli-
ography. ,In Touch. School of Education, Univ. of Mass.,
Vol. VII, No.2, Spring 1978, pp.
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chological base for understanaing and designing
helping relationshipS. This book is-an invaluable
aid tq all helpers (parents, childreniteachers,
administrators, inservice educators). The authors'
definition of learning as the discovery of personal
meaning and the con-commitant strategies suggested to
helpers have been extremely useful to teadhers.and
administrators who are designing, implementing, and
evaluating inservice programs.

Combs, Arthur 4.; Richards, Anne Cohen; and Richards, Fred.
Perceptual Psychology: A Humanistic Approach to the
Study of Persons. New York: Harper and Row, 1976.
(First printed in 1959 under the'title Individual
Behavior: ,A Perceptual Approach to Behavior.)

Fifteen years after the first statement of perceptual
psychology by Donald Snygg and Arthur Combs activity
within the field (such as the refinement of old con-
cepts and the development of new concepts) has made
necessary the extension and development of the per-
ceptual approach to behavior. Two new understandings
which have influenced the updating of the earlier
works include: (1) Perceptual psychology is not just
the study of the internal lives of persons or the
study of behavior; it is the study of persons and (2)
Perceptual psychology is both product and process of

the humanistic movement.

Edelfelt, R.A. and Johnson, Margo (Eds.). Rethinking
Inservice Education, Washington, DC: N.E.A., 1975.

The editors have collected articles on inservice
education from a wide range of practitioners including
teachers and administrators. From the writings came
a number of ideas and suggestions for rethinking
and renewing inservice education. A concise historical
perspective is provided. Issues and problems are
uncovered and challenging ideas and recommendations ar

made.
Especially useful to designers of inservice programs

should be the nearly thirty recommendations which came

out of a two-and-a-half day workshop on Reconceptualizing
Inservice Education.

Henry, N.B. (Ed.). Inservice Education for Teachers,
Supervisors, and Administrators, Fifty-sixth Yearbook
of the National-gaErety ror the Study of Education, 1957.
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This book will be useful to those who need to know the
history and development of inservice education in this
country up to 1956. Sections of the work deal with
various roles and programs which have developed through
the middle of this century. It provides,a concise
record of what has been the condition of inservice
education, and suggests direction's for the development
of programs in the future.

Hruska;7Merrita. "Reconceptualizing Inservice Education:
A Teacher Designed Staff Development.Program."
Ed.D. dissertation, Universiiy of Massachusetts, 1977.

This recently completed doctoral dissertation preents
a conceptual framework and a design framework for a
comprehensive program of staff development. A
conceptual framework based on the research and experiences
of humahistic edudators and psychologists is offered
to provide a scheme for changing inservice as it
exists traditionally. A process model---a secondary
staff development project-.--is presented to document
step-by-step practices consistent with the conceptual
framework. .By tracing the progress of this project
the study offers information to those wishing to
develop, implement, and/or evaluate'changes in their

inservice teacher education programs.

IDEA Series 4
'A fivesyear study of educatiddal change and school

improvement was conducted by IDEA,the Institute fbr
Development of Educational Activities, in SouthernxCalif-

brnia. Eighteen school districts were formed into the

"League of Cooperating Schools" to help the-schools-to\

help themselves. The projected outcome was to' help them

realize that their sudcess was due to their own efforts

and abilities and not_to outside expertise. This school

based effort to cope more productively with certain pro-

blems in educational improvement is summarized in a series

of documentary films and extensively discussed in detail

in the following volumes:

Mary M. Bentzen and Associates, Changing Schools:

The Magic Feather Principle, N.Y.: McGraw-Hill,

1974. .

Carmen M. Culver and Gary J. Hoban, eds., The Power

to Change: Issues for the Innovative Educaor,
N.Y.: McGraw-Hill, 1973.
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john I. Goodlad, The Dynamics of Educational Change:
Toward Responsive Schools, N.Y.: - McGraw-Hill, 1975.

Davil A. Shimah, Carmen M. Culver, Ann Liebermann,
eds.4 Teachers4cn Individualization: The Way We
Do It, N.Y.; McGraw-Hill, 1974.

Kenneth A. Tye, Jerrold M. Novotney, Schools in
Transition: The Practitioner as Change Agent,
N.Y.:. McGraw-Hill, 1.975.

Richard C. Williams, Charles C. Wall, W. Michael
Martin, Arthur Berchin, Effecting Organizational
Renewal in Schools; A Social Systems Perspective,
N.Y.: McGraw-Hill, 1974.

Lawrence, Gordon. Patterns-of Effective Inservice
Education, Tallahassee, Florida: Florida Educational
Research and Development Program, 1974.

A comprehensive review of research in insel-vice
education programs completed in.1974 for the Floirda
Department of Education. Ninety-seven studies of
inservice programs were analyzed according to
fifteen variables. The programs were also analyzed
according to seven dichotomous approaches to the
management of inserviCe activities. Some clear
patterns were identified that seem to reflect
trends in the field 1,:hich show that differences ia
materiais, procedure, designs and settings are
associated with difOrences in effectiveness.

Marshall, Sybil. Adventure in Creative Education, New York:
Pergamon Press, Inc., 1968".-

This delightful bosik describes .Marshall's experience
in providing inseOxe education for a group of
teacherS and admihistrators. In her attempt to
release their individual potential for being and
becoming, she provides them with learnng experiences
which lead them to self-discovery and away from the
bind of the externally prescribed curriculum.
Through these inservice activities, these educators
become freer to develop curriculum with and for
their children.

Milhollan, Frank and Fori.sha, Bill E. From Skinner to
Eagers: Contrasting Approaches to-Education. Lincoln,

Nebraska: Proressional Educators Publications, Inc., *.

1972.
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The primary thrust of this book is the presentation

of two strongly divergent philosophical and psycho-
logical 41ewpoints of man. The wri.tings of B.F.
Skinner and-Carl R. Rogers are selected as repre-

sentative of the two views.. The explicit and implicit
philosophical assumptions which characterize each

view are presented as well as.the conditions of
learning compa'tible with each. model and the educational
irnplications of each .position. If readers evaluate
their own positions with regard to these contrasting
views, a sense-of direction will be provided for
developing a framework to assist in organizing edu-

,cational principles and'practices.

Rogers, Carl R. Freedoicto Learn, Chas. E. Merrill
Publishing Co., Columbus, Ohio, 1969.

Rogers relies upon the potentiality andwisdom of
the human'being to bring about "desparately" needed
changes in education. The volume is divided into
fivt sections with the first two supplying practical'
suggetions for teachers for experimentation with,

classes. Section three provideS .some of the conceptual

basis for sUch experimentation. The fourth part

explores personal and philosophical basis and

ramifications of the whOle aoproach. Bringing
about self-directed change in an educational
system and the beginnings of the implementations fo
a programHate emphasized in the final section.

Rubin. L.J. (Ed.). Improving Inservice Education, Boston:
Allyn and Bacon, 1971.

"Thi's book offers an overview of the programs of

profbssional growth, and attempts (a) to provide an
the- Organtzational ponditions which

. are pre-requisites for-fifolblial developmenti and
OW to provide curriculum workers with a deeper
insight into the connections between a course of

study and the teacher who translates it into; reality."

(in Edelfelt, 1975.; p. 11)

Sarason, Seymour B. The Culture of the School and the

Problem of Change,'Allyn and Bacon, Inc., Boston, 1971'.

Sarason'chooses 'to examine the school culture via the

helping relationships.11 The recurring theme in this

book is the more things change the more they remain

the same. The book is devoted in part to trying to'

198



19.6

explain why this is so. Early chapters dOcuss the
difficulty in comprehending the(distinguishing
characteristics of schools-in regard-to how they

change. An ecological way of describing schools
with an emphasis on the importance of viewing the
school culture without preconceptions and implicit
values is presented. A discussion of the.problems
of teachers and principals and their expected roles
is illustrated through a description of the Dewey
School at the University of Chicago. Real events
and situation's are"used to illustrate-ideas and
concepts.

Saumer, A.B. "An Educational Change Model: Preservice-

Inservice Continuum." Ed.D. dissertation, University
of Massachusetts, 1973.

The Integrated Day Program at the University of
Massachusetts is described as an exemplary model

of a preservice-inservice linked teacher education

approach. The study documents three years during

which the program was designed,.implemented, and

evaluations begun. the proijram is a collaborative
between University and public school people in which

shared decision-making is emphasized at all levels.
Both preservice teacher education and staff develop-

ment activlties occur on campus and in the field.

All participants are involved in a move toward
developing more open, integrated ways of working with

one another and with children.

Welles, Linda. "An Approach to Ipservice Growth for

Teachers." Ed.D. dissertation, University of

Massachusetts, 1975.

In this study, the Integrated Day Inservice Program
at the School of Education, University of Massachusetts,
is-described-as -an-exemplar .of a collaboratively
planned- and Managed part-time inservice degree

program. The author has established a set of
guidelines for effective inservice derived from

the literature on the helping professions, inservice,

staff development, and organizational development.
The case study provides a clear picture of the aim,

activities, and experiences these inservice teachers

and University staff have planned cooperatively.
The aim of this program is toward staff,renewal and

self-direction.
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Other Sources:

Avila, Donald L.; Combs, Arthur-W.; and.Purkey, William W.

The Helping Relationships Sourcebook. Boston:

Allyn and Bacon, Inc., 1975.
..

Beegle, Charles W. and Edelfelt, Roy A., eds., Staff

Development: Staff Liberation. Washington, DC:
Association for Supervision and Curriculum Develop-

ment, 1977.
,

Eiben, R. and Milliren, A. Educational Change: A

Humanistic Approach. La Jolla, California: Univer-

sity Associaties, 1976.

Lefrancois, Guy R. Psychological Theories and Human

Learning: Kongor's Report. Monterey, California:
Brooks-Cole Publishing Co., 1972.'

Maslow, Abraham. Toward a Psychology of Being. New

York: Van Nostrand Reinnold, 1962.

Read, Donald A. and Simon, Sidney B.., eds. Humanistic

Education Sourcebook. Englewood Cliffs, New
Jersey:, Prentice-Hall, Inc., 1975.

Skeele, Jennifer, ed. Kaleidoscope 19-- Inset-:icta

Education. Boston, Massachusetts: MassachUsetts
Department of EducationBureau of Curriculum
Services, Fall 1977.

. Y
,Wann, T.IN., ed. Behaviorism and Phenomenolocy:

Contrasting-Bases for Modern Psychology. _Chicago:

University of Chicago Press, 1964.
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iiAmPOTRE-ED0CATON40:91,1A4OKATIVE
zWp4;11vct-pExEs.

The:N,41.,Wi:j31.1.10 llook,of Nutrition:zEdudatian
_

DeOlopedyby O'ranby an-d--7Hadley teacherS, micrition

acttvities grades 2-112. AlSo-,aCcpmpanying guide to

resourCes, T4e N.S. itainbow-of,i0eScurces Oak: $-10.00

sA,

ita Developing 4nergy EdUcatkon Curriculum

Introdbcing energy eduCation in the curriculum.

Methods for organiziny inservice 1..mrkshops, locating

resOurces, US-i.my alternative energy models. '$.5-400-

Nutrit'ion and -3ou _in- a -Mon'th ot Two

Hundreds of ideas in eleMentary uptrition education

curriduluM, developed bY Sputh Hadley teachers. -$14,.-00

44 Preduc.inm a Small Nonprofit Newsletter

Prattical information an publishing newsietten--
including, lob responsibilities, yraphicS,,iayout,

.budgeting- and printing. $5.00

45 Develapiny, a Computerized sOurce Retrieval SystLm

methogs tor developing manual or CoMLAILAlrid r-eseecce

$7:0U

-- -, .
0

..r r'_ .

#6 Helping TeacherS-liecome. ;nservice klitao-trt.,
- .....

..

Training manual tot inservice facilitator LtIcildS-

inc2,udiny skillsI traininy activities, discus.oion

yuides, handouts and bibliographies. $12.00

'NW.*
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