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CHAPTER I
THE PROBLEM ANT DEFINITIONS OF TERNMS USED

The importance of the human element to the success of
an educational program has long been recognized, according
to United States Office of Education officials. Educational
systems are vitally dependent upon the dally performance of
thelr personnel. Just as schools are being clossely examined
by the public todsy, these officials bellieve that schools,
themselves, should examine the performance of their staff
personnel to determine thelr cormpetence snd what 13 needed
to improve 1t.l

A top administrator in the school svstem of our nation's
lerpest city stresses the essentiglity of examining staff
personnel performance when he says that, "I know of no
govefnment or private activity in which the Justification
for extensive staff development 1s preater (than in the public
schools), He goes on to point out that staff development

programs should range from the executive level (principals

and higher), through the middle management level, the

ldames P, Steffensen, Staff Personnel Administration,
Office of Education, United States Department of Health,
Education, and Welfare, Bulletin 1963 (Washington: Government
Printineg Office, 1963), p. 1ii.
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Journeyman level, and the beginning teacher entrance level.2
This studv examines the area of staff develooment for

secondary schools, It also pronoses an outline of a

gpecific staff development proecram that can serve as a

prototype program for & secondary school svstem,
1. THE PROBLEM

Statement of the problem., Could the orgsnization and

administration of a staff development prorram in the
secondary school system be of wvalue to successful school

administration?

Objective of the study. It was the purpose of this

study to exrmine the staff development function as 1t 1is
currently organized and sdministered in industry, covernment,
and education to determine if such a function has a role or
a potentlial role in the successful administration of the
secondary school system, It was further the objective of
this studv to propnose a hasic program of staff development
for use in the secondsry school system, This proposed.
program would be based on examples gleaned from research

end modified as deemed necessary for application to school

administration to serve as a model for use in secondary

2Theodore H. Lange, "Fmerging Role of the Public Sechool
Administrator," Public Personnel Review, 30:219, October, 1969,




school systems,

Importance of the study. Amerlican educstion is facine

many challenges today., One of the more important challenpes,
accordine to the United States Office of fducation, is that
concerned with the personnel that staff the schools of this
nation. Not only does the challenre exist to recruit
sufficient teachers of hirh quality, a further challenre
exists to provide them with the condl tions under which they
can accept and assume the leadership s¢ essential to the
success of the schools. This acceptance and assumption of
educational leadership is necessary for continued and
improved sducational development of American youth.3

It 1s not enough to sugpeat that guallty standards
should be defined and that recruiting of new teachers be
guided by these definitions. This involves a lonrer ranre
program of »nlenning. Rather, it 1s most important to
examine the utilization of those resources now gvailable
and plan to improve thelr performance and develon their
leadership potential.

One author points out in supnort of this contention
that the total quality of education is strongly influenced

by experiences teachers have after entéfing the profession.

He roes on to say that it 1s increasingly important for

3

Steffensen, loc. clt,



teachers to erow on the job becsause of the increase of new
teaching opractices. Thus the utilization of the resources
now avallable must be examined and plans made to lmprove
theilr verformance and develop thelr leadershinp pc:ut:ent:ial.)4
The importance of this study then, relates to the
examination of the nature of staff development and the
pronosal of a orogram to improve the perforr:.rce v &

develop the leadership of our current resources,

Scope of the study. This study is limited to an
investigation of the nature of staff development as
opposed to the broader area of school personnel manag ement
encompassing such additionesl functions as recruiting, wage
and salarv administration, emplovee rirhts and benefits,
and emolovee-management cooveration. The study focuses on
the objective of the professional teacher develooinges his
knowledre and ski1ll to the mexirmm and providing the working
position where he 18 ahle to make hlis greatest contribution
to the educational program.

Sub ject areas to be investigated include establishing
the objectives of a staff development program, determining
needs and suggesting means to meet the needs of such &

program, administering the nrogram, and evalusting the

uRaymond H. Harrison, Supervisory Leadership in Education
(New York: American Book Company, 1668), p. 166.




propgram to sssess 1ts success,

Information 1s oresented based on research in the
field of staff develooment as described in current literature
on the topic and on the experience of the suthor rained from

actual work in the field in both industry and government.
II. DEFINITIONS OF TRRIMS USED

Staff or staff personnel, Teachers, supervisors, and

administrators are considered the staff or as staff
versonnel of the secondary school for the purposes of this

study.

Staff development. A design and a strategy for

stimulatineg and gulding the growth of indiviFuals throurgh-
out their educational service to builld and utilize their
highest competence for the purposes of the secondary school
system. In-service education, ineservice trainine, on-the=-
job tralning, and professional growth are other terms in
the literature used frequently to describe continuing

education and develonment of professional school personnel.

Staff development plan. A plan dealigned to increase

a staff member's value to the school and to himself. An
adecuate plan usually will cover a neriod of yvears and will
reflect the achool administration's confidence in the staff

member's potential for assuming greater responsibility in



6
his present and future assignments, All staff members will
be elipible to varticinste provided they have demonstrated
potentiul for pgrowth and their growth needs are consistent

with school progrem needs and funds.
III., PROCEDURES AND ORGANIZATION OF THE STUIY

Collection of the data. Tata for the study was

ccllected from research in the llibraries of the National
Education Association, the Office cof Education of the
Department of Health, Education, and Welfare, the United
3tates Civil Service Commission, and the Library of Conpress,
all located in Washington, D. C., Publlications of the
Government Printing Office, The Soclety for Personnel
Administration, The American Society for Publlc Administra=~
tion, The Soclety for Public Personnel Administration, and
the American Management .ssoclatlon were examined for
information on the policles and procedures of étaff
development, particularly those established 1n industry

and government.

The suthor has been directly involved in orograms of
staff development, career development, executive development,
emplovee training, suvervisory and manacerial training, and
education for a veriod of asixteen vears (1953-196S). Much
of the material in this thesis is the result of thils

experience and the thesis, itself, was motivated by his



Interest iIn secondsrv school education and the question
whether staff development or career development as s vprogram
concept was or could be utilized in the secondary school
system.‘ Many of his associgtes in industry, the military,
and pgovernment in thls sixteen-year nerlod have been former
secondary school teachers and thelr reasons for leaving the
teaching oprofession heve centered on the lack of promotlonsl
opportunity «- not in terms of salary or location ~- but 1in
terms of lack of opportunity for sunervisory or séministra=-
tive prorression throush a planned program of develooment.
These comments indlcate a need for such a program so that a
"teacher can progress to nositions of supervisor and
administrator, 7The staff development prosram as dlscussed
In this thesls 1s one that, in the ooinion of the author

and based on his experience, could orovide the basis and
framework for a successful stsff development mrogrsm In the
secondary school, The format of establishing objectives,
determining needs, meetins those needs, administering the
oregram, and, finally, evaluatine the propsram is a format
common to most staff development programs and one around
which the author has structured several such development
programs for which he has been responsible, Little reference
is made to sny specific resources because the author 1s using

his experience to vropose the program of staff development

that is discussed.



Organization of the studve The study is dlvided into

five chavters. The first chapter is an introduction thot
1dentifies the nroblem of the study, defines vertinent
terms, and describes the collection of the data for the
study. .The second chapter is a review of the literature
examined pertinent to nrograms of staff development and
thelir relationship to oersonnel administration of
organlzations., Chapter III discusses the oregenizatlion and
administretion of a staff development prorram. Chapter IV
assesses the notentlal value of such a prorram to the
secondary school. The final chanter conteins the summary

and conclusions of the study.



CHAPTER TII

REVIEW OF THE LITERATURE

The resources necessary for initiatine and maintaining
an effective program of staff development are many and
verled, according to the Amerlican Assoclation of School
Adminlstrators. Theyv 1nclude such factors as a positive
and progressive attitude on the part of the psople
Involved, a climate of mutual respect and confidence
between those who receive development and those who provide
it, well planned policies developed and clearly stated by
the sponsoring institution, and a plan of action. Financial
resources and many hours of careful work by skilled people
are involved,l

This chapter will explore some of the phases of staff
development as dlascussed In the literature of personnel
manarement. The areas of industry, sovernment, and
education will be examined separately to determine 1f there
are significant differences or similarities in the
application of principles and procedures to the planned

crowth of the work force.

1American Assocletion of School Administrators,
Inservice Educetion for School Administration (Washington:
American Association of School Administratora, 1963),
P. 173,
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I. STAFF DFVELOPMENT IN INDUSTRY

"No modern business can continue to be successful,"
accoréing to Elton T, Reeves, "without planned attention
to the growth and development of 1ts managerial staff."2
Chruden and 3herman stress thet one of the most important
company assets 1s 1ts personnel. Thelr point 1s that the
advantare which enables some industrial firms to expand
more quickly than others 1s not always financlal capital
but rather, sufficlent numbers of qualified pnersonnel at
all levels, particularly at the supervisory levels. The
avallability of such personnel in many instances has been
due to the attention paid to the develooment of these
personnel., DNevelopment orograms in certaln respects might
be compared to the "farm systems" of the major leapue
baseball teams.3

Another suthor goes so far as to say that no company
can 1pnore the educational and training needs of 1its
employees for long without seriously inhibiting thelir

performance. In fuct, employvyees often expect and demand

2Elton T. Reeves, Management Development for the Line
Manager (New York: The American Management Association, Inc.,
1969), ». 11.

3Herbert J. Chruden and Arthur W. Sherman, Jr.,
Personnel Mansgement (Cincinnatis South-Western Publishing
Compan'y‘, 16 » Pe 1660
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developmental opportunities.h

Increasing the skill of present and future manapers is
one of -the greatest challences facing industrial management
today, accordine to Koontz and O'Donnell.5 Companies
having formal staff development proprams, however, have
increased rapidly in numbers since World War II. A 1946
study conducted by the National Industrisl Conference Beard
found that a 1ittle more than five per cent of the number
of firms surveved had some type of a staff development
programn, In a study conducted eight years later, nearly
one third of the firms that responded had such programs.6

A more recent study by the same organization involving
one hundred sixty seven companies indicated that the
ma jority of the companies with more than one thousand
employees are engared in management development activities,
Smaller companies also have developmental programs but they

were less formal 1n nature. The study conecludes that there

is every reason to assume that the growth of such

hDalton E. McParlend, Personnel Management: Theo
and Practice (New York: The MacMillan Company, 19 , P. 291.

5Harold Koontz and Cyril O'Donnell, Management: A Book
f Readings (New York: McGraw-Hill, Inec., 15685, p. 338,

6Amarican Manarement Association, Management Education
for Itself and Its Employees (New York: American Management
Association, 1954), pp. l=5.
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developmental programs 1is continuing.7

A comparison of the results of these studles indicates
the increased emohasls on staff development programs in
Industry to meet the erowing needs for greater numbers of
better qualified personnel. These staff needs are caused by
the expansion that the companles have experienced as well as
by the technological prorress that has created proportion=
ately greater numbers of positions, varticularly in the
technical and staff areas of the companies.

The recency of the i1dea of planned systematic
development of managerial capabilities 1s emphasized by
McFarlasnd., He cites that manarement deve lonment programs
date back only about forty yesrs with most of the technlgues
now in wide use beineg less than twenty years old.8

The primary ob jective of most formel staff development
programs, according to Scott, Clothier, and Sprierel, is to
help staff members nerform their duties more effectively and
to keep pace with chanres that occur within their positions,

Another objective is that of helping staff members preoare

and quelify themselves for more Important Jjobs into which

7Develoo1ng Manugerianl Competence: Changing Concepts -
Emerging Practices (Studies in Personnel Policy No. IB%
New York: National Industrial Conference Board, 1964), p. 129.

8

McFarland, op. c¢it.,, p. 313,
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they can be or-omoted.9

Some companles, howsever, take
particular care not to permit this latter objective to
overshadow the fact that primary emphasis must be placed uoon
helpinr each individual to achieve the best performance
possible in his existing Jjob. Thus, while it 1is very
important that personnel prepare themselves for advancement,
this fact should not encourage them either to nerlect or to
become dissatisfied or impatient with thelr current
positions,

To accomplish®these objectives, a program must provide
for the develonment needs of each individual in terms of
the specific requirements of his Jjob., These provisions
for individual develoopment, furthermore, should glve
individuals both the encouragement and the opportunities
throupgh which they may develop themselves within an
organization. To do this, & staff development proaran
should provide for such areas as snalysis of program
requirements, inventory of current mannower, determination
of individual development needs, appraisal of proerress and

continual evaluation of the pronram.lo

Walter D. Scott, Robert C. Clothier, and William R.
Spriegel, Personnel Manapement (New York: McGraw-Hill Book
Company, Inc., 1661), pp. 307-08.

1%50nn R.Suman, Growing A Good Executive Crop (New
York: Standard 011 Company, 1663), pp. O-18.
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Most company staff development programs, as pointed out
by McGehee and Thayer, utilize a number of activities in
providing an opoortunity for employees to improve their
performance.l1 Development needs of employees as determined
by the requirements of their present and future pogsitions
and their personal qualifications and desires tend to vary
a great deal. Development activities, as a result, may be
gprouned in two classes: those that occur on the Jjob and
those that occur off the Job,

Pfiffner and Fels discuss several common industrial
on the Job development activities.12 These 1nclude
coaching by the individual supervisor, Job rotation to gain
work experience in a varlety of positions, understudy
positions to learn as much as possible about the superior's
Job snd the techniques involved in handling i1t, and lateral
promotions in which the emplovyee is advanced to a Job in
another department rather than to one thst 1s immediately
above him in the same department or in the same line of
authority.

Jucius believes that "most executive development is

1l1y3111em McGehee end Paul W. Thayer, Training in
Business and Industry (New York: John Wiley % Sons, Inc.,
196L), pp. 18,-85,

12John M Prfiffner and Marshall Fels, The Supervision
of Personnel (Englewood Cliffs, New Jersey: Prentice-Hall,
InCQ’ lggus, pp. 226“32.
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accomplished on the Job. The treinee learns the job under
fire. He cen size up hils subordinates, and In turn be
appraised by them withaut artificial sudport or backing."13

Another source 1ldentlfics several techniques used by
companies for on the Job development. These include
conferences, demonstrations, exhibits, guided tours,
Individugl coaching, lectures, panel discussions, role
playing, work pro jects, and written exercises.lu

While on the Job experliences constitute the most
important phase of staff development, other forms of
development are valuable supplements to such development.
Drucker emphasizes in relation to'this point, that self
development 1s central to the development of the organlza-
tion. He goes on to state that as "executives work toward
becoming effective, they ralse the performance level of the
whole organization."l5 These other forms of development
are usually termed off the Job activitles and can help
to increase the employee's knowledge, to broaden his outlook,

and to influence his attitudes. These activities may be

13Michael J. Jducius, Personnel Management (Homewood,
I1linois: Richard D. Irwin, inc., 1967), p. 251,

1M’Dun and Bradstreet, Inc., Managing Your Manpower (The
Dun and Bradstreet Business Series No, . New York: Dun and
Bradstreet, Inc., 1967), pp. 115-16,

15Peter F. Drucker, The Effective FExecutive (New York:
Harper & Row, 1967), p. 170.
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provided on an individusal or groun basls and either during
or after normal working hours., Such activities, which are
not a part of the normal Job dutles, may involve either
formal or informal learnine situations and inelude company
tralning courses to teach specilal skills, committee assione
ments to study msa jor compeny problems, educational and
professional organlzation memberships, and professional
readling,

A staff development program involves the use of a
number of develoomental types of activitles and the
participation of many different departments and individuals.,
Because of thils involvement, Scott, Clothisr, and Spriegel
cite the need to establish a coordination point to monitor
program progress, to determine the role of the personnel
department In the company program, to promote the program
and overcome reslistance to 1t, and to determine the
effectiveness of the program.16

In summary, a formel staff develooment program should
never be a subatitute for the inltlative and resvonsibllity
that an individual should assume for his own development.

As MeGregor points out, "the individual rust develop himself,

and he will do so optimally only iIn terms of what he sees as

16Scott, Clothier, and Spriegel, op. cit., pp. 309-10,
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meaningful and valuable."17

Such a program can, however,
help to insure that such development wlll be accomplished
systematically. A formal program cen also ald in insuring
that employees with potential are not overlooked or
forgotten, Thus, the trend among industrial organizations
to establish formal staff develooment programs reflects
the growing realization of the importance of these programs
in developing employees to meet current and future
requirements.

Kuriloff sums up the situation when he cites that
"{t 18 the behavior of men that determine the effectiveness
of the organization." By giving 1ts members the chence to
grow, develop abllities, and emnloy talents, the organiza-
tion serves i1ts own purpose and that of soclety. The
operation of the enterprise i1s improved by the growth of

its people.18

II., STAFF DEVELOPMENT IN ROVERNMENT

The Committee for Improvement of Management in
Government reports that comparatively little attention has

been glven to developing managerial manvower in the federal

17Douglas McGregor, The Human Side of Enterprise (New
York: McGrew~Hill Book Company, Inc., 1935), p. 191,

18Arthur H. Kuriloff, Reality in Management (New York:
MecGraw-H111 Book Company, Inc., 1966), D. 2L2.
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government. The Government *mnloyees Training Act nassed
by Congress in 1958 was the first snecific authorization of
expendl tures for executive training by all agencles. Lven
though expansion has oecurred, the Committes belleves that
most federal development orograms still do not compare well
with the best in industry. Some exceptions, however, such
ag officer development programs in the military do exist.19

The Training Act, though, has had impact on federal
agencles. It has:

1. Required federal agencies to review their training
and develooment needs.

2. 5Stimulated increased interagency training
cooperation.

3. Increased government use of non~federal training
onportunities.

L. Created greater top management interest in
training and develoobment,

S. Inspired the growth of executive development

programs.zo

19committee for Improvement of Manarement in Government,,
Improving Zxecutive Manasement in the Federal Government
(Washington: Committee for Improvement of Management in
Government, 196l), pp. 35-36.

20Presidantial Task Force on Career Advancement, Self
and Service Enrichment through Federal Training (Washington:
Government Printing Office, 1G67), pp. 526-5613,
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A recent survey reveals that clvil service employees
have the same motlivatlions as thelr industrial counterparts.
The conclusion of the survey is that organizations should
seek a work climate which permits and encourages employees
to use thelr maximum abilities on the job. Emnloyees have
little cholice but to turn away from thelr work 1f they
have no opnortunity for creativity, promotion, or
accomplishment.21

The Presidential Task Force on Career Advancement in
studying development for administration stresses that study
alone will not mske a professional an able manarer.
Potential and study must be combined, practice and principles
Joined, and guidance received from a reliable competent
source.22

Both of these sources are indicating the need for a
staff development orogram -- one that provideas the
motivation and climate for creativity and accomplishment
and provides the framework whereby study and practice Jjoin
to achieve employee growth,

Staff development orograms from two of the largest

government agenclies are discussed to exemplify what i1s being

21Lance W. Seberhagen, "What Motivates Civil Service
Employees ?" Public Personnel Review, XXXI (January, 1970),

L|.8"SO¢

22Presidential Task Force on Career Advancement,
Investment for Tomorrow (Washington: U, S. Civil Service
Commission, 1967), p. 2L.
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done to »nrovide growth opportunities.

The Denartment of Health, Education, and Welfare states
that "Staff Development 1is a process which affects every
aspect of the ageney's work."23 Further, it involves "gll
educational and in-service programs which help the nerson
to leern to do a better Jjob in providing service to
1:)601:)10."2)4 Training and develooment of emplovees, accord-
ing to the Department, is an integral part of the
manager's job.25 Developing subordinates, enabline them
to do the best work they are capable of, devends on the
way the whole Job of supervision and management 1s
accomplished in the organization.

A basic tool for staff develonment in use by the
Department 1s the tralning pnrocedure which onrovides a
lorlcal and orderly way of settinz un a training and
develooment orogram for each emnlovee tallored to meet the
employee's needs. Thils includes evaluation of the current

Job and the emplovee's atility to do that job as well as an

3Marmaret M. Heyman, Criteria and Guidelines for the
Evaluation of In-Service Training (Washington: Government
Printing Office, 1967), P. 2.

uUnited States Department of Health, Education, and
Welfare, Staff Development in Public Welfasre Agencles
(Washington: Government Printing Office, 19637, D. L.

25United States Department of Health, Education, and
Welfare, Staff Development (Washington: Govermment Printing
office, 1—5‘14), po. Li-5.
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appralisal of how the emplovee can be=st be Aeveloped for new
and preater responsibilities. Job Instr:-“ion is another
tool of staff develoopment. This is almed at improving
performance on the job accomnanled by assessment of
potential achievement in the same fleld of work. Staff
meetines are a third tool of staff development. Two major
purnoses are established for staff meetings: to give
instructions or epive and exchanre inforri:tion, and to
permlit the group to consider common problems,

The Denartment of the Army has established a well
organlzed nlan for developing staff competence.26 The
plan involves placement of responsibility on executives
and managers at all levels to insure thelr own compétence
in technical and managerial skills and their responsitility
to assure that their subordinates are provided
opportunities to develop to the fullest extent consistent
with their potentials. To accomplish this program of staff
development, there 1s first a determination of what is
needed to orovide for current and future staff needs and
second an identification of how the incumbents are
currently performing. A total plan cf s taff development

1s prepared from the data accumulated. Some of the methods

26Department of the Army, Training and Development of
Executives and Managers (Pamphlet No, 690-20., Washington:
Government Printing Office, 196L4), on. 1-18,
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cited for staff development include snecial assipnments and
counseling, participation in research team anproaches,
attending management conferences and seminars, and group
training whieh includes case dlscussion and role playing.

Implicit in all povernment agency staff develooment
programs 1s the nhllosoovhy that to insure a future supnly
of comnetent steff nersonnsl and managers, there must be
continuous nlanning at all levels. The objective of this
planning 1s to stimulate growth in the abilities of
personnel now emplovyed 15 managerial and staff nositions or
showing notential for such vnositions. One source, however,
cltes the need for more thorough analysls and clearer
identification of 1ts goals by the faederal government in
its support and nromotion of employee tralning and
education., The same source indicates a need for more
aggressive encourapgement by the federal govermment for

27

employee self develooment,

III. STAFF DEVELOPMENT IN EDUCATION

One study of staff development in school administration

indicates that such programs appesr to be of three general

2Tpresidential Task Force on Career Advancement,
Self and Service Enrichment through Federal Training
(Washington: Government Printing Office, 1967), p. 08.
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types.28 The first 18 & program that is involved in
familiarizing the staff with 2 new activity within the
organization., Such items as changes in testing, in class
grounings, in renorting to parents, for example, would be
tynical. It i1s accomnlished primarily through an ad hoc
committee.

The second tyve of develooment orogram is that
individualized to particular staff members. It 1s based on
appralsal of performasnce, tralning, and exnerlence in the
current position. The method is essentially remedial in
that the objective 1s correction of incomplete or inadequate
preservice training.

Certain new changes and knowledge in instructional
methods and content, in learning theory, in materials and
equipment, and other cdevelovments that have implications
for the entire school staff have created concerns which
generally are quite unrelated to the present quality of staff
performance or of orevious traeining., This third area of
staff development 1s of particular significance because it
has resulted in a greater emnhasis upon development programs
directed at teacher nerformance.

Provision for staff develoomsent programs in each of the

28James P. Steffensen, Staff Personnel Administretion,
Office of Education, United States Department of Health,
Education, and Welfare, Bulletin 1963 (Washington: Govermment
Printing Office, 1963), po. 35-36,
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above areas generally rests with the local school district.
The program of development may be accomnlished through use
of the internal school staff, through coonerative arranpe-
ments with a university, or through the regular or
extramural weekend, evening, and summer educational
programs.

Staff development programs in educastion nose somewhat
of g different problem than those for a government or
nrivate businesss organization.z9 Perhaps the primary
reason for this is that most of the persomnel concerned
within education are overating with similar position
descrintions and with 1little differentiation in terms of
additional resvonsibilities. Such additional qualifications
as a graduate degree and experlience usual ly are recognized
only In terms of increased salary and not in the terms of
qualifications nermitting the emplovee to be assigned to a
different posiﬁion, particularly one with increased
responsibility. There 1s a general absence of the
managerial or supervisory type of development program so
closely identified with industrial and government
organizations.

The result is that the teacher's develooment revolves

around increased nroficiency in the subject area and not

291b1d., p. 37.
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around the development for increased resnonsibility and
managerial growth. This has caused much horizontal and
feographical mobility directed toward salary advancement.

A recent research study, however, is encouraging in that
there 1s c:nsiderable evidence that emphasis in school
oromotion ovolicles is shifting from selecting administrators
tc devsloping administrators.30

Staff develooment programs in education take a varlety
of forms, both in principle and procedure.31 Sueh
activities as curriculum development committees, practicums
for new teachers, viasitation days, summer university
sessions, suvervision, research projects, conventions,
extended contracts for summer employment, extended leaves
of absence for study or travel, and classes for teachers
conducted by the local staff or by a nearby university
reoresent attempnts at staff develonment. One research study
cites "the recognition of teaching as a true profession
means that teachers must police thelr ranks to get rid of

incompetency" with the result that hipher standards are

30Developing Administrative Leadership (Educational
Research Service Circular No. 6. Washingtons American
Assoclation of School Administrators and Research Division,
Nationsl Education Association, 1968), oo. 1l-i.

Natlonal Education Association, Assoclation for
Supervision and Curriculum Development, Leadership for
Improving Instruction (Yearbook 1960. Washington: National
Education Association, 1960), ppn. 127-158.
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beins established for the teaching profession. Staff
develonment vrograms can help achleve these hipher
standards.32

Another study of staff develomment vrograms indicates
an Imoression of widely snread Interest resulting in a
grest ranpe and varlety of Drograms.33 A ma jor concern of
the study, however, 1s that staff develooment programs have
arisen 1n response to an immediate interest and a feeling
that anything which can be done 1s better than rothing. No
continuous thread of purnose appears to run through the
multiplicity of staff development actlvities in an area.
Trial and error attacks rather than a nlanned and organlzed
program mcving toward established goals characterize the
programs, These programs have activities in four general
categories. There 1s much participation in meetings,
conferences, and workshops held outside local school
districts which are sponsored by universities, oprofessionsal
associations, and state educational arencles. Such

varticipation, however, is recosnized by one research study

32Eyaluating Teachin Performance (Educational Research
Service Circular No. 3. ﬁashingtonz American Assoclation of
School Administrators and Research Division, National
Educetion Association, 1969), po. 1=6.

33American Agsoclation of School Administrators,
Inservice Education far School Administrators (Washington:
American Assoclation of Schocl Administrators, 1963), po, 103-05.
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and recormended as nroviding inservice training as well as
professional ;zr'owtlrx.:,’l‘L Many adminiatrators and staff
members are enrolled in credlt courses on the campuses of
institutions of higher aducation or at extension centers
within driving dlstance of the local school system,
Consultative services are increasingly being utilized by
local school districts to evaluate educational sroblema and
recommend possible solutions Instead of using the resources
of staff develooment to seek solutions to these mroblems, A
growing number of inservice publications are avallagble to
provide nrofessional reading In educational specialties,

Examination of the staff development programs
described in educational literature 1ndicates that only a
small number of school systems are being reached with
worthwhile programs and it 1s usually the stronger school
systems that are served best. The »roblem appears to bhe
how tc interest administrators and boards of education to
seek help and to use the help that 1s avallaeble. Without
awareness of the needs that exist in their schools and
without a desire to do somethling better than 1s currently

being done to »nrovide a better educational program, there

3L‘Attendance at Professional Conferences and Conventions
(Educational Research Service Circular No. 6. Washington:
American Association of School Adminlstrators and Research
Division, National Education Association, 1969), p. 1.
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1s no motivation to move toward imnrovement and no reason *o
be concerned about staff develonment.

Yet there 1s a need to bes concerned. One source, in
discvasing the future implications for career development,
states that the nosition of "Assistant Superintendent for
Develonment and Training will cap off the pyramid of such
positions 1n the central office of the school system."35
The same source »olnts out career development programs will
be involved in nroducing new kinds of educatlon sveciallsts
with reasonable knowledge and demonstrated skill in
curriculum theory-practice, nersonnel menagement, organiza-
tiorel »lennine, educational research, and the governance
of schools,

Another source Indicates that the "unlquenes« cf school
gdministration, as compared with the executive functions in
other organizations, 1s its primary emphasis on teaching
and learrning.” The hirhest value of administrative
decisions in schools involves the facllitation of learning

of students.36 Staf'f development then, can ald the creation

35W1111am H. Incio (ed.), The Supervisor: New Demands,
New Dimensions (Washington: Association for Supervisors and
Curriculum Nevelovment, National Education Association,
1969), on. 75-76.

36y 0rman K. Hamilton and J. Galen Saylor {(ed.),
Humanizing the Secondary School (Washinegton: Assoclation for
Supervision and Curriculum Development, National Education
Asgsoclation, 1969), »o. 90-91.
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of a climate that nurtures Ilmorovenent, commitment, and

involvement of all the staff to prodice optimum learnine.

IV, BSUMMARY

The review of the literature as reflected in this
chonter »:inte 0o the situation that industry penerally has
well organized and functioning vrograns of staff devslon-
ment; that rovernment staff development prograns are
Increasing; that education nrograms of staff develoument
are sporadic and not orpganized in any pattern; and that

such »ropgramns can serve essantlial needs in all three areas.



CHAPTER I1II

THE ORGANIZATION AND ADMINISTRATION OF
A STAFF DEVELOPMENT PROGRAM

The organization and administration of a orogram for
staff development within a school system must be more than
a neatly structured organization chart which identifies
people and indicates the flow of responsibility within the
structure. It must be more than a plan of operstion that
i1s s0old to a school system by a school management
consultent. It must be more than a serles of off-campus
courses, periodic viaslts frcm a stute department of
instruction inspector, or monthly meetings with administra-
tors and teachers of the school system. The program must
be designed to fit the requirements of the school system
to which 1t is aprlied. There mist be, as one commission
atressed, a desire on the part of the people involved 1in
the school system -- from the administrators through the
interested 1lsy citizens -- that people are more important
to the success of the school than are bulldings, buses, and
budgets. There must be a reallzation that improvement 1n
any phase of the school's opseration is made only as

chanezes occur in the knowledge, understanding, and skills
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of the people concerned.1

Desirable changes in people must be the focus of the
organization and edministration of the staff developrment
program. Such changes then will be the motiveting force
that will sustaln snd advance the total program of the
school.

To help people in the school meet thelr responsibilities
and grow is the purpose of a staff develooment program. This
chanter willl discusa the organization and administration of

such a program.
I. #STABLISHING STAFF DEVELCPMENT PROGRAM OBJECTIVES

Any program requires planning to be successful. To
ﬁlan, however, one needs an objective or purpose. This may
vary from a general statemsnt of goals to specific aims, but
i1t must be clear and complete.

The objectives of a staff development program can be
8imply stated:

1. Bring current performance of each staff member up
to the highest attalnable level and to develop whatever
potential he may have for growing into vositions of higher

responsibility.

1American Assoclation of School Administrators,
Inservice Education for School Administration (Washington:
American Assoclation of School Administrators, 1663), op. 6L-65,
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2. Insure avallsgbility of gqualified manpower as
required to meet the school syst- <'a cuvrrsnt and future
needs,

3« Insure consistently high utillzation of individual
cavabllities.

Meetling such objectives necessitates the provislion of
a continuing program throughout the school system which
involves the entire staff in an actlion-oriented proegram.

Providing a continuing program involves a constant
effort to reach optimum effectiveness. ILucio emphasizes
that proposals and plans for career development programs in
eaducation must not be based on appralsals of the current
situation alone or on merely correcting obvious short=-
comings.2 Changes in subject matter and procedures caused
by an ever-changing world require instruction to maintaln
pace. A continuling program attempts to correlate what the
teacher knows with what he needs to know. The program must
be schoolesystem wide to achieve uniform results and
participation essential to total school growth.

The entire staff, including administrators, supervisors,
and teachers, should be involved in the »rogram. One should

always remember that a program of staff development in the

2Wg114am H. Lucio (ed.}, The Supervisor: New Demands,
New Dimensions (Washington: Association for Supervision and
Curriculum Development, National Educstion Association, 1966),

pp. T1=72,
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school system 1s almed at one major goal which 1is to
increase the effectiveness of all who are engaged in the
teaching=learning process. The attainment of that goal
requires concentration on the three objectives previously
cited.

It was often in the past that teachers on an individusal
basis only participated in activities to improve themselves
and this particlioation arose from a nersonal sense of need or
desire to advance. Many other teachers for varlious reasons
did 1ittle or nothing to improve. This improvement by
chance can no longer be afforded by school systems. A
continuing and system~wide program of staff development 1s
essential to maintaln pace with new knowled~~», cha =3 1in
procedures and techniques, and the interest of the public in
schools and education,

Not only 13 staff development essentlal for the improve-
ment of instruction, 1t 1s necessary to 1dentify and develoo
candldates to f111 administretive and supervisory positions,
Leadership training, then, becomes an integral part of staff
develooment. As one source says so well, supervisors "must
learn to use themsaelves In such a wav that what they do makes
a 51fference" in our school svstems.3

Individuals who make up the professional staff of the

3lucio, op. clt., p. 101.
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school renresent a wide variety of sbilitles, amhitions,
experiences, backgrounds, motivations, and values. Such
differences make Ilmoerative in the staff development
program opportunities for 1ndividual growth as well as
those ouportunitieé for group growth,

An action program must be established to provide staff
development. Actlon has two connotations In thils respect.,
First, the program, itself, must reoresent z2ction to achieve
results. Mere words, organized structure, and well written
plans are of no value without action on the part of the
planners, administrators, partiecipants, and evaluators.
Second, action represents programs that involve the equiopment
and hardware of action, Instructionzl devices such as
educational television, other audiovisual eguipment,
computers, teaching machlnes, and modern lahoratory equip-
ment provide tools for action that help teachers make subject
matter achieve realism and help adminlstrators manare the
school system., Education i1s learning for living. An action

program can bring living into leaming.
II. DSTERMINING STAFF DEVELOPMENT PROGRAM NEWDS

The basic process for identifying staff development
program needs apnears simple: determine what 1a required
or expected in the program (ob jective or goal) and determine

the degree to which this recuirement or expectation 1is belng
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met. As one author points out, there 1s a need "to determine
the explicit purroses and the speciflc role nerformance
required of the persons affected” in desioning a career
development prozram.u If requirements and expectations are
not baing met, find the reasons, To the extent that these
reasons involve chrnges In the knowledge, skills, attitudes,
or behavior of seople, one has a need or needs which
development can probably help.

The simplicity of the process 1s deceptlive because so
many of the determinations involved are necessarily
sub jective. They must, therefore, he made with special care,
based upon rood Iinforration edequately interpreted and
evaluated.

Several areas can be valuable sources of information
concernirg development needs. These include sactual
experliences of the school system as identifled by the
staff; Information from cuestionnalres and surveys; changling
teacher certification requirements; and research studies of
curriculum, Instruction, and administration.

A school system renresents ereat diversity in personnel
in thet the teaching staff, for example, includes beginning
teachers, teachers with experience but new to the systen,

teachers returning to work after a veriod of time away from

L.’LUCj.O. OpP. cj.t-. Pe 750
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teachingz, and experienced teschers havine a period of
continuous service. There are alsc dlfferences in attitudes
and ambltions of these groups which inspire or imnede
performance.

Leadership training 1s desirahble and necessary as
turnover and expansion create new and asdditicnal needs for
supervisors and administrators. Newly 2poointed
administrators and teachers need orlentatlion »nlus on the
Job lea™ming experliences to asaist them in better verformance.

The following paragraohs discuss some of the areas that
may vrovide staff development progrsm planners with specific
Information on develooment needs.

A line of communication should be csteblished hetween
the office responsible for staff development and zll levels
of administration and supervision that deal directlv with
teachers, This willl orovide a channel for sugrestions,
guestions, and recommendations from teachers through
administration. It cen, in reverse, provide & channel for
leaderahip, suidance, and asslistance to teachers. Personnel
ghould feel fres to contsect the staff development office to
request attendance at a workshop or course, to give surcgestions
and recommendations for such workshops or courses, and to
obtain any needed staff development inforinztion.

The sataff development o¢ffice should estublish a program

of individual teacher interviews to the maximm extent
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possible. Interviews of some kind are g must for the staff
development offlicer who would keep o firrer on the nulse of
his orpanization, Better than any other device, thev helo
him understend how people feel and why -« understanding
crucial to success of any effort to brine about chence. They
also demonstrate, in a personalized waw, sincere interest in
what peovle in the system think,

ritten questionnaires are also useful tools for
_#athering information from which develooment needs may be
derived. Such questionnaires distributed among administra=-
tors and teachers asking what their development needs are
can be valuahle alds to ascertain needed programs and
activities,

A meetins should bs held at the end of the school year
between planners and those teachers who were new to the
system that yesr to eveluate the orientation and develonment
programs attended at the beginning and during the school
term. Planners should determine what information was valuable,
solicit information for new programs, and request cooperation
in developing a better program for the new year to come,

Even community surveys may reveal areas affectings the
school system thet would profit by staff development
activities. For example, such a poll might indicete a need
to chanre the school gradingz system or to improve the method

of reporting pupil proegress to parents.
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Administrator and teacher certification requirements
vary from state to state and change frequently., This creates
& need for contirnual review of the certificstion status of
staflf members to insure availlaehility of courses nseded for
certification and renewal. In addition, courses to meet
advanced degree requlrements which can result in salary
increases and career progression should be made avsilable
through plasnned development programs,

A continuing coordination with curriculum committee
efforts 18 essential. Curriculum changes and revisad
courses of study create demands for new knowledges and
skills on the pert of adminlistrators and teachers resnonsible.
Chenges in such course areas as new matheratics or in such
methods as educational television, for example, creste needs
for staff development prcograms,

bducatlonal research 1s constantly creatings new needs
derived from new knowledme and the resulting change In course
content and method and materials and equipment, Staff
. development programs must kesp shreast of thsse changes to
provide the development opportunities necessary for increased
and improved performance by staff members.

The informstion, once cobtalned, must be analyzed and
evaluated for staff development orogram needs. This Involves
reviewing, classifving, interpreting, and evaluating the

information obtained and then determining what actlon will
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best sclve the problems found.

In making this determination, it is important to
consider all the alternatives to include cost, practicality,
acceptability, and administrative feasibility, that might
accoriplish the desired result., Alternatives that may be
considered include reassignment, separation, or training
of personnel; selection of different kinds or levels of
talent; changes in work assipnments, methods, equipment,
or relationships; clarification or simplificetion of school

system policy, structure, or instructions,
III., MEFTINC STAFF DEVELOPMENT PROGRAM NELDS

When staff development needs have been identiflied and
apgreed upon, it is time to consider development resources,
administration, content, and method. A reminder of major
Importance 18 that development moes on all the time, in
some form or another, even in the absence of formal or
planned programs. Another reminder 1s that many developmental
resources are avallable, even to school systems which have no
development staffs, and ordinary administrastive mrocesses can
be nrde to serve as verv effective develonment methods,

llevelopment »rograms for school system staffs present
some different problems than those of movernment and
business,

One of the most important of these differences 1s that
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the great oprovortion of individusls within educational
systems are, 1n practlce, operating with very similar
position descriptions and with 1ittle differences in work
assirnments in terms of additional responsibilities. Such
additional qualification attalnments as graduate desrees
and exverience are usually recognized only within salary
levels and not as factors in assiening the individual to
new and greater responsihilities. There 1s glso a general
absence of the managerial and supervisory types of develope~
ment programs which are in wide use in industry and
government. The result 1s a system of horizontal or
geographic mobility aimed at salary advancement. The school
lsystem loses an individual who 13 well orlented to the
system and who could be developed into g supervisor or
administrator. Frequently, the individusl leaves the
teaching profession causing a loss to the svstem, education,
end soclety.

A number of staff development activities have been
orranized over the years to meet identified needs of the
school system. The following are those that can be used
in almost all schools:

New tescher orientation

Student teacher supervision program

In=house workshops and study groups

Teacher rotation asnd visitation proesram
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Attendance at local, state, and national conferences

Orranized summer program

Off-site college course center

Leadership and supervisory training

Sabbatical leave for additional study

The objective of orientation programs in the school
system is to help the new teacher become familiar with the
system and its operations. All new teachers and s taff
members should be urged to attend. The program should be
as complete as possible to provide the new personnel with
whatever information 1s needed to be capable of full
performance the first day on the job. It may be well to
identify sponsor teachers to provide a source of advice and
counsel for the new teacher,

Orientation must be carefully planned., It will be the
first impression of the system to the new staff member. The
sessions should provide an 1ntroduction to the oreanization
and procedures of the systemi explain the resocurces and
services available within the system and the surrounding
cormunity; inform about the professional organigations and
their activities; and describe the dally routines and
expected performance of the new staff member in the system.
A handbook or an orientation puide to the school system is
recommended also as a continuing point of reference to

reinforce the material covered in pgroup sessions. A handbook
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should cover such topnics as historleal and organizational
information about the school, salarv schedules, certifica-
tion requirements, calendar of events, personnel pclicies
and procedures, and 2 description of the staff devel opment
activities avallable to encourage staff narticipation and
growth,

Industry and covernment have used intern proprams
successfully to develop desired skills and knowledse under
some form of guidance and supervislion for soecified periods
of time, Similar programs can be valuable in the school
system. A cooperctive program with the education devartment
of a8 local collepe will provide opportunity for the student
teacher to learn on the Job, afford the school svystem a
chance to sell itself to the potentlial teacher, and nermit
the college to exemine the operatlons of teaching as
compared to the theory of teaching. The assignment of a
teacher intern or student teacher to a full time teacher in
the classroom must be done carefully to insure that the
sponsor teacher 13 capable, willing, and enthusiastic sbout
this responsibility. A poor assimment could result in the
loss of a potential teacher to the system. This progrem
has merit for the sponsor teacher also, because he will have
to examine hls program, hls techniques, and hls knowledpe to
insure that he has something to offer the student teacher.

The intern or student teaching program should oprovide
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for groun meetings between repular teachers and student
teachers to agssist each to galn new insights into subjlect
materials, learming theorlies, and current research in the
fields involved,

The school system can profit from such a program by
creating a desire in the student teacher to both want to
continue in the teaching profession and to join the system
concerned.

School system workshops and study groups provide a
valuable source of development through exchange of informa-
tion on techniques of instruction, course content, and
teacher-pupil relationships. Topics of discussion and
study may range from that related to a spnecific course to
the exploration and e#aluation of new educational
innovations and techniques of instmction, Properly
orpanized and scheduled, such workshops andé study egroup
sessions can be used as a method of eaming credit toward
certificete renewal.

Workshops and study sroups should be provided on a
system-wide basls to provide maximum input of g1l levels of
ectivity. The staff to administer the vropram may be
provided from school system resources or from without
the system, as experience and wisdom indicate.

Another method of meeting the needs of staff development

is to provide for teacher visltations to other classes snd



Ly

other schools. It may be possible to po as far as teacher
exchanges with other schools for an extended period of time.
Such visits coupled with discussions and counseling following
the visits csn be an excellent method for exposing teachers
to new, different, and better methods of doling their Job.

An important caution to be remembered is that all such

visits and exchanges should be coordinated through a central
source, normally the school staff development office, to
insure that the vislits have specific purposes and are
evalustad for thelr worth upon completion,

Local, state, and national conferences provide oppor=-
tunities for learning of new developments and p rocedures
pertinent to subject or asdministrative areas. Maximum
attendance at local conferences should be encouraged.
Selected representatives should be sponsored by the school
system to attend state and national education meetines.
These representatives, in turn, should renocrt to the staff
about the activities and developments of the meeting
attended, Not only does learning accrue fram the formal
arenda, the iInformal group dilscussions and meetings
prevalent at such conferences provide a vzluable exchange

source of information sbout instructional and adminlistrative
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procedures and techniqgues,
The educational field has one preat advantare over
industry and covernment in the staff development area. While
the latter flelds are in business all vecar long, the
educational field has a three-mrnth brask in activity thsat
{3 1deglly fitted for the develooment of the professional
staff. Teachers and administrators are free from the
school wvear classroom activity and can devote time to
professional advancement. The school system can play a
me Jor role in utilizing this neriod for staff development,
Activities for summer msy Include workshops within
the system. These ¢en be desipned to imnrove the instruction
and relate to curriculum, techniques, teaching skills, and
materials,
Another summer program pro ject 1s the laboratory school,
An 1deal propram would permit a variety of courses offered
to students from kindergarten through high school levels,
This proegrsm has dual benefits in that students recelve
remedial and additional education and the iInstructional staff
has a laboratory research opportunity to improve 1its

competency., The larper school system has a better and wider

5Attendnnce at Professional Conferences and Conventions
(Educational Research Service Circular No, 6. Washington:
American Assoclstion of School Administrators and Research
Division, National Education Association, 1969), pp. 1l-6.
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opportunity to use this development activity but 1ts use in
small schools, even 1n limlited fashion, 13 well worth
congldering, Use of consultants and specialists in the
sub ject area flelds 1s recommended whenever possible to
evaluate the success of the laboratory course and the
performance of the instructional staff,

oummer perlods provide an excellent time for staff
members to attend universlitles for advanced or speciallzed
study. It may be nossible for the school system to provide
financial ald in the fcrm of scholarshioss or grants to
encourage such study.

An off-campus college program is an excellent source
of staff development opportunity. It must be recognized,
however, that such a program 18 not always possible 1n many
areas. Geography, finances, and number of schools within
the area are factors that mist be considered. Where
possible, such & program provides opportunity for meeting
certification requirements, helps keep teachers current
with new developments in education, and provides for
graduate degree achievemsnt. It may be possible for several
school systems teo Jjoln together in an effort to establish
this type of progrem at a centrallized location, Not only
wi1ll the program provide growth opportunities, but it will
have a posltive effect in encouraging teachers to remain

with their system to take advantage of the additional
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learning nossibilities.

In contrast to the scope and numbsers of programs
pertaining to supervision and management in industry and
povernment, the educational fleld has been noticeably
lacking in developing its own leaders and administrators.6
A staff development program that does not nrovide for such
growth 1s hardly worthy of its title. GQuulifled and
capable lgaders In such a specialized field as education
can only come from the fleld, elther thrcugh growth 1in
the particular system or from other school systems.

An efficlent school system must maintain an inventory
of potentiul lesders and administrators to {11l the vacancles
ceused by resipnation, retirement, and death. Those hest
qualified for such replacements must be from resources
within the system -~ they are the people who kmow and under-
stand the roals, programs, services, and scope of the
system.7

One lerpe corporation cites four ma jor fundamentals of
its supervisory development program: 1l. Know whst the
manspement structure of vour organization must be, 2. Select

candidates who have the qualilfications required by the Jjobs,

6Lucio, op. cit., p. 1l.

7Nationa1 Education Association, Better Principals for
Our Schools (Washington: National Education Assoclatlon,
1661), pp. 36=40.
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3. #“atablish a simple method of eppraising the candldate
selected, and L. Provide the tralning necessary to complete
the candidate's experience.

The school system, likewise, by evaluating its current
and planned menasgement structure, can assess its present
mrnpower Inventory and project what 1s needed to fulfill
planned future requirements. Identification and selection
of potential leaders may be done throurh individual
application after meeting svecified recguirements or throurh
l1dentification by other teachers and administrators on an
individual or group basis. Establishment of potential
leadership ahilities may be accomplished on the basis of
written recommendetions, speciflc tests, iInterviews, and
cormittee evaluations. A school system may want to use s
leadership workshop or training course as a requirement or
to require those interested to attend certain university
courses. An additional evaluative tool is the use of an
administrative internship whereby the potential leader is
relieved of all or part of his teaching load to participate
in administrative activities under the supervision of
designated administrators.

Once selected, the beginning leader needs orientation

8John R. Suman, Growing A Good Executive Crop (New
York: Standard 0il1 Company, 1963), pp. O-15,
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and training in his administrative duties and responsibili-
ties. Such orlientation and training can be conducted
through seminars, workshops, rotating assignments, meetings
with outside consultants and in-system leaders, and group
sessions with other beginning leaders 1led by the central
steff representatives,

Periodic appraisals of the candldate are recommended to
determine the success of the selection, the progress of the
individual, and the state of the program. Many apprailsal
methods exlist and one that 13 simple and pertinent to the
needs of the school system should be selected. Weaknesses
identified through appraisaels should be the target for
corrective action.

ixperienced leadera alsoc need to keep gbreast of
adninistrative and instructional changes., This need can
be met through workshops, group sessions of school system
leaders, visits to and from educational speciaglists of the
universities, visits to other schools within and without
the system, and attendance at professional meetings and
conferences.

Some form of & leadership development program can be
established by every school syvstem, It should be established
to provide the resources so essential for the econtinuity of
the school system program,

Sabbatical leaves for s semester or s school vear
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should be considered as snother staff development tool,.
They must be administered carefully, permitted for specific
purposes, and be evaluated on the potentlial valuve received
in relation to the cost to the school system,

Use of many or all of these staff development
activities will provide a basis for substantial growth of
the staff personnel of the school system. Experience will
provide many new and modified versions for additionel

implementation,
IV, ATMINISTERING THE STAFF DEVELOPMENT PROGRAM

The proper administration of & program of staff
development is essential to its success because it involves
the use of a number of developmental types of activities
and the participation of many different devartments and
individuals. Remardless of the sigze of the school system
involved, an adequate staff development propgram will offer
a ranre of sctivities that involve a wide variety of
individusls.

Important areas to consider in the administration of
the program are resnonsiblility for the program, relation-
ship to all school system functions, facilities and
schedules, resources and equipment, involvement of people,
prorram leadership, and provision of d evelopment

opportunities,
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Authority and resvonsibility for the staff development
program must be clearly estgablished. Development should be
achieved by leadership not coercion. Every large school
system should desipnate an administrative office as
responsible for staff development. The office would usually
be responsible to an Assistant Superintendent for Instruc-
tion, In a small school system, staff development will
normally be a nart of the responslibility of the superinten-
dent or an assistant suverintendent. The key point 13 that
responsibility is placed svecifically in one area coupled
wlth the necessary authority to take required action to
implement the p rogram.

Staff development i1s involved in every area of the
school system., However, the curriculum study area should
be & central point of intserest to'staff development. Teachers,
supervisors, and administrators are involved in curriculum
development and evaluation; the curriculum area 1s the
focal point of the school mission to teach; and the chanpges
in curriculum involve the continuing development of the
staff., It i1s no less necesssrv to coordinate all
Instructional and personnel services of the school system
with that of staff development though, so that growth
opportunities will be compatible and consistent with the
needs and activitles of all schcol system staff members,

Coordination will further assist the maintenance of
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communications to provide a flow of iInformation hetween the
instructional and administrative staff and the development
program,

Time and facllities are two important factors to
consider in administering a program of staff development.
Time 1s necessary to nlan for activities as well as to
prenare for, participate in, and evaluate thelr success.
Without sufficient time, not even the most willing
participant can succeed. The result 1s negative and future
participation is endangered. Faclilities are imnortant slso.
Lighting, ventilation, acoustics, seating, group size, and
rest rooms affect the successful conduct of courses and
meetings, Impact of travel distance and varking must also
be evaluated.

Another important physical feature that must be
evaluated 1s avallability of equipment. The suoplies and
conditions of films, slides, records, and demonstration
equipment must be adequate i1f proper learming 1s to occur,

Successful staff development requires the voluntary
participation and involvement of teachers, supervisors, and
administrators., Involvement begins with a climate of
encourarement that the program 1s for the participants
based on thelr needs and desires, not based on a program
desirned by the top administrators to be forced upnon the

particlpants. Teachers and administrators throush joint



53
efforts can be encouraced to participste in the total proeram
from determination of objectives throurh evaluation of the
results. Thils program of involvement can result in the needs
of the individual staff members meshing with the needs of the
s8chool svstem and the working out of compromlises when
conflicts occur. Administrators must be involved because
without their support the goals and ob jectives of the prrrram
will never be achleved.

Leadership in the program is not restricted to the
recognized leaders such &8s supervisors and administrators.
The many activities of a staff development program require
leadership from many people. For example, leaders are needed
for workshops, study groups, panels, seminars, and teacher
training. One way to secure leaders for these activities 1is
for the school system to use the potentlial leaders 1dentified
for supervisory tralning dlscussed earllier 1n this chanter.
Another way would be to use outside consultants from
universities, other schools, or orofessional education
associations. A third source might be to use the Informal
leaders that ere developed within such workshops and group
sessions throurh the democratic process of belne selected
or elected as pgroup leaders,

A well oreganized and administered staff development
program will orovide a wide range of cholces to permit

indivicdual growth and improved performence. Effective
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leadershio will be continuously addine to the opportunities
provided, but at the same time, evsluating current useage
to insure that value 1s received. The msny tvoes of peoble
involved and the wide range of courses in the curriculum
demand a great varlety of development opportunities.

Many of these opportunities hsve been mentioned
previously in this chapter but are referred to araln to
demonstrate the scope of actlvitles essentlial to a
functioning staff development program.

Recardless of the size of the school system, the
staff development orogram should offer the wldest range of
opportunities possible for erowth and development., It will
be important to the teacher or administrator because he will
see an opportunity for his growth, It will be iImportant to
the school system because the school will profit from the
indivicdual's growth. The involvement of all personnel in
needs determination and 1n the planning to mest these needs
will create an atmosphere of all workinr toward a common
roal of develovment of self and, consequently, of the

school system,
V. FEVALUATING THE STAFF DEVELOPMENT PROGRAM

Evaluation 1s, ouite simply, an apnralsal or Jjudement
of the value or worth of aomething. The 1mmedlate purpose

of evaluating 1s, usually, to find out how well somethinr



1s done in relation to what was planned to have dcne, how
well the results have been achleved,

The process of determining development needs 1s itself
a procegs of evaluation. Through factfinding and appralssal,
problems are identified for solution and training and
develonment activities attempt to solve the »roblems,

Then, evaluation 1s applied to determine i1f the problem was
solved. A complate cycle thus occurs: need determination
(resulting from evaluation), program planning, prosram
implemsntation, and evaluation -- followéd by re»mlanning,
reimplementation, and reevaluation,

Yvaluation of staff development activities; likg
evaluation of any other administrative practicse, should be
desirned not to Justify its existence or to prove that 1t
"pays 1ts way" but rather, to insure that development 1s
used as effectively as nossible in meetins the schocl
gsystem's needs.

A systematlc approach should be used, one involving a
plenned method of evalustion that assesses the results of
the staff development in terms of 1ts stated ob jectives,
that looks for all reascnable evidence both of suecess end
fallure, that accepts the evidence without bias, that
provides for a system of cross checks, and that seeks an
accumilation and appralsal of obtainable data rather than

an all or none answer,



The objective 13 to determine how well the staff
development Job has been done in terms of needs of the
school administration and swystem and In terms of the
resources aveilable to meet these needs. I'valuation then
becomes the process of determluine whether progress 1s being
made toward stated objectives at a reasonshle rate and
expense,

The nature and scope of the staff development program
In the particular school system will determine the extent
of the evaluation. As a minimum, two areas should be
consldered in evalustion:

1. BResults of the total program.

2. Results of iIndividual development activities,

To measnre the results of the total program, all
activities Included must bhe examined, Data from different
sources must hbe collected and analyzed. Opinions ~f thre
school staff, changes and improvement in tre instructional
program, asnd persomel records are three areas that can
provide ob jective data for evaluation.

Surveys and personal Interviews are two simple wavs to
obtain staff oninlions of the prosram. Negatlve commoents
must be assessed also because they serve as muldes to change
and improvement. Lvery interviewer should specifically seek
information on how the program can be improved. Every

aspect of the propgram should be considered by those
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completing gquestionnalres and being interviewed to provide
information and insights into the effectiveness of the
progsrai.

improvements in the instructional program may provide
information as to the effectiveness of the stuaff development
program. Results from year to year on standardized
Intelllrence and achievement tests mav indicuate improvement
or lack thereof in the quality and competency of teachine.
Collegze records of former students can be analvzed to
determine adjustment of students and ability to meet college
requirements. HRecords of vocational achool students mav be
compared with their work records after school in those
vocations to determine how well they were prepsred for the
work.

necords of teachers should be reviewed. Periocdic
appralsals of staff performance should be made and
evaluated. Turnover of teachers and staff members mav
indicate that the staff development program has been
effective in retaining or not retaining teachers and other
staff members. FExit interviews should be held with those
leaving to determine the cause. The dsta palned should
then be used to improve deficlencles.

Uffects of individual self development activities such
as workshops, off-duty courses, and attendance at conferences

should be evalusted also. Observed behavior ss opposed to
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questionnaires snd Interviews, 1s nrobably more effective
in determining whether the staff member's behavior has been
altered us the result of the activity and what effect the
changed behavior has had on the students and staff
asgcciates with whom he has contact.

Effects of new procedures or tachniques can be measured
by the frequency of their use and the increased use of
rmaterials associated with the new procedure or techniaue.
For exam»le, after a workshop on techniques of progreammed
learning, recuests to the training center for texts and
equioment increased agreatly.

The mere increased use of the equipment and materisls
i1s not a puarantee of improvement, however. FEvaluation
must also be made of student growth and learning. Areas to
consider ure the appropriateness nf the material to the
sub ject belng taught and whether the taacher demonstretes
gan improvement in teaching skill as a result of the
activity.

If evaluation reveals that cooperation 1s high,
involvement is great, communications are clear, goals are
being achieved, and attitudes are rood, then it would appear
that the staff development progsram is playing a major role
in contributing to the commitment and attainment of the
professional staff to the contimiing improvement and growth

of the school system's program of education,



VI. SUMMARY

Improvement of teacher effectiveness in the classroom
is 2 major cbjective of the staff development orogram. A
second me jor objective 13 the development and imnrovement
of supervision and administration in the school svstem,
>ize, structure, or finences do not decrease the imoortance
of these ob jectives. The activitles of the staff develop-
ment program discussed in this chavnter are applicable to all
secondary school systemsa, even 1f differences in numbers
and sizes cause varlations In extent of applications of the

orogsram.,



CHAPTER 1V

VALUE ASSESS3MENT OF THE STAFF DEVELOPMENT PROGRAM

TO THE SECONDARY SCHOOL SYSTEM

The basic purpose of the program of staff development
in the secondary school system 1s to strengthen the
leadership and instructional competency of the school so
thst the program for the students can move forward and
upward. Bringing about chanres in people is the focal
point in the organization end administration of a staff
develooment »rogram,

This studvy has indicated that:

1. The initiation of the program must be simple and
flexiblse.

2e Planning must be shared by those who recelive snd
by those who extend the program.

3. The program can be used in varving degrees
depending upon slze and flnance of the narticulsr school,

L. The program should be Indipenous to the community
served,

5. It should begin where veovle are, should be long-
range, and should enable them to go under their own power
where they want to go.

6. TNevelopment of insirhts snd understanding should
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be as important as the development of know<how and tschnical
skills,

7. Staff development leadershlp must lead and
Inspire.

8. Team soirit is essential throughout the program.

G. The propgram should te simple in orcanization and
orientation.

10, The program should stand up under the test of
usefulness.

This study stresses that the central roal of staff
cdevelopment 1s growth. The American Association of School
Administrators states the central goal of growth 1is
quallty, a ¢ontinuing newness in the auality of teachine
and learning caused by cquality in administration.l A
question then arises as to how quality can be evaluated,
The mere presence of the activities of the staff develop=
ment program certainly dcoes not insure guality of the
nrorram. The Assoclation feels, however, that growth and
quality come through chaneces in people =- all the neonle
involved in the educational situation.

The value assessment of the staff development nrogram

then is made in terms of the changes in peonle that 1t

lﬂmerican Associgtion of School Administrators,
Inservice :ducation for School Administration (Washington:
American Assoccistion of School Administrators, 1963), p. 195,
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generates, Some of the votential areas of changes in
peonle that can be caused by a prorram of staff develooment
are examined in the following paragraohs.

1. Improvement of methods., The staff development
program can result in a stress on the imnortance of the
potential »nroductivity of new and better methods; svecific
recommendations as to the areas in which methods improvement
is neededy encourarement of an attitude of constructive
inquiry; and a genuline concern for preater effectiveness
in verformance.

2. Reduction of absenteeism and tumover. Orienta-
tion, organized Job training, development of a campetent
leadershin in supervisors and administrators combine to
lessen the dissatisfaction, insecuritv, and the feeling of
1nade§uacy in a position which are basic causes of
absenteeism and turnover.

3. Reduction of learning time. Unguided or poorly
directed learning 1s both faulty and slow. This slowness
reoresents a restriction of nroductivity which can bhe
eased to a great extent through staff development.

L+ Reduction in suvnervisory burden. Staff members who
are well trained, who have developed a real comprehension of
their jobs and the initiative and enthuslasm to carry them
out in the face of changing or unusual circumstances reguilre

less constant and less exactine suvervision.
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5. Reduction of grievances. Suopervisors unskilled in
the art of human relations, workers who are 1ll-ad justed to
their Jobs, who doc not understand or aponreciate school
system policles and practices ars both »nrolific sources of
time-consuming, morale-destroying sgrievances. Careful
training of staff members and supervisors will go faor
toward the reduction of the number and seriousness of
comnlaints,

6. Imorovement of quality. GQuality of pbroduct or
service 1Is a direct result of each staff member's ability
and willinpgness to do his job effectively. Without elither
ingrecdlent, something less than optimum quality will be
srovided., Staff members must he tralned fully in the
skills and knowledge of thelr Jlobs. In addition, they must
be helped to see the close relationshin between the
maintenance of hipgh quality and the security of their own
nosltions.

7. Fncouragement of promotion., Any organigzatlion which
is wlive and arowing is faced with the frequently recurring
need of cavable, well-tralned men and women to fill new
poslitions or to move into vacancles created by death,
retirement, transfer, oromotion, and resienation. Filling
these positions by hiring new peonle is destructive of
morale and costly in terms of the necessary »eriod of

ad justment of a strancer to & new work community.
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Recornizing this, alsrt school systems should endeavor
throurh develonment work on everwvy level of their orpeniza-
tion to nrenare staff members for nromotion when vacsncies
occur.

8. Improvement of communicstions. DTevelopment of more
effective communications un and down the line is one of the
nost »nressing nroblems in any modern orrenlzation. Increase
in orpenization size, the growing comnlexity of socliety, the
development of conflicting demands and loyaltles within
incdividusl staff members all contribute to make the job of
communications more difficult. Staff development helvs to
increase mutual resvect and understanding bstween staff
membters and supervisors. It also provides throuch
conferences, orientation classes, bulletins, and indivicdual
discussions the vehicles throurh which cormmunication may
take nlace.

9. Improvement of morale. One of the most important
factors in staff development is the establishment of the sort
of climate in which peo»nle ecan grow, in which they can work
to the advantare of themselves and thelr orcanization.

When morale 13 hipgh, emnloyres «re usually oaroductive,
recentive, and adantable. 'hen morale is low, emnlovees are
usually inédifferent, resistant, or activelwy hostile.
Pevelopment for satisfving individual nerformance and for

cooverative groun endeavor 1s a foundation of high morale.
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10, Reductlon of waste and spollage. A substsntial
productlivity of offices and shopns 1s lost daily 1n avoidable
waste snd spollare. Improper work habhita, indifferent or
hostile attitudes, and incomplete understanding on the part
of staff members lie back of thls vitistine of effort.
Throupgh an adequate develovment of staff members and
supervisors this waste can be substantially reduced.

11. Aid to recrulting. A school system that attalins
a reputation for a good staff develonment program resulting
in high morale, excellent human relations, and a climate of
rrowth wlll be the obJlect of those seeking employment.
lather than have to seek applicants, the school will be able
to select the best of those who apply.

Nepatlve factors nlay & rcle In value assessment of any
nrosrari,. They must be considered, if for no other reason
than to nrepare to overcome them,

l, Cost-time-effort factor. TImnlementation of a staff
develovment nrogram will cost tono »wech money, take too much
time, and involve too much work,

?. Resistance to chanre - "why needed" attitude. The
attitude will exist that the sc'nocl hes potten along so far
so why is s chanee needed. Chanece will cause teschers and
supervisors to become unset, scme may leave the school, and
new technioues and procedures will have to be learned.

3. Imoact on immcbility. The anplication of a staff
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development program will cause unrest among those who are
satiafied and settled in thelr poaitions hecause of the
nossibility that they will have to attend workshops,
courses, semlinars, and may have to move somewhere within
the system,

L. Off-duty requirements. The need to narticipate in
workshoos, study groups, and courses during off-duty hours
is an imnosition on the staff member's personal time and
should not be permitted.

G. Administrative requirements. There will be added
requlirements to resort on and evaluate the new technlgues
and procedures. New forms will be instituted. Time will be
required that will take the teacher away from hils allotted
time for instruction.

6. Additional area of organizatlon. An added office
of staff develooment will be created or the duties will be
added to a present administrator's work load. An additional
source will be seekling information and investlgasting what
teachers and staff members are doing and why.

7. Lack of qualified orogram administrators. It will
be difficult to establish the prosram because of the lack
of any skilled and exnerienced staff development personnel
in the education field.

One writer came to this conclusion:

If there be a sinrle test of quality in an
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educational institution, it is a lively “issatisfaction
Wwith thinrs as they are snd an active, open-minded
search for ways to make them better. Where vou find

an adninistrator and teachers who are renuinely
disturbed by thelr institutlon's shortcomings (and what
one does perfectly fulfill its purpcse?); who are
studying new organizations, new methods, new tools, new
curriculum; who build a continuous messuring mechanism
into thelir try-out's; who are fired with lively
enthusiasm and warmed by a real concern for the people
and purposes they serve; who are willing, while cheer-
fully sranting to thelr collearues the same rirfht, to
try out promising 1deas without waiting to remake the
whole school or convince the whole staff; there vou may
look for quality.2

A staff development program is aimed at such things as
change, growth, and quality. Any value assessment of such
a srogram must believe that the program is worth the time,
effort, and expense involved because it is through the
nrogram that the process of chanre, the process of
professional growth, and an improvement in quslity begin
to show,

It is believed by the author of this study that the
poaltive factors of a staff develonment program outwelgh
the negrative factors and that the program 1is worth the time,

effort, and exnense involved to achieve this new quality.

2prchibald E. Shaw, "The Measure of Quality," Overview,
3:11, January, 1962,



CHAPTER V

SUMMARY AND CONCLUSICHES

This chanter will set forth s summary of the inacuiry
Into the organization and administrstion of a staff
development progrem in the secondary school cvstem. It
Will also cite, based on the inguiry, conclusions
concerning the organization and administration of such a
oroeram In 1ts spplicatlion to successful school

administration,.

I. SUMMARY

This study has examined the characteristics of a
staff development program in the secondary school system
and has suggested potentlal avvroaches to improved theory
and nrectice.

Staff development assumes the need for planning to
identify ultimate replacements for current incumbents,
for filling nrojected new positions, for relating versonal
ambitions to organizational goals, for develoolng notentlal
of staff members, and for identifying and utilizing the
increasing number of professional and administrative talents
in the school svatem.

Stuff development can be described as an area of
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profitable growth In school administration, There are few
orecedents to sulde ~~ or frustrate -- exoerimentaticn in
new concepts and technioues. It muy be surrestsed that the
~reatest potential for both derive from lookins on education
and development as a continuous orocess. The schonl system
then, has a great responsiblllity to »rovide aporonriste
continuing growth exnerlences for the staff members,

Criteris ares necessary, however, to suide the timing
of various educational and develonmmental exnerlences.
"Criteria, in turn, await the development of better methods
of evaluation of development programs. This studv has
surrgested various evslusative tools.

Some action items are suzrested for conslderation.
These items are not presented as a comnlete listing of
oonortunities for improving develonment, but rather as
possibilities which may be followed under existine
orecanizations. In summary, these 1tems are as follows:

1. OGraduate study

2. Internshlips - student teaching

3., Visitation and exchance of staff members

Le & staff dsvelopment infcrmation center

5. Leadership develooment

6. Workshops and study grouns

Te Summer programs

These supgestions provide sveci fic possibilities
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for future action.

IT. CONCLUSIONS

Several conclusions seem evident from this study of
staff develonment programs in the secondary school system.

1. A staff develovment nroeram can »rovide a means for
the continuous releting of staff wmerber cosls and school
system roals. One of the ms jor functions of a staff
‘develcoment arogram is to correlate individusl roals with
those of the school system. Continuous analysis and
planning 1s necessary to keep these goals related for full
vtilizaetion and maximum individual satisfaction. It is
important to keepn the indivicdual inforrmed of the school
system's needs and to provide & wav to relate individual
ambitions for nersonal develomment tc the school system's
potentlal for satisfying these neecds.

2. A staff development orogram can asslst in the
develovment of Individuals to the limits of thelr potential.
Individuals differ widely in both ~otential and in desire for
development. Many 4o not want more suthority or responsibil-
ity. Many others not only desire hirher assimments but
have the potential for them. These latter individuals
should be encourared to develop their capacities through
staff development activitles.

3, A staff development »rogram can nrovide a means
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by which increased skills and abilities are made available
to serve the school system. If individuals develoo them-
selves through the staff development prosram, their
increased skills should bs put to work within a reasonable
period of time to avoid disillusionment and frustration.

bhe A staff develooment program can identify needs for
replacements. School systems should develop manpower
inventories, They should plan for a work force that 1s
balanced by age. Too many young or too many old staff
members mav cause difficulties in yesrs to come. A mannower
inventory 1s a simple method for recording the strensths and
weaknesses of current mannower resources to meet future
requlrements,

5. A staff development program can onrovide well
qualified candidates for nlanned new positions. 3School
svastems should develop means for estimatine the posslible
results of chanre In thelr system over a oneriod of years.
Planning should anticipate the necessity of filling nositions
and provide for the development of individuals who are
cgualified in the new knowledges and skills which may be
required.

In the flnal sgnalysis, nelther business, rovernment,
nor education can afford to neslect staff develonment.

Good develonmaent is denendent on rood oresnization and

edministration. Efficlent oneration of a business
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corporation, a sovernment arency, a school svstem requlres
high gquality results at reasonably low cost. Efficlent
operation can be achieved if staff members have skill and
use 1t willinegly. Only a small oer cent of staff members
develop on thelr own initiative a larse nroportion of thelr
potential ability. Thev need help. A well organized and
well administered staff develonment orogram can helo agreatly
to bring out the best in a staff member's »erformance. This
being so, the organlzation and administration of a staff
development »rogram in the secondary school system will be

of value to successful school administration.
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APPENDIX

PLAN FOR A STAFF DEVELOPMENT PROGRAM

I, POLICY

The School System recognizes that

development and training of staff members are vital to
economicel and efficient operations and to immediate and
long range ob jectives of this school system, To this engd,
the school administrations

l. Encourages staff members at all levels to seek
training and development needed for improvement of work
performance and Jjob potentisl.

2. Provides, though in-service and outside sources,
management and supervisory development for those employees
in a supervisory cavacity,

3. Provides, for all new staff members, orientation
outlining the history, mission, goals, and operation of the
school system,

L. Provides skills development opportunities and
in-service training for all staff members,

5. Provides in-service and ocutside training for
technical and professional staff members to increase their
competency.

6. Provides financial support, to the extent funds
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are avallable, for staff members to pursue academic studies
which will inorease their effectiveness,

7. Provides development opportunities to all staff
members on the basis of job needs, regardleas of color,

race, religion, or sex,

II., OBJECTIVES

The overall ob jectives of the School

System Staff Development Program ares

l. To provide staff members with potential an
opportunity to improve their job performence and develop
new skills,

2. To provide the school system with a reservoir of

personnel capable of assuming more responsible duties,
III. SCOPE OF THE PROGRAM

The staff development program involves planned training
and experience to increase staff member skills, knowledge,
and abilities in the performaence of official duties. The
program may include such activities as the following:

1. Orientation to the school's history, mission,
goals, and operations,

2. Varied work assignments inside and outaside the
staff member's work area.

3. Assignments involving supervision and administration.
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4. Required attendance at staff meetings, commlttee
participation, and field trips.

5. Formal in-service training,

6. Training exchanges with other school sysatems.

7. Undergraduate and graduate academic training.

Staff development in all ocoupaetional areas 1is
encouraged., Cpportunities exist in the following broad
categoriess

l. Professional, scientific, and technical.

2. Managerial and supervisory.

3. Administrative,
IV, RESPONSIBILITIES

Responsibilities for the organization and administra-
tion of the School System Staff Development

Program are established as follows:

l. The Staff Development Committee is responsible for
making recommendations to the Superintendent of Schools that
will assure the continuing growth and development of all
staff members throughout their careers in the school system.
The committee will make policy recommendations in such areas
as promotion, coordination, evaluation, and overall direction

of the School System Staff Development

Program. This committee consists of the Assistant Superin-

tendent for Instruction, Chairman; Chief, Office of
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Curriculum Development; Chief, Office of Staff Developmentj
and representatives from offices and areas of instruction to
be designated by the Superintendent of Schools. A member
of the Office of Staff Development will serve as Executive
Secretary. Periodie reports on the program will be made
by the committee to the Superintendent of Schools. The
comuittee 18 responsible for approving individual staff
development plans and applications for education and
training that involve financial expenditure by the school
system, staff member absence from duties for longer than
one week, and attendance at non-achool system sponsored
activities, The comﬁittee is also responsible for making
recommendations for improvement of the program based on
continual reviews of 1it.
2. Administraters and supervisors are responsible for

administering the program. This responsiblility includest

a. Being thoroughly familiar with the policy,
ob jectives, and scope of the program,

b. Keeping the Staff Development Committee advised
of problems in developing and administering the program.

¢. Encouraging staff members to participate in
the program,

d. Counseling staff members on the program.

o, Informing staff members of training and

development opportunities avallable to them,
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f. Recommending approval of staff development
plans and training and development applications submitted to
the Staff Development Committee,

g. Selecting and assigning staff members to
appropriate in-service training opportunities,

h. Insuring that development activities completed
by staff members are reported to the Staff Development Office.

1. Reviewing and updating staff member development
plans annually no later than October 15 of each year,

3. Staff members are responsible for initiating a
s8elf development plan which includes establishing immediate
and long runge development needs, investigating where
training may be obtained, and discussing staff development
plans with their supervisors, Staff members should keep their
personnel records current by reporting to the Staff Development
Office any completed training and development activi ties taken
at their own expense on their own time that 1s not reported
through their supervisors.

. Supervisors and staff members are responsible for
seeking assistance from administrators and the Staff
Development Office when resources beyond their level are
needed.

5. The Staff Development Office's responsibilities
include:

a. Coordinating and evaluating the total program.
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b, Conducting surveys to identify staff develop-
ment and training needs.

¢. Developing plans to meet identified needs.

d. Coordinating courses, workshops, seminars, and
study groups conducted in the various areas of the achool
system,

6. Maintaining files of individual development
plans,

f. Performing staff work in administering
applications for various development activities.

g. Notifying staff members of approval or
disapproval of development applications.

h. Recording all development activities completed
by staff members.

i. Conduecting courses in orientation, supervision,
and other courses as determined by the Staff Development

Conmittes.
V. EVALUATION OF THE PROGRAM

The School System Staff Development

Program will be evaluated as follows:
l. Evaluation of staff development activities completed
by their staff members is the responsibility of supervisors,
2. Evaluation of the total program is the responsibility
of the Staff Development Committes and is accomplished as
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follows:

a. Determination of training and development needs,
A comprehensive program 1s established annually to insure
that needs are being identified and evaluated. The Office
of Staff Development will, through surveys, interviews, and
staff visits, assist in the identification and evaluation
process.

b, Orientation. A comprehensive program for
orientation 1s maintained and the Office of Staff Develop-
ment will conduct appropriate evaluation procedures to
insure its effectiveness,

¢, Technical snd profeasional development. Super-
visors and staff members are surveyed by questionnaire each
year to determine quality of development activities
conducted,

d. Supervisory and management development. A
three phase eveluation procedure is used for supervisory
and management development -- a8 pre and post evaluation by
the immediate supervisor and a post evaluation by the
student, An annual survey questiomnaire and interview of
8ll supervisors and administrators will also be used to

evaluate the effectiveness of this development activity,
VI, PROCEDURES

Staff members are encouraged to discuss staff
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development plans with their immediate supervisors. Super-
visors may consult the Office of Staff Develooment for
assistance in any phase of the program. When the staff
member and his supervisor agree on a development plan, the
procedures arei

1. Application.

The staff member will complete Part I of Form ___,
Application and Appraisal (Exhibit 1), describing what he
considers to be a realistic program to increase efficiency
in his present position and to assume greater responsibili-
ties. Three copies of the form should be submitted to his
immediate supervisor.

2. Appraiaal,'

Each application will be evaluated by group or
individual appraisal. Each method of apovraisal identifies
the ways in which the staff member can best realize his and
the school system's long range ob jectives. Administrators
will determine the type of appraisal to bs used. The
success of the staff development plan depends to a great
extent upon the effectivensss with which the appraisaal
phase 18 accomnlished. The appraisal evaluates the
applicant's total potential and performance. On the basis
of the appraisal, the supervisor and the aporaisal panel will
work with the staff member in establishing his development
Plan, Part II of Form _____ will be completed by the staff
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member's supervisor during the appraisal phase.
a. Group Appraisal.

When the group appralsal i1s used, the Staff
Development Committee will recommend the composition of the
appraisal panel which must include the staff member's
immediate supervisor and at least two other individuals
senior in rank to the staff member,

(1) Each member of the panel should be
familiar with the staff member'’s Job performance, personnel
records, and goals,

(2) Each member of the panel will review the
plan proposed by the staff member.

(3) The panel will review the staff member's
Job performance, try to identify his strengths and weak-
nesses, and will consider the staff member's own
development efforts.

(4) After careful evaluation and documentation
on Part II of Form ____, the panel will recommend approval
or disapprovel of the staff member's plan or propose a
modification of the plan, If modification 1s proposed, 1t
will be worked out through consultation of the staff member
with the appralsal panel.

(5) Two coples of the final plan will be
forwarded to the Staff Development Committee. One copy of

the plan 1s retained by the staff member's immediate
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supervisor.,

b, Individual Appraisal.

When the individual appraisal method is used,
the immediate supervisor of the staff member will follow
the same steps that the panel uses in the group appraisal
method,

3. Review and approval of individual plan.

Upon receipt of the individual development plan,
the Staff Development Committee will:

e. HReview the plan.

b. HReturn the plan to the staff member's
immediate supervisor 1f modification 1s necessary.

¢c. Approve the plen 1f no modification 1s necessary
and return one approved copy to the immediate supervisor of
the staff member concerned.,

d. Retalin one approved copy of the indivigdual
plan for filing in the Office of Staff Development.

lio Requests for training and development.

Staff members or their supervisors may initiate
requests for attendance at development activities by sending
a memorandum to the Office of Staff Development. The
memorandum will cite the following informationt

a, Name, position, office address and telephone
of staff member,

b, Title, location, date, and cost of training
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activity.

¢. Justification for attendance,

d. Approval of supervisor if activity is
conducted within the school system,

6. Recommendation for apporoval by supervisor if
activity requires expenditure of school funds, requires
absence of staff member from duties for longer than one
week, or is conducted off the school premises.

f« Statement that attendance at the activity is
part of the staff member's development plan. If not part
of the plan, explain reccmmendation for attendance.

The 0ffice of Staff Development will cocordinate all
requests for training and development. Staff members will
be advised through their supervisors that attendance 1is
approved or disapproved. If requests involve school funds
expenditure, duty time away from the Jjob for more than one
week, or off-site activity they will be referred to the
Staff Development Committee for approval. The Office of
Staff Development will advise the staff member through his
supervisor of action taken by the committee.

S. Evaluation of training and development activities,

Upon completion of the staff development activity,
the staff member will make an evaluation of the activity
by memorandum through his supervisor to the Office of

Staff Development. The memorandum will include such items
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ass

a. Title, date, and location of the activity.

b, Brief description of the activity's content.

¢c. An evaluation of the relationship of the
activity to the staff member's duties,

d. An evaluation of the construction, procedures,
methods, equipment, facilities, and instruction involved
in the ectivity.

e. An evaluation as to the worth of conducting
future similar activities and of the value of sending other
staff members to such activities,

The supervisor will be required to make an
evalvation of the staff member and the effect of the
development activity on his performance., If the develop-
ment activity involves supervisory training, the supervisor
will make a pre and post performance svalustion of the
staff member involved. Evaluations will be submitted sas
& memorandum to the Office of Staff Development. All
evaluations will be filed with the staff development plan

for the staff member involved.
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APPLICATION AND APPRAISAL
SCHOOL SYSTEM DEVELOPMENT PLAN

PART I

(To be completed by applicant)

Names Title: Location:
Education: Bachelor (Major): Master (Major):s

Doctor (Major): Other (Major):
1. Education or Training Since Employed by

24

School System?
Special Honors or Awards (Describe):

In what area of your present position do you feel you
need improvement?

How can this need for improvement be met?

What do you believe to be your greatest need for future
development?

How can this need for future development best be met?

Date Signature

Exhibit 1, Page 1
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PART II

(To be completed by Immediate Supervisor or Appraisal Panel)
Instructions:s The information needed to complete this record
will be developed during the appraisal phase by Immediate
Supervisor or the Panel. The staff member's supervisor will
document the information, obtain appropriate signatures, and
forward to the Staff Development Committee.
7. @Qualifications: List outstanding qualifications (ability

to get along with people, ability to write or speak
effectively, knowledge of subjects, initiative, etc.)

8. Performance:

a. List examples of above average vperformance in present
position.

b. List examples of below average performance in present
position. ’

9. Plans for improvement in present positions

10. Plans for future utilization:

11, Plans for development for future assignments:

12. Proposed Plan - Beginning dates

Approximate ending dates

Exhibit 1, Page 2
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APPRAISAL MADE BY

Immediate
Supervisor: Title: Date:
§1gnatura
Panel Member: Title: Date:
ignature
Panel Members Titles Date:
ignature

Panel Action: Approved: Disapproved:

If disapproved, give reasont

ACTION OF STAFF DEVELOPMENT COMMITTEE

Approved:

Disapproved:

Returned for modification:

If disapproved or returned for modification, give
reasons

Comments:

Chairman,
Staff Development Committee

Date

Exhibit 1, Page 3



