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Comprehensive staff development approaches described
in this paper are based on on-site work with school districts and a -
1980 National Rural Project 1nvestxgatxon of prquems experienced by
over B80-rural districts and cooperatives across the country as they
attempted to implement staff development programs. Three models are
described which\employed, staff development as a vehicle for change in
rural districts; \each pragess involved inter- and intra-school lévels
as well as rural fommunitijes. Model A is described as a management
modél which allowe\ members of the district to develop and implement_
strategies creating growth-promoting interaction far all who would
influence children, including the handicapped chidd in the 'least e
restrictive setting. Model B is described as a comprehensive:
management information system which optimized school and community
resources to 1mple ﬁnt special education mandates in ways benefxcxal
" to all students within 1nd;vxdual schools/tqtal districts. Model C is
described as a trainer-of-trainers approach whiclf wvas used on
district-specific and statewide bases. The paper concludes that these
models stem from vagpe systems emphasizing (1) identification of
resaurces as well af needs, (2) environmental monitoring of the local
culture of ‘a particular district and community subculture, and (3)
" identification of creative alternatives for use in the specific
?1st§1ct, analyzxng effectiveness as well as cost-gefficiency.:
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/ IND[V[DUALI?INC STAFF DEVELOPMENT IN RURAL ~SCHOOL DISTRICTS .
TO ENHANCE SERVICES FOR ALL CHILDREN, INCLUDING
' THE HANDICAPPLD

. Doris Helge, Ph.D. Ve
Director .
National Rural Project

\

Rural Special Education Staff Development Needs : -
, i} / .
According to staff development literature, 15-25% of an employee's
. . ’ ,
time should be spent in staff developmqpt expergpnces. In fact, many busii;

nesses appropriate two-thirds (677) of staff members' time for learning new
technologies. A figure of 15-25% would typically include 25-30 days of in-

service per gchool year. Yet almost half (487) of all respondents in a 1980

study of the National Rural Project (NRP) 1nv61ving 75*rural districts and
s - ) .o

cooperatives in 17 states reported inadeduate‘staff development programs. .

Many participants stated that their districts had no formal designated in-.
service days, much 1ess comprehensive personnel development programs.,

Respondents generalfv linked inadequate staff development programs with
staff reteutlon problems (a sevcre problem in 947 of all‘'states surveved
. ) .
in a 1978-79 NRP study).
: \

b

Special educatten demands and related inservice needs were reported «
LY

to be especia]ly problematic for rural school dibtrLCtS. A¥l major aépects

Y

of Public Law 94~ 142 the Education of All Handicapped Children's Act, in-

‘

cluding the concept of least restrictive environment, due process procedures,

[

individualiz>d education programs (IEPs), and parent involvement were iden~ .

tified as proplematic for rural schpois. ‘Rural districts were frequently

[ [y -

unaware of alternate instruct(ona} and organizational strategies for‘siecial

. O 'Y

* i .
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needs populations; and sparse pqpulationé, low incidence handicaps, and cli-

matic difficulties greatly fnhibited delivery of spécial ‘education services.
p N .

} - .

Given variables such as increased special education’staff responsibi- %

-

-f lities and roled, inadequate. funding for additional staff, an& the” phenome-

.

non of teacher burn-out, djstricts reported that personnel aevelopment;-
» difficult enougl in rural areas given a stableqpersqnnel fBrce--seléom
reached bhévond Haqic orientation tgo district and state philosophies, Im-
plementing long-rgnge plans for qtaff"'velopment was particulariv d1¢f:-
cult in rural areas as high attrlti&n frequently necessitated re-initiativn

of personnel development each year or every two years. Professional “snla-

’

tion fostered limited access to formal staff development and technical '

¥

assistance programs as well as informal professional sharing.
W, : * N
As stated in a major® Rand Corporation report (Berman & McLaughlin,

- *

1978), requisites for long-lasting effects of staff development include
7 - .

training addressed to specific fieeds of individual teachers» andi-teacher
‘\\\\ encouragement and advice frém Peers experlencing success in the indivi-
duzl1*s problem area. The need For frequent .formal and informal teacher »

4
. consultation also became apparent via the 1978-80 NRP studies. Collabora-

v

- * s
tion and- the presence of local resource personnel able to provide "on call"

. . '
advice has bzen identified as imperative in rural schools due to scarce re-

* *
\ ’ -

sources* and relative lack of acceks to universities and other sources of

v

N Yo [
. consultants. . .

\ Comprehens ive 1;teraturp'rrviews have clearly indicated that Staff-de-
_’ . » - . .
velopment programs are more successful "if developed by a systewatic .plan

.

. . emphasizing continuity and follew-yp activities (Berman & Mclaughlin, 1978;
‘Lawrence, 1974; and Joyce, 1976). NRP work activities have also err'\phasize«i
' e * ~ »
needs for, insérvice training based on need$ wq§PSqment‘and-cnlbéborqmlvg

-

- , . \ .
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- 3
planning of those to be impacted by staff development Nrograms ; formal and

informal debriefing, processing and folfow-through after individual inser-

) vice activities; and mu1ti~disciplinar§ﬁcadro approaches, ié‘ °

Comprehengive staff development apﬁroaches described in this paﬁer

are based on on-site work with school districts and an NRP 1nvestigmtiop of
\ s L 3
<
problems experienced by over 80 rurdl districts and cooperatives across the
. y . \
United States as they attempt to implemeéht séafe develonment programs.,

A ( "

Assumptions of the Described Processes

1. Mandated special edudation procedures as resources for total
(systemic) school charge. Mandated special education pro-
ceduces such as develgpment of the IEP should’ be used as
opporturities for integraging the efforts of regular and *

» special educators toward a common cause. IEP meetings
should be used as. vehicles for'forTal and informal inser-
vice.

2. Exploiting the ripple effect for systemic change. Motivation
(M) for systemic changesand growth is composed of Discomfort (D)
with the status quo and Realistic Hope (RH) for positive chgnge
M =D + RH) The uncertainty and anticipation ©)) stimulatgd

. by m ldaSPd change m3y be -used for best adygntagv to the entire
di ict (M) if personnel begin to understand true potential

H) for long-term sy-temic henefits.

¢ .
Advantageous changes 1n special education components of 13
system such as individgalized instruction and precision
teaching will have positive impact on other cogponents of
the system. This "riwple effect"” means that ma special
education fnnovations may be infused into the tofal’ educa-
tional system. N ‘ T

Distracts are "resident experts" in need of developing orga-
nizational skills. Many rural districts lack organizational
skills (e.g., grant writing, organizing comprehensive staff
deve lopment programs. etc.). Yet school personnel are resi-
dent experts, im loca! culture, history regarding past efforts
and rates of success. problem content areas, local resources,
power ard communication systems, and other informal structhps
aboul which knowledge is ipperative. ~

~
Importance—nf svstemic chang®frocesses . Although it 1s para-
mount that statf development be individualized, 1t is equally’
important that schoole implement ,systemic long~term change
processes ¥a all inbervice or staff drvelopment activities.

-




) )y .
Effec&i\} staff developmgnt progrimh 1vod ve vu]tiple as-
p!tfs--intrarschool inter~school, and communi ty—school
levels, . "\,
>
1978-80 NRP field activities consistently discerned~that
staff development proecedures »¥an ating personnel to colla-
Boratively plan and priorttlze ctivities for best use of
scarce resources had longer 1asting effects than districts
mere.y awgrding stipends orsproviding other véhicles for in-
dividual teachers to complete a personalized experience with
novdiscerned relationship to total schoul growth and deévelop-
ment needq Inadequate resources of rural areas necessitate

svatemic change’ processes,
i

f 1
[

5. Broadqﬁed definition.of staff dewélopment to meet needs of
rural schools and coemunities. Staff development opportu-
nities in rural areas .ust bhe con31der£§e‘of’teaalers spe-~

ic meeds as well gs institutional goals -and objectives.
Rural staff development must include jndividual personal.-
professional growth accivitles as well a8 problem identi-
fication and resolution activities designed to effectivelv
meet building and district level needs.

‘l

6. - Need for consistency in éhért- and long-term goals.” Short-
term activities must be building blocks for long~term goals)
S All activiti® should e designed to enhance.systemic chang>
~while facilitating individual growth plans.

'Y -4

7. Necess ity g‘[administratiVe sggport and shared decision
making. Various ‘roles ‘and .disciplines representative of
the ‘school system should be involved in planning, imple-
mentdtion, evalqation.‘and Follow-through of all phases of
the district's staff development program. Inservice actl—
vities are mos t ~ef fective when planned by those to be inte-
grally involved. Part iclpatlon of administrators in training
activities is.essentidl. =~

- [
~ . . a

Focus fn sdppert and intrinsic incentives. School staff need(
training and support to _plan staff development activities
effectively. This may lnulude training ia group process and
conflict resolution skills. )

Adequate resourdes and reinforcement strategies are ebsent1al
ahd distrigts shquld optimally use’ the expertise of%their own
staff. ., Although exterfal’ incentives such as recertificatiow
credgts’ dnd stipends have value, research has indicated that
intrinsic reinforcements are most benef tcial for long-lasting
change. As Lprtie (2975) indicateéd, teachers choose their
profgpsion becau39 of intrinsic rewards (relnforéement from
chzldren. etc.). :

Value of 4£)Geties ol staff éeveLqpmenf activities. Types of’

. staff development activities are innumeruable, ranging from
s .

’ w
T

¢
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' peer consultgtia: to lecture. The critical variable is that

distifcts systematically link each activity fo others and

provide for appropriijte debriefing and sharing experiences.

Importance of cost=efficient models of rural staff develop-

ment: Rural schools cannot afford specialized staff to

assist in many legislated or rapid technological changes.

Nor can they afford to purchase adequate professional and

curricular resources in theése areas.” It is imperative

that well planned cosrt-effective strategies be employed

in districts with scarce resources.

.

Rural models for ryral schools. Many urban inservice models .
have been implemented in ‘rural schools without realization of
unique rurah'subCultural needs, problems, culture, and valu-s,
This approach has typlcel}y insured failure or at beSt only

v .short-term adoption of any innovation. .

/

' ﬂ Description of Effective Procesges for Rural Districts
N\

The processes described below employed staff development as a\Voh}cle

’

for systemic change in rural districts. Each process involved inter- and
- . v

intra-school levels as well as r(ral communities. .

Each district éarefulﬂy assessed needs, set goals; agd planned acti-
, .

vities congrdent with local culrure and value systems. Multiple indentiﬁés /

were incorporated. .

\

- . . v A
Planning -regarding target populations incorporated the following be-~

liefs about compositions of scheol systems. The vast majority (807%) of o
- -
most organizations coqigiy of persons who are relatively "statug quo' ori- (

. . . [ * N
ented and generally watch informal or formal organizational leaders for ,
- .

. cues Eégarding enthusiiasm about and pacing of work activities. ,Another

10% of most org¥pisations consists of individuals - who are self~directed
3
and enthusfastic. Such individuals tind to create growth opportunities

vhen they arg .ot present.‘ The remaining 10% of most organizations typi-

-

cally consists of individuals who not only go not care to be involved in

professiodal growth oceportunities, byt, more importantly, freqiently in-

hibit involvement of other lndvviduaIG{

| 7
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Given scarce resources, the rural districts described hereiﬁ/?gzksod

the majority of their planning and aetiyitios on the 107 _of the staff who
[ N - - ‘

were most highly motivated toward prowth wpportunities, feeling - that these

)
’ - .

individuals would provide formal and informal lﬂdderéhipvfor the 307 who
~ . .

., were assessiag the organizational climate. Howevet, district pe rsonnel

a

kiso attempted to change negative attitudes of the lower 10% of the orga- .

N .

nization's staff where possible, or aa,leaQt to pacify them to the extent

that they did not inhibit other

. °

~
individuals from being involwved *in staff

' \
.

»

devgl?pmént processes., Proced: - for doing so ranged from intellectual

discussions to 'co-oping" g%caic trant individnals by pubTlicly involving ‘

.

them with the project in staff developments activities.

The succesgful models deseribed below also incorporited staging

.

small-gcale pilot efforts, arranging for tﬁe.individuals involved to ex-

’

perience success with those efforts, and exploiting rural community

&
grapevines about effective strategies and processes.
. i P

Ownership was established in each process by securing planning input-

bl Y -
“from persons at all levels and within all disciplines—of the organization.:

Admimistrators were sup$prtive but also integrally involved in staff de-

Al
velopment processes as were scheol board mem;:>§\\parents, and other com-

munity members. @ ' -

* o In comsonance with staff development lites.ature,' each program was
‘ developed by Jacal Adistrict commlttees; uSlng‘p;Oblem—Qolving approaches,
L " Outside consultati;nwanh technical assistance was sometimes used in do -
‘ veloRiné Process compoﬁgﬁis. , .
Model A | ‘ :
&hisﬁp;oject es tablished a management model al ng members of thé \
district to develop ;nd imp{em;nt strategies creating growth-promoting
interaction among staff, students, and others who would influencé all
o f | T .
| 8
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L] « ., .
children, including the handicappéd child in“the least restrictive edu-

‘.
cational setting. The management structure consisted of three organiza-
-t

' 4 .

tional entities. - ) . ~ g

v oA
3

v 1. The aliministrative or management team initiated the model and -

.
.

was responsible fer supportfng systemic staff development proérams.

This team was composed of principals from each school buildigg in

the district, the superintendent and assistant superintendent, and )

-

the director of special education (if present 1n a particular dis-

. ‘

trict). The team first agreed on goals consistent with the individual
hd ‘ . »

- .

district’s needs assessment and created a Structure similar to that

-l v v !

described below (the core team and building-based teams). The manage-
rd
- A ;
> ’ .
ment team also established differentiated roles for the core-team and
4 A} -

school-based ‘teams as outlimed below. = '

1) ~

. N

- . 2. The district-wide or core team was responsible for all district
z\ staff development activities including the following specific areas:

a. Assistance with reduction of work place stress through
monitoring of needs assessment and facilftating fulfill- \

ment of teacher and student needs. .
."\ < N ! 2 .
. b.  Continued development of district-wide communications )
. v ‘
c. Identifying needs and applying for continued funding
to support district inservice efforts .
. ~ ‘ ~ - ¢
<. Insuring that project activities were cansistent with
state and federal policies and regulations {

' L]

e. Creating linkages with other districts and state and -
federal projects to identify resources available to
the particular district's project :

o ’

f. Providing for special interest groups by developing
and/or approving staff development plans for such
. groups as were not considered part of any given
) school butlding (bys drivers, secretaries, custodians,
cafeterls workers, itinerant percornei, etc.)’ -

. ~
A ~
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5. Developing procedures for distribution of resources \
(monptary if available and other resources) and de-
termining amounts of finds to be,retained for disgrict -
level and ;pecial interest grgup statf dvvoloPmont

h. Abnrtorlng project budget (if oyssfent) and use
of funds distributed by core team ‘
i. Fvaluating staff development planb of each huild1ny
* based cadre . .
\ - v j . s . . P
i Determining procedures gfor pbaluating individual
teacher,statf development plans

-
-
.

k. Developing, and conducting evalditiods of district
and community-wide inservice activities.

N .
. «
-
/ »

[

1

core team was ically ¢ osed “of regular and special education
p QRPOs ¢ g P

’

teahhers, onge or more building principals, @ school board mewber, thu.

1)

. . v
superinté¢éndent, the direct~r of special education (if existent), and

a parent of 1 special educ=tion child. Representation from each schaol

-~ ¢

was assured. \ _ A
3. Building-based teacher assistance teams. These cadres included
» 4 s
,the building pri&t?bal, at least one special educator, two or more . ‘

regular educators, and counselors or other support~gtaff. Lt

The school~based TAT- typitally had the following respons{hilities:

-
Monitoring building level inservice activities and any availéhle -
building level inservice budget . .

' ] .
JDefeemining building needs and developing relevant’proposals .
to meet such needs !

Developing angl implenw«nting a system for 5upporting'tndividuél
statf development activities .,
.
Assistins staff, substitute teachers, parents, and community
voluntgers to work as effective members of the educational
team i - . )
Examining alternatives to improve teacher skills s . \\\
Functioning as a pver-problom;solving $rOID
_ a“:' -,
o . . )

- M}




v . . v

< - o 9

. ’ b - . . * q . . -
*7.  WUsing problemssolving skills to resolve classroom

' . concerns by didentifying, developimg, and adapting
‘ . curricualum methods and resources at the buildiﬁg leve!l
e , 3 . ’
3. sgisti

Assisting the community in understandiny -more clearly
the needs of handicapped childrea .
/
9. Identifying staff develcpment resources and maklng
© referral to such resources g ] B} )

The coxe and TAT cadres, jrelated te the d15tr1ct management team through
the adﬁ*nlstratorq on the core team and the principals on each TAT. The , -

orgariizational structure for this systemic change process is 111u4tr4t9d
below. .

»
.
. v s

N

~

*School Board e o0 )
/o .
Superintendent e e e .
" / * . ; +Resources (Media, Materialg.
Minagement Team e ) Consultants, etc.)
/ . .

Federal & State Mandates &

Core Teém

/ 3 / ) | -/ 0 /
TAT Cadre TAT Cadre ?AT Cadre ... (all School
‘ ) . S ‘ . buildings)
.I ) Figure 1. ani

Organizational structure of systemic change process
1

e
WU

Teacher Assistance Te%ys (TaTs) facilitated m?:tiqg identified educa-

tional heods of childpen‘throuﬁh school hased pfanning. ~This included in- \
' [ - . . ’

PSS

|
4 .
volvement of TAT members with glassroom teachers to resolve the concerns

. of special needs childreh. The TATs providea tedchers and supporting. per-

»

»

sonnel oppoxtunities to explore elucatiomal altérnatives through visitation
. 5 ‘ ] \ .
and consultation. = | . "' M

, X /

Programs and resources at the building level were negottatéd by TAT

<

members where appropriate with thpe core ‘team. FKach building also’ negotit®
~

. , oo
ated for any available core tear funds by ectablishing needs and identi-

> * af

fying best methods of wéetinp identifiecd neels. .

e . | BT ST "

o
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ages for contiruous individual Qrofessibnal growth and district-wide com-

¢ " ‘ ®
v

\
.
. ¢ . f . , - -~

. . . \ roe

. L : , . . 10

'/ . . . ..
ﬂltimately, an ongoing insorv}ce Erainlng program was established™
‘ ' ¢ * "

in each building within the d}striét. Involvvmong of «the entire 'statf of »

. R . - ® '
smaller schools and of many community members tacilitated real ownership
e . 'f . ' Ny 2o 'y
at the local lgvél of projects desigred to meet” local ,needs, *This owner- .
N - . ,r P

ship and the coordinated attempts of buildings to solve their own}groﬁlems X
. ' \ . . \
-~ - . - ) \ R

consistent with district-wide”approaches facilitated systemic change. The

' \ . LD AN

core team was able to'fdentiﬁy common distrigr needs and prevent duplica- . .

tion of imservice efforts. Occasional district-wide meetings of alll TATs

.
]

as, well as, ofner inter-school gnd teacher-teacher interfaces created link-

. a B

munic%ﬁion as well as cons istenty of b{gfesees.

L] L] ?

«

A requirement that individual teachers supported in any way (release

time, funding, etc.) by the TAT or™wre committees share learnings with

other teachers also facilitated system-wide change and growth. Minutes

of the district .core committee were -disseminated to all interested teachers

to facilitate commufiication. . N | -

o . \

<L . ' ' . A . . .
Considerable training was nernq?dry before initiation and during im- - -~

[N

plemﬂh{atiop of these concepts. Traiﬁ}ng needs variv{ from district tp

\ . v
. .

* ~( v'
district. Some Wistricts required rudimentary trainin% reghrding decision- 7
v ~— . . \ \ \
making and ¢onflict resolution strategies, parliamentarx procedure, or -
L s B

. * . . : . ‘\.
minute-taking anﬁ reporting. . . - A
.» A district-wide retreat-was held ip the districts as\part of the pro-
~ . i

ject's initiation.- The goal of the retreat was to establish understanding
« y \ A4 . I3 |
of the model to be fnitiated; ton increase cooperation and collaboration

among'individuals, schools, and within the central office; to train staff
\ ) -
for the team build&ng process; and to’resolve Interpersongl and interpro-
, ! )

v

fessional hidden agendae. It was critical that tho'managmnedf team have

v -

. ) | i2 -




% LY -
. * ° , ’
T A\g .A‘ ’11
. [ r
. previgusly set ground’ rules and that staff be informed of those ground
— Ny : R . . -

rules during the retreat. (For example, defining paraméters of. accgptabLe 2
staff development activities -and establishing guidelines for a;location.uf
‘ Seandiso o
"7 de€ision-making authority.), .The coretea also participated in a round
) . , \/-'-‘:-'- M v
.+of open de¢ision making during the retreat so that the TATs could observe ¢

the core grédp's processes and have a true picture of its functioning, ’ . A

- ~ .

- : . Others. qecur,éd s’Ril‘l trai’nir_’lggcegarainé neg{atiati'ng with peals;
A -~ 4 . .
I V'] . N
me thods of staff deve%opmeni planning; establishing resource networks

e

. within- their buijdingsi clarifyiné participant roleé} techniques for . '
. -mdfivating_peers; evaluation pracedures; and team’development skills,
. . ) , + ) .
Common proBLems to preclude were (1) closed decision making based
Q‘_, @ N . k4 . 1’ ]
on feﬁrs of peer reprisal yet debilitative of trust levels'¥;d (2) ini-
o . .

tiation of cumbersome decision-making. processes including h%avy paperwork.

# : 4 Ll
— The core groups and TATs were trained 4o emphasize coordination versus
- .

. ’ KA

. L
* administrative functions and developed skills to equitably foster indivi-
4 - '

,os ] ) .
R dua&"a;i scheol building gtaff development proposél&d As the goal pf the

- “

) TAFs was' to function as a true gssistance team, it was important for their
) ]

<

members to continué~to focus upon facilitative processes. ' ,

14 . 1
A -

b~ The st:afegios described above have emphasized skill development at

\ the district and huilding levels in the areas of needs assessment, goal‘

- o
n

~ setting, effective staff development procedures for rural areas, and moni-

torfng‘systens interrelating needs assessment,.program planning, and evalu-

e

ation. The TAT structure was counsistent with research indicating that an“

- » -
- 4 "~ N S -

individual school building is-the‘most yiable unit for change and improve-

t -
-

ment. . o ] ' -
N j - v
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At the same time, the entire model within each district was based on

¢ .

‘individualizing inservice models €or particular district and building

rs

: : subcultures. ~ L’ ‘ T ) \
. . ) [ ] ' * i "
- ' Model B .
1. -Iaitdiating a M:magmen.t Information System to optimize ~chool and '

community resources \

. R . 4

<A com;)rehensive Management Informgtion System (MIS) to optimize school

)l

and community resoureces and .efforts to implement special education mandates
3

in ways bené.icial to all students was ir}itiéted within individual schools/
e . .
total districts, Processes used in initiating the MIS are briefly described

<

’ .
v below: - . '
_ - . .
! ) A. Y Conduct ing a needs assessment at the total school and o
. individual classroom level, using processes that relate
.« ‘ ‘ assessed needs ta prucrcam planning and evaluation pro-
. . cedures.
.- . . o, -
- IV 4 .
. \B. Conducting a resource sutvey of all school pergonnel,
~ - listing skills and competencies that may be shared with

‘others and/or used with children with educationgl prob-
lems. Community and parent data are included in the MIS

v Qa ta base.

C. +«Yi3 a manual card sorting or a computerized retrigval sys-
* tem, linking identified resgurces and needs. Wherever pos -
sible, relating respurces tO'IEPs and to identified needs
of individual non-handicapped students. (For example,
linking one teacher o needs to see an effective demon-
stration of Task Analysis and implementation of Applied
J * Behavioral Analys is with another teacher who uses these
skills frequently and effectively with handicapped and
non-handicapped students. Facilitating this interchange
bx using a retired teacher, a parent volunteer, and/or an
§ unemployed certifjied steacher tormanage the former teacher's
: classroom while he observes the latter.) ' -

14

». Asking school person‘xie]-ar;d community volunteers their

. . patrticular areas of expertise which can be shared with
e - others is a complimentary approach, building favorable
* attitudes of those groups toward sghool leadership per-

sonnel.  Simultaneously, an evolving foundat Lon ()f_s“{’\Oo]
;‘resourcm'is established Whilch is easily evaluated.

Y

% - % 14
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'

In some districts, the MIS was linked with the coYe team and TATs to

facilitate their linking identified needs and resources. Inservice train-
ing thus used }ocalvresources as much as possible. More importantly, this

cost-efficient systgh was used to temporarily renlace the classroom teacher

while he or she learned Fnother skill. N .

N ’

This system created optimal community-school interfaces and facili-

tated design of creative ‘inservice programs at the local level, identify-
’4

»

ing personnel resources which were brought to bear on individual educational

‘dilemmas. (E.g., discovering that a geverely cerebral "palsied child was to

attend school on an island haviag only one special education teacher trained »

' A -

in learning disabilities.) One district instituted the MIS as a permanent
system of ﬁfloat@ng substitutes."

The MIS concept was optimally used on a region-wide basis, although

.

sof tware can be gasily develoﬁ»&’for individual schools and their consti-
,

tuents. N »

I

Some districts implementé&d the MIS concept-+in segmpatq. I.e., begin-

»>

hing with listings of available unemployed certified or retired teachers

’1

and gradually enlarging to include other community resources. Some dis-
tricts involved high schopl students engaged in computer science courses -

and programming in retrieving information for the MIS and some have in-

“

volved local business personnel. ®
Ve )

Uses have ranged from scheduling two to three study periods in common

o

-

or organizing group assemblies or mini-courses for students so that a rela-

’

tively large group of teacher§ d be released for staff development oppor-

tunities involving entire communities in school staff development efforts.

»
v




a

Rescurces were cataloguedtfiné}uding audiovisual, media,, féhcﬁer‘aides

1
~ . - £
and tutors. facilities, and professional materiakls: Tedchers Were trained
. , ¢ w
. .

to locate, adapt or write computer programé for their individual use,

The systems were also used for data storage such as recording fre-’

quencies, of formal contacts (communication }nmfovementé) be tween regnlar'

v - »
and special educators or numbers of parent education efforts.

Districts instituted training and sereening procedures where needed

3

for volunteers to be used in the ¢lassrooms so that both the school and

- the volunteers felt comfortable with thei?‘:otating;responsibilities. T

. .
[ 1 -

Model C . ) .t -

2

lrainer-gf-Trainers Approach

This model was used on district—specific and statewide' bases. . Per-

b +
\

sons trained to function as brocess facilitators in local districts in-
' /- oy U :
cluded LEA, university, state education*agency, and, regional resource
ks . :

sysiem or network personnel, These personnel were trained to support

staff development effor{s)with LEA éyétem‘}vla a pfocnssttonSultation

Kl

‘model. o ) ot
N\ The gr0ups focused on team development ar&:mtera" collaboration

~

internally before working with target diétricts. Céteful planning resulted
a . .

in the 1nc1uslon of team memhers with both positional and personal (leglti—

qﬁted) influence to optimally develop ownership and commitment., Extensive

school communlcation and feedback systems with staffs/}school boards, and

communities were extensive ‘as cadres of multi- disciplinary and interagency

~

personnel cellaborated with local districts attempting to establish effec-

tive staff developheni programs. All trainer cadres involved in the

-
a

trainer of trainers model periodi¢a11y pééticipated }n.contral meetings

N % s
-

- ¥




.. * - N
. .
M ’ "o ? ’ <! “ 1‘
. . \ .

to (1) refresh thejr skills, (2) eﬁgége in peer préblem—solving, and (3)
reinforce the groyp's priority of enﬁancihg lécay district %?pacities via

the process censultation versus expert ar "medical consultation model.
. *

- -
N - - . .
> .

Summary . ‘ ‘ ,’ ' \ '

Rural school literature haS'éenerally exprés@?d'tﬁe need to find al-
ternativeé\which ;;F not ideal but whicﬁ'ﬁopefuliy‘will suffice. These
models stem from value systems empha;izing (1) identification, of resources
as -well as needs, (2} énvironmeﬂgal monitoriné éf“the local culture of‘a

particuiar district angl community subculture, and (3) identification of-

o .

creative altermatives for use in Phe speeifgg dis;rict, analyzing effec-
+
. . , Y
tiveness as well as cost-efficiency. . «

- N
. e . . - . ’
. ) M

.
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