APPROVED Rockvil l e, Maryl and
25-1994 May 16, 1994

The Board of Education of Mntgonery County nmet in special
session at the Carver Educational Services Center, Rockville,
Maryl and, on Monday, May 16, 1994, at 7:30 p.m

ROLL CALL Present: M's. Carol Fanconi, President
in the Chair
St ephen Abrans
Carri e Baker
Frances Brenneman
Al an Cheung
Blair G Ew ng
Beatrice Gordon
Ana Sol Cutierrez

w -

SSSVIES
7T :

Absent : None

O hers Present: Dr. Paul L. Vance, Superintendent
Ms. Katheryn W Genberling, Deputy
Dr. H Philip Rohr, Deputy
M. Thomas S. Fess, Parlianentarian
Ms. Wendy Converse, Board Menber-el ect

RESOLUTI ON NO. 340-94 Re: BOARD AGENDA - MAY 16, 1994

On recommendation of the superintendent and on notion of Ms.
Gordon seconded by Ms. CGutierrez, the follow ng resol uti on was
adopt ed unani nousl y:

Resol ved, That the Board of Education approve its agenda for My
16, 1994.

Re: DI SCUSSI ON OF EMPLOYEE TRAI NI NG
( STAFF DEVELOPMENT)

Dr. Vance stated that this evening' s discussion focused on the
Board's Action Area of Enployee Training. This was an area in
whi ch there had been dramatic change in recent years as a result
of the restructuring of the central adm nistration that
elimnated the centralized Departnent of Staff Devel opnent and as
aresult of a shift to a nore localized inplenentation of direct
training for school -based and departnent-based area. The area of
enpl oyee training remained a critical area for the Board's
consideration. They knew that the rapid pace of program and
technol ogi cal transformation wthin the school system would
require greater and greater efforts to prepare staff in new ways
of thinking and doing their jobs. All enployees faced new
expectations, new responsibilities, and new nmeasures of
accountability. At the sane tine, just as they were becom ng
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aware of the distinct differences in the |earning styles of
students, they were becom ng aware there were varied | earning
styles for enployees. This was a greater challenge for the
organi zation to train enployees for the changes required.

Dr. Vance observed that they were at a di sadvantage when it cane
to teaching their enployees. For an educational system priding
itself on having one of the finest instructional prograns for
children in the United States, they had an extrenely limted
training programfor adults working for the school system They
di d not have the appropriate resources to do otherwi se. Mich of
the training now received by staff was in the form of
decentralized prograns initiated and directed at the |ocal |evel.

The Systemw de Training Unit and the School |nprovenent Training
Unit handl ed distinct areas of inportant systemm de
responsibility that built upon the initiatives of |ocal schools
and departnents. MCPS did three kinds of training. The first
was training based on |ocal school initiatives, the second was
trai ni ng based on school systeminitiatives, and the third was
training required by local, state, and federal mandates. Toni ght
t hey woul d focus on systemw de training efforts and how | ocal
school s received and utilized their own funds. There was
considerable research in the literature on nodels of staff

devel opnment that guided them They knew there were four major

i ssues that continued to need their on-going attention. The
first was coaching and nentoring anong enpl oyees, the second was
the use of technol ogy as part of the gl obal access initiative,
the third was finding and securing training facilities that were
appropriate for specific programand technol ogy requirenents, and
the fourth was their busy schedul es and overwor ked educati onal
platter. The busy schedule allowed very little opportunity to
enpl oyees for their own professional devel opnment.

Dr. Joseph Villani, associate superintendent, stated that each
associ ate superintendent would give a brief overview of training
inrelation to his or her own unit. Each of them had a
responsibility for training and would explain how they did
training. Wen they went to the decentralized nodel, they went
with a nodel that attenpted to recognize and energize the
tremendous talent they had in the | ocal schools and in their
offices. Instead of training being directed fromthe central

of fice, their nodel provided coaching, support, and structuring
for schools and offices to do their own training. It was based
on the belief that the best training was that to which the unit
had comm t nent.

Dr. Villani stated that within OPD in addition to the Schoo

| mprovenent Training Unit staff they had extensive training
carried out by that staff responsible for all the academ c areas,
the community and staff support area, and nedia and technol ogy.
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Everyone in his unit at sonme tine during the year did training
because they had to provide training to inplenent prograns.

Dr. Elfreda Massie, associate superintendent, commented that a
ot of the training they did stemmed fromlocal, state, and
federal mandates as well as fromlocal school inprovenent plans
and systemmi de priorities. Sone of the topics included basic
reading skills, Americans with Disabilities, safety and security,
first aid, special education initiatives, supervisory skills,
gender equity, and cultural diversity. They worked with al
groups of enpl oyees because sone of the training was targeted for
supporting services, sone for student teachers, sone for people
aspiring to be admnistrators, and sonme for teacher groups. Both
units managed processes to support credit and non-credit
training, course reinbursenent, student teacher placenent,

i nternshi ps, and partnerships wth universities. They were also
actively involved with interagency training through the county
governnments and with universities and businesses. |n addition,

t hey had a teacher education center functioning through the

Uni versity of Maryl and.

Dr. Hi awat ha Fountain, associate superintendent, stated that
Special and Alternative Education had worked closely with the
State Departnent of Education and the federal governnent on new
initiatives and new |laws. This past year they had been doing a

| ot of work around | east restrictive environnent. In February
they had offered LRE training to the all building adm nistrators,
and 57 adm ni strators took advantage of the training. They
offered training in ADD, ADHD, the revised policy, ADA, 504, and
SED.

Dr. Phinnize Fisher, associate superintendent, reported that this
was their second year of working to put a plan together on school
i nprovenents plans. The schools focused on priorities for the
year based on their analysis of data, and their plans were turned
into the Ofice of School Adm nistration. OSA |ooked at the plan
and worked wth the staffs of Dr. Villani, Dr. Massie, and Dr.
Fountain to coll aborate on how the schools could use the noney
fromtheir training to select appropriate in-service. They had
provided the Board with informati on on the supports offered and
an exanpl e of a spending plan. The principals and the school

i nprovenent teans | ooked at what they wanted to buy and used
their noney to purchase substitutes, consultants, and ot her

needs. She had al so provided the Board with exanples of the
training. OSA went through every individual managenent plan to
determ ne the training needs, and a neeting was held to determ ne
the best way to deliver training to schools. They did the
training on a school basis, a cluster basis, and countyw de.

M's. Karolyn Rohr, coordinator of the Systemwmi de Training Unit,
stated that they were providing training on many priorities as
well as local, state, and federal |aws and nmandates. They did
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this through pre-service, in-service, |eadership and career

devel opnment, and university and busi ness partnerships. She

of fered an exanple of the training they did. |If Board nenbers
went to a school they would see a bus driver who had just

conpl eted trai ning about Success for Every Student. They m ght
see a security assistant who had just conpleted a training
programin non-violent crisis intervention and earlier in the
year first aid/CPR training. The school secretary had just
finished a training programin conputerized financial nmanagenent
as well as a programon tel ephone skills. On weekends that
secretary m ght take classes at a nearby college for which she
received tuition reinbursenent. In the building they would see a
new t eacher who took nodules in the sumrer on curricul um and

cl assroom managenent and continued to take nodul es throughout the
year on interdisciplinary instruction. A veteran teacher was
continuing his education with a tel econference on attention
deficit disorder. He also was receiving tuition reinbursenent to
meet his recertification requirenents. The instructional
assistant worked part-tinme in the classroomand was in a program
to receive her master's in teaching and credentials as a teacher.
The buil ding services manager had recently taken a class in

eval uating the work performance of enployees. The Board woul d
meet the new principal who attended nonthly evening neetings with
ot her new principals. She also participated in on-going
net wor ki ng and probl em sol ving, and | ast nonth she attended an
A&S neeting which focused on sexual harassnent. At a staff
nmeeting, the entire staff would see a video on the Anericans with
Disabilities Act to hel p them understand the provisions of the
new | aw.

Ms. Carolyn Franklin, staff devel opnent specialist, explained
that she worked with support staff. There were 6,800 support
staff in MCPS working in 358 different job classifications.
These people ranged fromthose with entry level skills to those
with master's degrees; however, they all had one thing in common.
They needed training to be nore effective in their jobs. Many
peopl e worked their way up through the systemto find thensel ves
as supervisors needing training to | ead people, to get

comm tnents from people, and to nmake continuous inprovenent in
their work. MCPS did provide about six different prograns for
supervisory training. They also provided basic reading skills
for enployees. In the |ast eight years, 102 enpl oyees from 24
different job categories |earned how to read. They had

di scovered that nost people taking the training were parents of
children in MCPS.

Ms. Franklin commented that they worked with different units in
the system such as security, transportation, maintenance, and
food services to provide the training needed by those units.
They offered tuition reinbursenent of 50 percent for training
that was not offered by MCPS. She recogni zed the support staff
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in the audience who were attending the neeting to show their
support for training.

Ms. Rohr reported that since the fall of 1988 MCPS had been
involved in the creative initiatives in teacher education (ClTE)
a partnership with the University of Maryland. M. Marta Duarte
graduated fromthe second group in 1992, and she was now at
Cashell ES as a fifth grade teacher.

Ms. Duarte explained that CITE was initiated to increase the
cultural diversity of the teaching staff in the county. She had
been working as an instructional assistant when she | earned about
the program CITE hel ped her earn a master's degree in education
and allowed her to begin a new career in an el enentary school
classroom CITE allowed her the opportunity to apprentice with
an experienced teacher and to apply all the new strategies she
was | earning. This integration of classroom and academ c
experiences facilitated a fluent transition fromstudent to
teacher. It also offered a nmulticultural approach which was now
present in every aspect of her work.

Ms. Duarte said she also wanted to highlight the new teacher
training program The best coll ege programcould not prepare a
teacher for the nonent he or she was assigned a specific class.
For her, this was manageabl e thanks to the new teacher training
program They provided a week of training prior to the school
year as well as follow up neetings. These sessions offered
curriculumreview and brain-storm ng sessions for problem
solving. She had al so received training in Al DS/ Teachi ng and
Prevention and Fam ly Life. Through an arrangenent between
Trinity Coll ege and Cashell ES she had taken a MAC conputer
course. It was her firmbelief this training had contributed to
the quality of her work.

Ms. LaVerne Kinball, an elenmentary principal trainee at Burning
Tree ES, said the principal trainee programwas designed to
prepare people for the principalship. The on-the-job training
nodel was an excel |l ent one which enabl ed her to assune the
responsibilities and role of the principal. The program was

i ndividualized to neet her needs, and her principal worked with
her on a daily basis to assess her abilities and provide her with
i ncreased responsibilities. The second part of the training
program she |iked was the diversity which enabled her to increase
her network of professional contacts within the school system
The training for interns started in the summer and conti nued

t hroughout the school year. There was a supervisory team
consisting of high level adm nistrators who hel ped the trainees
anal yze and understand i ssues.

Ms. Kinball reported that she al so participated in other training
activities through A&S training including cluster neetings and
OSA neetings. The third aspect of the training programwas the
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opportunity to fly solo and run the school for a three-nonth
period. Wiile she was acting principal of Burning Tree, her
princi pal was al so engaged in professional growh opportunities
that woul d benefit himand the school. Finally, she felt that
because of the intensity of the programshe felt confident and
prepared to handl e the chall enges and demands of being a

princi pal in Montgonmery County.

Ms. Kitty Blunsack, coordinator of the School I nprovenent
Training Unit, stated that for two years her unit had been

col |l aborating with the office of Enriched and | nnovative
Instruction. This was a dissemnation effort to share the nagnet
program practices. She introduced Ms. Gayle Mdllet and Ms. Ruth
Ser nak.

Ms. Sernak acknow edged the efforts of teachers in the Blair
cluster magnets, the Richard Montgonery International

Baccal aureate Program the Poolesville G obal Ecol ogy Program
and the Einstein Visual Arts Center. She and Ms. Ml let had
approached this new type of training with sone key ideas in m nd.
They wanted to give teachers a chance to be in charge of their
own professional devel opnent, to be trained in a conference
setting, and to hear fromexperts in the field. They asked
magnet teachers and special programstaff to provide specific
effective practices, units, and prograns to non-magnet staff
menbers which could be replicated and regul ar schools. They were
al so asked to share extension and enrichnment activities for
gifted and talented students. They planned to have 11 different
conferences, but for this evening they would focus on the

el ementary conputer conference, the m ddl e school ecol ogy stream
study, and the best practices conferences for each level. A
total of 375 teachers were allocated professional |eave to attend
t hese conferences. All conferences were to provide in-depth
know edge, use and practice in four areas which included using

t echnol ogy, designing m nds-on/hands-on | earning activities,
maki ng i nterdisciplinary connections, and building a conmunity of
| ear ners.

Ms. Mllet reported that the first practice was using

technol ogy. At the high school |evel, they held three separate
all-day training sessions on the Internet which provided 74
teachers with the opportunity to access the information
super hi ghway. Blair magnet staff taught teachers to

t el ecommuni cate from school to school. The training introduced
teachers to an array of national and international resources
avai l able to them and their students.

At the elenmentary school |evel, the technol ogy focus extended the
use of the conputer beyond word processing. Over 100 teachers

and principals from26 elenentary schools attended the conference
at Pine Crest. Staff |earned about math/science probl em sol ving,
data anal ysis, new software avail able in MCPS, distance |earning,
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and tel ecommuni cating fromschool to school. The second area

whi ch was shared at every conference was sharing units and
activities for mnds-on/hands-on activities. The Takoma Park
magnet staff conducted an ecol ogy stream study training for 25
mat h and science teachers from 12 m ddl e schools. Teachers

coll ected and tested water and ot her sanples and then went back
to the classroomto use the conputer to analyze data. The third
area was the integration of curriculum because a maj or concern of
educati on was hel pi ng students nmake neani ngful connections with
the content they were learning. Staff from 13 m ddl e school s
participated in the m ddle school conference which highlighted

t he best magnet practices in integrating math and science. Staff
explored artifacts and primary docunents, they build robots, and
they constructed foil boats. Staff left this conference with
interdisciplinary | essons fromthe magnet and I B prograns to use
in their classroons, enrichnent activities, art and creative
witing, and history and literature.

Ms. Mllet said that | ooking at the report for America 2000 and
recogni zing the need for people to be able to work

col | aboratively, they wanted to plan training that reduced
teacher isolation and increased shared learning. They wanted to
create a community of learners, and they built in tinme for
teachers to share and network with each other, and this was the
nunber one comment they received fromteachers when the program
was eval uated. They highlighted MCPS partnerships with |ocal
busi nesses and universities, and they encouraged teachers to use
magnet and special programstaff as contacts and resources. The
t eachers appreciated the technol ogy training, the m nds-on/hands-
on activities, integrated |lessons and units to take back to the
cl assroom and the tine to network with each other.

In addition to the best practices activities, they held five-day
summer training for mddle school interdisciplinary teanms. They
di ssem nated 25 ready-to-use interdisciplinary units to the

m ddl e schools. They trained principal focus groups on how to
support interdisciplinary teans and how to observe and coach
teachers in the practice of differentiation. They di ssem nated
12 ecol ogy stream study packets which had been prepared by
participants. They also provided training for the m ddle school
mat h t eam coaches.

For next year, they planned to offer additional best practices
conferences. They were planning a Saturday conference to

di ssem nate effective non-nmagnet school practices, and they hoped
to include coll eagues fromsurrounding counties. Finally they
woul d be getting into video and cable tel evision productions.

Ms. Bl unsack introduced M. Jay Headman, principal of Churchill
H gh School, a naster teacher, a naster |earner, and a master
principal. M. Headman commented that even though the
restructured training programhad neant nore work for the | ocal
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staff, he supported the concept. He believed that staff training
prograns shoul d be school focused, be on-going, provide sonething
practical, and have foll ow ups and support.

M . Headman stated that during the past two years his staff had
been provided with many different forns of training. This
eveni ng he would focus on training in D nmensions of Learning,
specifically D nension five, productive habits of mnd. Most of
their funds had gone to this training for substitutes to allow
teachers to be trained. Last year he and two resource teachers
had attending a training workshop, and after that the three of
themran a hal f-day in-service programon D nensions of Learning.
This was followed up at their next in-service day which was run
by staff trainers. The second workshop was different because his
staff let himknow that the first programdid not provide them

wi th enough practical ideals and strategies. They wanted
training frompeople with nore expertise. This year they had
changed the format so that 10-15 teachers would participate in a
full -day workshop where they could create | esson plans. A nonth
|ater they had a followup neeting wwth the teachers. They had
al ready run three workshops this year and planned to conplete the
training for all their teachers by the end of next year. There
woul d be a workshop for resource teachers and adm nistrators this
sumer so that during classroom observations they would be able
to foster the use of the strategies teachers had | earned. This
hel ped with their school plan for next year with its focus on
technol ogy. Ms. Blunmsack had been working with themto establish
a kick-off neeting in August and training for the next school
year. He supported the restructured staff devel opnent program
because it gave schools the opportunity to focus its training on
school needs.

Ms. Blunsack introduced Ms. Kathy Brake, principal of Washington
Grove ES, and Ms. Sue McGregor, training specialist. She
expl ai ned that they woul d have a kick-off for all the technol ogy
prot otype schools so that all schools would have the sane
training. She also introduced Dr. Mary Helen Smth, director of
t he Departnent of Student, Community, and Staff Support, and Dr.
Benjamn Marlin, director, school adm nistration.

Ms. Brake said she would be tal king about the training specialist
inthe role of consultant. Principals could use the speciali st
as a soundi ng board and as soneone who would | ook at their data
and help focus priorities, objectives, and resources. It hel ped
to have soneone who was know edgeabl e about the school nmanagenent
pl an and who could see a variety of effective training nodels
being i npl enented in other schools. As she becane nore settled
in her role of principal, she wanted to increase the

ef fectiveness of her own school staff devel opnent commttee. The
School I nprovenent Training Unit invited her conmttee to a
three-day training session in June where her staff would |earn
about effective training designs for use with adult |earners.
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She was interested in exam ning creative ways to inplenent her
school inprovenent plan. She was | ooking at peer coaching as a
technique to inprove the use of technology in her building. Next
year a training specialist would work with pairs of teachers to
enhance their collaboration skills and bring about positive
changes in technology in the classroom M. MG egor was al so
working with the Gaithersburg cluster schools to design cluster-
wide training. M. Brake felt they were fortunate to have M.
McG egor to coordinate that training concept.

Ms. McGegor reported that the School |nprovenent Training Unit
used a nodel where the training specialist worked with a cluster
of schools. This year she had worked on several different
cluster-wide training events. For several years the Gaithersburg
cluster had had a common vision for its students and cl uster-w de
goal s based on data received fromtheir m ddl e and hi gh school s.
This year the principals wanted cluster-wide training in math for
the el enentary teachers to culmnate their two-year invol venent
in the math content connections prograns. The principals wanted
a national speaker followed by grade | evel worksessions. Each
princi pal provided substitute tinme of one-half day for a teacher
representative to neet with her. At that neeting they devel oped
a year-long project which focused teacher instruction on
connecting math with other curricular areas. A nationally known
speaker and aut hor from Boston University spoke to the assenbl ed
teachers about math connections. After the speaker, grade |evel
teachers nmet and shared the units they had devel oped.

Ms. McGregor said she had al so worked with another cluster on
mat h, but here the topic was nore open ended. The principals
wanted to increase the comruni cati on between upper elenentary and
m ddl e school math teachers, and they wanted to neet the
expressed needs of teachers during any cluster-w de training.

She worked wth representatives fromeach school, gathered data,
and designed the training. The training incorporated the request
of teachers to have tinme to exam ne and copy effective ideas.

Ms. MG egor commented that there were several challenges in

| arge scale training. The first was finding a facility that
coul d accommopdate 200 to 400 people and their cars. Schools had
to allocate some of their staff devel opnent funds for the
sessions, and these funds m ght be used to pay a speaker or
provide materials for participants. There needed to be
coordination wth other academ c departnents. Soneone had to
coordinate this whole process by finding a facility, arrange for
the set-up, wite the confirm ng nenos, develop the tinelines for
the principals to share with their staffs, arrange for speakers,
train grade level facilitators, oversee registration and

eval uation procedures, and conpile the feedback to assure that
future training continued to reflect the needs of teachers.
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Dr. Smth stated that there were several chall enges they had
identified wwth their new staff devel opnent efforts. One of the
ones was the facility issue. They had many different training
prograns ranging from hour-1long neetings wth | arge nunbers of
participants to nultiple day trainings. |n Septenber they had
identified over 1700 neetings or trainings that would be taking
pl ace during the course of the school year. They used the
University of Maryland at Shady G ove and Johns Hopki ns
frequently. They used the Smth Center, conmmunity centers,
school auditoriuns, school cafeterias, school classroons, and
meeting roons at business and industry sites. The ideal would be
to have a dedicated training site, but the problemwas that the
school popul ation was growi ng and space was needed to house

st udent s.

Dr. Marlin said he would like to tal k about hel ping

adm nistrators deal with their changing roles. |In the last four
or five years the changes had been nonunental w th downsi zi ng.
He suggested they needed to devel op training on managi ng change
because the system had not | ooked into this. They had coaching
now as a neans of dealing with the role of principal, but if the
coaching were not effective they were conpoundi ng i gnorance. He
t hought that the idea of using sumers for training was very
effective because people did not have to worry about what was
happeni ng back in the school. He recalled that they used to do
retreats off-site, and while this was expensive he thought they
shoul d explore this again because people were nore relaxed in

t hat at nosphere.

Dr. Marlin thought they should be |ooking at offering voluntary

semnars to share ideas. |If they shared ideas, when peopl e went
back to their schools they did not feel they were the "l one
ranger." This was a very challenging tinme, and principals were

expected to do nore. He suggested they | ook at what they were
doi ng and how they were doing in regards to ti me managenent and
what the expectations were at all levels of the school system

Dr. Smth stated that another chall enge was expandi ng the use of
technol ogy to extend the inpact of training. They were now using
cable television as a vehicle to provide training. They had a
program cal |l ed, "Teacher to Teacher," that was broadcast once a
month. This programran during a tinme when schools could use it
as part of a staff neeting. They had done shows on preparing for
MSPAP, parent/teacher conferences, school inprovenent managenent
pl an, and other tinely topics. The tapes of these neetings could
al so be used at a staff neeting during the course of the year.

Dr. Smth reported that they were using technol ogy for sonething
call ed a consultant showase. People cane in and did a 15- to
20-m nute informati on session on video tape, and schools could
sel ect a speaker or trainer fromthese videos. Dr. Smth said
their challenge was to becone nore and nore able to use that
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technol ogy so that they could provide nore information to schools
inatinely fashion as well as provide nodels for how to use the
technol ogy. She noted that nationally alnbst one in five
teachers was 50 or over, and these individuals did not grow up

wi th technol ogy. She had found out that MCPS had a | arge nunber
of teachers in the one to eight years experience and anot her

| arge group with 20 to 26 years of experience, and the kinds of
training these people were very different.

Dr. Marlin stated that they did a lot of training during the
school day by using substitutes. He thought they needed to
continue on that vein of the think tank idea of staff comng in
and brain stormng. They knew MCPS woul d not get any additiona
funds for training and would have to be creative wth the funds
they had. They could go back to a full day of in-service as
opposed to the half day. A creative thing to do would be to set
aside tinme for teachers to shadow a student and foll ow that
child s schedule. When this had been done, staff nenbers had
come back with lots of ideas. This did not cost a | ot of noney
and was nost effective. They could exchange staff across grade
| evel s and take an elenmentary teacher to the mddle school for a
day or two and the m ddl e school teacher to the elenentary
school. |If a teacher had always been a ninth grade teacher, he
or she could nove up a grade and teach sonething el se. These
were qui ck ways of getting a snapshot of what was going on. This
woul d bring on other needs for in-service and training. A |lot of
school s were now devoting a half hour of in-service at every
staff neeting to share ideas. This was nost effective and, once
again, did not cost a |lot of noney. He thought they needed to
get people together who were willing to be creative and think
differently.

M's. Fanconi thanked the staff for a fascinating presentation.
She wi shed that Board nenbers could attend sone of the training
sessi ons.

Ms. Gordon al so thanked staff for an excellent presentation.

She was pleased to see there were so many different Kkinds of
training going on, and there seened to be a nuch nore concerted
effort to work together. She and Ms. Brenneman had raised the

i ssue of supporting services training. She was pleased to see so
many people in the audi ence who had received training, but she
still had sone concerns about the staff training at the | ocal
schools. This training was frequently done in half-day session
or perhaps at a staff neeting afterschool, and frequently
supporting services enployees worked part-tinme and were not there
when the training was being offered. She asked how this was
bei ng addressed in the local schools. 1In several of the handouts
the Board received, there was an indication that the training was
for all staff, and she would like to know what was neant by "all"
staff.
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Dr. Fisher replied that for instructional assistants they had
nodul es, and begi nning this sumer they woul d be attendi ng week-
| ong nodul es on interdisciplinary instruction. They were al so
including the Chapter 1 assistants in this training. For the
instructional support, if these people could not be included in
the training during the school day, they would be provided with
special training in the sumer.

Ms. Gordon noted that they were | ooking at the nodel where they
trained trainers who went into the building in a collaborative
effort; however, if they were doing that at a tinme when part of
staff was not available for training, this was not truly a

col l aborative effort. She pointed out that a trenendous anobunt
of noney was spent on substitute tinme, and perhaps they needed to
| ook at substitute time for supporting services staff or sone
nmodel that would allow themto partici pate when everyone el se on
the staff was receiving training. Dr. Fisher replied that they
woul d be focusing on this next.

M's. Brenneman thought staff had nade a very good presentation.
She heard what they said they were doing, but when she asked a
bus driver about training, he did not know anythi ng about
training. The sane thing was true of the secretaries she had
talked to. She did not know how systematic training efforts
wer e.

M's. Brenneman had heard about di ssem nation of the |essons

| earned fromthe magnets and the hope that this training would be
taken back to the schools. She asked about the effectiveness of
trai ning and how they knew the training was carried on in the

cl assroons. She asked whether this was the nost effective way of
training staff. Was cable television an effective way? How did
t hey know what was working and if teachers were using this
information in the classroon?

Dr. Villani replied that the training process and the supervisory
eval uation process were interactive, but they were not the sane.
When they did training, it was for the purpose of enhancing
performance on the job or in the classroom \ether the
performance is appropriate to the job requirenents was a function
not of the training but of the supervisory process that went on
in the staff evaluation process. Frequently in the evaluation
process the supervisor would recommend or direct training to
persons. The followup to that recomrendati on in eval uati on was
that next time the evaluation cane up, it would be a matter for
the evaluator to nonitor the person's performance.

M's. Brenneman recalled that when the Board | ooked at the
characteristics for new principals there was often a di screpancy
bet ween what the staff wanted and what the community wanted. She
wonder ed about community input into the school managenent pl ans
and in what schools asked for regarding training. She asked
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whet her there was col | aboration between the schools and the
community regarding training. Dr. Fisher said they required al
adm nistrators to have parental involvenent and participation in
t he devel opnent of the managenent plan, but she could not speak
to the level of involvenent in all schools. The community and
staff nmenbers participated and deci ded what the priorities would
be for the com ng year. OSA now required the nanmes of the
participants on school inprovenent managenent plans to assure
parental involvenent at the beginning |evel, and then they nade
sure informati on was shared with the entire comunity and staff
after the devel opnment process. She felt they had worked very
hard in terns of collaboration with communities and staff.

Ms. Qutierrez congratul ated staff on the enornous progress they
had made in this area. The concept had proven to be a good one
because they were able to address specific needs as well as
sytemn de needs. She also liked seeing the list of al phabetical
courses now aligned with their priorities, but she hoped that the
list would get a little longer. 1In her owmn work they tried to
focus on enployee training and canme up with a policy of so many
hours per year per enployee. Her conpany identified core needs,
and she saw MCPS doing this, but it was not as clear as it m ght
be. For exanple, they mght state that at el ementary school
there would be a certain core training that everyone shoul d have.
She felt it would be hel pful to have a definition of some key
core training that everyone had. In her conpany they knew it was
i nportant to keep good records, and they devel oped a training
profile for each enployee. This hel ped them neasure how wel |
they were neeting their commtnent to training. MCPS should be
able to say that after a six-nonth period, they had been able to
achieve a certain level of training against their target. They
shoul d be able to show how many hours and how many peopl e they
had trained. They m ght want to show nunbers of teachers trained
per school or training hours per staff on an annual basis. She
suggested that they needed to capture as nuch information as
possible in their evaluation. |If they did have nore statistics,
they could be nore accountable with their results.

Ms. Qutierrez said they had tal ked about the very exciting things
they were doing with nmagnet schools. A portion of their Saturday
conference was to go to non-nagnet classes, and they woul d be
doing simlar training next year. She suggested that the sane
kind of training be provided for classes that were not for the
gifted and talented. They should be exposing as many cl asses and
as many teachers to those techniques. Enrichnent hel ped the
needy child as well as the gifted child.

Ms. Qutierrez noted that high schools were having nore and nore

di sciplinary and safety problens. Staff had commented that nmany
teachers had been trained in another generation where attitudes

and behavi ors were not necessarily the ones teachers were seeing
today. They need to go beyond conflict resolution and teach
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teachers how to manage disruption in the classroom One
principal had invited Tony Paul to talk to teachers about
handling discipline. This could easily be expanded to sone
courses. In the professional world, she knew there was an
outward bound for teachers. It mght be useful to use the Smth
Center to include a dinension of outward bound.

In regard to Dr. Gordon's conments, Ms. Qutierrez said he had
suggested changing attitudes and behaviors, but they were still
not hitting sone of those nore difficult attitudes and behaviors.
She suggested strengthening this aspect of MCPS training. As
they were making nore progress in TQM they m ght | ook at
training in specific uses of process inprovenents, particularly
in operations and supporting services. They could do
guantitative nmethods and statistics and probability. [In addition
to tel ephone skills, she thought supportive services enpl oyees
could benefit fromsone training in nulticulturalism She
expl ai ned that her coments were neant not as criticismbut as
positive support for what she saw goi ng on

M. Ew ng conmented that he was a strong supporter of staff

devel opnment, and he was particularly enthusiastic about the
efforts that had been described this evening. He was pleased to
see the continuous enphasis both on systemm de and | ocal school
efforts. He believed that they ought to expand their efforts
further. It was true as Dr. Marlin stated that they had not been
able to find nuch additional noney for staff devel opnent. He

t hought they needed to find sone additional resources because
they had to recognize that an effective training and devel opnent
program for an increasingly large staff in a tinme when demands
were rising would take nore resources than they presently had.
The Board had identified this as one of the areas of unnet needs,
and they asked for additional noney; however, the County Counci
had selected this as an area where increases m ght not be
forthcomng. He would Iike themto think about what they m ght
do to make it clearer what the meani ng was of what they were
doi ng and why the Council should support it.

M. BEwi ng pointed out that the Departnent of Defense was able to
continue to enjoy substantial support in the Congress in part
because it was able to articulate a clear mssion. The m ssion

was "to be ready." To be ready it took training noney. This was
really all a peace tinme arnmy did, it trained and it trained al
the tine. It was able to articulate its mssion in terns of

training nore effectively than any other organization in Anrerica.
Public schools were | ess able to persuade funding authorities
that training was part of their mssion. He thought that there
must be nore they could do to get the resources they needed.

M. Ewing said that this evening they had | earned about how MCPS
did training. He thought they needed to figure out for purposes
of letting others know, how it was they decided to do what it was



15 May 16, 1994

they did and what results they expected and how those results
were related to student |earning. This was not easy to do, but
until they were able to do that, they would not be able to be as
ef fective as other organizations in w nning support for a
training mssion. He would hope that they could conme back and
tal k about education and training in a series of dinmensions, by
school |evel (elenentary, mddle, and high school); by purpose
(education, training); by policy (what Board policy was
supported); and by describing the bal ance between school based
and systemmi de training (was the balance the right one). It
seened to himthat the schools needed resources but at the sane
time the system needed to be clear about the fact that it had
sonme priorities including local, state, and federal mandates. It
shoul d be nade clear that these were not options, but rather
requi renents. They had run aground on the shoals of required
training before, but they should not back off fromthat issue.
They had to continue to explore what they wanted to do as a
system and what they wanted to mandate. Dr. Gordon suggested

t hey make training the mechanismto change attitudes.

M. Ewi ng was concerned about priorities because it was not clear
to himfromthe presentation where the priorities lie. He

t hought they ought to nove in the direction of deciding on the
basis of staff recommendati ons what the priorities were. He was
al so interested in know ng what it was that was not getting done.
Wil e he was i npressed by what was getting done, he would like to
know what was not getting done and why and how they m ght renedy
that. He felt they had a | ong distance to go in providing the
training that elenentary teachers needed in math and science. He
would i ke to know how far they were with this and what el se they
needed to do in order to get there. This brought himto the next
guestion of what was needed in order to get them where they
needed to be and did they need sonmething as formal as a strategic
plan for staff devel opnment.

M. Ewing said that they needed to tal k about results and how
they neasured them |If they were going to be accountable to the
public for the funds they spent on staff devel opnent, they needed
to be able to determine in sone fashion what the results were.

It was very difficult to measure the results of training,
education, and staff developnent. |In sonme areas they would have
to say they could not neasure, but in other areas they could say
they trained a certain nunber of people to do certain tasks and
they | earned those tasks as evidence by subsequent job
performance. This was inportant in order to be able to sell the
staff devel opnent programfor the future. Their next step was to
show results and indicate how they coul d be accountable in order
to be able to be effective persuaders of those who held the purse
strings.

Dr. Cheung said he, too, was very inpressed with the presentation
this evening. He congratul ated the superintendent and the staff
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for their work in staff devel opnment and training. He agreed with
nost of the coments of his fell ow Board nenbers. He was a
strong supporter of staff devel opnent. They were in the
educati on business, in the information and know edge busi ness,
and in the human resources devel opnent busi ness because this was
what the school systemwas all about. They were devel opi ng
children by providing themw th know edge and skills. They also
needed to offer to their staff an opportunity for training
because the staff were their resources. |n corporate Anerica,

t he American Managenent Associ ation stated that 3 percent of
operating resources in an average conpany was invested in
technology and 5 to 7 percent of their resources were invested in
training. According to the MCPS budget, this would be $40
mllion for training, but they did not even conme close to this
figure. He agreed with M. Ew ng that they should convince the
peopl e holding the purse strings that staff devel opnent was

i nportant.

Dr. Cheung said that fromthe point of view of staff, training
was work when it was based on priorities and mandates. They had
to ook at staff training fromthe point of view of individual
devel opnent and growth. If they wanted to change behavi or, they
had to | ook at individual growh. They could not force an

i ndi vi dual change. They could not expect staff to change, if the
policy makers were not willing to accept change. He said they
had to ask thenselves if they were willing to and open to change
in ternms of nodifying their behavior as well as their attitudes.

Dr. Cheung agreed that they needed an individual staff

devel opnent plan for each staff nenber. It was inportant for
themto know how they hel ped individual staff becone better
teachers, better bus operators, better staff assistants, and
better secretaries. |If they net staff needs, they would have a
better staff. Therefore, they had to | ook at not just a
strategic plan but also individual staff devel opnent plans. He
had not heard about staff devel opnent of principals and

supervi sors at the higher level. They had conferences and
nmeetings, but this was nore in terns of nulti-institutional
managenent. |f they were going to have nore site-based

managenent, they need to provide training in strategic thinking,
pl anni ng, and managenent on a nulti-institutional basis. There
was a difference between managi ng an individual school versus
mul ti ple schools. He would like to see prograns to help
principals train for the associate superintendency and future
superintendencies. He observed this evening that the best

| earners were those involved in teaching. They needed to get as
many teaches as staff devel opers as possible to hel p others.
Shadowi ng students and executive staff nmenbers was a good i dea.
He suggested that sonmeone mght like to follow a Board nenber
around. He would be happy to arrange having soneone cone in to
shadow himin the federal governnent.
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Dr. Cheung recalled that the |ong-range planning task force had
recommended a training institute. He thought this would be

i nportant to solve sone of the problens about space and

coordi nation. He thought they had the right approach in terns of
what they were doing, but he wanted themto think about a
strategic plan to use their resources in the best way to neet
their goals and objectives.

Ms. Converse thanked staff for explaining what went on when
students had a half day off. She was pl eased about the broader
obj ectives of discipline and technology, and it was great to hear
that these were a focus for staff training. She had gone through
the lists of the training prograns, but she did not see but one
course on extracurricular activities. Dr. Villani explained that
they provided training for the athletic sponsors and coaches as
part of their regular job responsibility; however, this was not
listed because it was not really an option. This year they had
provi ded in-service training on gender equity. They held
meetings with debate and forensic coaches, but they did not do
formal training.

Ms. Fanconi was very pleased with the nodel. From her reading,
she believed they were on the cutting edge. It was exciting to
see they were doing the kinds of training that encouraged school s
and teachers and individuals to cone up with their own training
needs and to assist themto neet those needs. It was unfortunate
that they were forced to do this on a very narrow budget. They
were not short of training ideas or trainers, but they were short
of funds for substitute tine. Al of their teachers were in
charge of students, and that person could not be taken away from
the job without providing another body. Business did not have to
repl ace that person.

M's. Fanconi thought that the nodel put the priorities on where
the Board had set priorities. She heard a couple of thenes.

When they had the di scussion about BEKS and about technol ogy,
they were tal king about the need to have a place, a training
school, where they could have staff cone in and do training over
a block of tinme. Fairfax had an el enentary training school where
t hey brought people in for technology training with students and
conputers. Now staff devel opment was suggesting the sane thing.
It seened to her they need to take the lead to show how all of
this could nmesh together and neke that vision a reality. For
exanpl e, the county governnent is |ooking at a convention center.
She wondered if they had tal ked to the county about the school
systenmls needs. |If they had a facility that would be a training
facility, how could MCPS get a piece of that? How could they get
busi ness and industry nore involved in assisting MCPS in

trai ning? She chall enged the superintendent and staff to put

t hese things together to get the community to see the need for
this and to assist them M. Ew ng had tal ked about the
Educati on Foundation's raising sone funds. She encouraged staff
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to continue to work along these lines. She believed the Board
was supportive and had a commtnent to nove forward in this and
ot her areas.

Ms. Qutierrez applaud Dr. Marlin's comments and i deas about
training in a different way. They m ght want to | ook at using
television for afterschool courses for those who m ght vol unteer.
She pointed out that there was only one course on nulticultural
awar eness and they had zero courses on dealing with the ESOL
popul ati on.

*M. Abrans |left the neeting during the staff devel opnent
presentati on.

RESOLUTI ON NO. 341-94 Re: AMENDMENTS TO THE POLI CY ON
PCLI CYSETTI NG

On recommendation of the superintendent and on notion of Ms.
Brennenan seconded by Dr. Cheung, the follow ng resolution was
adopt ed unani nously by nenbers present:

WHEREAS, On April 14, 1994, the Board of Education discussed the
assessnent of policy inplenentation; and

VWHEREAS, The Board of Education received a paper describing the
policy devel opnment process, the various ways that policy

i npl ementation is assessed including the use of the Departnent of
Educati onal Accountability for topics that warrant in-depth
study, and alternatives for inproving the process; and

VWHEREAS, There are several ways to assess policy inplenentation
or identify policies for review including incorporating policy
directives in managenent goals and budget statenents, nonitoring
federal and state mandates, receiving feedback fromstaff and
out si de groups and/or committees, and nonitoring conpl aint
processes; and

VWHEREAS, The superintendent of schools should include in policy
anal yses alternatives, inplications for the alternatives, costs
of inplenenting a policy, and realistic tinelines; and

VWHEREAS, The Board of Education pointed out that it should focus
on results and on articulating clearer objectives and outcones
that would help to assess inplenentation; and

WHEREAS, The Board of Education should reflect significant policy
issues in its Research and Eval uation Conm ttee agenda; and

VWHEREAS, The Board of Education should relate policy directives
to its annual review of budget itens; and
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VWHEREAS, The Board of Education agreed with the superintendent of
school s’ recommendation to use the "review and reporting" section
in the policy on policysetting to require reports that are
designed to provide information that will help them know how t he
policy is being inplenented, including information about what has
been done to inplenent the policy, what does not seemto be
wor ki ng, and reconmendati ons for changes to the policy if
necessary; and

VWHEREAS, The Board of Education agreed with the superintendent of
school s’ recommendation to elimnate the three-year review cycle
that is currently required in Policy BFA, Policysetting; now
therefore be it

Resol ved, That Policy BFA, Policysetting, be anmended as shown on
the foll ow ng:

PCLI CYSETTI NG
A PURPOSE

To establish a definition of policy and uniformformat for
policy devel opnment and i npl enentation

B. | SSUE

State |l aw provides that the county Board of Education, with

t he advi ce of the superintendent, determ nes the educational
policies of the school system Therefore, there should be a
conpr ehensi ve and uni form process for policy analysis,

formul ation, inplenentation, nonitoring, and eval uati on.

C. PCSI TI ON
1. Definition

Policy is defined as principles adopted by resol ution
of the Board of Education to guide the devel opnent and
i npl ementati on of educational progranms and/or for
managenent of the school system (State |aws, byl aws
of the State Board of Education, and federal guidelines
are, in effect, mandated policies.)

2. Pol i cy devel opnent

a) The superintendent and/or Board recogni zed the
need for a policy and howit related to Board
goal s and obj ecti ves.

b) The Board requests or receives a policy analysis
fromthe superintendent and staff on the need for
a new policy or new directions for existing policy
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and a draft of the policy if appropriate. The
anal ysis may include but is not limted to:

(1)

(2)

(3)
(4)
(5)

(6)

The rel ationship to other policies of the
Board of Education and of other governnental
agencies, if appropriate.

Legal aspects, including federal, state, and
| ocal laws, court decisions, and other |egal
[imts or conditions

Cost inplications

Ef fect on school system operation

When appropriate, inpact on those affected by
the policy

Simlar policies adopted by other school
syst ens

The format for the policy analysis will be as
fol | ows:

(1)

(2)

(3)

(4)

Statenment of the issue(s) or questions
addr essed

Description of the background, history,
nature of the problens or issues, including
the location of the problem its origins, the
nunber and kinds of staff involved, the
resources invol ved, and other rel evant
background dat a

The option(s) that m ght address or resolve
the problemor issue, including for each
option the cost, the benefits, the obstacles
to be overcone, the strategies and actions to
be enpl oyed to achieve the results, and the
measures or indicators to be used to
denonstrate success or failure

A recommendation for selection of an option
and reasons that include conparison of
options

A policy analysis will be presented to the Board

as

an item for discussion.

Wien limted revisions to or rescissions of
exi sting policies are warranted, the
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superintendent wll bring the proposed changes to
the Board with an acconpanyi ng rational e.

When the superintendent or Board nenber presents a
proposed policy, a tineline for adoption wll
acconpany it that will include the foll ow ng
itens:

(1) A resolution that indicates the policy wll
lie on the table for at | east one week before
bei ng voted upon (The presiding officer rules
as to whether any proposed resolution is a
policy. |If there is an energency, this
provi sion may be wai ved without notice if al
menbers are present and there i s unani nous
agreenent.)

(2) Opportunity for citizen and staff comment

(3) Opportunity for public hearing (if the Board
desi res)

(4) Opportunity for the superintendent to provide
advi ce and recommendati ons

The Board will adopt a policy with a standard
format which will include as appropriate:

(1) A statenment of the purpose of the policy

(2) A description of the problemor issue that
the policy addresses and purports to resol ve

(3) A statenent of the policy position or
positions adopted by the Board, including a
brief statement of the reasons and/or
justification for these positions

(4) A statenent of the results or outcones
desired

(5) The strategies to be used in guiding the
i npl enentation of the policy

(6) Specification of when reports are to be nade
to the Board of Education and the public on
i npl enentation and effectiveness, results
achi eved, and next steps. The frequency of
reports will be specified by the Board of
Educati on and may depend on such factors as
hi gh public interest, |egal nmandates, and the
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experinmental /i nnovative nature of the
activity.
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Policy Inplenentation
After adoption, the superintendent will follow up wth:
a) Regul ations for inplenentation, if appropriate

b) Publ i cation of policy and regulation in the
handbook and distribution to affected parties

c) Conti nuous nonitoring of the policy and
i npl enmentation and reporting to the Board as
requi red under Section F., Review and Reporting

DESI RED OUTCOVE

Policies that are well researched and anal yzed prior to
adoption or anmendnent and nonitored by staff with results
reported to the Board subsequent to adoption.

| MPLEMENTATI ON STRATEG ES

1

The superintendent will devel op a process for

i npl enmenting this policy that will include coordination
of policy anal yses, presentation to the Board,

i npl enmenting regul ations, nonitoring reports, and

mai nt ai ni ng the process.

All regul ati ons devel oped in support of Board-adopted
policies shall be sent to the Board as itens of
i nformati on.

REVI EW AND REPORTI NG

1

An annual report is to be nade to the Board of
Education on the status of the review process,

i ncludi ng the nunber of policies that were revi ewed,
revi sed, and rescinded.

The superintendent, at his/her discretion or the Board
of Education's request, wll report progress on or
problens in inplenmentation of this policy.

The superintendent will review policies on an ongoi ng
basis in accordance with established practices for
prioritizing policy matters, but the Board may call for
review of any policy at its discretion.

a) Wen the review results in recomended content
changes to the policy including rescinding the
policy, the process for policy fornulation
descri bed above will be foll owed.
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Until such tine as all policies are in the
appropriate format, and the review reveals that no
content changes are recommended, the policy wll
be reformatted and reprinted and will be forwarded
to the Board as an itemof information. Any
menber of the Board may identify any of these
policies for further review as needed.

RESOLUTI ON NO. 342-94 Re:  ADJOURNMENT

On recommendation of the superintendent and on notion of Dr.
Cheung seconded by Ms. Baker, the follow ng resol ution was
adopt ed unani nously by nenbers present:

Resol ved, That the Board of Education adjourn its neeting at 10

p. m

PLV: M w

PRESI DENT

SECRETARY



