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Abstract

Staff development is about anticipating and responding to change, however, staff development units are themselves at risk of being perceived as not responding to change. It is reported that staff development units in Australian Universities are being pressured to restructure as part of change management processes at a number of institutions. However, it is unlikely that restructure will bring about desired outcomes unless there is a consideration given to the nature of staff development activity in the changing educational context. 

This case study outlines the conceptual underpinnings of the integration of a staff development unit with library and information technology, reflects upon the experience and suggests that the current emphasis on quality enhancement and benchmarking against performance indicators provides stimulus to consider the role of staff development in identifying and responding to organisational as well as individual development needs. 


This paper presents a conceptual framework of staff development that views staff development as a unique discipline in which emphasis is on facilitation of partnerships between individuals and groups to enhance individual and organisational goals. The paper argues that the locating of content experts in staff development units based primarily on their expertise in areas of teaching and learning, literacy and numeracy or educational media in higher education is as inappropriate as the placement of teaching staff in faculties based on their research skills. The model of staff development proposed is one which views facilitation of individual development as interfacing with staff development through facilitation of organisational development through quality enhancement mechanisms and policy development. Central to this facilitation model is the positioning of the individual and organisational units as partners in the process. 


Such a conceptual model requires that talent is harnessed to support an enabling, facilitative approach to staff development is paramount in selection, recruitment and development of staff engaged in staff development activity. It requires that the skills of staff development processes, rather than expertise in one area, be articulated and used to determine human resource needs. This paper identifies some of those staff development processes and demonstrates how these can be embedded in performance management strategies. 

Introduction

This case study outlines the conceptual underpinnings of the integration of a staff development unit with library and information technology, reflects upon the experience and suggests that the current emphasis on quality enhancement and benchmarking against performance indicators provides stimulus to consider the role of staff development in identifying and responding to organisational as well as individual development needs. 

This paper presents a conceptual framework of staff development that views staff development as a unique discipline in which emphasis is on facilitation of partnerships between individuals and groups to enhance individual and organisational goals. The paper argues that the locating of content experts in staff development units based primarily on their expertise in areas of teaching and learning, literacy and numeracy or educational media in higher education is as inappropriate as the placement of teaching staff in faculties based on their research skills. The model of staff development proposed is one in which there is a shift from individual to organisational development. Central to this model is the positioning of the individual and organisational units as partners in the process. 

Such a conceptual model requires that talent is harnessed to support an enabling, facilitative approach to staff development and that this is paramount in selection, recruitment and development of staff engaged in staff development activity. It requires that the skills of staff development processes, rather than expertise in one area, be articulated and used to determine human resource needs. 

Justification of case study approach

Case study is a practice based research method that involves analysis and description of a “real life” situation to promote understanding (Yin, 1989). According to (Yin 1989, p.14) “as a research endeavour, the case study contributes uniquely to our knowledge of individual, organizational, social and political phenomena.” 

While the limitations of case study approach’s are well documented and include numerous threats to internal validity (Popham, 1993) and obvious limitation in generalisability, the advantages of a case study approach are that it enables comparison of different perspective’s and illuminates views and experiences (Thomson, 1998).

Data collection methods used by the authors to inform the content of this paper included:

· Analysis of group meetings and discussion

· Document analysis 

· Participant observation

Webb observes that the writings of staff development rarely acknowledge the personal nature of the role of staff developers and tend to be written from a positivistic framework and argues there is a need to “paint humanity back into the picture” (Webb,1996, p.36) .This supports the use of case study approach of this paper as a means to explore  issues in the transition from an educational development to a staff development unit.  

Defining staff development
Conroy (1978, p xv) makes a distinction between staff development and continuing education: 

Staff Development is intended to strengthen the capability of an organization to perform its mission more effectively and more efficiently by encouraging and providing for the growth of its human resources. Staff development affirms the ability of the individual and the organization to grow and for each to contribute to the growth of the other. Staff development makes the most of the present potential and prepares the individual and the organization for the future. 

Continuing Education is learning opportunities utilized by individuals in fulfilling their need to learn and grow personally and professionally, following their preparatory education and work experience.

Referring to library staff, but equally applicable to other staff, (Creth 1989, p. 120) asserts staff development: 

encompasses a range of activities designed to provide all levels and categories of library staff--professional and support staff, part-time employees, and volunteers--with the knowledge, skills and attitudes required for them to meet their current responsibilities and to adapt to future changes.

This is consistent with Piper (1994) who argues that there is a changing expectation of staff development units from predominantly teaching development to a model that is “more management- and policy-orientated and will serve a ‘staff’ rather than a narrowly ‘educational’ development role.” (Piper, 1994 cited in Webb, 1996, p.2).

Webb (1996) identifies several roles of educational and staff developers including organization of workshops, seminars and symposia, consulting with individuals and groups carrying out research and evaluation and participation in quality and audit concerns. 

This paper examines the impact of a conceptual model of 'staff development as organisational development' on the role of staff development units within the emerging higher education context.

Setting the Context

The social, economic and technological context in which the higher education sector operates is undergoing transformational change. Australian universities are now part of a global knowledge economy, competing not only with their counterparts overseas but also with non-traditional competitors. The Federal Government is increasingly emphasising the role of universities in national economic development, requiring universities to generate ever greater proportions of their income and at the same time requiring greater accountability for the use of public funds.

The environment in which the University of Newcastle will operate over the next five years will be characterised by:-

· competition in a global knowledge economy, with non traditional competitors entering the market

· increasing reliance on non-government sources of income

· reduced regulation within the Australian higher education sector as the sector moves toward performance-based competitive funding which separates teaching and research funding

· emphasis on the role of universities in national economic development through exploitation of international markets and working in partnership with industry on innovation and research

· an increasing requirement to deliver core and support services without constraints of time or distance

· the changing nature of knowledge requiring cross disciplinary approaches

· the changing work places requiring transferable skills

· the changing nature of academic work

· the continuing development and increasing pervasiveness of information and communication technologies which will transform university business

· a requirement to demonstrate public accountability through continuous quality improvement 

· a necessity to develop partnerships and strategic alliances in order to thrive in a changing environment

· an emphasis on ‘learning’ rather than ‘teaching’ and the student as the ‘customer’

· opportunities for universities to augment their income through universal access to their expertise. ( Information and Education Services Division, 2001)
In an attempt to respond to these changes, The University of Newcastle has positioned itself for a networked learner future through the formation of the Information and Education Services Division (IESD). Educational developers work in partnership with staff who have expertise in information science, information and educational technology and media design and production. It was anticipated that an integrated approach to planning for, and delivery of, library and information services, staff training and development, instructional design and learning skills support, and technology services would  position the Division to respond positively to strategic leadership and management directions at all levels of the University. Success in such a dynamic environment demands that the University is strategic in its thinking and planning, monitors its performance against plans, and learns profitably from all its experiences. 

In a world in which staff and students are increasingly able to exercise choice in how their service needs are met, be it for information services, IT services, teaching support or staff development, there is a need to reconceptualise the role of ‘service’ units within Universities.  The Information and Education Services Division has recognised that its real sustainable value to the University will be its ability to enable University staff and students to be effective teachers, learners, researchers and administrators.  The shift of the Division’s role from that of ‘provider’ to ‘enabler’ is not an easy one.  It requires that the Division’s focus shifts to the planning, policy and quality assurance frameworks and infrastructure which should be in place rather than on the provision of direct services.  How can we enable our staff and students to be effective users of scholarly information?  Of information technology? To be effective teachers? Effective administrators?

It has become apparent that there is also significant organisational development required in the University of Newcastle in order for it to survive, thrive and triumph (Barrett, 1985, p.31) as an institution. While we recognise there are currently pockets of innovation in the University, the University lacks a systematic, enterprise wide strategy for responding to the broader context changes in higher education. The authors believe that the Division, through its proactive Learning and Development Program, has the potential to make a meaningful contribution to such organisational development. However, this requires a shift in thinking about the role of the Learning and Development Program as a continuing education provider and educational developer, to one in which the Learning and Development Program has role legitimacy in staff and organisational development.

The major factor in the context of the University of Newcastle that provided stimulus to consider the role of staff development in identifying and responding to organisational as well as individual development needs was an espoused commitment to the implementation of managing for performance as an organisational development strategy. This provides the impetus for a shift in focus of the Learning and Development Program from the quality of continuing education for individual staff to one of enhancing organisational development.

This shift in emphasis has implications for planning, budget and priorities. Not all staff in the Division and wider University community are comfortable, or even in agreement, with this change in focus for the learning Development Program and staff development in the University. This discomfort results from differing belief systems about the nature of staff development. There is a need to articulate the conceptual framework that aligns the philosophy and practice of staff development as organisational development.

Matching philosophy and practice: A Conceptual framework for facilitating organisational development

There is evidence of a philosophical commitment to development of the University of Newcastle as what is popularly referred to in the corporate world as a ‘learning organization”. A learning organization places great importance upon intentional, adaptive and continuous  learning, both individually and in groups (Dixon, cited in Calvert, Mobley and Marshall, 1994; Senge, 1990)

Senge (1990) identifies five basic aspects of a learning organization: building a shared vision, personal mastery, working with mental models, team learning, and systems thinking. Employees in a learning organization will:

· Achieve a discipline of personal growth and learning (personal mastery); 

· Examine assumptions and generalizations about the organization that may be counterproductive (mental models); 

· Learn to focus upon the whole of the organization, rather than the individual parts (systems thinking); 

· Build a set of goals, values, and missions for the organization that binds employees together (shared vision); and 

· Establish dialogues that will enhance the learning of the organization as a whole (team learning). 

Much of the staff development conducted by the Learning and Development Program has in the past been focussed on personal mastery. The current strategic plan of the Learning and Development Program assumes our prime customer is the organisation. This has resulted in tensions among staff of the unit who do not necessarily agree with a position that so clearly aligns program direction with management goals to enhance quality staff and organisational development.    In order to meet the goals of a quality learning organisation, there is a need to reconsider the purpose of a staff development unit and the roles and functions of those staff employed in such a unit. In writing about what defines quality in higher education, Billings (1998) suggests

‘Fitness for purpose' implies in higher education that the provider has specified the purpose (unlike contracts specified by clients, as in the National Health Service), whereas we prefer to see quality in the eyes of the beholder, the client. We shall, therefore, take quality to mean 'delighting the customer', which has much in common with Astin's (1991) 'value added', Harvey and colleagues (1992,1993) 'transformative potential',' customer expectations' of Zeithaml et al (1990) and particularly Denning's (1986) 'continuous improvement'. There are many stakeholders in higher education, and many ways of defining the customer but, for taught programmes, we take the prime customer to be the student. (p.140).

Although the Learning and Development Program plan takes our prime customer to be the organisation, Conway and Little see similarities between the approach we take to staff development and the problem based learning approach to teaching students (Conway & Little, 2000).

The changing nature of the workplace requires that those we train are multiskilled, not in terms of procedure and tasks but in terms of ability to make judgement, analyse situations, draw inferences and justify action in context. The role of the trainer shifts from providing job specific development to development of the individual and the organization as “Training will focus on general aptitude rather that specific abilities, but general aptitude will expand to include learning to learn, functional life skills, trainability, literacy, creativity, innovativeness, and problem solving "(Cohen, 1991, p35). According to Cohen (1991), training must focus on sustaining characteristics and evolve around clusters of competencies rather than specific duties.  Clearly, this is consistent with an educational approach that values lifelong learning and sees the process of learning as being as important as what is taught and finds parallels in the concept of core skills for graduates.    

It does not seem illogical to suggest that staff developers should have the ‘general aptitude’ referred to by Cohen (1991) in order to support others in acquiring and demonstrating this. Thus, there is congruence between the recommendations of Cohen and others about the role of the trainer and the experience of teaching students using problem based learning as an instructional approach in which the role of the teacher shifts from provider of expert knowledge to facilitation of learning. The central thesis of this paper is that in order to lead, we need to change our conceptualisation of staff development units, the role of staff developers, and our actions as staff developers to be more congruent with a facilitation/enabling role.  Table 1 presents a conceptual framework that explores the application of a PBL approach to teaching and learning to staff development with an organisational development focus 

Table 1: Application of PBL principles to staff development as organisational development

Traditional staff development approach
PBL as a teaching /learning approach
Staff development as organisational development approach
Implications for practice of staff development

Individual,  continuing education focus
Student centred approach
Staff centred
Shift from generic to department needs based approach 

Driven by expertise and priority of providers
Practice context driven 
Workplace context driven
Proficiency in analysis of organisational context

 Needs and interests of individual as framework for learning 
Curriculum as framework ie 

Goal directed

Performance oriented Integrates theory and practice 

Integrates knowing and doing


Organisational plans and processes as framework: 

Goal directed

Performance oriented Integrates theory and practice 

Integrates knowing and doing
Engage in development  and articulation of organisational frameworks

Focus on acquisition of content knowledge and skills mastery
Focusses on thinking skills 

Problem solving

Reflective practice situation analysis


Focusses on thinking skills 

Problem solving

Reflective practice situation analysis
Encourage participants to engage in analysis of own context, generate and meet learning needs and offer alternatives to current practice

Individual learning
Learning group shares responsibility for learning outcomes
 Work team based learning
Individual consultation replaced by workplace learning groups

Implications of the conceptual framework: Redefining the role of staff developer

Although we are writing specifically with reference to a unit that is identified as staff development unit, the conceptual framework is applicable the staff development function of any unit .It is equally as applicable to the practice of librarians and educational technologists as organisational developers as they too shift from provider to enabling roles.

The transition from provider to enabling role  aligns   with the  concept of facilitation within an organisational framework. This has raised several challenges related to the change in  practice outlined in Table 1. 

(a) the shift from generic to department needs based approach has led to the perception that we are no longer providing staff development activity as traditionally defined and therefore resulted in questioning of how we contribute to the organisation and justify our position. Further, the shift to department focussed work  has required that the program be seen as credible, having the capacity to assist departments in determining and meeting their needs and as having a legitimate role in supporting organisational development

(b) proficiency in analysis of organisational context requires a broad knowledge of institutional and higher education contexts in those who engage in staff development at all levels. As indicated earlier, this is not a position that is accepted by all members of the  Learning and Development Program. One of the challenges is accommodating those staff who have different views about the nature and purpose of staff development units and yet are responsible for executing the  strategic directions of Learning and Development.

(c) engage in development  and articulation of organisational frameworks requires institutional positioning involvement in major corporate systems and processes implementation.  This is evidenced through invitations to contribute in quality enhancement and policy frameworks through committee membership. 

(d) encourage participants to engage in analysis of own context, generate and meet learning needs and offer alternatives to current practice.  A characteristic of adult learning is that adults find it easier to learn when the knowledge they gain is realistic and relevant to their job requirements. (Brookfield,1989) .This not only requires a need to reconsider what has been provided as staff development but also should cause us to rethink  how  it is delivered. We believe the role of the staff developer in facilitating this is through developing standards and guidelines and supporting policy for provision of  education and training. This strong facilitation role does not necessarily require that Program staff deliver the training. For some staff in the Program, there is tension evident between their providing role and their enabling role . For example, there have been instances when the staff of Learning and Development have assisted a work unit to identify a need and the work unit  then chose to use an external provider in preference to those in the Learning and Development Program to deliver the training. Strong facilitation skills require a willingness to let go of the provider role, and it would seem that for many staff this presents enormous challenges to their self concepts as "experts in something" We would argue that the expertise should be in staff development as facilitators of organisational learning , rather than an ability to provide  sessions on strategic planning, information literacy, web page design, educational theory or whatever.  

(e) individual consultation replaced by workplace learning groups. There is congruence between student centred teaching and staff centred  development in that  neither is entirely self directed because  curriculum  or organisational goals guide and direct the learning that occurs. 

Cohen (1993) proposes a classification of all the elements needed to produce viable, effective training programs to frame programs. He argues that “ internal practitioners (need) to think and act like external marketers, whose jobs depend on the commercial success of the programs they produce and distribute. These days, internal training departments must be able to market products inside their organizations in order to justify their own existence” ( Cohen,1993,p.50)

Table 2 presents Cohen's nine disciplines of effective program development

ANALYSIS
CONCEPTION
IMPLEMENTATION

Direction 
Diagnosis
Delivery

Differentiation
Design
Documentation

Discovery
Development
Deduction

(from Cohen, 1993)


In this paper, we argue that the role of the staff developer in universities has traditionally been reactive and focussed on implementation and conception elements of program development. However the emerging role of staff developers is increasingly one  which requires them to engage in setting direction, differentiating among proposed programs for value and outcomes to the organization and discovering as much as possible about the intended audience and their needs  through a system of continuous feedback . We would overlay Cohens'  representation with  a continuum of facilitation and providing roles as presented in Table 3.

FACILITATION







PROVIDING

ANALYSIS
CONCEPTION
IMPLEMENTATION

Direction 
Diagnosis
Delivery

Differentiation
Design
Documentation

Discovery
Development
Deduction

Conclusion
Our experience suggests there is in principle commitment to the overall goals of organisational change and an active role for staff development units in facilitating this, we feel that there is potential for staff development units to be perceived as  reservoirs of service provision rather than as informing and contributing to organisational decision making.  Given the changes  in higher education generally and those proposed in a recent external review  of the University  of Newcastle, we suggest that it would be timely for all  involved to clarify goals, determine mutually acceptable processes to achieve these and commit to the support of  organisational as well as individual development. Such commitment will be facilitated through sound educational leadership. For, as Heifetz and Laurie (1997) argue, effective leaders encourage and embrace adaptive change through issues raising and challenge historical practice.
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