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Introduction Wmdesheim3
, within the department of teacher ed~

J-----~------------; cation. Our main aim was to arrive at some strategic 
Staff development is an important area within 

education. The tool of scenario thinking is a good 
means to stimulate both staff development and to 
anticipate the future. At the Wmdesheim Teacher 
Education Center this tool was used to examine fu
ture educational developments and to reflect on the 
learning process of the staff members. The scenario 
tool is a structured and effective method; the clear 
advantage is the possibility to "think free" of internal 
problems. Using the tool helps to develop new 
knowledge about the future. Staff members confirm 
these effects in their reflections. 

Anticipltion 
Comes a time when education in the Nether

laOOs, in the United States or in any other given coun
try will be rather different from now. We need to 
anticipate these changes. The use of scenarios is a 
good tool to anticipate in a structured manner. To 
develop education for the future we largely rely on 
the abilities of our staff. Thus. the staff needs to de
velop views on the future. In this article we will 
look into staff development by using the scenario 
tool. illustrated by developments in teacher educa
tioo. 

Learning bv means of the scenario tool 
Using the scenario tool to anticipate the future 

and staff development needs are two items most 
relevant to every school or teacher education cen
ter. 

Recently the scenario tool was used at 

statements for the future development of our depart
ment 

The group that worked in this way consisted of 
eight people: members of staff and project-leaders. 
For most of us, thinking about developments out
side education., the external world, is not an every 
day activity. Often we just start reorganising things 
as a reaction to internal developments. The scenarios 
challenged us to start from the outside world. 

Additionally, we decided to reflect on our own 
learning process as well. Staff development itselfbe
came an important topic. The quality and the effec
tiveness of teacher education depends largely on the 
competencies and expertise of teacher educators. 
Thus, only limited efforts have been made to profes
sionalize (Buchberger, etal., 2000). 

Recognizing this within our institution is quite eye 
opening, as we are an educational expertise center. 
Hence, in the learning organisation that we want to 
be and in a much more competitive world this be
comes increasingly important. 

If we look at staff development we enter into 
the fields of adult learning., and in particular, into the 
field of' experiential learning'. Bornik defines a part 
of the field of experiential learning as: "Experiential 
learning thus involves a direct encounter with the 
phenomena being studied rather than merely think
ing about the encolDlter or only considering the pos
sibility of doing something about it." (Brookfield, 
1983). 

Our 'encounter' at Wmdesheim was to face and 
anticipate the 'phenomena' of the future of our insti-
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tution and to draw up strategies for it. 
Our experiential learning process comprised of 

three important notions: adult learning as the basic 
feature of the process. reflection as a meta-cognitive 
method to become aware of the learning itself and 
scenario learning as a tool and learning envirorunent 
We wiJI explore these notions briefly. 

Adult Leaming 
The staff came together with a clear purpose: to dis
cuss the future and to arrive at strategic statements. 
So a learning environment was to be created that 
had to meet some principles of adult learning. Prin
ciples like: 
• Adults are 

people with 
years of experi
ence and a 
wealth of infor
mation. Focus
sing on these 
strengths makes 
it possible to tap 
their knowledge. 
This is an impor
tant learning re
source. 

• Adults have es
tablished values, 
beliefs and opinions. Allowing debate challenges 
everyone's ideas. 

• Adults relate new knowledge and infonnation to 
previously learned infonnation and experiences. 
This is constructive learning, the way to create 
new knowledge. 

• Adults tend to have a problem-centered orien
tation to learning. Emphasis on practical prob
lems triggers the learning process. 
(www.hcc.hawaii.edu) 

In creating scenarios we were aiming at tapping each
oth_ers knowledge, debating on the basis of strong 
beliefs, creating new knowledge and working with a 
problem centred approach. 

Reflection As A Method 
Using the scenario tool, we also reflected on 

?W- learning processes. This way we were engaged 
m ·~ti.on', a strong method ofleaming. Re
flectmg like this, we stepped into one of the four cor-

Puzzles and Possibilities 

ners of the cycle ofleaming styles. developed by 
Kolb: ·reflective observation·. 

Kolb 's 'Leaming Style lnventOI) ·shows four 
stages of a learning process (Kolb. 1984 ). The four 
quadrants in his model resemble the more personal 
learning styles. A learning process often starts at one 
of the four stages by (unconscious) preference of 
the learner. The ideal learning environment includes 
each of the four stages (Clark, 2000). 

A few years ago we, as staff, looked into our 
own learning styles using Kolb 's 'Leaming Style In
ventory' . This time, revisiting the model, we used 
the four stages as reference points. At stage 1 'con-

crete experience' we 
discussed and de
signed the scenarios. 
At stage 2 'reflective 
observation' we re
flected both on the tool 
of scenarios and on 
our learning process. 
Stage 3 'abstract 
conceptualisation· has 
actually been a more 
diffuse stage. At this 
stage preparations for 
the scenario session 
were made using the 
information of ATEE 

RDC 19'. The writing of this article afterwards was 
part of this stage as well. Stage 4 'active experimen
tation' is still in the future, when we wiJI set out our 
strategies and policies. 

Scenario Leaming . 
Working with scenarios has become mcreas-

ingly popular ever since Royal~ Shell~ 
fully embarked on it in the nud-I 960's to plan its 

strategies (www.gbn.org) .. "Ex~ence bas taught 
us that the scenario technique is much more con-
ductive to forcing people to think about the fu~ 
than the forecasting techniques we forme;riY used. 
(Benard, 1980).At Wmdesheim y,eexpen~ the 
factor typified by this quotation as 'ow~P · ~n
ership of the proces.5 really makes the difference. 

After the success of Royal Dutch Shell many 
commercial companies throughout the wolrld 

• .L:-1,; .. ,. as a management too to 
adopted scenano WUJlUJJC • • _A1.: .. 
. the quality of executive dectS1on ma.ru11S· 
tmprove h be we 
"'But however good our future researc may . 
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shall never be able to escape from the ultimate di- the strengths of the group logic. This process is called 
lemma that all our knO\\ ledge is about the past and 'scaffolding' {Vygotsk')')(figure 2). 
all our decisions are about the future·•. Scenarios seek Strategy development is essentially a process of in-
to change our mental maps of the future and its pur- vention. It needs to go beyond codified knowledge. 
pose is to make better. more resilient strategic deci- The process involves scaffolding in the 'zone of proxi-
ions ( Wi Ison, 2000). mal development' (Van der Heijden, 1997). 

Changing mental maps is crucial to staff devel- Figure 2: integrating knowledge by scaffolding 

opment. It is aver; strong learning process, for it Source: Van der Heijden, 1997 (P.A. Cocke) 

explores our ·zone of proximal developmenf 
(Vygotsky) (figure t }. 

f"agure I: 7.ooeofproiimaJdnelopment 
Source: Van der Heijden. 1997 (PA.Cocke) 

. To explain • ~eamin~' we can divide knowledge 
into ~·o categones, codified and tacit knowledge. 
Codified knowledge can be used directly for deci
~ion making. Its elements are well connected and 
m~e<l ~are understood in context: they have 
mean.mg. Tacit knowledge consists of isolated ob
servations and experiences not yet integrated and 
~o~te~ to our codified knowledge. They seem 
IJltWtl••ely unportant, Wt puzzling. 

To make tacit knowledge explicit, in order to 
!eant. o~ ~eeds to relate new experiences to exist
in~ cogrutlve struc~ (codified knowledge). For 
~we need an outside agent: 'a teacher. or asol.Dld
in~ board. Disc~g with colJeagues, works like 
this. The role of this •agent' is lo build new codified 
knowledge from suggestions in the discussi "' . kl on. vve 
can mo":e qwc y beyond our current state of un-
~ Then. as a resultofinteraction the weak 
points of spontaneous reasoning are supported by 

No Expenence 

As mentioned earlier, at Wmdesheim, our main 
aim was lo develop new knowledge to arrive at stra
tegic statements for future policies. We used the sce
nario method of ATEE RDC 19 (Snoe~ 2003). In 
the next part of this article the method is described 
and examples are given. Other institutions can follow 
the same steps. 

The Steps Taken 
Our first step was to identify the most important 

trends that will influence society in the coming years. 
We were conscious that we did not have to limit our
~lves lo education. This made us think quite freely. 
Figure 3 shows the trends we crune up with. 
. The second step was to look at the predictabil
ity and effects of the trends and to decide about 
their real importance to us. Our personal views 
were the core of this vivid discussion. 
. We worked in four groups of two, to give cred
its(%) to each trend both for predictability and ef-
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I 
All the trends rn entioned (step 1) 

A. Corn rn ercial developrn ent 
(dern and / supply) 
Individualism 
Values 

B . 
c . 
D . 
E . 
F . 
G . 
H . 
I . 

E-highway 
Personal characteristics / corn petencies 
Globalisation 
Region a lis a tio n 
Disintegration of the rn ultl-cultural soc i ety 
Forced integration into the dorn inant 

culture 
J . 
K • 
l . 
M . 

Se cu la risa tio n 
Care / education 0-X year 
In corn pany training 
Fle x ibility 

feet All these credits were put into a table (table 1 ). 
We discussed the trends that had a high score 

on predictability and from these we then chose eight 
i.srues vital to our scenarios and possible future stra
tegic plans (figure 4). 

The third step was to create the actual scenarios 
using the issues. 

To create the final scenarios we used some of 
the items given by ATEE ROC 19: specific features, 
the learning process, schools, the teacher and teacher 
education. Within the framework of these items ev
ery group was asked to put together a little 'look
tbrough', a scenario, playing in that society. 

Forward to Strategic Statements 
~e scenarios were presented and discussed. The 
discussion was aimed at arriving at strategic state-

I 

ments, but interestingly enough it first took its own 
course. The group proposed to look at the sce
narios in more detail and to discern where 
Wmdesheim was actually situated. 

We concluded that Wmdesheimlm quite some 
features of a pragmatic and social coherent institu
tion. We stated that we would like it to be more in 
the idealism and individualism comer of the model 
(illustrated by the arrow). For nowadays develop
ments are urging us to design more individual routes 
into the profession and in om mission statement we 
largely rely upon the Christian tradition as the bafils 
to om values system. This was the real start of our 
strategy discus.5ion. 

Following this discussion we returned to the 
eight~webadidentified Keepingthe~ 
in mind, we used these eight issues to look at their 

F iaure 4: Trends 
Se lected trends (step 2) - the Issues 
A + M = C om m er c e _____________ _ 

B + M - Ind ivid u a tis m 

C+J =Va lues 
~+ M = E -hi ghway -
E = Personal characteristics /com petenc les _ 

F tlll I Not a very Important trend 

K = Care/education 0-X year ------
l - In com pony training 
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influence in the field of (teacher) education. We swn
marized the influences under the issues. 

After identifying the influences of the issues \\e 
~ook. up our general ideas about the scenarios and ar- • 
!rived at some strategic statements. These statements 
however need far more and wider discussion. So we 
decided to start the discussion about strateg) and the • 

alize the balance between pragmatism and ide
alism, the values we keep, the possibilities to 
create our profile:' 
"'It is remarkable to see how pragmatism and 
idealism are constantly struggling and how prag
matism mostly wins." 
"'Sometimes you just need a day like today." 

future policies with all of our colleagues. 
Reflections 

Remarkable moments To give our reflection structure we turned to a 
We reflected both on the use of the scenario tool statement made by ATEE RDC 19 about the use of 

and on our learning process. Some remarkable mo- scenarios: 
men ts occurred. moments in which we had a very .. The making and use of scenarios can be useful in 
lstrong awareness of what we really were doing. These several ways: 
moments were a ttue conquering of the ·zone of proxi- • It is a way to stimulate the sensitivity for and 

T•blt l: PrtditlJlbility ud tfftct of tbt trtods 

PrtdkUbWty (~•) 

Trnd GrHpl Gf'Mll2 G,...pJ Gr11Up'4 GnHap I 

A '° 100 '° 80 70 

B 80 so 70 IO 70 
c IO IO llO IO so 
0 IOI 100 st 100 IO 

E 70 so '° 60 70 
F 51 100 80 70 50 

G !O 40 30 40 44 

H .. IO 20 30 31 
I 70 so • 70 50 

J 44 ... llO '° 40 

K • 100 '° '° 44 

L • IO ,. IO '° M 40 IO ,. IO 40 

lmaI de\ elopnent'. eitm-individual or as a whole group. 
We created a new codified knowledge in them. 

These moments were: the choices of the eight is- • 
sues. bringing issues alive in the diagram. the position
ing ofWmdesheim in the scenario matrix and finally • 
lthe fact that we realized ourselves that \.\e bad talked 
for so long about developmen~ without being focused • 
Ion education or our internal mganiz.ation. 
Some reflections of our staff members: • 
• -we have so many ideals and we are so entbusi

a!;llC to reach them, but we are so bound by our • 
pragmatic views.-

~ '1bere were quite some valuable moments: to re-

Effect(~ mt80 Mt8D 

Groap2 Group3 Group 4 prtdict. tffect 

100 80 85 90 83,75 

100 80 90 70 85 
80 90 60 85 70 
100 60 100 87,S 85 
80 60 100 67,S 77,S 
80 60 20 75 52,5 
40 30 30 40 35 
20 20 40 42,S 27,S 
30 • 40 47,5 30 
90 70 80 82,5 70 
90 70 70 90 67,S 
100 70 60 82,5 80 
lot 90 90 72,5 80 

reflection on trends, developments and needs in 
the near future. 
It stimulates the imagination of people involved 
in education. 
It makes people aware of the important factors 
influencing (teacher) edl.ation. 
It can give guidance to decisions that have to 
beta.ken. 
It stimulates a more open approach and sensi
tivity to external influences. 
It gives an opportunity to be pro-active and to 
take an active part in the realisation of a desired 
scenario." (RDC 19, 2001 ). 
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Most of these statements were recognized in our 
reflections: 
Stimulate reflection on trends: 
• ''This was thinking about possibilities in a nice 

and constructive manner." 
• "This is a good method. By putting it first in a 

broad social frame, enough distance is created 
to think creative and radical." 

• "This is clearly a well structured way of think
ing about issues. Using this prevents you from 
being pinned down too early." 

Stimulate imagination: 
• '·This is a good 

Puzzles and Pos.~ibilities 

• ''Everyone involved was eager to work together 
to learn about future developments:· 

Reflection itselfis still an area to be discovered fur
ther. Our reflections were brief and mainly guided 
by the process. 

In the future, to deepen our reflections we can 
turn to the work of Korthagen. ln "Waar doen we 
bet voor? (What are we doing it for?)", he puts re
flection at the centre oft earning in teacher educa
tion. The content of reflection is the issue, with at
tention for the person who reflects and the way in 
which this person defines his role. Korthagen gives 

a model (bases on 
Bateson) consisting 

• 

means to get be- / 
yond the ordinary 
frames of think-
ing." 
"It was a nice 

way of working 
and it made me 

"We have so many ideals and we 
are so enthusiastic to reach them, 
but we are so bound by our prag
matic views." 

oflayers of the per
sonality: identity(cen
tre), beliefs, compe
tencies, behavior, en
vironment (outer 
layer). The different 
layers may be seen as 
perspectives for re
flection (Korthagen. 

'sharp'.'' 
Guidance to deci-
sions: 2001). 
• "This is a good method to get discussions go- When we are able to reach behavior and un-

ing and to make the extreme points of view derlying beliefs, staff development ~m~ a. valu-
clear." able resource for development of the mstJtunon or 

• "This makes you aware of your own points of hool 
L.:sc~:::..·~--~--~--~~~~~--i view." 
Conclusions • "The results of this are a good base for 

policymaking." L-----------1 
These reflections cause us to conclude that the see- With regard to the results of the process of staff 
nario tool has been effective in bringing the future development, the focus of this article, some other 
alive. remarks made by ATEE RDC 19 are relev~t: 

"The making of scenarios involves a learrung pro-
Staff development a valuable resource cess, since it brings changes in a broader perspec-

Adult learning, as described earlier, was quite tive. This is useful on several levels. . . 
clearly the case, as we were able to tap each other's • As an instrument for organizational learning it 
knowledge, the debate certainly challenged one can be used on the level of the management of 
another's ideas and we were working on problems institutes for teacher education. helping~ to 
in CO-Operative groups. The reflections made, illus- set course for the future and to be pro-active. 
trate this: Using scenarios is rehearsing the~· . 
• "Co-operation gets better this way and it was • It can also be an instrwIJetlt for or~onal 

inspiring." learning for the whole of the orgaruzanon. See-
• "Both our common opinions as well as our dif narios provide a common v_oca~ular} and an 

ferences became apparent." effective basis for commurucatmg com~lex .: 
• "Without a doubt this creates the added value, sometUnespuacioxicaI-coOOition.5andopoom. 

using each-others special expertise." (Snoek. 2003) tha 
• "Discussions were open and rather good, this Guided by these remazks we can conclude 

1 

. . thinkin. . m· deed a good instrument for 
Stimulates working together." scenano g is 

•• 
The New Hampshire Journal of Education, Volume VI 



Comes a Time: Staff Development and the Use of Scenarios as a Strategic Tool 

organizational learning. It proved to be very effec
tive in several ways. Motivation was raised to a high 
level, interactions v.:ere of good quality and the course 
into the future is may be not yet cl earl} set. but cer
tain I} taken. Ne"" codified knowledge was raised 
both indi\. idually as well as for the group. It proved 
that we have succeeded in creating a powerful learn
ing environment for our staff. One that resembled 
the principles of adult learning mentioned earlier. 

Staff development. the main conclusion 
Staff development has to become a more im

portant issue! If staff development is the focus and 
clear profiles are put together, we are right in the 
midst of the field of competencies. The last few years 
there is a rapidly growing attention for competencies 
in human resource management. Management of 
competencies means that the policies in the areas of 
strategy and employment are connected. The com
petencies of the staff are determining the success of 
the organization (Geleijnse, et.al., 2001 ). 
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