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Introduction 

 
Teacher preparation is a major academic focus at most Historically Black Colleges and 
Universities (HBCUs), Hispanic-serving Institutions (HSIs), and Tribal Colleges. Central 
to that training is the inclusion and implementation of scientifically-based reading 
research (SBRR). The Reading First Teacher Education Network (RFTEN), a multi-year 
grant project from the U.S. Department of Education, will help teacher educators and 
future teachers at selected minority-serving institutions teach reading using scientifically 
proven instructional strategies. To achieve the goal of increased implementation of 
SBRR, the Network is training over 100 faculty from 26 primarily minority-serving 
institutions over a three-year period. 
 
In addition to training faculty, the project involves deans and presidents of the 
participating institutions to help ensure that the training is initiated at their institutions 
and that change takes place in the way reading instruction is delivered. The ultimate goal 
is improving P-12 student achievement in reading. 
 
The National Council for Accreditation of Teacher Education (NCATE), the project 
grantee, will work collaboratively with the Vaughn Gross Center for Reading and 
Language Arts Higher Education Collaborative (VGCRLA/HEC) at the University of 
Texas at Austin and the National Institute for Child Health and Development (NICHD) 
on this project. NCATE previously operated the Historically Black College and 
University Technical Support Network which strengthened teacher preparation programs 
at HBCUs. The VGCRLA/HEC currently conducts training in scientifically-based 
reading research and instruction for college and university faculty.  In 1997, Congress 
asked NICHD, considered one of the leading research centers for reading instruction, in 
conjunction with the Secretary of Education to convene a National Reading Panel to 
evaluate existing evidence and research to determine the most effective approaches to 
teaching children to read. 
 
The VGCRLA/HEC has convened the nation’s leading reading researchers to conduct an 
intensive training program for faculty from minority-serving institutions and for 
consultants who will aid those institutions during the project. The project plan calls for 
VGCRLA/HEC and NICHD personnel to serve as lead trainers for 50 faculty the first 
year, 50 faculty the second year, and 30 the third year. After first-year participants have 
been trained, they return to their institutions to conduct a needs assessment to determine 
gaps in instruction.  Faculty are working with reading consultants to modify their course 
syllabi to include scientifically-based reading research.  Reading consultants are assigned 
to each participating institution and will aid the institutions in determining where the 
curriculum needs change and what additional resources are needed to deliver the training 
to faculty and teacher candidates.  
 
In its role, NCATE has contracted with institutions to help build capacity and collaborate 
with deans and presidents to ensure that scientifically-based reading research and 
instruction become the basis for change in the preparation of new teachers. This 
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administrative role includes overseeing the use of the results of the needs assessment in 
reconstruction of curricula, collaborating with deans to ensure the instruction reflects 
faculty training in SBRR and that teacher candidates’ acquisition of scientifically-based 
reading research is evident in their practicum experiences. NCATE’s role in the reading 
initiative, through its consultants, will assure the establishment of a professional learning 
community, including an on-line community of practice. Through these real and virtual 
learning environments, faculty can regularly dialogue about adjustments to their 
instruction and materials to enhance the implementation of the scientifically-based 
reading research. In addition, NCATE will work with consultants to engage and inform 
presidents and deans about scientifically-based reading research, implications for 
integrating research-based practices in reading, and reforming teacher education training.  
 
NCATE will also work with testing companies and states on ways to assess what 
candidates know about scientifically-based reading instruction. Together, NCATE and 
VGCRLA/HEC will evaluate the results of the project based on changes in an 
institution’s reading instruction and preparation of teacher candidates. Information will 
be gathered from teacher candidates who are student teaching, to determine how the 
curriculum materials and approaches are being used. Participating colleges and 
universities will also report on how teacher candidates perform on licensure exams.  

 
At the end of the project, teacher education faculty at minority-serving institutions will be 
able to demonstrate that they have a working knowledge of how scientifically based 
reading research guides instructional practices.  
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Understanding the Operational Model 
 
The Reading First Teacher Education Network (RFTEN) model incorporates four 
elements essential to consultants and planning. 
 
Assessing 
Phase One: This phase includes a conduct a needs assessment which helps build a 
foundation for changes in teacher preparation and develops curriculum program 
consensus. Guided by elements of scientifically based reading research (SBRR) and 
RFTEN training, consultants and representatives from participating colleges and 
universities can identify program elements that should be strengthened to correspond to 
SBRR practices.  
 
Educating 
Phase Two: This phase involves curriculum design and delivery and faculty 
development. Although this function is carried out primarily by the representatives from 
VGCRLA/HEC and NICHD, consultants work with institutions to address issues 
identified in the assessment, and to provide expertise on the implementation of change. 
 
Coaching 
Phase Three: This phase documents changes and activities and enables consultants to 
evaluate the prior two stages. By helping institutions document and review their 
activities, consultants set the stage for successful change.  
 
Collaborating 
Phase Four: Institutions share resources internally and with other participating colleges 
and universities preparing for the implementation of SBRR practices. This stage enhances 
the capacity of institutions to a) identify resources they may need from other sources in 
the education community; b) establish a professional development network to promote 
self-generated improvement of teacher education programs; and c) serve as resources for 
other institutions undergoing program changes. 
 
Several key factors characterize the RFTEN model and are essential to its successful use 
at any institution. One is the importance of using trained consultants, particularly in the 
project’s early phases. Network consultants are trained in various approaches to 
consulting in colleges and universities as well as in the knowledge and skills related to 
scientifically based reading research and change implementation.  
 
Another key characteristic of the RFTEN model is its emphasis on the use of consultants 
who are external to the institution that they serve. A needs assessment process is designed 
to initiate conversation between faculty in the institution and consultants who bring not 
only expertise, but also additional perspectives and connections with off-campus 
professional groups. 
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Ethical Guidelines for Institutions 
 
Institutions also have ethical responsibilities related to the RFTEN system. RFTEN has 
established the following guidelines related to the conduct of a consultative relationship. 
 

1. Each institution should facilitate a thorough and objective appraisal of their 
professional education unit by the RFTEN consultant. 

 
2. Institutions are allowed to veto the assignment of a RFTEN consultant only if it 

can be demonstrated that a potential conflict of interest exists. The right to veto 
cannot be employed as a process for selecting consultants holding particular 
dispositions. 

 
3. Institutional personnel should refrain from publicly criticizing those individuals 

participating in the RFTEN process. 
 

4. Institutions should report any perceived inadequacies of the RFTEN procedures or 
processes at the time of their occurrence. 

 
 
RFTEN Consultant Team 
 
Many institutions that anticipate preparing for an accreditation visit ask RFTEN 
consultants for assistance.. Because of their training and experiences, the consultant may 
be asked to serve in this capacity. NCATE has in place policies to guide members of its 
governance boards and Board of Examiners in consulting activities. As the facilitator and 
grantee of the RFTEN project, NCATE recommends that RFTEN Quality Assurance 
Coaching Consultants assigned to participating institutions also follow these guidelines 
and policies. . 
 
RFTEN consultants shall: 
 

  Provide advice to institutions in the context of the consultant’s professional 
judgment regarding general program improvement. 

 
  Ensure that the institution understands the context in which consulting advice is 

given and does not regard such advice as a guarantee of accreditation outcomes. 
 
  Be sensitive to the relationship between consulting arrangements and the timing  

of NCATE reviews at institutions with which they are consulting. 
 

  Restrict consulting fees to reimbursement of expenses and/or other reasonable and 
commonly accepted limits. 
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RFTEN consultants must: 
  Declare themselves as ineligible to serve on an on-site review team or participate 

in discussions at a board meeting for any institution at which the member has 
served as a consultant during the previous five years. 

 
RFTEN consultants shall not: 
 

  Advertise their status as a member of RFTEN or a governance board for the 
purpose of building a consulting clientele (to do so would result in the member’s 
removal from RFTEN). 

 
  Engage in consultation to the extent that it results in excessive conflicts of 

interest. 
 
  Give advice to institutions on how to pass specific standards or be accredited. 

 
  Imply definitive answers on NCATE policies and procedures. 

 
Confidentiality of Work 
 
At the beginning of each RFTEN consultation, the following statement must be read: 
 
Members of the RFTEN consulting team are reminded that confidentiality is an integral 
part of the RFTEN process. Members of the consulting team may have access to sensitive 
information in order to conduct project work. The confidentiality of this information will 
be protected by cadre members in conjunction with participating institutions during all 
consultations. Unless otherwise indicated, all institutional materials, all information 
obtained during consultations, all RFTEN project materials, and all discussions related 
to the participating institution are confidential. Please remember that confidentiality has 
no expiration date - it lasts forever. 
 
Discussions of institutions that have been visited by RFTEN consultants should be 
limited to RFTEN meetings. A specific institution should not be discussed with other 
cadre members unless permission has been granted by the participating institution. Be 
mindful that discussions can be easily overheard in public and professional settings. If 
asked about a participating institution, indicate to the questioner that the information is 
confidential. 
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Facilitating the Institutional Site Visit 
 
The assessment phase of the RFTEN project begins with an institutional self-assessment 
based on the HEC training and assessment instruments (please refer to the appendices). 
The consultant facilitates in the assessment phase by seeking to answer the following 
questions: where is the institution at this point; what strategies can it employ to align 
itself with the RFTEN project goals and objectives? Consultants, with the assistance of 
the education unit, will prepare a needs assessment report that will answer these 
questions. 
 
The initial consultation will allow for the development of an action plan based on the 
needs assessment and interviews conducted by the consultant with education unit faculty, 
institutions of higher education (IHE), administration, and other interested parties as 
identified by the institution. 
 
Prior to leaving a campus, the consultant in an exit interview format, will summarize the 
assessment report that will be forwarded to the institution and project staff. In addition, 
the consultant will discuss methods of institutional evaluation (project and consultant) 
and review the project timeline.. 
 
Project Timeline 
 
Prior to the visit 
 
Critical Tasks    Responsible Parties   Time 
Period 
 
Letter announcing the visit date  RFTEN project director 
 
Confirm visit date    Project director, consultant, 
      Institution representative 
 
Conduct institution self-assessment  Institution representative 
 
Organize IHE team to meet with  Institution representative 
consultant 
 
Make travel/lodging arrangements  Institution representative, 
for consultant     consultant 
 
Forward visit agenda and    Institution representative 
self-assessment report to consultant 
 
Confirm visit agenda    Institution representative, 
      consultant 
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Submit agenda and self-assessment   Institution representative 
to project office 
 
 
During the visit 
 
Critical Tasks    Responsible Parties  Time Period 
Review the visit purpose and process  
with IHE representatives                               Consultant 
 
Conduct interviews and review   Consultant 
self-assessment 
 
Conduct “exit interview”   Consultant 
 
After the visit 
 
Critical Tasks    Responsible Parties  Time Period 
Submit expense forms    Consultant 
 
Submit evaluation forms to    Institution representative,  
project office     consultant 
 
Complete first draft of visit report  Consultant 
and forward to IHE 
 
Submit report comments to    Institution representative 
consultant 
 
Submit final visit report to    Consultant 
project office 
 
Submit monthly progress reports  Institution representative 
to consultant and project office 
 
Submit annual reports to project   Consultant, Institution  
office      representative 
 
Develop and implement training   Consultants, Institution 
sessions for RFTEN project staff,  representatives, Project staff 
participants, and consultants 
 
Attend training and information   Consultants, Institution  
sessions     representatives, Project staff 
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Appendix 
 
Definition of Terms 
 
Assessing:  The diagnostic phase of the network Technical Assistance Model 
implemented when institutions and consultants determine the strengths and weaknesses 
of teacher education units. 
 
Coaching: The feedback phase of the Technical Assistance Model when the consultant 
decreases his/her role and allows the institution, faculty, administrators and students to 
assume a greater role in answering and implementing solutions to teacher education and 
accrediting issues. Simulations serve as a major instructional strategy during this phase. 
 
Collaboration:  The final phase of the Technical Assistance Model process. At this point 
the institutions are becoming adept at “exploring human, physical, and financial 
resources” for program development. Institutions will explore “needs-based 
collaboratives” by seeking out institutions and agencies that have expertise to share - but 
with a common sharing need made clear by both institutions. 
 
Educative: The phase of the Technical Assistance Model delivered by the higher 
education collaborative (HEC). 
 
Education plans: Developed to guide teacher education changes, faculty development 
plans and activities. 
 
Faculty development:  Refers to all activities designed to help faculty and students 
become more knowledgeable and skillful in the teacher education change and accrediting 
process. 
 
Giving institutions:  Institutions with innovative practices that can be shared with 
“requesting institutions;” an institution can give and receive simultaneously. 
 
Innovative practices: Cutting-edge activities that institutions implement in teacher 
education programs. 
 
On-site activities:  Faculty development and student development activities conducted 
by interns and consultants on the campus of the “requesting institution;” loaner faculty 
can be part of on-site and off-site activities. 
 
Professional clinics:  Faculty development activities conducted on-site or in an area 
close to the college or university making the request. The clinics are process- and 
procedures-oriented. Outcomes include the successful implementation of a teacher 
education structure at the requesting institution. Examples of professional clinics include 
(1) developing a knowledge base in teacher education, (2) a collaborative research group, 
(3) sequencing a professional core and cross-referencing with clinical experiences, (4) 




