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,(’ ' ‘
O . ABSTRACT

Thé primary purposes of this study were to define staff
development in éovclopmonta] terms, to develop a paradigm in kcgping
wilh the definition of staff development used, and to illustrate .the
use of.the paradigm through an analysis of case studies of staflf
development in two community colleges.

The thesis is divided into thrco pdrtq The first part provides
the ba(kyround to the study; the statemcnt of the problem, nced for
and significance of the study, definition of staff development and the
researéh design. The second parf includes a reviéw of four bodies of
literaturc used in deveioping,the analytical framewdrk and a detailed
description. of the analytical framework. Part three includes a case
study of staff development in Grgpt MacEwan Community Collcée and one
of staff dévglopmént in Mouﬁt Royal College, each presented in bothv
an historical and an analytical perspective, The final chapter in part
three includes .a summarylof findings, implications of the study and
suggestions for further study.

étaff develoﬁment in this thesis is defined in terms of organiza—
tional self-renewal. Conceptualizing stéff development in this way,
led to.the identification of fouF bodies of literaturé, each of which
csntributed one dimension to the analytical framework. The anaiytical
framewofk, thus, consisted cf four dimensions, each composed of three

or four variables.

The initial sample of six colleges, selected from the total

iv



number of colleges in operation in the provinces of Manitoba, Saskatchewan,

Alberta, and %&itish Columbia in 1972 was red.ced to two since this was

judged to'be sufficient to illustrate the use of the analytical framework.
The application of the framework to each of the two cases of

staff development indicated that each of the thirteen vir lables was

operative in th% sgaff development program at both of the colleges.

L
Nevertheless, through the use of the framework, emphases and gaps in

.
'

staff developmen: programs at each college were identified. The analysis
also indicated that the framéwork could be used as a ffamework for
planning staff development activities. Thus, it seems evident that the
development of this anqtytifél framework could contribute much to the

development. implementa-ior and analysis of an integrated staff develop-

ment program at a community ccllege.
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PART T

THE BASIS FOR THE STUDY



CHAPTER 1
THE PROBLEM

This thesis is conccrqed with staff develépment in the community
college. |

Staff development, a felativély recent term used to describe
on-the-job ﬁraining, has received iﬁcreased attention in recent years,
particdlary since 1960; years when accountability, systems theory,
evaluation and nonpunitive grading in community colleges were considered

a

positive directions toward the future. Yet it is a concept that s not
)
well defined, integrated or understood.
Thus, the purposes of this study were (1) to define the concept

in terms of organizationél self-renewal, (2) to develop an analytiéal

_framework that wéuld aild in describing and analyzing staff development

activities, programs and processes in community colleges, and (3) to
* .

illustrate the use of this ffame%prk through case studies of staff

v

development in two community c¢olleges in Alberta.

'"ORGANIZATION OF THE THESIS

v -

This thesis is organized into three major parts. In Part I,
I .

the basis for the study is presented:- Chapter 1 inmcludes the identifi-

cation of the problem, and details of the background and the significance
of the study. Chapter 2 includes a discussion of the c..ceptualization
of staff development and the need for an integrating framework// And

Chapter 3 outlines the research design. /



The first chapter of Part II (i.e., Chaptér A)wa.review gf
literature and research relevant to the’dcvelopment of the analytical
framework is presented. The second chapter, Chapte; 5, presents a -
discussion of the development and description of the analytical framework.

In Part III, the analyticAl framework is applied to the spaff
dévelqpment activity at Grant MacEwan Community College and Mount Royal
College over the period of study. £n the first section of each chapter
(i.e.; Chapters *7 and 8) a historica].déscription of the staff develop-
ment activity at each college is presented; The second section of each
contains an analysis of‘Ehe'staffvdevelopmént activities of each college
according to the analytical frame@ork.

The final chapter in the thesis, Chapter 10, presents the summary,

conclusions ‘and implications for further study.

! BACKGROUND TO THE STUDY

¥

CommunipXVColieges 'g

Identity. _Pgst—secondary, nor-university educational institutions
- usually referred to as community, regiénal, junior or twb—year colleges
or technical institutes (or éoﬁe combinatioﬁ of those names), have been
in operation in North America only since the early 1900's. The first
sucﬁ educational institution in Western Caﬁada\was founded slightly more
than sixty years ago in Calgary. It is, however, bnly‘during the past
twenty—fivé years' that thesé colleges have grown signifiéantly'in

number, size, and diversity. In so doing they have just begun to

~

acquire their own identify, which clearly distingﬁishés them from both
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secondary schools and universities.

As of the time of completion of this study (1977).there were more
than thirty post-secondary, non-university educational institutions in
Western Canada. To group these institutions under one title such as

"oommunity colleges'" belies their heterogencity. Nevertheless, the term

"community college" or "community-junior college" is becoming increasingly

recognized and accepted as the means for identification of a ''mon-degree
granting, public or.private educational institution offering vocational-
. » T

technical or university parallel studies in programs -of one, two OF

three years duration'" (Campbell, 1971:7).

' Development. During the formative years, prior to World War II,
most of the colleges and technical institutes in Western Canada were
primarily either 'vocational schools" with their curriculum clearly tied

k4

to the secondary school program, or "junior colleges," concerned largely

"with first and second year university courses. Thus, these '"colleges"

were operated either as junior partners to universities or by provincial

departments of education as adjuncts tc the secondary school system.

v

As a result, the instructional staff for these various institutions came
<

from either the secondary school system or the universities. As a

-1
L

consequence, the staff were on the whole a rather homogeneous:lot, having

either teacher training (i.e., pedagogy) or advanced degrees in the”érts

-
|

. 1This point is developed in Thornton, James W. The Comﬁunigx
Junior College, Third Edition (Wiley.and Sons, Inc., New York, 1972)

who writes: '"during the sixties the community junior college finally
attained full status as a member . of the higher education establishment
i{n the United States" (preface).



or sciences and teaching experience in a post-secondary institution.
The end of the Second World War, however, saw the beginning of

a new era; ;& era of very rapid change and tcchnologichl development

and great interest in education, particularly education for semi-
professional or para-professional careers. In the more mature college
movement in the United States, thisi type and level of education had

become the purview of the community\college. Following this ﬁiepcdcnt
. ~

the number, size, and diversity- of colleges in Canada grew at a rapid

. ‘\ . M -)'\‘

. \ !

rate.2 : . \

\

‘Goals and Educational Program. 'The t.pe ot terminal education
developed by these colleges during their; period of rapid growth was of
‘a new type, a type different f}om that of their formative years. It
vwas, on thé one_hand, vocational--that is: educatién for life support--
and on the other hand, avocational--that is: education for life e;rich—
“ment. Thus, thése new institutions Qere hailed by‘many as "people's
colleges," student centred educational ingﬁitutions, institutions that
gave every student a second»cﬁaﬁce; met individual needs; humanized
education; and were concerned ;ith the full development of the human
potential.' Asva reSulp, they were seen.by many as &ynamic, growing,

adaptable "opportunity colleges'; colleges that were at the forefront

2Prior to 1946 only five post-secondary, non-degree granting
institutions were in operation in Alberta, namely the 0lds and Vermilion
Schools of Agriculture, Camrose Lutheran College, Mount Royal College,
and The Southern Alberta Institute of Technology. During the next twenty
years, starting in 1951, six new community colleges were founded, namely
Fairview (1951), Lethbridge (1957), N.A.I.T. (1961), Medicine Hat (1964),
and Grande Prairie (1969). (Campbell, 1971:80-105).

-



L J
of education, education that made men free. Thus, they began to attract

potential students and staff in large numbers.

Staff. As the colleges grew in number, gize and diversity,
they increasingly became instifutions apart from the secondary school
system and the univcrsities,”and as they increasingly emphasized educa-
tion for semi-professional and para-professional careers, they
increasingly employcqhstaff with a wider and wider diversity of educa-
tional backgrouéd aﬁd\experience; that is, staff who were "hired not so
much for the degrees they possessed as for [their] knowledge of their
profession and their skill in teaching" (Campbell, 1971:8). . This lack
of specific education or"training>£or the role, was borne out in a study
by Tod (196Q:25—26), which indicated that nearly thirty—five percent
of the community college faculty in Alberta held no university degree(s),
over sixty percent did nog hb;d a teaching certificate, and over seventy-
 five percent had no teaching.experience in a post-secondary institution

prior to commencing their current employment.

In-Service Programs. During the years of rapid growth in size

and divefsity,_staff competence, vitality, and morale were maintained
largely .by (a) the reduction of student/staff ratios, (b) the purchase
of such costly new instructional technology as videa tape systems, in-
structional computers,. and learning machinés, and (c) the recruitment of
new graduate students (M.Sc.'s and Ph.D.'s) with supposedly fresh ideasA.3
‘3Fof a more detailed explanation of "staff development through
addition and substitution" see Bergquist, William H. and Phillips, Steven
R., "Components of an Effective Faculty Development Program," Journal of
Higher Education, Vol. XLVI, No.2 (March-April, 1975:177-211). Als e

Schultz, Raymond E., '"Low Turnovers Create Staff Development Problems,"
Community College Review, Vol. 1, No. 1 (April, 1973).




Since the early 1970's, however, all institutions of higher education .
bave had to increasingly face the harsh realities of decreased funding,
steady-state or declining enrollment, and declining faculty mobility,
together with increasing demands for accountability from students,

1

parents, and provincial and federal governments. Thus, it became evident
. : \

that one of the few ways of maintaining instructional staff competcncé,
~

vitality, and morale was through the development of those alreaay

employed. . At the same time, the diveristy amongst both students and

staff, coupled with the developing image of the college as an open-door

educational institution providipg high quality education (a paradox in

itself aécording to O'Banion [1972:1])4 became an increasing concern

to college administrators. 'Many administrators recognized that if the
\,

l \

colleges wefe to achieve_their avowed purposes, all college staff would
have to be‘exceeAingly competent teachers. That is, the administrators
recognized that the success or failure of their institutions rgsted
updn the quality of the teaching staff. Thus, they began to gake some
positive steps toward upgrading the faculty. p
In doing this college administrators came up against another

problem: at that time (the late 1960's and early 1970'35 few universities

in Western Canada offered programs specifically designed to prepare.

4O'Banion obviously believes there is a direct relationship
between the quality of program and the level of entrance qualifications.
Thus, his assumption evidently is that since the open—door policy allows
persons with all typgs\and %gvéls of competencies to enter the institu-
tion or its programs, high-level programs cannot be offered.

iy

Another view of the relationship between quality and quantity is
that the open-door allows individuals to enter who may not have much
commitment to an education. If large numbers of such individuals are
allowed to enter a specific educational program, a high standard car ot
be maintained or achieved.

|



. ’ attend conferences and workshops grew at a rapid rate.

/

4 '8
j ,
/ !

persons for the role of teaching/in a community Bollege ; therefore,

teacher training would have to Hecome a part of the‘on-going program of

the colleges themselves. Tt a}éo became evident that,

due to rapid

change on all fronts*'bfovisipn would have ‘to be made for \the continuglvﬁ

development of all staff. ‘Thus, during the very late 1960's

1970"s numerous .conferences were held and publications appeared

ngerning
\
the need for -in-service training or\staff development in community

Concurrently, college requests for funds for staff travel to

colleges.

T

*\\\ Summary. The foregoing suggests that the community college is
one of

the newest types of educational institutions in Canada. It is an \\\

e

. lnst
N\

itution that has a mission different from that of the public school
N ‘
or the university; an institution wherein success \is dependent upon its
AN ' ’ . : A
N\

willingnéqs and ability to.recognize and to providé for new_.educational

o "

needs, for the educational needs of a new group of students in a rapidly '
changing society. -

N

Thus, the ‘success of the cdmmunity college ag an institution.

depends upon having campetent and up~to-date staff. »&hile considerable

improvement has been madé\in both the pre-service preparation and
in-service training of Staff\\TUCh is yet to be done.

o N

, : \
A review of calendars of Wgstern Canadian universities, available

in the libraries of the University of Alberta for the period 1965-75

indicated that‘no educational programs\were offered that were purporced

to educate community college teachers. \




The Current State of Staff
Development in Community

Colleges

Method of Assessment. In undertaking this study, a comprehensive

.
[

"review of relevant literature was made. This review included a systematic
search of all periodical indexes, card catalogues and dissertation
abstracts at the University of Alberta, for informntion about staff!
development. The search was made according to a number of synonyms for
staff development that are used by authors, editors, and catgiogues'in'
dealing with the concept--such terms as faculty development, in-service
R | | . ;
training and in-service education, professional development, teacher
improVement, teachervinstituﬁes, and continuing education.

The search also included a review of articles, publications and
research documents 6n in-service education or staff development
idcnﬁified according to the group of persons to which it was directed:
teachers, instructors, administrators, an&tsupport personnel in educa-
tional institutions. Thus|, the feview,included'nearly every joﬁrnai

. \
article, publication, research document and occasional paper on staff

‘development available at the\University of Alberta in 1974, a total of
: . \\ y {
. / :

more than three hundred articles.

[N -

Resﬁlts. A similar review by Denemark and;ﬁécpgnéld in‘l967
ﬁoted that (1) research on in-service education was disappointingly
scanty; (2) it was almoét impossible to identify the theoretical basis
of'most of the‘repdrted studies in the research 1iteratuqe; (3) the
1a§k of an integrating framework has resulted in an obvious divorce of

’

theory and practice; and (4) the state of in-service education appears



to be largely a reflection of the state of‘pre—sefvice educationi

The review of literature of this study indicated that while much
. .has been written about in-service education since 1967, many of the same
criticisms as those noted above could be applied. Indeed, most of the
studies reported in the literature could bé grouped into three areas,
namely (1) thé need for staff development, (2) staff development methods,
and (3) guidelines fop planning, diweloping, implementing and under-
standing a staff development activity or program. Mogt of.the résearch
studies were of a quasi—experimeﬁtal néture, concerned primarily with
short term,‘stop—gap training aétivities./ ""ﬁ

No research studies, journal articles or publications were{foun@
that in any significant or directlway related to or discussed staff
development as an integrated,-organization—refereq;ﬁd, ;n—goihg_pngram.

AAS a reéult the literature is largely repétitious or non-cumulé—
tive. Conseguently, it waé decided ;hat there was littlé point in
glaborating on the summaries presented above. Nevertheless, anyone
w%§hing further details should refer to the series\of articleg on staff

development that have appeared in the Journal of Higher Education during

the period 1971 through 1975, in O0'Banion's Teachers for Tomorrow6, and

in Toward a Professional Faculty.7

7 -

f SIGNIFICANCE OF THE STUDY

Introduction
Ever since the establishment of the first post-secondary non-

university educational institutions in Western Canada in the early 1900's,

(Tuscon The University/ of Arizona Press, 1972)

(San Francisco: Jossey-Bass, 1973)

10



the number, size and diversity of these institutions has grown‘sreadily.
At the same time, this period in history was marked by very rapid change.
Duting this period of rapid growth and change, colleges acquired staff

members who lacked, as a result of insufficient pre-service training, the

. o
expertise (either pedagogical or academic), Jo make good the promise of

the institutions in which they were employed - "dc¢ ocratize higher
education," to provide an opportunity for a higher education to all those

who could benefit. from it, i.e., to become "A College for Everyone' in

Tillery's terms (Tillery, 1970).
University programs specifically desigped to prepare and develop

college instructional staff for their rele in the community'college,

N
s 4

were etillnot.éenerally'afaiﬁable in We%tern Canada\inil976. As a
resﬁlt, one ot tpe best m Eﬁbdsravallagle to most institutions and their
staff for improylng instr‘ctional expertise or quality was to develop
staff already employed at the institution. Thus, an analytical framework

that can be used by administrators to plan, develop, implement, and
Y
evaluate a comprehensive and integrated staff development program for and

~atvthéir college was urgently needed.

)

The Need for Staff Development
o ' o A -
The need for in-serv&ce training or education, for continuously
l
up-dating, up-grading and re%training teachers has long been accepted
x . '

by some, if not most: - educathnal admlnistrators. Lowry, in 1908,

\ \ v
suggested that though princ1pals and supeiintend@nts should not relax
, [ /
their efforts to secure better trained teachers, they should

"give more

time End attention to maklng good teachers of thOSe now in service"

(Lowry, 1908:12-15). L1ttle,cognlzance was taken of such a suggestlon,

1
|
I
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howéVer, becausc for most of the period since 1908, the educational
systems in North America, particularly Western Canada, have been in a
state of rapid devglopment.‘.As a result, educational administrators were
able to '"secure better teachers" through replacement and additions to
staff rosteré. Consequently, little attention was g}vcn to in-service
staff devéldpmené. Nowhere was this more true than in the community

college system.

As was noted earlier, however, that situation has begun to change.

f

Since 1973 there has been a significant slowdown in the increase of both:
numbers and sizes of colleges. In the U.S.A. during the early 1970's,

v

a new community college was opened at the Fate ofyone per week. By the
end of 1974 this had slowed to about one p;r month (Gleazer, 1974:6).
In Alberta, British Columbia, and Manitoba, no new colleges were opened
duriﬁg the periéd 1971 to 1974, inclﬁsive. Saskatchewan is only a
partial exceptiqn‘td this‘trend..aln late 1974, Saskatchewan announced
the opening of several new "éommunity colleges"; theée created little
demand for-pro%essional college staff, however, since the plan was to
makéﬂuse'of expertisu Qithin tﬂe c¢ommunities served.

As a result of this changiﬁg situation, there has been a rapidiy
growing need for ;p—dating and up-grading those already in_Service.~~’/

Among the frequently cited reasons for such a need, in addition to those

already moted, aﬂe the‘following: o ]

8Atwell and Sullins (AACJIC, 1973: 32) suggest that "Despite.the
myriad problems surroundlng the still burgeoning community college )
movement, none appears more critical than the continuing profe551onal
development of community college faculty.'

)

12



——the ever-increasing rjfo of change

RY L
f

——the uniquo/;pnrnctcrof the community college
——the inadequacy of past (and present) staff preparation and
pre—service programs . D

——the knowledge explqsion

——therghﬁnging”role of education in socicty and the teacher
in education’

——the dynamic state of educational technology.
Each of these reasons is briefly Hiscussed and documented. in the following

w

péragrgphé.

Change. o .' .

)

What is new is new not because it has never been there before,
but because it has changed in quality. One thing that is new is
the prevalance of newness, the changing scale and scope of change
ftself . . . (Oppenheimer, 1969:1).

Chan-.. . growth,‘aﬁd development are characteristic of every living,
dynamic organism and organization. Development is the organism's and
the. organization's response to change, and "Change is the biggest story
) .
in the world today . . ." (Bennis, 1969:1).

Development through (or as a result of) education is one of the

major ways by which man is able to cope with change. Since the world

(society) is changing at an ever-increasing rate, educators must find

ways to keep pace with these changing conditions.

NeQness of comﬁunitzrcollegg_, Community‘colleges have been in
operation in Norfh America for a littlé mérevthan one-half a century.
But it is‘incorreét to think that gro&th has been regular over this span
of time. The real %Fowth of the movement did not begin until the late’

’

1950's. 1In Western Canada as of 1974, less than twenty percent of the:

13
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. ‘)

s
community colleges had been in operation for more than ten years. Thus,
most of these colleges in Western Canada are still in their early youth,

a stage of very rapid development. “During this time few operational

procedures and structures are formalized, s .ndar “zed or firmly estab-

lished. As a result, many colleges are jus now b. iinning to concern,

themselves with such considerations as staff . 7 pment programs, yet
| ; » D

developing colleges could gain much from knowing the methods anﬂltechniques
(and pitfalls) of their more well-established counterparts in developing

and implementing a staff development or im-service educational program.

Unique character of the communit} college. It is almost'a,cllche
to:note that a communit; college»ls a unique type of educational institu-
tion. Its'uniquenese is little Qnderetood, however, by many lndividuals
and groups both w1th1n the commenlty it servee and w1Lh1n the college
itself. Part of thls unlqueness results from the fact that the college s
primary‘concern is teaching. Cohen (1967:22) suggests that instruction

-1is the 51ngle purpose whlch more than any other guides two-=year colleges.
S
Commuhity college involvement in, and commitment to, teachingyand

X . -

learning overrides all supplemeﬁtary goals and functions, broad and

narrow.

Many autﬁors kn0wledgeablekab6ut colleges (amoﬁg them Johnson,

>

Medsker, 0'Banion and others) agree with the idea that the community

L2

college is a teaching, not a research institution. Thus, its effective-
ness as an educational institution is dependent upon the quality of its

~ instructional program. At the same time it can.be noted that recent

3

literature concerning the community college gives evidence that college

administrators are beginning to recognize that planned programs of staff

o
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development are a first step toward i&proved instructioﬁ.

Another part of the uniqueness of the community college results
from the fact that it ". . . is the final link in the . - - chain of
effort o democratize and universalize opportunity for college training"
(Gleazer, 1971:155-156). Stewart in comtenting on the development

intended by the Public Junior Colieges Act 1958 noted the following:

It was clearly intended that the colleges would seek out the
needs of high school graduates for post school programs, other
than university studies, and that the colleges would assume the
responsibility for providing educational opportunities for those
who could not proceed to the university (Stewart, 1965:43).

He proposed also (1965:39) that there is a need for "comprehensive
colleges" even though it may be that in Alberta the adults who will guide

the development of post-school education are not yet re%dy to accept the

proposal of the comprehensive institution.
. “
Fournier in Trends and Developments in the Colleges of Canada

(1971:90) identifiéd four different degrees of openness of the admission
policy of Canadian cdlléges. He conéluded by ﬁoting "we séem to follow
the same pattern as in tﬁe United étates,. .. we do not yet agree on‘

a commoﬂldefiﬁition of the 'open door'" (1971:90).

Similarl& Campbell in his book Community Colleges in Canada

©mghit

notes:
Its doors are open not only to the university bound, but also
to those seeking vocational training in preparation for a career.
Through short courses and other programs of continuing education,
it tries to serve the entire ‘community, Accessibility, both
geographic “and financial, is seen as a hallmark of these
colleges (Campbell, 1971:8).. : '

Cohen (1969:201) suggests that if the community college is to
carry out its ". . . avowed purpose, to give'évery student - the best

educationrposéible,_we must make teaching--the best kind of teaching--the

focal point of our endeavours."



While no universally acceptable definition has been devised for
"good and effective teaching," most would agree that considerable and
up-to-date subject matter knowledge and skill combined with some peda-

gogical competence are. at least concomitants of good.teaching. To
AN

provide or maintain these conditions would scem to necessitate continuous

J

staff development.

\

Inadequacy of staff preparation programs. While many familiar

with community qol]eges'may consider the inadequacy of pre-scrvice training
for college faculty a foregone conclusion, the deficiencies in pre-service
training have not been well documented.. Nevertheless O'Banion (1972:84)
suggests that "with very few exceptions, pre-service programs for the
training of.community/junior college staff are grossly inadequate." This
conclusion is based upon the many opinioqs (document ed by O0'Banion in

197?) thaé "there are practically no strong pre—service collegiate

programs for communit; college staff members" (1972:84). These conclusions
apply‘specifically to the United States"situation.

Although no specific data is available for Canada, a éearch of
recent (1975) Canadian universi;y calendars would suggest that it is
‘a;so true in Canada. As a result, O'Banion's comment-(l972;84) that
"L . available college instructors are either discipiine—oriented,
narrow, subject matter speciaiists or secondary school oriented . . ."
is probably true for Canada as well.as the U.S5.A. So intolerable is
this situation, O'Banion further suggests that some critics recommend
that all available resources be channelled into programs of in-service

education to be coordinated by the community colleges themselves. N

Fortunately, this situation is beginning to change .as a result

16



of the increasing number of universities (particularly in the Udited
Stétes) that have recently (in the late 1960's and‘early 1970's) commenced
college instructor preparation programs such as thé Master and Doctor
of Arts programs in College Teaching. O'Banion suggests, however, there
is little evidence that these programs are adequate for the task éince
many inglude only éne or two courses directly related to community
coliege tecaching.

At the same time, Medsker and Tillery (1971:99) note that "even
if the majority of college teachers were to be recruited from well-

conceived special training programs, their need for staff deVelopmcnt

would continue." It seems cvident also that even if the majority of
' — \

'

future college teachers were to &ake such degree programé, it would be
many years before these brograms would have a significant effect u?on
the supply of aépropriately qualified college teachers. In the meantime
the need for in—sérvice staff development would continue to grow.

- It should also be noted that many- authors concerned wiSL the
community college (émoqg them Silberman, 1970 and 0'Banion, 1972) argue
that programé lq?ding to graduate degrees do not hurture personal -
qualities and competencies in teachers required‘by the community c&llege.
. These authors suggest ﬁhat the most needed quality amongst community
college faculty is the ébility to‘project themselves to sftudents as
part of the hqmaﬁizing process. This’suggésts that teachers must bé
prepared to reach all students--students whose previousvacédeéi;
performance raﬁges from A's to' F's, the academically and tﬁe vocationally
oriinted, rich and poor, and students from all cultures. Many agree

that existing senior ‘college programs do not yet provide training or

education to meet these needs.

17
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The knowledge explosion. Numerous authors and authorities have

suggested that while a century ago it took mort than one hundred years

for knowledge to displace %tsélf, "within the past decade the amount of

"

new knowledge available to server the needs of mankind doubled" (Brickell,

1963:25). And the rate of change seems to be ever increasing so that

knowledge is even more quickly being displaced.

~, As a result, many of the ConCﬁptS, facts, and methods now
\
considered or accepted as common knowledge by some had not been dis-

'

covered, or at least validated and developed, five, ten or fiftcen

years ago. Obvious examples in education are the applications of the

digital computer;>naﬁy of tﬂé principles and methods of audio-visual

instruction and many of the concgpté of psychology (how people learn,

fail, etc.).

- Harris (1966:257)°summarizes the effect of these changes on

in-service education when he states:

o

Times change, the pupils change, curriculum changes, situations.
change, and so we must have dynamic professional growth programs
if we are going to have anything“approximating excellence in
education, now or in the future.~

The changing role of education in society and -the teacher in .

education. Prior to the 1950's in North America the primary role of

education was to allow or assist the individual to obtain a job or

teaching larggly:involved

'

improve his or her occupation. As a result,

imparting certain knowledge (facts) and skills. As a result, the teacherr;

could teach for some considerable time without extensive up-grading or
re-training. During the pasﬁ ten to twenty years,'with the advent of
many labour-saving devices, there has been and continues to be an-.increase

not only in leisure time but also in the energy and other resources to

18
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make ''good" use of that time.

As a resukt, therc is a growing demand for education to help the
individual to make more effective, cfficient and rewarding use of his
1eisure. This is indicated by the rise in enrollments of the liberal

9

arts programs and coileges during 1973-1975. Education for leisure

requires a dynamic, flexible approach: an approach that requires an
exceedingly knowiedgeable, capable, and dynamdc teacher; teachers who
can intelligently discuss the philosophy, sociology and psychology of

education in general or relative to a specific topic.

!
I

These conditions and demands, coupled with almost instant communi-
cation of world events and new discoveries in both print and non-print
forms, requirés that the tqﬁcher become a facilitator of learning, rather

than a dispensor of facts. To acquire this skill and maintain it requires

constant development, education, re-training and up-grading.

The dynamic state of educational technology. Advances in,

educational technology occur so rapidly that few educators have the.
time to keep abreast of developments. Many of today's‘faculty in
‘community colleges received their pedagogical and academic qualifications

before the advent of many of the now ".ommon" teaching aids and methods.

Thus, up—dating‘and up—grading is urgently required.

, 9While CaAadian statistics to support this observation are non-—
existent, a number of articles to this effect have appeared recently ’
in U.S. publications. For examples of this situation see '"Maharishi
International University Mixes Meditation and Education," Change Magazine,
Vol. 7, No. 4 (May, 1975:19-22); "Women's Programs Grow up," Change
Magazine, Vol. 7, No. 9 (Nov. 1975:16-22); and "Is Vocational Education
. the Wave of the Future?", Change Magazine, Vol. 7, No. 9 (Nov. 1975: .

46-48). ' '




Roueche and dcFarlane (1970:718) suggest that "it is obvious that
junior college teachers need continuous in-service training to overcome
the obsolescence of tceaching skills and competencies in an age that

is experiencing rapid scient fic and technological advances."

Many authors, however, sugeest (hat the principal problem is not
the rapidity of techﬂojogjnn] advanc. ot the difficulty of the asso-
ciatedvbehavirur change. So basic and are the chaﬁges uceded,
that a continuous and comprehensive ap..ow.. . ceded, as is indicatod

“

by Harris (1969:258):

Thus, the basic modes of opera ion . ©ojona pract -
tioners, rooted in old habits, tradition: Tque skills
values and interests, must be changed-— ¢ © hallenges
the person to become substantially 1iffc¢ - I ~ 1is.
This is the kind of in-service education we o think out
this day and age. This is what must be cone e ] educe-
tion is to attain and maintain real instruc-ion:! ol lenco,

i
Conclusion
It seems evident from the foregoing that there is nc. for a

comprehensive, integratad, and on-going staff development program for

all staff--administrative, instructional, and support--in the community-

junior qollege. It is reasc able, therefore, to éxpect that all colleges

e o
‘have developed and implemented to some extent, a staff development

f

program. It is unlikely, however, that any would have a total or -

'

complete program at present. Therefore, potentially all colleges should

gain from the knowledge and experience of others.
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CHAPTER 2
THE CONCEPT OF STAFF DEVELOPMENT

The need for staff development now scems to be part of the
"conventional wisdom" of most community college administrators in North
America. Much has been written reéently about staff dévelopment——the
need for it, methods andbguidclines for the developmént and implementa-
tion of activities and programs, but it is clear from the survey of the
literature that definitions of staff development vary widely and are |
totally inadequate. Thus, as Hewitt (1972:41) notes, "everybody is in

favor of it but nobody has clearly indicated what ‘they mean‘by it."

Several conditions contribute to this state of affairs.

Contributing Conditions

First, the concept is so new (at least in community colleges)
that as yet mosf administrators and instrucﬁérs are not sure just what
staff development encompasses. For some, staff development is thebsame
as in-house or in-service training or education as typified by the one
sr two day sessions at the beginning of each new college year. For
others, staff development is synonymous with up-grading and up—datingﬁ
through short courées, seminarg and workshops. For still others,
stéff development is primarily professional development or improyement
through sabbatical leave, reading professional journals, and formal
study. -

Second, staff development can be achieved in many ways, through
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( many methods and types of activities. For exaﬁble, it can be achieved
through'seminars, workshops, short and not-so-short courses, through
meetings, work expcriqnce; travel, reading and so forth. These
activities may be unreclated except through their overall objective
(e.g., to up-date subject matter knowledge), or they may be organized
into a more 6r less comprehensive program (i.e., a group of activities
with a common purpose such as to up~date the staff member in instructional
technique, subject matter kﬁowledge and evaluation teclmique).1 In
either case the activities are still considered by many to be staff
deveiopment.

|
Third, these activities may be undertaken for many reasons: to
remove pre-service deficiencies or to improve ,the practitioner's effective-
ness through helping him or her to better understand the role.and
function of the brganization or to better understand the clientele.
Staff development activities may be engaged in by ihstructors to improve

their academic competence or for a host of other reasons. As a‘result,

staff development activities may focus upon a specific problem such as

5
k]

individual teaching or administrative competence, or subject matter
up-to—~dateness; or group activities such as team teaching, communica-
tions, cooperation, institutional planning and the like.

Fourth, staff development may be undertaken by staff as

lA staff member might engage in a variety of activities, each
designed to up-date his competence in subject matter; another staff
member might engage in a variety of short courses each designed to
improve his competence in a different aspect of his job. The first
gseries of activities are related by their purpose (i.e., up-date), the
second are related to their type (i.e., short courses).



individuals or as groups. The groups may be homogeneous or heterogeneous;
that is, they may be composed of any mix of instructofs, administrétors,
and professional support personnel.

Fifth, the initiative for up~grading, up-dgting, re—training,
orientation, or refreshing may come from the staff member (the particiQ
pant) himself or from his supervisor or cméioyer. The participant may
be active.or passive in ﬁis involvement>in the initiation, development,
and implementation of the developmental activitv. And,, pa;ticipation
may be compulsory oF‘voluntary,

As a result of one or morc of the above factors, reinforced by
the lack of an integrating or organizing framework, staff development
in most c;lleges currently is composed of a collection of activities
each intended to contribute to the development of”the individual, the
program, and tﬁé organization. P

One of the reasons so little has been accomplished in years
past, suggests Knezevich and Murphy (1968:224) is the fact that $O many
assume some, but no one total responsibility for in-service activities.
One of the major reasons this is so, noie numerous authors, is that
few understand just what staff developﬁenf is or should be. Thus, one
of the most productive ways of beginning to resolve this problem seayy' 

. /
to be to attempt to define or delimit the concept: staff develqpﬁgnt.
In so doing, an attempt will be made to define staff develgpment in

terms of organizational self-renewal. First, however, clarification

of two key terms.

In-service education vs. staff/development. Good, in the

Dictionary of Education (1973: Third Edition), makes a clear distinction \\

¥



between in-service education and staff development. He defines in-service
education as: ". . . efforts to promote by appropriate means the'pro—
fessional érowth and development of workers while on the job" (1973:294).
Staff developmént is defined as: "all efforts'of school officials to
rccruit, séhect, orient, assign, train or reassign staff members to
provide the ‘best possible staff fdr.the‘operation of fhe school" (1973:

448). Thus, staff development, according to Good, would include both

staffing (in the traditional sense) and in-service education as it is
. ‘o o o
defined by others. ' ‘ ‘ '

Few authors maké the distinction that Good does. Most autﬁors
tend to use the terms synonymously; staff development being simply a’
new term (a term popularized by such ﬁotables as 0'Banion, Zion,;Harris,
and others) for in-service education.

For the purposes of this thesis the term staff development is
used exclusively to refep\to/both in-service education and staff

development. -

Organizatjonal Self-Renewal : - .

In developing the concept of the selﬁ;renewing’organization,
Williamson (1975:357-58) notes that while: -
. . . the bureaucratic form of organization can c¢claim méjor

responsibility for the dramatic individual or social gains in
1iving standard that this country has experienced during the

past century . . . one of the most severe weaknesses of bureau-
cratic organizations has always been their inability to deal |
flexibly and appropriately with change. ~.

Yet it was the efficiency, effectiveness and stability of

bureaucratic organizations that resulted in the tremendous development

\

and change that is characteristic of our sogiety today. And so the use
\

of bureaucracy has led to its gwn demise.

N
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Williamson (1975:358-59) further notes, however, that:
. . accelerating change in our society has not only brought
on the growing realization of the dysfunctional characteristics

of bureaucracies, but has advanced new concepts of organizational
health . '

This concept of organizational health is that developed by Clark

| |

(1969:282) in which he defined a healty organization as one in which two
N
basic but diverse'requircments are met—--maintenance of the status quo
and growth. |

Organizational status quo (as wil% be noted later) is ma?ntained
largely through an organization func£ioning at the level of opefatiohs
and regulation, while organizational growth is the result of functioning
at the levels of learning and consciousness.

The ability of an organization to grow is provided by the level
of learning. '"It is thé capacity of the organization to be 'self-
organizational' that characterizes its funétioning at tﬁe level of

o
learning" (Williamson, 1975:364). As a result, the organization, is
able to breakdown old behavioural and~0rganizationa1_formthnd develop
new arrangements. It is at this level that the crifical roﬁe of in-
service tréining ié tied to the congruence that must exist between
personal and organizational growth. In;serv’ ~‘training therefore
not only develops internal variety, but al. irvreases tﬂe qrganizaﬁion's

capacity to deal with its environment. Thus, organizational self-

renewal is brought about largely through staff development.

2 : . s . .

For a more complete explanation and description of organizational
self-renewal see: Williamson, John R. "The Inquiring School: Toward a
Model of Organizational Self-Renewal," (The Educatignal Forum, Vol.
XXXVIII, No. 3 (March, 1975:353-371), and No. 4 (May, 1975:393-410).




Staff Development as Planned

Change

Many of the early writers about in-service education referre.ld
e

to in-service education as "planned activities'" during.the service o
employment of the individual(s) involved, which have as their purpose
the development of the individual, the program, or organization. These

authors frequently noted that in-service education is more than just

change; it is a strategy for planned change. Corey (1957:1) in the

introduction to Chapter One of the Fifty-sixth Yearbook of the National

.

Society for the Study of Education suggests that:

. attention in in-service educati$n is centred upon

planned programs in some contrast to the various activities | .

in which teachers and others might independently engage in
order to improJQ themselves. :

He suggests’, however, that this does not depreciate the value of inde-

'

pendently underﬁaken activities for professional improvement, but tha:

.

"planned programs in in-service #ducation, in the judgment of the year-

"

book committee, are essential to adequate profeséional improvement of

. Ly :
school personnel" (1957:1). Throughout the remainder -of the publication, -

the various authors emphasize planned programs for staff development.

T

-

In a‘similar manner, Harris (1969:f6—l9) notes that "in-service

education is a process.of planned change" and clearly distinguishes it

from: )

. . . historical- events, environmental events, maturation
of people and programs, innovations, new ana obsolescent buildings,
and other cause-effect chains in progress at a point in time
[which] will result in an altered state at a later time.

This later condition he terms organizational drift and identifies it

as unplanned change. /

26
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This emphasis upon staff development as a planned, structured
program is the focus of several recent authors also. For example.
Hewett proposes (1973:41) that.we regard in-service training as ". .
any structured educational experience undergone by a teacher-in-service."
Sdmilarly 0'Banion (1973:29) defines staff development as ". . . a
program consciously undertaken and carefully planned to help all members
of the college community realize their potential.”

From Individual Development to
Program Development Emphasis

Histdrically, a major thrust of most's£d%f development activities
was towards.the completion of preparation or pre-service programs. For
example, Tyler (1971:13) suggests that over the past 125 years, the
major emphasis in in-service education wés "remedying gross deficiencies
in the pre—éervice preparation of teachers." ) .

In a similar way, Richey (1957:32), in discussing in-service
education programs for teachers in the school system, noted that in-service
programs during the late 1800's and early 1°¢° re directed toward
the correction of the most obvious defects ‘s, i.e., inadequate
comﬁand of subject matter to be taught and lack o professional skills."

Tyler (1971:13-14) in comparing in-service education of the

present (1971) to that of the past 125 years makes almost .total reference

3Foraa more detailed analysis o’ - growth of in-service educa
tion of teacHers see Tyler, Ralph W., "I. crvice Education of Teachers: .,
A Look at the Past and Future" in Improving In-service Education, (ed.)
Rubin, Louis J., (Boston, Allyn and Bacon, Inc., 1971). See also
Richey, Herman Ga, "Growth of the Modern Conception'of In-Service
Education," The }ifty—Sixth Yearbook of the National Society for the
Study of Education (Chicago, The University of Chicago Press, 1957)




to the improvement of "the individual." TFor example, he notes "in-service

education continues to be one avenue by which an individual teacher's

.

[emphasis min = -rsonal interests and neceds are served." He notes,
however, WOt the major changes in the purpose of in-service

. c.
education s 930 has .en M. . . to aid the school in implementing

new educational programs. by helping teachers acquire understanding,
skills. and attitudes essential to the role they are to play in the new
program' (1971:14). Thus, the emphasis has begun to change from the
individual in the orgnﬁiza;ion to the organizational activity or purpose
when he notes ". . . in-service education of tomorrow will place great
emphasis uﬁon helping teachers acquire whaf_is perceived by school

<

leaders to be essential to the implementation of the plans of the school
system' (1974:14). .

‘The need for in—service education relating to implementing new
programs is a major concern‘in the community college as 0'Banion (1972:
101) notes: . ,

With increasing new developments in curriculum, instructional

tethnology, organizational patterns, facilities, and equi ment,
and teaching-ledrning styles, . . . it is imperative tha- staff
in the community college have opportunities to learn abo and
to adapt these innovations to their situations.

He further notes that "in-service education should be strongly
supported because it provides the best opportunity for community-junior
colleges to renew and expand their programs' (1973:19). In another
publication he suggests that "improved personal development leads to
improved program development" (1972:102).

A survey of.Florida Community College faculty and administrators

in 1974 indicated thé; "of sixteen competencies listed, highest priority

e
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in terms of need for staff development activities was given to student
instruckion and instructional effectiveness" (Wattenberger and Carpenter,
1974:30). Thus, staff development for program improvement and develop-
ment is essential to e community collgge. Zion and Sutton (1974:41-42),
however, note that "curriculum development and student,, faculty and
administrative development cannot be separated from one another." Thus,
they suggest that programs for staff development should resomﬁle in
purpose, planning and procedure the best teachiAg—learning models for
student development. As a rcsult,‘staff development may be scem not only
as a method ogrprocess of educatiqnal prograﬁ development, but also as

an educational pr@gram in itself.

Staff Development as Organiza-
tional Development

Some recent definitions tend to'place major emphasis upon the
individual in the organization or the individual vis-a-vis the orgéniza—
tion. For.example, Giles, keynote speaker at a College Administration
Pfoject Workshop in 19;2, identif d the needs and reasons, the objectiv?s,
and ;he expected outcomes of 'staff development almost totally in terms
of iﬁpro?ing the.;elationship between the staff and the institution,
and in terms of improving the achiévement of the dnstitution's goals.
One of thevreésons for staff development that he ﬂoted was '"'to creaté
situations and understandings whereby an individual can best achieve
his personal goals by directigg his efforts toward the objectives of
the institution" (1972:7). One of the sig icant_ogjectives of staff

development he noted was "to rovide an opportunity for discussing
pm p PP y .

relationships between individual goals and institutional goals'" (1972:8).
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And an expected outcome of staff developmeng\he‘noted was 'that by
préviding\institutional frameworks within which to work, the individu51
will be freed to be creative" (1972:9).

In a similar way, Zion and Sutton (1973:42)‘suggest that staff
:developﬁent is ". .. aﬁ interaétive process whereby individuals explore
beneficial relationships with the orgaﬁization" and ". . . the planned
allocagidn of resou:ces based on individual interests an& institutiohal
goalsi" Parsons (1974:231) suggests that since development has succeeded
gfowth5 in the community éoliege, staff dévelopment‘must become .

a process of defining and developing' commitment to institut}onal goals
while ‘maint~ining individual vitality and stimulation." |

That this is increasingly becoming a focus of staff development
is illustrated by several recent articles. Richardson; in diécussing
staff development (1975:303), noted that "college aaministrators need
to uﬁderstand staff develqpment as an integral part of the total process
of organizational development." Organizational development (as is
explained in Chapter 4) ié the name being applied to total—sysfém,
'planned change efforts for coéing‘with the changing conditions organiza-
tionz face today.u

Berquistvand Phillips (1975:177) *suggest that:

faculty develoément must give serious attention to the
impact of change on the faculty member himself and on his institu-
tion. Organizational and personal development thus become essential

to faculty development. It is only through such a comprehensive
approach that éfforts toward improvement can have lasting impact.

5Parsons uses the term development to refer to an improvement in
the quality of a college's program or its personnel, and growth-to refer.
to the increase in the number of part1c1pants in a college or the number
of college employees. :
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Much of the interest in developing the organization through
staff development no doubt has come about in the community college not
so much by an advancement of the theory and practicé of staff development

1

as by necessity, necessity created by steady state or declining enroll-
Ity
ments and finances, reduced faculty mobility and increased demands for
accountability coupled with the view of the coﬁhunity college as a
dynamic, innovative institution. As Richardson notes (1975:306), "the
times demand leadership which encourages staff development." He
concludes in this way:
If we are to achieve institutions responsive to the new |

concerns of the seventies, we must find ways of changing the

beliefs and behaviours of existing staff members. The concept

of staff development within the context of organizational

development points the way to a process which can remove much
of the guesswork about how to proceed (1975:310).

Summarz

The foregoing would suggest at least three dimensions of staff
development, namely:

1. staff development as a process, program, or strategy of
planned change;

2. staff development as an educational program, in which
organizational members engage during their term of
employment; and

3. staff development as an activity directed toward the
improvement in organizational effectiveness, efficiency,
or functioning.

As a result, it seems reasonable that insights into staff development
can be gained from a review of four bodies of literature, namely those

related to (1) planned change, (2) educational program develépment,

(3) organizational development, and (4) organizational self-renewal.



NEED FOR AN INTEGRAT. .. FRAMEWORK

One of‘the major ronsone for a lack of information and rescarch
on s;aff development seems to.be the lack of an appropriate eopceptual
framework. Hewett (1972:42) noted that the very profusion of in-service
provisions w?thout an organizing structure has given rise to the term
"tﬁe in-service jungle."

Early workers and writers in-service education,.make no

mention of any theoretical basis”for staff development. Staff development
seems to have been something like.methe;hood, a foregone conclusion.
Harris (1968) in one of the first major works on staff development
(in—service_education, he called it) devotes one chapter. (Chapter 2) .to
searching for.a conceptual framework. The result of this seérch seems
to be the rather insipid discovery.that “the intent of in-service -
education is to change inétructional prac;ices by changing people' (1968:
17). While this '"discovery" does not convey'our thinking very_fa;, it
is useful in that it presents or identifies an approach to models for
the analysis of staff development activities, the approach being that of
planned change. Thus, it provides a beginning point, a point of reference.
More recently Ciccone (1969:12) proposed a four stage guide to
developing staff develoément activities. The four stages wefe: pleening,
staging, evaluating, and follow-up. Each of these four stages included
a set of guidelines which appea? to be generalizations from recent
social science researeh, and are repeatedrhere;
Planning for activities>should be individually~based, problem-

oriented, goal-directed, time-factored, and participant-
controlled. _ .

-~ g

————



Staging of activities should include early establishment of
direction (leadership), flexibility, maximum interaction Qf
participants, and periodic feedback.
Evaluation instruments should provide for opportunig& for
individualized and uninhibited response and reflections
immediately. following the activity, be comprechensive,?allow
for individual flexibility, and lead to planning and
direction. )
One can note from the above, that this model in fact contains only
three stages, since evaluation and follow-up are treated as one.
Blowers (1971:13) suggested that one of the most promising
approaches to staff development was "to consider staff development as
; part of organizational development." An attempt at using this approach
was made by Bergquist and Phillips in l975? In this discussion of. “
""components of an effective faculty develqpmé;p program,' Bergquist
and Phillips propose a model based upon "the assumption that significant
changes must take place at three levels: (a) attitude, (b) process, and
(c) structure" (l975:l82). These three levels are identified in the
model as dimensions and are renamed (a) personal, (b) instructional,
and (c) orga;izational. éacﬁ of these dimensions are essentially
identical to what earlier autﬁors ideﬁtified as methods or guidelines
(e.g.,_micro teaching is a compdnent of the instructionél diménsion
% _ _ ’ . ‘
"and interpersonal skills and training is a component of the personal
' dimension). Nevertheiess, it is one of the firstﬁattempts noted in
which the author identifies and categorizes a number of dimensioés of
staff development. Therefore; it is useful in developing a more
complete definition or model of staff devélopment.

In a similar way, Toombs (1975:701-717) identified a three—

dimensional view of staff development. The three dimensions he



identified Qe}e the professional dimension which is concerned with
academic ffecdom, individual autonomy, and disciplinary competence;

. the curricular Qimension; and the institutional dimension. Another
attempt to develop an organization—based conceptual model .for staff
development was that made by Richardson (1975:303-311). In this case
the first two stéges of a five-stage cycle of organizational development
were identified as staff‘dcvelopment. The first stage, individual and
group ]ﬁarniqg experiences, consisted primarily of attendance at
professionai mectings, workshops, and seminars, prdfessional‘reading,

! j

and use of a change agent. Stage two, "application," consisted of
applying in a controlled situation what waé learned in the workshop
or seminar+ Stages three and four were concerned totally with organiza-
tional structure and goals. Thus, a relationship between staff develop-
ment and organiéational development was‘identified but not much more.

"This review of thé development of an integrating structure for
staff.development would suggest that it is evident that at this point
in time, there is a great need‘to deVelop a mor? complete, integrating,
conceptuai framework which can be used to describe and analyze staff
development activities, programs and processes. Such is one of the

. . c . . Y
major purposes of this study and it is to this end that part two of this

thesis is directed.



CHAPTER 3

RESEARCH DESIGN AND METHOD

The Evolution of the Research

Design

The initial intention of the author was to prepare a series of
six case studieé‘on.staff development, one for each of six_communityh
colleges broadly representative of the community college systems in »
Western Canada. From the six cases,‘the plan was to deyelop an analytical
framework by &hich the staff development programs of the six colleges
could be analyzed and the staff development programs of the $ix colleges
compared. It was expected thgt this would regul; in some insights into
staff developmeét in coﬁmunity colleges and at the same time provide an
indiéation of the state of the art of staff developmeﬁt in‘the community
college.

It became evident early in the study, however, that (1) the

concept staff development was not well defined, much less understood,
and (2) that in order to devélop meaningful case studies an "analytical
framework" was necessary. Thus, a decision was taken after nearly one

year of preliminary work, to develop the framework first from a review
1
\: -

of relevant literature, andxto reduce the number of cases to two which

¢
I

would provide sufficient material to illustrate the use of the_framework.
As a result, the initial sample of colleges was different from the final

sample and the final result slightly different from the initial plan.

Thué, this study consisted of four main parts, namely
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(1) identifying the topic of study, (21 conceptyalizing staff development
in terms of the self-renewing organization, (3) developing an amalytical
framework, and (4) illustrating the use of the analytical framework

through case studies of staff development in two community colleges in

Alberta.

Development of the Analytical

Framework
The development of the analytical framework involved essentially
three stages, namely (1) defining and delimiting the scope of the concept

staff development, (2) reviewing énd analyzinq four bodies of literature,

identified by the definition, for dimensions or variables that would

lend themselves to the development of the framework, and (3) developing

I
N

and describing the framework.

The four bodies of literature reviewed wépe those related to
(1) organizational self-renewal, (2) planned change and planned change
strategies, (3) organizational development, and (4) educational program
devélopment. In each case a comparatively small number of publications

of reasonably well known authors were reviewed for the above noted

purpose. {

The Case Study Approach
The case study approach is a well accepted method of research
in most of the social sciences. Yet it is only recently that it has

been used in research in education. Thus, the format for case studies

in education is not well established. One format that is becoming

' increasingly recognized is thé research case study.

The research case study approach was used to study staff



development programs at each college. Lombard (1968:246) suggests that:
The research case has two parts, often but not always editor-
ially separate. The first is descriptive of the total observed

situation or some carcfully specified aspect of the total
situvation . . . .

. « . The second part of the research case is simply analy-
tical and diagnostic of the forces operating in the situation.

The specific approach tosthe study of staff development in the

two colleges selected for this dissertation might be termed "

sequential-
time dimension" or "sequential-depth dimension.” The first of thesé,
according to Ready (1968:243)‘13 a case study invdlving a series of
mini-cases or vignettes showing the chronolégical development of a set
of events, while the second is a series of mini-cases or vignettes showing
progressive levels of development in a set of events. Using a combina-
tion of these two approaches the staff development program at each
college was traced from the foundatigg of the college to the end of
June, 1975, noting key events, activities, and people involved in the
development of the program. . ,

Lombard (1968:246) suggests that "the focus of a research case
is in the present and on the forces at work in the ?resent." Typically
a case is developed as the events occur. For the purposes of thisjstudy,
however, this was not completely possible; thus, the early part of the
case was obtained through interviews with staff who had been employed
at the institution for a gpnsiderégle ramount of time‘(up to twenﬁy—five
years‘inlone case), or who had been involved in the staff development
activities at the college.

Moully (1970:347) suggests that the purpose of the case study
is "to identify the antecedents responsible in a direct or indirect

3

'causative' way for the occurrence of . . . the event, the activity, or

37



the situation.” Walton suggests that "the case study can attend to

‘ \
aspects of a change program which other methodologies cannot: namely,
processes of change and of change interventions" (1972:76). Since

staff development has been defined by some as a process of planned change,

it seemed appropriate that a case study approach be used.
Waltoq)(1972:77) further suggests that one of the potential
advantages of the case study is that: o
the role of personal styles (prefcxences, strengths,
weaknesses, and biases) of the actors in a system of planned
change can be appreciated . . . .¢ The primary attribute of a '
case study which takes advantage of this possibility is obvious.
It includes sensitive descriptive material about particular
human beings who were central to the change process.
Since staff development has been defined in this study as a planned
change program designed to change not only individuals bv 2lso programs

and organizations, it again seems appropriate that the case study method

be used.

The Data Source

,

ty

'The initial population for this study ;Bg}uded all the publicly

supported post-secondary non4university-educatiqna;einstitutions that

were in operation in Manitoba, Saskatchewan, Alberta and British Columbia
in'1972-73. Appendlx A provides a complete list of communlty college

identified by the Association of Canadian Communify Colleges in 1972,

+

\

The Initial Sample j\

For the purposes of this study, the colleges listed in Appendix

\
A were classified according to five criteria, namely, age, size, program
,\‘ . 1
type, relative autonomy, and’location. These five Qriteria were
;
selected on the basis that they were readily identifﬁable variables +hat

|
)
!

s
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would aid in obtaining a representative sample of colleges in Western
Canada, and because each bears a likely relationship to the nature and

scope of the staff development function, as outlined below.

Age. Each college in the sample studies was selected according
to its age; it seemed reasonable that the degree to.which the staff
development program or process had been developed would have been affected
by the number of years the college had operated. |

As was notéd earlier, community colleges have been in opefétion
for a relatively short period of time in Western Canadaﬂ It should be
noted also that most of the older colleges have undergone major program
revisions during the'past fifteen years (i.e., between 1960 and 1975),

‘

Consequently, for the purposes of this study, community colleges

o/
established for less than five years were identified as young, and thosef
established for five to ten years, as middle age, and those established

for more than ten years, as old. All colleges in Western Canada were,

-assified according to age in Table 1.

Size. Each college in the sample was selected according to its

' size, since it seemed likely that the extent and possibly the variety

of staff development' activities at the college would be related to the
college ;ize.
While comsiderable discrepancy_exfsts as to the unit(s) for
determining college size; one of‘Zhe most common measures today is
sﬁudent enrollments (either as actual enrollménts by name or headcount, ,
of as full-time equivalents). Using théée units, colleges inVWestern

Canada, in 1972-73 varied in size from less than 300 to over 5006;students.

o,
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"It secemed that a more appropriate measure of size for this study, however,
would be the number of full-time and part-time faculty employed by the
col]cgc: Using this measure, colleges in Western Canada varied in size
from less than thirty to over three hundred faculty members. Thﬁs, for
the purposes of this study; colleges with less than fifty faculty were
classified as small, those with fifty-one to one hundred and fifty
fdculty; asﬁmodjum, and those with over one hundred and fifty faculty,

as large. A classification of community colleges in Western Canada

according to this criterion is presented in Table 1.

Pfog%am type. Each college in the sample was selected according

1 .
to two major program types, since it seemed reasonable that the program

type would have a major influence upon the level of academic preparation
of the staff dnd thus would bear some logical relationship to the need _
for or intérest in‘staff development. |
The five major types of programé offered by community colleges

identified by many authd%sl(Harlacker, Cohen, Myran, Medskerjvinclude:

1.J career, technical/vocational, or terminal programs,

2. university trénsfer or parallel programs,

3. general educat®on or liberal arts programs,

4. continuing and adult educatiopal or community service programs,

and

5. guidance and counselling services.

While most colleges in Western Canacda provide three or more of

L

these main types of programs and services, each college can be identified

according to one or two main programs offered. For example, the

tnstitutes of Technology generally emphasizé technical and vocational or

41
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career programs, while the junior.Zolleges emphasize university parallel
or transfer programs. Thus the colleges in Western Candda were
classified in Table 1 according to their relative emphasis upon carcer

or trdﬁéfcr programs.

Relative autonomy. Relative autonomy herec réfers to the freedom‘
the college has in making‘decisions relative to the allocation or re- .
allocation Qf‘resources for staff devélopment. The two levels.of autonomy
identified‘wete (1) central, i.e., direct control by a government

department as in the case of the provincially administered community

colleges in Alberta, and (2) local, i.e., under a Board of Governors.

"Thus, all colleges in Western Canada were classified in Table 1 according

to relative autonomy.

Location. The extent to which a staff¢development program is
developed in a particularlcommunity college may depend to sbme consider—

able extent upon the prox1m1ty of professional level evening or contlnuing

- education courses (i.e., the proximity of a unlver31ty), and the proximity

of other staff development act1v1t1es through a variety of agencies
(school boards, other colleges, community organizations, and the like).

- ’ . " ' ' '
Colloge staff who’work and live in latge cities which include a university
have:a much.greater opportnnity'foprrofessional devélopment than those
not so located.. Thus is seemed reasonahle to classify all community
colleges in Westérn Canada according to their proximity to a university

(near or far).

The initial sample of six colleges was drawn from the population =

1isted above such that the-sample included at least one college from
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opposite ends of each of thc five criteria continua. This would allow
a compérison between at least two community colleges according to each
criteria. The sample of colleges selected were:
1. Keewatin Community Collége, The Pas, Manitoba.
2. Saskatchewan Technical Institute, Moose Jaw, Saskatchewan.
3. Southern Alberta Institute of Technology, Calgary, Alberta.
5. Cariboo College, Kamloops, British Columbia.

6. Grant MacEwan Community College, Edmonton, Alberta.

The final sample. Early in the study it became apparent that

to include case studies of staff development in six community colleges
was not necessary because of the changing emphasis in the study;‘ with
the changing emphasis the larger number of colleges would not contribute
significantly more to the énalysis than would a smaller number. Thus;
the decision was taken to reduce the sample to two colleges, since

reasonable illustration o: the use

<

this would be sufficient to give a
’of the p;radigm. The two collégesbselected were Grant MacEwan Community
College in Edmonton, and Mount Royal Coliege, Calgary. These two
colleges were selected because (1) considerable data had alreédy been.
coilected relative to their staff develépmenf programs, (2) they were
both close at hand to facilitate the collection of additionél data, aﬁJv

(3) they were sufficiently different (i.e., different accdrding to at

-

‘least three of the™
e

vy

useful comparisons

teria for selection as shown in Table 1) that

uld be made. _

Data Collection

©

: Data for each of the case studies was collected'thrqugh semi-

_structured interview with a limited number of college personnel, personal
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communication with college staff, and a review of relevant college
documents. Personnel to be interviewed were selecped according to two
criterié, namely, (1) position, aﬁd (2) reputaLion and/or involvement

, «
in staff development. As a result, the interviews included (1). the
college president, (2) several second or third echelon administrative
staff (e.g., vice-presidents, and department or divisién heads), and (3)
several iAggructional staff.

Interviews of college staff were arranged through a personal
letter addressed to the institutionai head (see Appendix B for a saumple),
briefly outlining ﬁhe pu€?ose and significance of the study and requesting
'assisténce. An affirmative reply (as was the case for all college;)
resulted in a follow—up'through direct contact, a brief meeting with the"
chief executive.officer to explain more fully the purpose and signifi-
cance, the staff involvement, and the type of information required.
Folléwing this meeting, arrangemegts were made with individual staff "
members for‘an interview ét their convenience. These interviews wcre
conducted during the‘pe;iod Juiy 1973 to June,}975;

The interviews were condﬁcted ;ccording to an interview schedule
prepared for thi; pﬁrpose (Appendix H). The actual interviews were all
‘.audio;tape recorded and later Lran;cribed so that direct quotationé_
could be made. In all but two'cases, the interviewees gavé permission
to be identified in quotations wheré appropriéte.

College documents ?eviewe& iﬁcluded (1) the college cqlendar
over a period of years,‘but up to tﬁe-end=9f the 1974—75 college year,

(2) collgge operacing bﬁdget information, (3) annual reports of the college

and/or the govermmental department or commission responsible for the



college, (4) occasional papers, position papers

and research reports

relevant to the nature and scope of sraﬁ{vdcvclopment at each institution,

f(5) proceedings of and pgfsonal notes taken at workshops and conferences
during the.period of 1970-1974, at which the operations of Alberta

community colleges were discussed, and (6) minutes of meetings of

relevant college committees (e.g., Staff Development Committees and

2
"

Academic Council at Grant MacEwan College, 1971-1973).
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CHAPTER 4

THE ANALYTICAL FRAMEWORK

A REVIEW OF RELEVANT LITERATURE
AND RESEARCH

Introduction

In conceptualizing staff development in Chﬁpter 2, it was noted
that sfaff development was an organization-wide planned change effort
designed to build into the organization the capacity for self-renewal
through developing its members. Thus, it seemed evident that.key
insights into staff development could be gained from a review of four
bodies of 1iter§ture, namely those relat :d to (15 organization self-
renewai, (2) organizational development, (3) planned change, and (4)
educational program development. The purpose of this section is to
review each of these bodies of literature to obtain insights that will
aid in the development of an analytical framework for staff 43velopment;

The amountiéf literature in each of the four areas of concern
is very large; nevertheless, a limited numger of substantive pieces of
liferature by well known authors were reviewed in search of concepts
which would, on the one hand give férm‘and substance to the idea of
staff development as organizational self—reﬁewaluand, on the other,

yield the dimensions for a suitable analytical framework.
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ORGANIZATIONAL SELF-RENEWAL

Introduction

As was noted in the previous section, staff development in this
thesis is defined in terms of the self-renewing organization. That is:
4 staff development is seen as one of the major ways in which an organiza-
" tion can continually renew itself. Thus, to understand staff development,

an understanding of organizational self-renewal is necessary. Orec of

\

the more recent and most complete conceptualizations of organizational
‘self-renewal is that developed by John Williamson (1975) in which he

describes the acitivty of a self-renewing organization in terms:of
. . : ' >
"levels of functioning" or "inquiry."

L
AR

At the outset it should also be noted that Williamson was primarily

concerned with develdping the capacity for self-renewal through developing

the individuals in the organization. The organization's ability to
|
rEnéw, innovate, and grow, noted Williamson (1975:360): .

: . . will develop upon the creation of an environment, which
encourages the individuals in the organization to develop, generate,
and maintain a personal integrity and autonomy which complements
interdependence; to be open and flexible; to grow professionally;
and to participate in setting goals and reviewing them.

Levels of Functioning
Williamson (1975:362) suggests that:

. . . an inquiring organization can be thought of as
deliberately and effectively functioning on four interdependent
levels: the level of operations, and three higher order
'inquiry levels' of regulation, learning and consciousness.

The function of the first two levels is to maintain organizational
stability in either an equilibrium or homeostatic sense:through the

adJustment of behaviour within the organization with respect to the
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solution of problems in response to feedback about past performances.
The function of the second two levels is to maintain organizational
viability in a radically changing environment.

The level of operations is the basic level at which the organiza-

tion carries out the activities for which it is socially responsible and
the level at which organizational policy is ultimately implemented.
Operations level activity in a post-secondary educational institution
would include the provision of career-oriented educational programs that
are consistent with the institution's mandate. For examéle, an Agricul-

tural College would offer programs that provide training for farming.

The primary function of the level of regulation is to monitor
N )
the activities of Ehe operations level and to make adjustments in the
'oﬁerations based upéh feedback in reference to the established goals
of the organizatién. Change, at this level, occurs only through the
adjustment of behavi&ur within the established organizationai structure.
Activity in a post—secondary educational institution functioning
at the level of regulations wouid include monitoring the employment of
graduates to assess how well they are.accepted into the job market,
by how fast they obtain reievant and suitable employment and how fast
they advance in their chosen cafeers, aﬁd making alterations in the
program in question based upon information fed back from_the'monitoring
systém. Changes that might-be made would inciude lengthening or
shortening the program, deleting or adding courses, or adding a work-
exper ience porg%on to the program.

An organization functioning at the levels of operations and

» Fregulation will arrive at a dynamic, homeostatic stability. While it is



necessary for an organization to have stability, the inquiry system
must contain specific processes to prevent stagnation of organizational
goals. Thus a third level of functioning is necessary, that is: the

level of learning. The capacity of an organization to learn is dependent

upon .(1) the émount of non—-committed resources availéble for realloc ion,
(2) the nature and diversity of the resources, (3) the degree to which
relevaﬁt resources-outside the organizatién a;e accessible, (4) the
openness of the organization to the environment, (5) thebmechanisms within
the organization for sifting, communicating, and preserving its internal
egperience,dand (6) the decisig;—making procedﬁres available fofvseeking
out,.selecting and employing information generated both internally and
‘externally. - Thus, at this level of functioning the organization is able
to ". . . restructure itsei}, reorganize its priorities and to change its
organizational'gbals on the basis of informat..n both froﬁ within and
outside the organizatioﬁ" (Williamson, 1975:367). The purpose of these-
changes is to maintain the capacity of the organization to accomplish

its mission.

One of the critical resources that an orggnization‘has for
generating internal variety, for intérpreting the environment to the
organization, and dealing with information generated both interhally and
externally, is its staff. Thus, staﬁf development is directly tied to
organizatioﬁal self—rénewal at the level of learning.

The levels of operations,»regulation; and learning provide thé
capacity for the oiganization to remain internally dynamic and viable

in a changing environment, but does little to protect the organization

from becoming irrelevant and obsolete in society, This occurs at the

U



level of conscinusness. The level of consciousness allows the organiza-

tion to constantly define, redefine, and create its role in society.

The key criterion is relevance; the organization must remain relevant

to the socicty in which it oper&kcs. Thus, the focus of benefit at tﬁis
level is moved from the welfare of the organization to society iE;elf.
One way in which an organization does this is by projecting its image
into the future to prepare for change that has not yet occurred.

Consciousness also involves dealing with messages about changes

“in structural parts of the system, their rélationship to each other in

]

determining the behaviour of the organization as a whole;/and the relation-
« .
ship between the organization's behaviour and change in society.

Consciousness requires that an organization function with respect to

itself as a participant-observer in society.

Summarz

Staff development in the community college may be seen as
occurring at each of the.fqur levels of functioning detailed above. For
example, staff development at the level of operations might include
up-dating and up-grading the academic and pedagogical expertise of s;aff
members so they c;n do a better job ?f teaching or adﬁinistefing and
thereby make it possible for the colleée to more completely.accompliéh

its purpose. ‘ . .

Staff development activities at the level of regulation might
.
be directed to helping staff in a college develop the expertise or
ability to more accurately assess the progress of students, and thereby.

make changes in the courses or instructional methodology that would

reduce failures or dropouts. In so'doing'the college could better --~hieve

its goals.
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At the level of learning staff development activities may be
directed to improving commun%cations within the coyiege or between the o
college and its community, thereby assisting the cdllege to change or
modify its programs to graduate more competent potential employces. Staff

development activity at the leve. of learning mayfalso be directed

{
/

toward familiarizing staff with changes in Léchnélogy and teaching
methods in their area of responsibility. Incldééd might be courses,
workshops, a: . “éminars on such topics as the use of ‘educational TV, or
the digital Comprter, activities designed to up-date or up-grade the
teaching staff so they may more effectively and efficiently fulfill
their role in thevorganization,

Staff development activities at the level of consciousness might
H |

include studies of demographic or social futures) studles of changes 1in

x:

government p011c1es relatlve to the purpose of educatlon or the role of
post-secondary educational institutions, thereby mak;ng it possible
for the college to adjust its’goals, operations,;aﬁd programs so that
it. can continually meet fhe‘needs of a changing éociety.

These illustrations indicate that the four levels of functioning
identlfied by Williamson can be useful in descrlblng and understanding
staff development in the community college. Theéefoge, these four levels

of functioning will be used as one dimensi-a of ﬁhe analytical framework

of this study.



ORGANIZATIONAL DEVELOPMENT

Introduction

v

An educational institution such as a community college is a labor

-
intensive organization. Any demand for change upon the total organiza-

tion, or any part of it, will have a significant effect (cause or result
in a demand for change) upon its staff. Thus, in a community College,-
staff ¢ 'opment is s1gn1f1cantly related to organlzatlonal development

As a resuit, some insight -into staff development can be galne;\fro

review of the llterature on organizational development.
. | |

o

Organizational Development:’ ‘
What Is It? j

Bennis, a well-known writer on‘organizational development (or OD

as it is frequently called), suggests that:
. . . organizational development is a respone to change: a
complex educational strategy intended to change its beliefs,
attitudes, values and strdcture of organizations so that they
can better adapt to new technologles, markets, and challenges,
and the dlzzylng rate of change itself (1969:2).

: |
Beckhard, another OD authority, defines OD as:
.“ . a planned organization~wide effort, managed from the
top, to inorease organization effectiveness and health, through
planned interventions in the organization's processes, using
behavioural-science knowledge (1969:9).

" B N . . ™ .
Thus organizational development is the name being attached to total-

system, planned change efforts for cooing with the‘changing conditions

organization face .today. . , o , ' ,

0D Characteristics S f

1. Organizational development is a planned:.program, a planned change

effort. An OD program involves a systematic diagnosis of organizéf*"ql

i
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needs, the development 6f a strategic plan for improvement and the
Bl .
mobilization of resources to carry out the effort (plan).
2. Organizational development. inv s the whole organization,

the whole system. The system to be changed .s a total, relagively )

O

autonomoﬁs organization. As a result, the top management (the locus of
organizational planning) of the éystem'must have a personal jinvestment
in the prograﬁ and its outcome. ‘Management must have both knowledge of,
and commitment to, the goals of the program and muS£ actively support
the methods used to achieve thgse goals.

3. The changes that are sought are directly related to the

<
exigencies or demands with which the organization is trying to cope.
1Y T “ »

R

Bennis (1969:12) grouped these exigencies into three categorigs, namely:

-

a. problems of destiny, growth, identity, and revitalization,

o

b. problems of hqman satisfaction and deveibpment, and

c. problems of organizational effectiveness. o

"In a similar way, Beckhard (1969:15) notes that organizational de&élopment

is: f ' A
\V\
. . . related to the orgamnization's mission, that is: it
is aimed specifically at creating organization conditions that
will improve the organization's ability to achieve its mission S

goals.

& .
~The three categories of exigencies identified by Bennis were delineated

|
by Beckhard as:

a. the need to change the managerial strategy, or to change
organizational structure and roles, and/or

b. the need to change cultural norms or to change the motlvatlon
of the work force, and/or .

c. the need co improve intergroup collaboration or to open
up the comuunication system, and/or

v



d. the need for better planning and the need for adaptation
to a new environment. :

4. Organizational development is an educational strategy adopted

to bring about a planned organizational change. The educational

strategies employed emphasize exper.cnced behaviour. The three main
educational strategies identified.by Bennis were (a) training; particularly
laboratory training, sensitivity training, or group dynamiés‘ﬁraining

and T-group training (as developed by National Training. Laboratories),

"~ (b) « nsulting (similar to that done by‘a practicing physician or psycho-
theraﬁist) énd (c) applied research, research in which the Fesults are

used systematically as an intervention.

{

5. Organizational development involves a change agent who is for

the most part, but net exclusively, external to the client system. A

change agent\has been identified by Bennis as a professional behavioural

~

scientist who takes for granted the centrality of work, is concerned
with improvement, development, and measurement of organizational effective-

v

ness, 1s preoccupied with people and the process of human.interaction,

.and is interested in changing relationéhips, perceptions, and values of

-

éxisting personnel. e

The change agent has also u.cn identified as an individual who

has a social philosophy which he or she believes ultimately‘will lead,
. - .
o ‘ o , |
through its implementation, not only to a more humane and democratic
. system, but-also to a more efficient one. Thus, a change agent is a

catalyst for change, change which will result in a more fully functioning
' I

organization.

6. Organizational‘dévelopment implies a collaborative relationship
/ ‘

between the change agent and the” constituents of the client sYstaﬁ. To

-

w

w



optimize this relationship, there needs to exist a spirit of enquiry

with data publicly shared, and an equal freedom to terminate the relation-
ship and to influence the other. This suggests that there must also

exist an effective feedback mechanism.

7. Organizational development is a long-term effort. Beckhard

'

suggests in his own experience, "usually at least two or three years

are required for any large ofgaﬁization change to take effect and be

v

maintained"” (1969:15). Persons familiar with behavioural science would

agree.

-

8. Organizational development concentrates on the "people variable"

of an organization, and works most effectively with groups of people.
Individual learning and personal change do occur in OD pgdgrams, but as
fallout since these are not the primary goals or dintentions. The primary

goal is organizational change.

9. :Organizational develépment is designed to increase organization

effectiveneés and health. B nard  has defined an_effective and healthy
organization as one in which:

(a) the total organization, and its significant sub-parts operate
according to clearly defined goals and plans,

(b) human resourcés‘ére orgaﬁized according to functior
(c) decisions are made nearkthe source of information,

(d) there is an éfféctive reward (and punishment) system,
(e) communicatioﬁsﬁoccur both verticaily and horizontally,

(f) there is a minimum amount of win/lose acti@ities,

IS

(g) the organization is an open system,

(h) everyone in the organization is considered important,

(1) there exists an effective and efficient feedback mechanism.

; .
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Summary

One of the most significant contributions that the literature
on organizational'develqﬁment (i.e., contribution nét identified in the
other three bodies of 1itéréture) makes to the conceptualization of
staff developmen; ié the didentification of three cat;gofies'of organiza-
tional exigencies or nceds, namely these related to: . )
a. problems of destiny, ddentity, growth and revitalization,

b. problems of human satisfaction and development, and

‘c. problems o oo ational effgétiveneéé.
Staff ddi_.«\‘ © .. tivities an be readily claséified and
described and hence i .stood us tt. rhree cafcgories of organizational
needs identified above; For ex.mple minar on organizational goals

could be identified as one con :ibuting to an unders=tanding of organiza-

L

tional destiny and identity, one on new teaching methods would contribute
to organizational growth or revitaliza ‘on. A workshop on decision-making

or conflict resolution could be identified as a staff develropment activity

contributing to humaﬁ~satisfa6tion and development, while one on organiza-

tional structure might be identified as contributing to organizational

effectiveness.A . | L -
These few:illustﬂhtions indicéte that the three categories of

qrgapizational needs identified in tﬁe organizational development

literature are useful in aescribing and understanding.;taff development.

As a result, they will be used as one dimension of the‘analytiéal frame-

work in this study.



PLANNED CI'ANGE

Introduction

The discusgion of staff development in Chapter 2 noted that
staff development may be understood as a process and/or program of
planned change. Thus, it scems reasonable tgat one body of knowledge
from which some insights into staff development can be obtaiﬁed is
that relevant to planned change. A nuﬁber of médels ofvplannedqchange
have been developed and uscd by various authors and change agents. The
background to the developmcnt of these moéels together with a de;crip—

tion of one relatively comprchensive formulation is presented in the

next section.

Planned Change: What Is It?

. Change is characteristic of every living, dynamic organism and
organization. Yet the idea of change is so all encompassing as to make
discussion of it és such, Virtuaily impossible or meaningless. Thus,k
for the purpose of this study, discussion will be limited to planned
change.

Planucd change has beenvidentified by Bennis, Eenné, and Chin
(1969:4) as ". . . a conscious, deliberate, and collabbrative effort to
imp}ove the operation of a human system, . . . through the utilization
of scientific knowledge." Bennis further noted that "the process of
planned changevinvolves a change agént, a client system, and a collabora-

tive attempt to apply valid knowledge to the clients prcblems" (1969:65)-
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K
Conceptualization of Planned
Change: An Historical

Persgective

Much of the early research investigation of planned change

[N

concerned the diffusion of innovations in agriculture and home-making.
Thus some of the carly workers were agriculturists and rural sociol-
ogists. Among.them were such notables as Everett Rogers, Charles Ho fer,

Paul Marsh, and Lee Coleman.

‘Rogers, in. his monumental publication, the Diffusion of Innovation,

reviewed more than five hundred publications on diffusion, the earliest
of which was published in 1927.

- Rogers' publication was one of the first to discuss, in detail,

- many of the important findings relative to the diffusion of innovations.

‘Three of the major findings included: the identification of five major

stages in the adoption process, the identification of characteristics of
innovations that affect  the rate of their adobtion, and a categorization
of adopte?s according to the rate at which they adopted an innovation.

The -five major stages in.the adoption process identified were:
(1) awareness, (2) interest, (3) evaluation, (4) trial, and (5) adoption.
Rggersinotéd that an innovation may be fejected at any stagé in the ‘
process, even after adoption of the innovation (this he termed "dis-
continuance').

In identifying the five major categories'of_adopters, Rogers
élso determined the percentage of gndividuals who would fit each category.
The result wa§ the now‘f;mour ”adbption curve." The five categories
with their respective percentages are: (1) innovators--2.5 percent,

(2) early adopters--13.5 percent, (3) early majority--34 percent, (4)

late majority--34 percent, and (5) laggards--16 percent.
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Rogers noted that there was a long list of characteristids by
which an innovatio?ﬂcould be described to show how individuals' percep-
tion of theée charaé;eristics may be utilized in predicting.the rate of
adoﬁtion and to analyze cases of overadoption (i.e., overusc of'ghe
\innévation). Rogers, however, selecfed five characteristics which he
Considcredbto be the most important. They we;e: (@8] relative advﬁntage, AN
. the degree to which an innovation is superior to ideas it éupersedes;

(2) compatibility, the degree to which an innovation is consistent with
existing vaiucs and past experiench; (3) compler ‘ty, the degree to which
an innovatjon is relatively di?ficult to understand and use; (4)
divisibility, ?he degree to which an innovation may be tried on a limited
scale or basis; and (5) commﬁnicability, the degree to which the reSulﬁs &

of an innovation may be diffused to others.

Lewin. Another useful model for thinking about change was

propoéed by Kurt Lewin‘(l947;5—41), who Saw’behaviour in an institutional
setting,bnoq,as a static habit or pa%tern, buﬁ as a dyﬁamic balance of
forces working in opposite directions within the social-psychological
space of the institution. The two férces he called "driving forces"

and "restraining forces." Change, he sﬁggested, takes place when an
jmbalance occurs between the sum of the driving forces and the sum of

the restraining forpes.( This imbalance causes group activity to move

to a new level, hence, a change. Diagramatically, Lewin's force field

i

appears as follows:
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However, Lewin noted that:

A change toward a higher level of group performance is fre-
quently short-lived; after a "shot-in-the-arm" group life soon
returns to the previous level. This indicates that it does not
suffice to define the objective of planned change in group per-—
formance as the reaching of a different level. Permanency of
the new level, or permanency for a desired period, includes
three aspects: unfreezing (if necessary) the present level,
moving to the new level, and freezing group life on the new
level (Lewin, 1947:34).

Many of the more recent formulations of stages in the process of change °
(as wi11 be noted in the following pages) result largely from the elabora-

3

tion of the three basic steps proposed by Lewin.

Lippitt, Watson, and Westley. In their publication, The

Dynamics of Planned‘Change, Lippitt, Watson, and Westley begin by

defining three major concepts that represent'signifiéant contributions

to the understanding of the process of change. The three concepts are:

planned change, change "that originiates in a decision to make a

deliberate effort to improve the system and to obtain the help of an

outside agent in making this improvement; change agent, an outsider

"who observes the need for change in a.particular system and takes the
initiative in establishing a helping relationship with that system';

and client system, "the specific person or group that is being helped"

(1958:10-12).
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The authors note that many of the concepts of change which they
develop in the remainder of the book, were heavily influenced by the
work of ﬁewin.. It is useful here to note, however, some of the concepts
they}developed since they relate or can bg related to organizational
change, and ultimately staff deVelopment.‘/

In the first section, the authors‘mako a distinction between
change that is the result of a change in the relationship between the
parts of the system (that is: internal change) and change that occurs
as a result of a change in the relationship between the system and its
environment (that is: external change). This is a useful distinction
as far as staff development is concerned, since staff are, or should
be, concerned both with changes within the college (for example: )
curriculum changes, timetable changes, and thellike), and changeé in
the community, éince to a large extent colleges are preparing individuals
for employment in the community.

A

In di3cussing (he motivation of the client, the authors make
use of a "force-field" type,gf analysis with ''changing forces" vs.
"resistance forces." They conclude that the two requirements that must
be met are: (1) "the client 'system must feel that it, rathe;’than the
change agebt, has taken the responsibility for the first steps,' and
(2) "tthclieﬁt system must not be allowed to complete the cﬁange
process too rapidly" (1958:15).

The ‘'various roles of the change agent include: diagnqsing the

N

problem, assessing the client system's motivation and resources,

selecting appropriate change objectives, choosing appropriate helping

‘ roles, establishing -~d maiﬁtaining Ehe relationship with the client

\

N YRS
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system, recognizing and guiding the phases of change, choosing appropriate

specific techniques and modes of behaviour, and contributing .to profes-

sional development by .research and conceptualization.

!

The five phases of planned change proposed ar~ to a considerable

extent, an elaboration of Lewin's ‘three pPhases of planned change. The

five phases elaborated are:

1. development of a need for change ("unfreezing'),

2. establishment of a change relationship,

3. working toward: change ("moving"),

{

4. generalization and stabilization'of change ("freezing"), and

5. achieving a terminal relationship.

Many of the more recent authors have adopted and elaborated

these five phases or steps of planned change. As a result, these five

steps have become, like the "scientific method," basics from which to

"begin consideration of any change, including a college staff deveiopment

program.

The National Training Laboratory. A fourth major contribution

to the conceptualization of planned change was the result of the work

of the National Training Laboratoty (NTL). 1Its work in communications,

human relations, and group dynamics has helped formulate many concepts

relative ‘to change in interpersonal and group relationships. One of the

1z

major pfoposals of NTL has been to advocate and use a "cultural island

for change" to allow individuals to move to a protected atmosphere

where they canm “consider and try out changes." "After the change is

initiated (iﬁ the learning situation), and after plans for introducing

] .
the change on the job_ﬁﬁbe been tested,

the individual(s) can move back
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to the job where further help may neegd to be given" (Bradford, 1953:15-
16). This was the beginning of a much-used method for effccting change

today, namely: sensitivity training.

Bennis. Another individual who has contributed much to the
thinking about change, specifically behavioural change, is Warren Bennis.
Two of Bennis' major assumptions are: that the proportion of contemporary
change that Yyg planned or that issues from deliberate\innovation is
increasing, and that behavioural Scientists in in&reasing numbers are
and will be called upon to influence organizational functioning and
effectiveness. Bennis identified eight types of change programs, namely:
exposition and propagation, elite corps, human relations training,

oo
staff programs, scholarly consultation, circulation of ideas, develop-
mentalaresearch{ and action research (Bennis;, 1965:337—360).‘ s

The foregoing presents a very brief historical review of the
development of change concepts in the sociological, socio—psychological,
g8roup dynamics, human relations, and comﬁunications disciplines
Certainly many more people have contributed much, directly or 1nd1rectly,

to our thinking about change, but the foregoing presents a review of

the bases for the.major models of planned change.

A Planned Change Model

The‘géneral paradigm. A considerable quantity of the literature

‘ relative to change deals explicitly with strategies of innovation or
change in education. Nearly all of these strategies are based upon a
general, four or five stage model, which 1nc1udes° (1) diagnosis,

(2) design, (3) awareness, (4) evaluation or trial, and (5) adoption or



rejection. Many of these formulations are based upon the work, research
and writings of a few pioneers, among them Everett Rogegg, Kurt Lewin,

Lippitt, Watson, and Westley, and Kenneth Benne.

Several of the more recent writers have tended to either elaborate

or refine the previous formulations, or summari;e the earlier research
and formulations or strategies into comprehensive models. ‘Probably one
most comprehensive and useful formulation of strategies, steps, stages,
or techniques for change are those of Chin and Benne (1969:32-59). The
strategies and tactics identified aﬁd described by Chin and Benne incor-
porate nearly all of the major strategles and technlques developed by
other and previous researchers and authors. Therefore, whlle others \__
conéributed much to.the information and knowledge about chénge and
innovation in education (and elsewhere), only theimodels,deveioped and

described by Chin and Benne will be reviewed here.

N

The Chin and Benne Model

One of the most comprehensive set of models of planned change
was developed by Robert Chin and Kenneth Benne (1969). The three major
models or strategies proposqg by these authors are: (1) the empirical-
rational model, (2) the normafive—re—educagive model, and (3) the power-
coercive‘model.

The empirical-rational strategies assule that man is rational,

and that he will follow his rational self-interest once this is cevealed
in him.” The general strategy of this approach is to search systematically
for.knowledgé and then to diffuse this knowledge throughvgeneralﬂeduca—
tion. It is assumed that a change proposed by ;ome:person or group

(that is: a change agent) which knows the situation that is desirable,
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o

effective, and in-line with the self-interest of the person, group,

v

organization, or community which will be effected by the change, will

likely be adopted. 1In other words, because the recipient(s) is (are)

.

assumed to be rational and moved by self-interest, he (or they will
adopt the proposed change if it can be rationally justified and if it .

can be shown by the proposer (s) that he (or they) will gain by the change.

|
\

The nermative-re-educative strategies assume that man is

inherently active, in quest of impulse and need satisfaction. The

relationship between man and his environment is essentially transactional.

~

Thus, "the normative-re-educative approaches éo effécting change bring

“direct intervention based on a consciously worked out theory'ér change

and changing into the life of the client system" (Cﬁin, 1969:44). This
: @

model of ;Hanging is thus essentially a cooperative,”agtion—research )

-model. Normati&e—re—edugative approaches récdénizé&ﬁhat ""man must

participate in his.own re-education if he is to be re-educated at all"

(Lewin, 1951). Emphasis is therefore upon providingithe user with

66

problem-solving skills and bringing about the needed ?hange§ in attitudes,

values and behaviour. 5
. - PO

Power-coercive strategies assume that change is th RN
‘the application of power in some form, polit%gal,_economi{};ir ellectual,

Vi

. _ i
moral, or otherwise. '"The influence processes involved are basically

that of compliance of those with less power to the plans, directions,

and leadership of those with greater power" (Chin, 1969:34). “Sub-

"strategies include control over job and role requiremeﬁté, inducements, -
\ ) : v

and punishments, recomposition and manipulations of power eldites, power

redistribution, and the like. -



67

Summary

The main contribution of this body of literature to the conceptu-

alization of staff development is the identification of strategies for

bringing about change. In Chapter 2 it was established that staff

development is a process, program or strategy for bringing about planned
change. As a result, it seems evident %hat the strategies for planned
| -
change identified and elaboratea»in thié chapter would contribute to
the underétaﬁding and analysis of\staff;dqvelopment activities. Con-

sequently, strategies for planned&change will be used as one dimension

tudy.

l

of the analytical model for this

EDUCATIONAL JROG l~DEVELOL’MENT

|
A
Introduction

: : ~ o
ey [N N - .
Numerous individuals have studied, reséévéhed, and written about
! ‘

educational brogram development. Lmong these are such notables as

Dewey, Goodlad, Saylor, Stake, Strétemeyér, Taba, and Tyler. While >
each (had his or her own bias-as to\the major or essenti;l components
or dimensions of ‘educational progrﬁms, those to which most would agree
are: |(1) a statement of purposes o}.objeg.}res to be achieved, which
is Ea ed on an assessment of needs, (2) aé integra;ed body of knowledge
or facts and concepts to beipresented, (3) teaghing ﬁéthods or strétegies
>to be used in presenting the body of contént to the learner (s), and
(4) a system of evaluatioﬁ.
In a similar way, educational program developmént was defined
by the_planﬁers of an International Symposium,oh Program Development in

b

Education held atthé Uﬁiwersity of British Columbia in 1974, as

.
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. « « a systematic process that includes: ‘ ‘.

(1) the identification and formulation of desirable educational
goals,

(2) the creation of appFOpriate curricula,

(3) the planning and4implementiag\g£‘effeetive instruction, and

(4) the evaluatitn of goals, instructional procedures, and out-

come of instruction (Blaney, et al., 1974:IX).1‘
/

Blaney, one of the symposium planners, no?éa in a presentation
at the conference entitled "Program Development and Curricular Authority,"

) |
the centrality of educational goals to an educational program. * Thus,

1

he suggests that the wvarious CompoﬁEnts of program development must be
é/l
"sysStematically interrelated, so that each both influences and is

influenced by the nature of tHe others, witellearning goals‘ultimately
at some stage‘being the primary inteérating factor" (1974:7).

It is rather signifieant that he also notes tﬁat while a goa}
centred érogram\development process isvnot restricted tkoho determings

the program goals, it is a significant curriculum question. He thus

identifies three different patterné 0f curriculum development based

N

upon the locus of the curricula decision-making authority. These same

i
i

thr¢e patterns, with slight modification, were identified in A Choice

;! 1,10 A Lholce
of Futures, (Commission on Educa;iénal Planning,.l972:152756) as "modes
of program operatioﬁ."‘ In Table 2 the characteristics ‘of these three

modes are summarized, compared, and contrasted.

Modes of Program Operation

l

& ‘ -
Mode I: Institéstional. In the institutional mode, authority

for establishing the learning goals is largely external to the learners
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Table 2

Mode of Program Operation

Membership Autonomous
Mode Mode
Shared . Internal}
'Jointly— ; Self-determined
determined
Problems or Interests or
thiemes concerns
"Director of Facilitator of " Consultant
learning learning
g Dependent iilnperdependent Independent
- Teacher . - - Group - Individual
. Centred "7 Centred Centred
Product . Process Perfdrmance
<. _Oriented Oriented Oriented
Formal ' Semi-formal Informal
. Summative Group- . Formative
Norm— . rgferenced' Self-referenced

:teferenced

9

+ Adapted from: Blaney, Jack, "Program Development and Curriculum
‘ N . Authority," in Program Devclopment in Education, edited:
- e " by Jack Blaney, Ilan Housego, and Gordon McIntosh,
(Vancouver, B.C.: Education~Extension, Centre for
. o Continuing Education, The University of British Columbia,
I L 1974:pp. 2-24). . :

‘, . ' 2

.(y “
Q
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and thus isvassum<d aud exercised by the institution, its administrators,
‘governing board or council. The students, therefore, do not have a
significant role in dqtermining what is tnnght. Objecfives and program
content are known prior to the commencement of teaching; thus systematic
pianning is facilitated. The teacher, as expert and director or learning,
can apply‘his or. her‘inowledge to Lhe condiﬁions of learning, to’

effectlwelyjorg nlze the- opbortunltloq for learnlng, for motivating

the studénﬁs éhd for feedbacr ' 'Thus, content is usually organizcd .

N

accondlng tb subJects or dlsc1p11n0q and evaluation is formal and

e
* Ly W N 2hs
frequently sﬁ ative. .., . -
\.-\/ ‘
: Mode I1: Membership. Authority, in the memhe;ship mode, is

shared hetween,the teacher and the learner.. That 1s, the program is

deve]oped by the group who have chosen to learn together. Objectives

are’ JOlntly determlned and ‘are directed to the gooc of the group, rather

. »

" than individualél ??hese objectivesyarédfarely explicit, but when they

;are‘§2plicit; usuaily refer to the desired process rather than the
\10utéomg§;fy R

The‘role of the learner is that of member rather: than that of

"K
v

student. The teacher as facilitatorof learningmhas membership in the
BEY : ' ' '

: SUSY, . . s o
group equal to“each learmer. He thus-acts as a resource person and may
or may'nbt be a permanent member. Each learner participates in deciding
ends and means questions and in determining the worth of the group's

joint efforts. Thus, evaluation is semi-‘ormal and group'reférenced.

-

' Mode III: Autbnomous. In this mode of brogram‘operatinn, the

"earner is the authdrity on the bbjeétivgs, content, methods, and

o
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PN . & )
, of thé firogram; the nature of what is to be learned; and the human and

R o ' .
material rgbsources available.
. ) ~ ;

Summary

Lo

i
il

W

offectiveness of his learning. The learner, therefore, assumes complete
! ) .

control over his learning. In developin: © program which is organized

around the learner's interests and concerns, the learner may use as
consultants, any available individuals, references, instructional programs
or othe? Lcsources he thinks appropriate for his purposes. Prepared

! . . -

progrn#s are merely starting points fbr learning. Worths (1972:136)

suggeéts that "learning by~cxperiencé is probably-the watch word of this

| :
mode"<-whether that experience be by maripulating materials, objects, or
f | Lo |
conditions in real life or through simulation, work study or on—the%jd@
(apprenticeship) training programs or do-it-yourself projects.

The important distinctions described in the foregoing modes

suggests that there is no one best mode Of “nstruction that satisfied
7 .

' ‘ | '. ) " . - . - . L]
everyohe's ~oint of view or eViery set off,learning conditions. Most

“learners will operate better in one mode“than in another; so will most

teachers. Certain subject matter falls more naturally into one mode

/

than another. Thus, there is no universal mode:. This sﬁggests,
. /"
. . ie s ; . .
however, that learning transactions must be responsive to situational

factors: #he characteristics of the learneré&&his obdectives and those

G

&

°
S

w»

' It is evident from the foregoing that: (1) all three modes are

needed if"all levels of education; eleméﬁ%ary, secondary and post-
o Sy, e a o o
secondary; pre-service and in-servite, (2) this model of program develop-
:%nguishing'manyvimportant'aspects

L

-

R .
’J,“ i . . :
- . . ,‘l"y.‘. . v o )
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development is an educational program. As a result, the modes of
program operation ident od in the foregoing will be used as onc of
[

N
the dimensions in the analytical model for the specific type of educa-

. , . . N
tional program studied in this thesis, that is, staff development.
4
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CHAPTER 5

THE ANALYTICAL FRAMEWORK: DEVELOPMENT

e

AND DESCRIPTION

To describe and analyze the approaches to staff.developmeng_of
Grant MacEwan Community College and Mount Royal College required an
‘analytical framework. In the previous chapter, four bodies of relevant
literature were reviewed and key ingrédients of each fhent;fied.l

These inéredients were regarded as important building blocks
in the dcvelopment‘of the analytical framework to be used to describe
and analyze the approachés to staff development at Grann,MaéEwan and

Mount Royal Colleges. This chapter has three burposes: (1) to describe

further the development of the analytical frahework, (2) to outline,

work, and (3) ‘to describe how the framework was used. Hereafter the

s . .1 . . oy
analytical framework is referred to as the Paradigm™ nd the ingredients ..

) =
are referred to as the Dimensions.
T - CoL
il The word Paradlgm is most. 31mply defined as a "pattern" or .
"example.!" 'In the context of thig study the word is used to denote a -
conceptual framework or pattern within which the 1nvest1gat10n of the
i problem occurred. The paradigm rhus helped to select the issues which
@ were important for consideration in'analyzing the problem and suggested,
) ways of - thinklng about those .issues.
. 2The word Dimension w: used for each of the XEd ents of
staff development because th® word helps to sugges; haté', re are-_ ' . @ g

interrelatlonshlps among ttv and that the paradlgm is™ \complete
without all of its ingred‘ £ > o :

a

73
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Development of the Paradigm. s

As was noted in the discussion of the evolution of the research
design, the ini£ia1 approach Qf'}his thesis was to do a series of césc
studies of the staff development activities and/or processes in six
community colleges broadly represcntétive of the community colleges in

‘Western Canada, and develop a paradigh as a result of the analysis and

' comparison of these six approaches., It became evident, however, after |
'&\m) ) 1

the six case studies were written, each in chronological order, that

this was not the most prbdiuctive approach.' As a result, a decision was
R

made to develop a paradigm b¥ which an-analysis and, comparison could be
- - . e - .

made, and to limit the testing of this parédigm to’twb colleges. The
initial paradigm developed was based on modelsg6f planned change. In

trying to identi%&, define, or at least delimit the scope of staff
7 s |

~ development, it %ecame evident that staff development was more than just
plénned chafige; it is at least, "an organizatioﬁ—w'de educational-
strategy, é;ogram or process" for planned change.:iﬂﬁs, it was necessary
to devélop a more’ comprehensive paradigm. B Lo
In developing.this paradigm an attempt was made to develop and

use discréte diﬁensions, each of which would contribute. significdntly

to the understanding of'sFéff;déyé%opment. JIt was not po§sible,
however, to identify’completeiy'discrete dimensions, fhus some overlap
lqccurs: Nevertheless, -each dimension'was selected on the basis that

R it contributed enough new insights to the understanding of staff develop-

ment to warrant its use. Thefeﬁore, only those djmensions .were selected

g
<

that contributed significantly to the understanding of staff development

'
~

as conceptualized in this studv

44



The paradigm which follows is basnd upon four bodiﬁékof litera-

b 4030

i

ture, namely those relevant to: (a) organizational seclf-rénewal,

(b) organizational development, (c) planned change, and (d) educational
’ !

S \ "

program devclopment.

Thcre.was a need to statq with as much precision as possible,"
the central concerns of cach dimension of the paradigm, and to break
each dimension down into more s?ecific parts, or variables. Therefore
the paradigm i? presented in both tabular (Figure 1)Jand descriptive‘
forms. 1In Figdre 1, the primary focus of each dimension of the Paradigm’

is identified in one or two words, and the variables of ecach dimension

listed.

Dimension One: Needs

Staff developmenf was conceptualized in this study as a program
or process of organizational self-renewal. The orgénization in this
case is the community college, a relatively new type of e&uc§;ional
organization in Western Canada. -

The starting point of almost any educaFional activity or program

is the identification of the need for the program or the needs the
, U ‘ .

program will meet 6§~Eddress. The need for staff development in an

o . o -
educational institution can be grouped into three categories or classes,

(identified by.Bennis, 1969:10-17), namely: (a) orgggiiatiqpal,.that

. S : : . . .
is: needs relative sto destiny, identity, growth and/or revitalization,

(b) membership, that is: needs relative to human satisfaction and

4
5 - -

development, and (c)_progfam, that is: ‘needs relative to organizational

S
- “r—'

effectiveness or goal attainment.

8

L
~



- DIMENS

IQNS VARIABLES
1. Needs ) (a) Organization (destiny, identity,
. growth, revitalization)
(b) Membership (human satisfaction
and development)
‘ \ S
(c) Prog am (organizational ecffective-
ness or goal attainment)
2. Mode of Operation : (a) Institutional
(b) Membership
- (¢) Autonomous
3. Level of Functioniﬁg (a) Operations -
(b) Regulation
(c) Learning
(d) Consciousness
4. Strategy’ : (a) Normative-Re-educative '

(b)‘ Empirical-Rational

(c) Power-Coercive

Figure 1

RV

&

<4%%

AnalyticallFramework



Organizational needs. Destiny needs refer to those related to

the identification of the specific goals or purposes of the organization,

that is, "What is the organization's ultimate structure, purpose, program,

A (
o~

membership, or clientele?" Identinzneeds refer tomthose that relate

to an organization as a separate unit or function iﬁ.society. In the
case of the community college, identity needs Qould relate to the college
as aﬁ“educational institution sepdrate from both the.secondary school

and the university. Staff{development activities designed to fulfill
destiny and identity needs would incluae seminars and the like on such

|
topics as '"'the idea of the community college' or "characteristics and

functions of the community college in society," and '

learner through continuing education" or '"the meaning of life—long
learning." ‘

érowth needs rgsult from the increase in size or complexity of
the organization. The vary rapid growth in‘nuﬁber, size (enrollment),

and complexity of the community college over the past twenty to twenty-

five years in Western Canada has created many staff development needs;

. -neegs for more and better edticated staff, need for staff.with a greater.

iitversity of competencies and need for new techniques or methods of

R A R . » . . . : e
oyt hinstiuction and administration. .Revitalization refers to those
o - LY . ) e - A, v

v, N

T R S g ; My E
Ytaff development®needs that result when an organization.fails to grow

and develop, where the organization has the need to redevelop, renew,

"V.\ \

‘ Membership”needs. The ‘'second need for staff development Wasv

‘ide

¥ . » . ot
'\i£33§ as membership needs, needs relevant to human satisfaffzion

and development. One type of satisfaction would be job satisfaction,

v

'serving the adult p

77
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which results, in part at least, from a congruence between the employce's
expectation forg3fs job aﬁd cxpectations held by the institution‘for

‘the employee (that is: his job description). Human satisfaction may
also result from a feeling of accomplishment, a feeling of purpose or a
feeling of indiﬁidual worth. Satisfaction may be the result of bersouai
gréﬁrh and development; the acquisition of greater cognitive or bsycho—
motor skills or competencies. In the commuhity college, these membership
needs may be identified as the need for aéquiring greater human-relation
skills, the need for a voice in.program planning, the need for improving
teaching skills or techniques, or the need for opportunities to do
reading, attend conferences or tra§e1 to broaden the individual's‘under—

standing of the world in which he or she lives and works.
. f: '

Program_néeds. The priméry purpose of every post—secondary
educational institution is to graduate competent potential employees or
entrepreneurs. This is accomplished through the student ﬁarticipating
in the eduCational.program, course of sfudies, or curriculum of the
institution. In most commﬁnity colleges, the course of studies or
cﬁrriculum fér each career area or_careér ciuster is developed by the
instructibnal.;n& administrative staff membersiof the instituti?n,
sometimes working in cooperation with potential empioyers or represen-
tatives of the careers in question. Sin;e the community college move-
ment is relatively new in Western Canada its é?ucational programs are
also frequently new and in the proceés of development. Ihérefore, since
each college must develop its own curéiqulum,yﬁbere is a need in ﬁhe

'éollege for staff who are knowledgeable about and competent in curriculum

\ £ .
development. Thus, the third category of staff develqpmiﬁ% needs was

N\
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identified as program, that is: those needs relatiﬁg to developigg and
implementing educational programs that will imprb&e‘organizational |
effectivgness or goal attainment.

"~ Staff development activities relative to this category of needs
wouid include those designed to help staff unée%p*wna and make provision
for‘ﬁew career opportunities and the changing nat..e of the worid“of

.
work of college graduates; understand and make,proviéion for the needs
and characteristics of a very diverse group of'Studeﬁts which they
.serve; and develop alternéte approaches to prograﬁ igntént and course

scheduling; so the burposes or goals. of the institution may be more

fully achieved.
h\

Dimension Two: Mode of Ogeratioéﬁaﬁx

;

/
A staff development progfam or process can be seen as funetioning

) : " . W0
in any one of three models, namely: institut®onal, membership or ﬁ&

e

autonomous. These three modes of operation are contrasted in Table 2

(page 69).

The institutiondl mode identifies a program in which the authority

is external, that 'is where those responsible for operé%ing the community
college stipulate the program, determine the program objectives, content
and method, prior to its commencement. In the ‘institutional mode, the’

teacher is the expert, the director of learnihg, the dispenser of
arner .is the recipient of knowledge, passive;f?ﬁd

knowledge, the Te

- - .

SR o : L Em.

dependent on th ;ﬁﬁé@ner. The objectives of the program are*¥hrased in

: e | "5 Of The_Pproprarl :
iy M 200 e

terms of something observable which the student will do. The program

content is organized according to subjects or disciplines. The method

-

" of instruction is teacher centréd and product oriented and evaluation is
. 3 o
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usually formal and norm-referenced. Typical staff development activities

. - !
included in this mode would be many university courses and formal work-

\ Py

shops and seminars, where the ObJeCLlVGS are determlned,prlor to the
instructional situation by .an individual or group outside the participant

group, and where each course or seminar. is presented by a resource
person, keynote speaker or other expert. 1In many sucb<cases the partici-
pants arcipassive or dependent upon the resource person or keynote

speaker for the conduct of the total activity.

Authority for program development and operation in the membership

mode is shared between the teacher and the learmner. - Objectives are

jointly determined and the content is orgonized according to probléms
or themeé._ fhe role of the learner is that of a member réther than a
student. Thus, the inétrucﬁional-method is groop centred and process:
oriented. The teacher is a fécilitatof of leafoiog,oa‘fééo;rce person. -
Evaluation is semi-formal and group—referenced |

Staff developmant act1v1tLes that would belong to the membership

e

mode would 1nclude the séml formal workshops, seminars and confere#ces,

R nsyor conclusions to the’ problem under study,
"*-‘_’ ';1:," :.,;A -

~and in evaluating the resuits or sugccess of the act1v1ty R

ivInvthe autonomous mode of staff-development, authority is
ingernal to the program, the learner being the authority in determining
|

objectives, content, method and effectiveness of his learning. . The ¢

| - . -
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i |
. . - ! . . | o0
learner is independent and active in the learning process. ' The teacher

or teachers act as consultant(s). The program content is organized
according to the ‘learner's interests or copcerns and the method of

1

instruction is individual-centred and performance-oriented. That is,

the individual learner chooses the method of iﬂstruction he or she thinks

R -

most appropriate. Evaluation of achievement is informal and self-

8

|

v ) ! )
Examples of staff development ‘activities' that would belong to

| |
|

the autonomous mode would be professional reading, travel, and visita-

referenced.

tion.
.

Dimension Threc: Level of ‘ :
Functioning __,,;//’//
. ' — g
Staff development' activities can occur at or be directed toward

four levels of functioning within the organizétion, namely: operations,

~!

regulation, learning, and consciousness.

[

. * ‘ . -
At the. level of operations, staff development activities would

be:directed toward maintaining stability and reliability in the org

‘ization. Included would be activities such as orientation and ind;_@v'i

1 : '

of new members into the organization and up—grading*and up—dating the

competence of staff members relative to their réles in the organizatiow
; . ‘ - )

(e.g., in the community collége this would include workshops on. teaching

technique, study relative to academic specialty), and professional

‘ - P

MWWWMWMW”Mﬂwneading)uwmEhereforej“fﬁéméﬁﬁﬁggfgméEMEEEE level is upon familiarizing

staff with what the organization is and what it does, rather ‘than,

with what it should or could be. - ; \ : .

The primary function of the level of regulation iis to maintain4{>.

81
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sctivities of thevoperations level, Thué, staff. development at the

\

level of regulation would include activitieé directed toward improving
internal feedback mechanisms or systems, understanding and accepting
operational goals, establishing criteria and mechanisms for indicating
the degree of success inraccomplishment of‘goals, and establishing:
decision-mak ‘ng procedures, The emphasis here is upon asseseing whether .
the organization is where~it thinks it is or where it should be. 1In

the case of the community college this would involve asseseing'whether
the courses and programs‘are_meeting the needs of the students and
whether thevgraduating students nave the type and level of competencie§
expeeted by potential employers; As a result, typical staff development
activities would;include follow-up atudies of graduates,’program
ev&luation by students, and activities to help staff understand and(;;

accept the goals of the institution.

P

staff development at the level of learning would include
act’ vities directed toward creating the capability within the oréaniza—
1on‘to addrcess novel or noneroutine_problems and to take advantage'of
changes in‘rechﬁblogy'and\knowledge- Included would be seminars,

workshops, and courses directed toward providing staff members with new

methOds. new tools, and new knowledge with which to accompl&sh thedir
role. In the community college this would include staff development

activities on topics such as new instructional methods, m king use of

new hardware and software useful to the organization, (e/ .,.digita_'

1

computers, AlV equipment), new approaches to curticulu? development

- , ‘ 1. T A t
.and organization (e.g., DACUM3 approach,to"curriculun/desggn), and

/o o O
/ B

. : : |

» 3DACUM, an acronym for Designing a Curriculum is an approach

popularized by Holland College, Charlottetown, P.E. I. in the early 1970's.

N
. . ,
C \
5]
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alterna  forms of organizational structure directed at improving. the
problem solving eapacity of the organiration. -

At the level of consciousness the organization monitors itself

and its mission in .relation to the changing needs of socicty. Thus staff

development activities at this level would be directed toward defining,
f’ PN .
redefining, ahd'recreating or creating a new role for the organization
"in society. In the'communit& college this would include staf{ develop-
ment activities on topics such as "the idea of the community college"
o | b
or "the role of the community colle adult education."”

The examples of staff development activities or processes used

in the preceding settions would sugpest that any one actiVity might

well be directed toward or involve more than one level of functioning,
depending upon the approach used. Thus, to determine at what level the
‘activity is directed, a review of the content, agenda or programme of

the activity is necessary.

Dimension Four: Strategy 3

Staff devel;pment’waw defined in this thesis as a program or
process of planned chanc > that would result in or create a self-
:renewing organization. Ingram‘(1974£75) suggests that one of the most
productive vantage points from which to examine the cﬁaﬁge phenomenon
is to fo;us upon the strategies used. -Thus,.the focus of this dimension
is upon the strategy(ies) used by thé o;ganizagion to facilitate the

development of its self-renewing capabilities through staff development.

4Both.ofvthese éoncepts while usually well accepted in the
U.S.A., are just now becoming a part of college responsibility in
Alberta. . ’ \

4
\

N



84
v
‘The threc strategiesr(or groups of strategiles) identified were: (a)
normative—re~cducative strategies; those in which the part icipants
nre«nctively involved on a cooperative basis with the chnnée a~ent in
the total change progrum,f(b) empirical-rational strategies; which
éssume that man is tational and self-directed and thus will follow his
rational sejf—interest once it is shoyn to him, and (e)fpower—coercive
strategies; those:in which chsnge'isfbrought about by the compliance
of the participants with those in authority.

The normative-re-éducative orientation is based upon the vi.u

that man is an active Being, who strives to satisfy his many and
interrelated needs through transactional relationships with his environ-
ment. At the societal level man is guided by ‘the norms, the relation_
ships and the expectations of the‘groups and institutions to nhich he
belongs. At the psychlc level man is gu1ded oy his internalized

meanings, hablts, and values. Thus, changes in normative orientations

involve changes in attltudes, values, skills and relatlonshlps Tnis
suggests that potential users‘must befinvolVed in’working out the new
programs, especially in identifying the goals‘of\theeprogram{ ‘Also,
since problems confronting the nser are not necessetily solved‘by more.
~ substantive or technical information, emphasis is olacedaupon the
development of pfoblem.solning skills, with the Chanée agent‘acting as’
a "process@?elper." - Jt |

An example of the use of tnis strategy would be the development,
on a cooperative basis between admlnlstratlon and faculty of staff
development activities or programs aiméd at resolv1ng some problems

within the organization through activity(ies) directed primarily at o



changing the values, attitudes, norms or internal-external relationships

G

of the clicnt system through re-education.

The general approach of the empirical-rational orientation is

to-secarch systematically for knowledge and then diffusing this know]odée
through general education. This strategy thus aséumes that an innovation
that is déveloped or proposed on a rational basis and that is superior

to present practice, will be adopted if the proposer (or developor) can
reveal the rationality of the innovation to the potential user and can
indiéate to the user how.he can gain from adopting it. Thus, thé change
agent acts.as a c¢ ‘talyst and a solution-giver.

Empirical-rational stratcgies involve activities in which thé
staff partlcipate in basic rese..c¢h 1d knowledge disseminatién through
general education relative to th ‘nblem; in ng information
systems, and in app.ied research activities in which the applied researchers
are linked both with the centres of basic research and with Qrg;nized
consumers' of the;research results, (e.g., thrduéh the eétéblishmgﬁt of
a-Research and Developmepﬁ centre at the college or thréﬁgh interlocking -

roles such as instructor-researcher). . .
» -

The power-coercive orientation assumes that those wishing to

bring ébout change will apply power in some form--political, economic,
or moral--in order to get the innovation adopted: The Ehange agent is
thus a "sblution-giver." Power-coercive strategies would predominate
where the édministration of an’institution decreed that a certain type
of staff development activity be implemented or that specific‘Staff v

'participated in certain staff development activities cor processes.
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Conclusion

A conceptual frdmewérk serves as a filyering lens throggh_which
one can make senée of the phenomenon under conéiduration. The conceptual
framework that has been presented in the forugoing pas been developed
for the purpose of analyzing and describing staff development activitics
in educational institutions. “In the following chapters, this paradigm
is used to describe and analyze staff developmeﬁ; activities in two

commhnity colleges in Alberta.
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THE CASE STUDIES
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CHAPTER 6

o

STAFF DEVELOPMENT AT GRANT MACEWAN

COMMUNITY COLLEGE
,// ‘ AN HISTORICAL PERSPECTIVE

Introduction

The primary purpose of ch%s section is to present a case study
of étaff development activities at Grant MacEwan Community College over
a period of time from the founding'éf the college in l970vt6 mid-1975.
_ The inforﬁatidh for this crse was obggéned from (1) a number of inter-
vié&s with kéy gtaff at the college (see 1iét, Appendix C) between
April 1972 and June 1976, (2) a review of’selected college documents
including college calendars, and staff Lovelophent program outlines and
Treports, (3) minutes of séme of the.meetingn,of the twc instructional
(and later one)_staff development committecs, (4) a pers.~::nl involGam(nr
in the first new-staff orientation prOgrgm, (5{ personal notes mac. =
many workéhops and seminars which the author attended‘and at which

MacEwan College staff were present and relevant subjects discussed,

(6) hews articles in The Edmonton Jburnal, and (7) reports of MacEwan

College activities contained in annual reports and College Comment.

Beginnings : ¥

Grant MacEwan Community College, Edmontonis newest post-secondary,
non-university educational institution,.named after His Honor, The

Lieutenant Governor of Alberta (1964-1974), was established pursuanﬁ\EB
, .
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Section|,19, Subsecction (1) and Section 31, of the Public Colleges Act,

1969, by Order-in-Council 837/70, May 5, 1970, as EDMONTON CO.LEGE. Its
name was chahged to Grant MacEwan College on August 13th of (hat same
year.

" Grant MécEwan College began operation on September 7, 1971, with
an enrollment of 410 students housed in two-campus locations in the City
of Edmonton (population, appréximately 500,000). As a result of the

rapid increase in student enrollment during the first year of operatior,

S
a ihird campus was obtained and opened in September, 1972, and a fourth
’ .
campus ‘. Sepiember, 1973, Within two years of beginning operations,
MacEwan Ci lcoe consisted of four campuses (Cromdale, Assumption,
Scona, and J° -cr Place). with an enrollment of over 1,200 sfhdents,

-

and administ itive headquarters in an office building in, downtown

Edmonton.

The initial stuaff cd/plement'numbux Jd about forty professional
people. During the 1972/73 hcademic year .is increased to almost
eighty full timg staff, and in 1973/74 to over one hundred. Included
in 'this numbgr were: the Président,‘six divisional directors, three

other administritive staff, nearly twenty support staff, and the balance

instructors.

Administratioq

Grant MacEwan is one of six such colleges operated by the Depart-
meﬁt of Advanced Educatiod/and Manpower,vgovernment of Alberta,.uﬁder
the terms of tﬁe.Public Colleges Act, 1969. The College is admi&istered
directly By a Board of Govermors,  composed of lay people and others,

broadly representative of the community served, appointed by the

4
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Licutenant-Governor-in-Council. This corporate body is empowered to
establish policy for the total operérigr of the College, receive and-
expend funds from Govermmental and oi'er sources, hold property, and
enter into agrecments necessary for the operation'of the College. The
President and all éthcr ;taff of the College are emplo&ees of the Board.
Salary and other working cordit. ns are established through collective
bargaining between fhc Faculty Association and the Board. As a result,
all factors relative to staf” ddvelopment are within the jurisdictibn
of the Board.

The governmental sivucture of the College is divided into four,
main areas of responsibility, namely, tbe Board of Governors, which
includes the College President, one stude.ut, and one faculty fepresen—

tative and five appointed lay members from the public at large; three

administrative divisions-~Student Affairs, Finance and Administration,

"
ol

and Grounds and Buildivgs; and five instructional divisions--Academic, 7
Business and Administration, Applied Arts, Applied Science, and
Continuing Education. "Further sub-divisions occur in each area with

a comprehensive system of Committees designed to facilitate the demo-

1

cratic process throughout the college™ (G.M.C.C. 1973/74 Calendar:3).

One such Committee is Academic Council, a Committee of instructional !

]

and administrative staff,.éstablished pursuant to the Public Colleges - «::
- ¢

Act, 1969, aﬁﬂ charged with the responsibility of initiating -and

developing college policy, through recommendations to the College

President.



College for Everyone

>Grant MacEwan Community College was the result of sever:l etudics,
much discusslon‘by individuals and groups interested in secondary and
pogt—secondary educationz and laymen in the Edmontoh area. As a result,
many had developed a greht decal of interest in, anddeXpéctation for,
this College long beforeki}o&as founded.

The need for a Coliege in the Edmonton arca was demonstrated
by a junidr eollege feasibility‘study commissioned by the Edmonton
Separate School Board in 1964. 1In Septeuber 1968, the Provincial
Board of Post-Secondary Education estahldshed a plxnning'commlttee "to
produce a report for the establishment of Edmonton College" (Board of
Post-Secondary FEducation, Planning Comm1ttee Report l969:i). The
Committee completeu its study in Aprll 1969 In the report, the
Committee recommended_the establishment of a two-year College in
Edmonton "as soon as is practical and possible . . . to provide programs
‘ and COurses complementary to those offered at thelUniversity of Alberta
and the Northern Alberta Institute of Technology" (Ibid:pp. 1V) The
Committee further recommended that major emphasis be placed upon the
teaching function and student counselling, together with flexibllity
and variety in program development and instructional technlques ;

While the Committee did not specifically recommend an open—-door
policy with regerd to admissions, it was suggested in the discussion
of the nature of the College. The report repeatedlf)noted the need for
'flexibility and adaptahility in meeting educational‘needs and purposes.
Further, it suggested that some -programs should be exploratory in nature
". . . to enable the etudent to explore his interests and strengths to

move toward the selection of a career program either in College or another

91



institution" ?Ibid:‘p:2§).V‘As a result ofvthese and other similar .
recommeﬁdationo, this study reporf became ihe biueprint for e "new kind
of College" in Alberta,‘a College which was soecifically end purposefully
designed and structured to provide forvgge:humapistic side of education.
Much fanfare accompanied the announcemeoivof the establitheot

and cach subsequent event in the development of Grant MacEwan Follege

A search of the local da11y newspaper (Edmonton Journal) 1nd1Lated it

R et SETE e

contained at least one news artlcle on MacEwan College'every month deing

. e

- “. “ -

thls period (1970 71) Many of these news;releaSes. suégested that
MacEwan College was going to be something dlfferent Above all, it was
going to be a College for all people, especially those who did not,

could not, or would not attend the Northern Alberta Institute of
Technology, Alberta College, or the University of Alberta (the only other
postlsecondary.institutions io Fhe City or vicinity),

Early inathe development of the College, it was noted that the

basic philosophy would be to take the courses to the people (the students).

In a news releese in December, 1970, Board Chalrman Moore suggested that
the College won't be a traditional campus of c101stered 1v1ed towere,
in whlch students"find seclusion in the pursuit of knowledge" (Edmonton
Journal, December 2, 1970). While it was frequeﬁtly noted what MacEwan
wasn't going to be and,fhat it was going to be a "new kind of College,"
rarely was there any indication as to what aspects of the College were
going t© be "new" or "dl ferent" from what other colleges were doing.

Nevertheless, people in the Edmontoﬂ area began to look upon the College

as providing new opportunities for both potential students and employees.

—

lFor a listing of these articles see Appendix D.
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]
It should also be notgd that MécEwan'College waé being p%aqﬁpd
‘and developed at a time when many'pgoble wﬁre'convinced that education
was virtually a panacea and a sure foad to fame and fortune. As a
result, many people were interested in education--particularly post-

secondary education.

Key Personnel

| Given the/situation-that existed at the time in Edmonton, it is:
.not surprising that the Committee recommend ed a‘non—traditional»College.
Nor -is it surprising that the firsé Chair@aﬁ of the Board of Governors
‘was a former Chaplain at the University of Alberta, a man who had
counselled many diéillusioned students. The fact that Barry Moore
vbglieveﬁ thaﬁ his;role was to develop a '"new kind of College' was
indicated in!a presqntaﬁioﬁ he made at the first Annual Banff.Léadersh;p
Conference on College Administration, Banff, June, 1970. ﬁis topic on
that occasion was "Models for a New College: The Edmonton Case."
During his presentation, Moore shggested that MaéEwanACollege wés going
to be differént, that it likely Qouldn't have a central campus, but"
rather would be al"gtore-front campus, " making uéé of whatever facilities
were availablel;tgps, having é‘éapability for taking'the courses and
programs to the people who could ben;fit most from theﬁ. He reported
furthe: that its programs were to be diverse and mobile, that instruction
would involve many resources which weré readily available in the comﬁunity,

that the courses would be geared to part-time itinerant students, and

that emphasis would be placed on counselling and student services 5




(Personal"notes,‘1970).2

John L. Haar was _.lected as Presideﬁt of Grant MacEwan College
iﬁAl970 (the announcemept was made in October, with ﬁaar to cémmence
his dutiesq@t Lhe Coll?ge in mii-April 1971). In making the annnunce-
ment, Barry Moore said\that Haar "personifies the kind of Collece we
want to build, a College concerned with a wide variety of educaticnal

. . v .
experiences" (College Comment, 1971:3). In many ways it appeared that

Haar was ideally sqited for the job, hév}ng obtained a B.A. in History,
Germa;, and International Afféifs.from the University of British
Columﬁia in 1960, and én‘M.A. in 1962. During the iﬁtefvening,years‘
and sgbsequent to’l962, Hé gaine; considerable experience teaéhing ahd
adminiétering adult education programs‘in British1ColumBia, Alberta,‘
and Ontario3 where his latest appointment had been as President of

Centennial Collége of Applied Arts and Technology, Scarbdrough from its

founding in 1966 to 1971.

College Purpose

John Haar believed (and frequently said so at cénferences and
workshops during 1970—73 which the author attended) tbat the real role
of a community college was to provide program; and services geared to
thé continuing education needs of people, a role that he recognized

. {
was not, as yet, well understood or accepted by most of\the public,

—

2During the period when Grant MacEwan College was being‘developed
(that is: 1967-72), the author was emploved és.Coordiqator of Agricultural
Education, and was a graduate student in Educational Administration at
the University of Alberta, Edmonton, sq attended(many of the conferences
at which this new college was discussed. On several such occasions
the author was recorder for small group discussions held.

-
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because community colleges were too new (Ho.r interview, 1974). He
N :

/ . .

also believed that the most important ~haracteristic of the education

provided by - community college was that it be relevant {0 the needs

of the people. - He suggested, therefor¢, that the most important quali-

. ! , ‘

fication of - college instructor was ‘screativicy.”

. col]cge's'greatest need is a creative teacher or instructor
or educator . . . one who is sufficiently professional and competent
to sail the wuncharted waters, on a new course for which there are
no reference points, and who isn't going to run for shore as soon

as a storm blows up (Harr interview, 1974).

Haar hoped to employ this type of staff member in his new College.

Unique Staff

As a resylt of the changes that wore taking place in education,
: o , o
particularly the developments in post-secondary education, a surplus

of university graduates in almost every discipline, and the uncertainties

that existed in the busin~ss world, the number of applicants for almost *

N »

every teaching position at the Colleée was far be&ond al1 ¢xpectations.
However, it gave Haar'fhe opportunity to select §taff according to hié
biases? with'major‘considération given to those individuals "assessed
as having a large capacity f;r growth, development, and leadership" )
(Haar interview, 1974). Cdﬂsequently, little consideration was given
to those with t?acher training or teaching experience. This was in

keeping with Haar's opinion that since there were no colleges' or

universitieévspecifically dedicated to the training ¢f college instruc-

‘tors, no trained college instructors were available anyway. Being

66;;;;EEB\£hat one of the fundamental purposes of MacEwan College (4if°

not all colleges) was to "reclaim people to the educational process;
g P

people who had become redundant through rapid technological change"
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(Haar interview, 1974), Haar proffered that it was much better to employ
people who were competent in their {ield than competent in teaching. ,

And so, the first contingent of faculty consisted of individuals with
| ,

i

little to considerable formal education and some to much work cxperience.

Onc thing that was common was that most lacked either or both teacher

training or teaching expcerience in a post—squndary institution. = "Most

h

" had never ‘before faced a class'" (llaar. interview, 1974). Thus, some

- , , .
orientation would be necessary.

Need for Orientation |

to the Board in April, 1971, that ‘an orientation program be planned foi//

At the same time, Haar was very much aware that he was estab-

lishing what had been reported as a '"new kind of College."” Therefore,

he was concerned that the College get off t¢ a good start, a start that

AN

was consistent with the College's mandate and image as he perceived them.-

Recognizing that hé‘was bringing togetheryinto a ﬁZ; environment a

diverse group of peOple,Amost of 'whom had nb teaching training and/or

haq never before faced a group o students as their instructon; with

little idea as to type of institution in which they were'géing to work,

and/or who héd néver wquéd béfore‘in‘a com&unity éollégé, he recommended .
. . S

all.staff, to be held in late July and .early August. The purpose of 4y

this program wo@id be to "fill the staff inﬁpﬁ the purpose of the

College" and,"tb pfepa;e thé;”to meet stude;ts in the classroom.";'The

Board approved thé:proposal intﬁéy;°197l. I f~ -

| vThe.College;.howéver;hhad‘no staff to prgvide this 6riénﬁa§ion )

(511 of'the administrators excebt.the Président‘wefe as-new to thé;r .

job and as new to the«community college concept as were the instructional



.staff), so Haar asked (initially in February 1971) for assistance from
the Depaftment of Educational Administration, Faculty of Education,

University of Alberta, several of whom had been involved in the studies
and some in the plamming for the néw College, rgasoning that here wa; a

group of dynamic academics, some of whom had college experience, and

many of whom were considered (or considered themselves) innovative.

All at least should be familiar with the latest ideas concerning innova-—

tive community colieges. Subsequently,{Dr. G. McIntosh, Associate
Professor of Educational Admiﬁisrratidn, who had requested and been
granted access to Board proceedings in order to study the start-up
procedures adopted by the College Board and‘Administrators, agreed to
take on the project, assisted by a small group of interested graduate
stu@ents in Educational Administration (one of whom was the éuthor,
who participated in the initial planning only).

The group would‘be rQSponsible f;r planning and 6pérating the

total program.

The First .Staff Development
<Program

After much planning the four-week program for all staff
!

-

employed by the College commenced on July 4, 1971. As a result, Grant

"

MacEwan College bécame the first collegi’in Western Canada, if not all
Canadé, to offer as one of_its first activities as a Cblleée, an
extensive orientation program for ipdoﬁing staff .

The program had difficulties from the beginning. Haar had

Tecommended that-it bé held ‘early in the year so staff would have some

‘preparation time, following the program, before classes started. The
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late start3 éf the orientation program made this seem nearly impossible
to the majority of thes; inexberionced, somewhat unprepared faculty
members. Infdrmation distributed to staff indicated that attendance
for all staff was compulsory: Yet, administrative staff attended only
occasionally. While it was obvious and true tha; they were busy making
last minute arrangements for classes, instructional staff felt the same
pressure. As a result, tho.e who did attend, i.e., the instructional
staff, took the absence of the administrative staff aé an indication

6f their lack of interest in the brogram: And so-some d ss ision
develope&—from the beginning.

McIntosh, a student of change, and relatively new to the
community cdllege concept 'wanted to provide a program that was perceived
by all to be beneficial’and wofthwhile. fhinking thét Fhis group of
dynamic and innovative staff would be knéwledgeable about their own
needs, he allowed thg participants considerable freedom in making

changes to the planned program. As a result much time was taken up in

discussions of little value to many (Leadbeater, 1971:5).

Program Evaluation

Nevertheless, the program did run the full four weeks; most

staff attended regularly and considerable work was accomplished.

3Although the program started on July 4, some of the staff
suggested in later interviews (1973-74) that if an orientation program
was to be held it should have been one or two weeks earlier. They felt
that the orientation session cut into the time they should have had
for class preparation, since many of them had never befyre been in a
classroom as a teacher. ‘ '

t

l

Il

98



McIntosh's assessment, however, of the”first orientation prograﬁ upon

its completion was that he did not feel the program had accomplished

any of its pufposes in a satisfactory way. He felt the multiplicity

of one-shot activities which lacked integration with concurrent divisional
worl and the actual needs of the participants failed to develop a sensc

of common purpose and may have gencrated organizational conflict

(Stewart, 1971:1-2).

" The lack of ?ngcgration no doubt also resulted from the sharp
division of Mastructional and administrative roles, and the conflicting
demands upéﬁ;i}m time of the participants; they had to prepare for
classes which were only a few weeks awayAas well as attend the orien-

. . v
tation sessions.

)
Nevertheless, the program was considered uscful by many. Lead-

beater, an observer, noted the following achievements of the program:

v

The participants:

——~learned about some different approaches to teaching;

®. .

—--were exposed to a wide array of ideas on audio-visual
techniques;

—-became familiar with each other; . . . and the spectrum

of educational perspectives at MacEwan;

--saw the five series of National Film Board films, and

——participated in a peer teaching experience {(which was
generally appreciated by those who did take part)
(Leadbeater, 1971:5). '

Reasons for the limited success of the orientation program by
‘faculty included:
1. Failure of many of-the chief administrators to atten 2all or
_most of the sessions. As a result, the faculty obtained /the

feeling that while the administration had set-up the program,
they really weren't too interested or concerned with ghat

N . . ¥,



tions,

happened during the sessions. On the other hand members of
the administrative staff suggested they couldn't attend
regularly because 'a college was being setOup and there were
other things (supposedly more important) that had to be done.'

The faculty didn't feel they were sufficiently involved in
planning these sessions. There was considerable feeling among
some that tBe program was 'laid-on.'

A feeling existed amongst some that because of the heavy
involvement of University of Alberta faculty, the program- was
too theoretical, structured, and was 'too laid-on."

The program tried to be all things to all faculty. Time was
too short to develop many ideas and to practice those things

considered most valuable (particularly peer teaching sessions).

(Stewart and Leong interview, 1974).

It is notable that little mention is made, in any of the evalua-

1

of the fact that among many faculty members there was deep

concern about the following four or more months, for which they had

little time to prepare. And so Eheir thoughts were scarcely upon the

orientation program. As Day noted, '"We hired all our staff and designed

all our courses and some\of our programs within a very few months, so

consequently péople were reélly swamped. And staff development didn't

get off to a very goodbstart and to me it is}still floundering' (Day

interview, 1973).

one year of practical experience, that he thought "Orientation sessions

One participant in the first orientation session observed, after

were an administrative thing, needed by an organization to bring new

staff in [to the fold, bresumably]." He also noted
staff recognize that to make a s?ccess of any organizétiop, the organiza-

tion must orient new members to the environment, philosophy,‘énd‘methoas

;

of the ofganization." ‘He further suggested that "staff who have taught

for a year or two in a college rgéognize that teaching poses a definite

4 I N

i

-

he thought . . . the
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challenge to the people coming in,\and that if they haven't had the
background to do an effective job, staff development and orientation
is a must" (Eggefs interview, 1973). This attitude was substantially
the same as that stated in an interview with the Dean of Academic
Affairs who noted ‘that in his view one of the major rcasouns for holding

. the new staff orientation program in 1971 was that ". . . a lot of ,

\

staff had never been in the doors of a community college" (Day interview,
1973).

Haar's evaluation of the orientation program was somewhat more

v

positive even though he thought there was too much theory (that is,

o

too much philosophizing) and not enough which was practical. "This was

due in part," he éuggested later, "to the fact that none of the resource
people had ever worked in a college either'" (Haar interview, 1974). It
ghould be noted‘that while graduatg students in educational administra—
tion at the University of Alberta, who had college teaching and/or
administrative eprrience were involved in some of the initial planning,
they were not included in the staff development team who conducted the
orientation sessiéns. "Nevertheless, Haér felt it was definitely worth—‘
while since "it introduced staff té the philosophy ofctﬂe community
college" and made some of them aware that 'the ball was in their hands

e
now." He felt, however, it would.have been better if McIntosh had not
allowed the participants so much saf in what was done. He believed

¢

that since most had never taught or worked in a college, they couldn't

. : »
possibly know what was needed (Harr interview, 1974).
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A Positive Result

No discussion of follow—up actibities took place during the .
orientation sessions. Nevertheless, the orientation program did touch
xoff a lively_interest in ;téff development. Haar was .of the.opinion :
that these interests would have produécd good results if it weren't for
the fact, in his opinion, that "a num%er of staff became more concerned i
, \ .
. with who was going to control ‘rather tgén what was going to be done"
" (Haar interview, 1974). As a result, it| was thq President's offdice
that again had to raise the questions later in the year, "what orienta-
tion is being nrepared for next year?" (H;qr.interviow, 1974). Since
there were no answers forthcoming in most cases, one‘of the cutcomes was
the establishﬁent by the President (with th; approval ot thé Board) of
an Instructional Development Committee for the College, to "assufe that
;omeone took regponsibility for ghe continuation of staff development-
,activities" (Haar interview, 1974). It is evident, however, that this'
decision was not well received by some of thé faculty, for when the
Acédemic Council came into being some time later, it also.established
a staff development committee. Fortunately, many of the mgmbers on the
Academic Council Committee were the same éé those on the Instructional
Development Committee. Thﬁs, witﬁin a few months the two committees
began to work tdgether‘ané expanded their terms of reference to include

"college development." .

Facult - Leadership

i
Kemp, Chairman of the administration-initiated Instructional

- IS

DeVelopment Committee, realizing that two separate committees were

dysfuhqtional, initiated action to try to overcome the problem. In a
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memo of becember 11, 1971, to the Chairman of the Academic Council

Committee, Kemp noted  that:

. « - it is necessary that the two Committees unite; otherwise
the polarization of persons over an issue is likely to confusc and
frustrate efforts to get the job done. The job is to improve
instruction, which.is a matter of mutual concern . . . .

He concluded his memo by noting that "the quéstion for Academic Council
to consider is whether action to achieve instructional excellence
throughout the College will be served or frustrated by any division
between policy and execution arising from the existence of these two
Committeés." It is ‘evident that Kemp's memo had effect, for during the-

1972/73 academic year, one of the main activities of the two instruc—

tional, development comittees was to resolve their differences, deter-

e

mine their respective roles, and amalgamate, if possible. Thus, while
two cthittees existed inté 1974, in most cases they acted as one,’ as

the Joint Instructional Staff Development Committee. It was an ad hoc
planning sﬁbcommitteé of this joint.committee-that later set forth Fhe

proposals for a long term staffyaevelopment program.
|

The Continuing Need

A second outcome of the orientation program in 1971 was the
decision to hold a second orientation program for incoming staff in

the summer of 1972. The program for 1972 was organized and planned by

a subcommittee of the Instructional Development Committee, which included

repfesentativesjof several groups of féculty in the College. The”program

planned was very'flexiplé, allowing considerable time for individual"

a
LS

participation and discussion. The evaluation reports would indicate

that the results of this second attempt were somewhat more impressive

’.



104

than those of the first program, even though much of the program planned
was not implemented. Evidently the flcxibility was appreciated by the
participants sigce most of them rated the program as cither relevant

or hiighly rclevanf (Stewart, 1972:15).

The timetable for the program of activities for the orientation
program of 1972 carried a footnote to the efféct Ehat‘”further staff
development and ofienéatién a&tivities are planned for a déy each
ménth during the trimester." fo facilitate planqing for these activitices,
the questionnaire distributed td ghe participants of the orientation
sessions included two questions to determine participant prefgtences
as to the content and timing of proféésional development activities
during the coming year. The resultsﬁindicated that sixty-three percent
of the respondents were interested”in‘developing teaching skills, dis-
cuséing_teachiné methods, and pgbbiéms, attending workshops or learning
the "theory of curriculum construction" tStewart, 1972:15). “ne
respondent urged that "only those [activities should be scheduled] which
are planned in response to a specific need which has been identified
by those who will participate" (Stewart, 1972:16). Aléo of significance
was the value placed on professional developmenﬁ acﬁivities as indicated
by the expressed willingness of a substantial number of respondents to
allocate regular and extensive o;t—of—class time during the college year

1

for this, purpose. ' \

-Ppgg:am Mode \

The primary purpose as laid down by the college administration
for both the first and second orientation programs was to orient the

faculty to the philosophy and purpose of/é/community college and t-
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teaching in such a unique institution. The main thrust of the workshops
held during the college year was to improve the instructionalvcompegence
of the faculty. While the results of questionnaires and interviews
completed immediately ‘following the orientatipn program indicated that
the faculty, were priﬁarily interested in increasing pedagogical com-
petence, scveral members of the faculty who were interQiewed for this
study indicated that "a very small minority of the faculty was interested
and involved in planning or taking part iﬁ group'faculty‘developmcnt,
even when it is organized or planned and presented by thé‘féculty”
(Mitchell interview, 1973). | *

This fact was illustrated by the vefy small response to an
in-service workshop'held in April, 1973. The lack of concern or
commitment was also illusfrated by a faculty meﬁbef's response to a
queétion concerﬁing the small attendance, '"Well, it was held on a
weekend;‘whétvdo you expect?" That a sma;l minority of instructional
staff were interested in takigg an active role in staff.deVelopment
was il}ustrated by the‘very-small number of instructional staff who
have acted on the various committees (the same names keep‘re;ppearing
on committee membership lists). However, the Dean of Aéademic Affairs
" noted thﬁé:

I think that not all the staff would like to devote their

‘time to that kind of thing. I am sure that if we had an interesting
staff development program or at least one which had a well though-
out, well-planned approach and had the resources and the know-
ledgeable people that the academic division personnel would support
it very well (Day interview, 1973).

The fact that instru;tiépgl staff had set up severalpin—service sessions

and had prepared a brief on staff developmeﬁt, indicated that some

wished to take an active role in staff development. Interest in staff
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development, therefore, was not limited to administration. Day noted

P Il

that:

. . . within the College, the Division Chairmen and the
Departmental Directors have attempted to carry on sort of a
staff development within their own group. So I think probably
that our work with administrative staff has becn better in
terms of staff development than what the faculty have been
doing (Day interview, 1973). '

¢ /
A

It is evident therefore, that while there were a number of cooperative / )

;

efforts between faculty and administration, each had also taken some
unilateral action. It is ;lso evident that while somF of the faculty
felt they were the only ones concerned or involved in staff developmen
adminisrration were involved and to some dégree saw staff deyelopmént
asiéheir pferogative. The féct that two instructional deveiopment :
.éomﬁittees were esfablished and continued for soﬁe time indicates both
the interest'in.and the difference of opinion abouﬁ whos¢ prerogative
staff development should be at  the Collegg. |

Administrative/Faculty Leader- .,
ship Conflict ’

1
Largely, as a result of the concern on the part of the College

President that staff development is necessary; that is; shouldloccur.
in an orderly, continuous fashion, and tHat faéulty do not ﬁave the .-
time or resources to direct all”gf’their own development, an éttemét'
was made during 1971-72, to employ a Staff Development Officer’(SbO).
The faculty imitially disagreed_yith‘the proposai, Stewart (interview,
1973) suggested, ". . . because they sgw'the_person being proposed as

part of the administration.” .

Day, Director of Academic Division and a member of the Instruc-

tional Development Committee of Academic Council noted that:

«



. Faculty resisted any attempts of the administration to hire
what we call a Professional Development Officer, because it is
their feeling, and maybe rightly so, that they want this person
accountable to them, not to the administration. They don't want
him as a sort of "Inspector of Schools' type, they want him as
a person in whom they can have complete confidence, . . . a
person to assist them, not to report back to the administration
on them (Day interview, 1973).

‘This problem was eventually reso%ved during late 1974, by manage-
ment and the Board of Governors agreeing to making the Staff Development
Officer responsible to the Staff Development Committee of Academic
Council rather than the College Preesident or another administrative
staff member. Thus, a Staff Development Officer was appointed late in
1974, for a trial period. The Staff Develo?ment Officer was responsible
for the budgetafor staff development activities through the Dean of
Academic Affairs and the Finance Officer of the College, just as any

department head.would be responsible. g

Continued Faculty fnterest

During 1972/73, certain members of the staff took the initiative
in attempting to get more workshops and in-service sessions organized.
The Academic Division hés been es?ecially active in setting
up workshop committees which were subsequently amalgamated with
the Instructional Development Committee. The thrust came from
a little professional group within the Academic Division (Day
interview, 1973). R
As a result of this actiyity several workshops were held. These tﬁbidéj
workshops wére quite successful according to the participants (Mitchell
interview, 1973).
The fact that the initial faculty committee (that is: the little

professional group within the Academic Affairs Division) was amalgamaped

with the Instructional Development Committee suggests that the workshop
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was not total}y Academic Division faculty directed. As one administrator
noted, however, ". . . since the workshops were pretty well at college

expense, it is reasonable that college administration be involved or

at least aware of the plans" (Leong interview, 1973). It was mnoted,
however, that ". . . it is not the intention of the Jdmi:. stration to
direct staff development activities." Thercfore, eve . though ". . . the

administration might have desired‘to have some other things done‘in-the
workshéps, the planning'and organization was left to the faculty"
(Léong interview, }973). This is not to suggest that:él% faculty \
development will_Be left to the faculty.) As Leong n;téd, "I would

expect the administration will still be la%ing on some activities"

(Leong interview, 1973). ) \ ' 3

Toward a Comprehensive Approach

Recognizing that there yas_ﬁb comprehensive plan for staff
developmentjat the College, an ad hoc committee;for planning staff
development was established in 1973 under the joint adminiétrative/

academic council staff development committee. In establishing this

ad hoc committee, it was proposed by the joint committee that this sub-
committee design an overall plan for staff development, including:
1. orientation for new staff,

2. in-service staff development activities on a continuous basis
as directed by the needs and growth of the College,

3. skill workshops for the preparation% instrugtion, and
development of particular skills as/needed by staff members,
. I
4, imethods workshops: to broaden the range of effective
|/instructional performances; including, for example, the use
of field placement activities, seminars, group discussions,
.. computer assisted instruction, lectures.
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5. expert assistance: a policy for bringing in relevant
specialists at neced, ‘

6. refurbishing: to ecnable staff members to keep up with
developments in their area of instruction,

§] '

7. retraining from specialty:  to give individual staff members
and the College, flexibility to cope with exigenciecs such
as program cuts and the introduction of new programs,

8. release for development: an alternate to the "sabbat ical
system (Kemp, 1973). '

Prior to submission of #hc overall plan for staff development,

the committée made recommendations concerning the 1973 instructional

staff orientation program. The recommendations made were to the effcect

that:

At the conclusion of the program, participants should have:

an appreciation and knowledge of: (a) the College as an institution,

(b) the Community College student, and (¢) the Community College
employee (Ad Hoc Planning Subcommiteas, 1974).

The committee further recommended that in future, the program be under

“

the direction of an appointed Program Coordinator.

The final report of an instructional development plan for Grant

MacEwan College was pre»nntéd to the Board of Gov rnors in April, 1974.

Its intention is indicated in the preamble which states:

An unwritten but well-accepted policy of the College since
its inception has been a commitment to provide opportunities

and resources necessary for the optimal personal and professional

growth of "its instructional staff. However, during the past two
years it has become increasingly apparent that a long-term plan
and program of staff development is needed. This need is a

consequence of a wide range of problems: excessive inefficiency,

ineffectiveness and loss of staff due to inadequate preparation
to teach in a community college to community college students;
increasing difficulty in maintaining a high level of morale and
sense of community as well as commitment to the  philosophy and
objectives of this College; and problems associated with the

rapid growth of a student body and faculty organized on a multi- .

campus basis (Ad Hoc Planning Subcommittee Report, 1974:3).
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In this report, the Ad Hoe Planning Subcommittee for staff

development endeavoured to establish objectives and plan a program
. . | N

he s

o ‘ ‘
“which, if implemented, would rosolveﬁzfny of these problems and meet

many of these nceds sq<thdc:thc College could fulfill the high expecta-

Rt : '\‘)
tions of its founders. '
%
The Report proposed a comprehensive staff development program

o;

.to be administered-by a Staff Development Committee under Academic

)
vt

. - A . .
Council. The propos¥d program included provision for:

‘1. An orientation and pre-scrvice program for incoming staff

. members, including part-time instructional staff, They further proposed

'

that this program be mandatory.

2. An in-service core program which would encburage instructors
Fo improve their teaching andllesgning skills best suited to tﬁéir
academic:;r proféssional disciplinéf This program would consist of
one day sessions--one in the'Fall and one in the Winter trimester.

| o

ﬁ. Special Gorkshopé'desiéned to meet particular needs of a specific

section, department, or division within the College. «

[}

4. A Profe;sidnaerrowth Activities Program. .This program would

be designed to assist faculty.members to keep up;to—date with cufrent

trends in education, and on developments in and réquirements of -the -
careers and occupations for which they prepare students. The . program -
would consist of providing funds for staf% membersvtO'(a) attend

academic and professional ponfetences and activities of their choice,

which have special significaqge to them in their bafticular disciplines,

and (b) visit other colleges and educational inspitutiéné.

5. Staff Development Leave. The proposal was to provide assistance



;
to staff idcntiegl with that available to staff at a Pﬁovincially
Administered Institution, i.e., to assist a college employee to spend
an appropriate period of training in business, industry or professional

experience which will cnhance or upgrade his or her knowledge and skill

s

and thus/énhnncé.his or her valie to the Colleg. . sistance may be
for (a) course subéidizati0n~~up to 100% of tot 1 cour. o costs, plﬁs
full séfary; (b)(Edugat%onal Leave--up to 100% o. ota course costs,
plus fullksalgry, or (c) Career Assignment Program--up to 100% of total
program costs, plus different ial in salary. The length of educatioﬁ

¢

leave was to be at the discretion of the Division Head in which the

employee was engaged. .
The career assignment program was to consist of programs

undertaken by the College in tooperatibn with other public or private

organizations, in which an employee of the College would be sponsored

to undertake work-experience or training with a cooperative organization =

or vice-vers$a, and

6; EValuatién of Staff Performance. This evalugtion was to consist
of (a)'administrative evaluation of instructional staff, (b) stﬁdent
evaluation of instrucgional performance, (c) peer evaluation through
use of interactive-analysis and other peer evaluation techniques, and
(d) seif—evaluation——primarily based oﬁ‘the §Stablished‘college program
ard departmental objectives.

To implement these programs, the Ad Hoc Pianning Subcommittee

recommended the employment of the foliowiqg necessary resources:

i

(a) Staff Development Officer-—-who would be responsible to the
Staff Development Committee t6 implement the policies, and
carry out the plans and procedures agreed upon by the
Committee. - : . :
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(b) The establishment of a staff development committee by Academic
Council in January of each year, composed of seven members:
three faculty representatives, one of whom would be Chairman;
two administrative representatives, one of whom would be the
Dean of Academic Affairs; two student representatives or
alumni. The Committee would receive, evaluate and recommend
action with regard to staflf development for the various
sections of the College, act as a sounding board for the staff
deve’ pment officer, act as:a policy-making and planning body
for in-service and ex-scrvice activitics, recommend disposi-
tion ot funds for professional growth activities and staff
development lcave, select a staff development officer, prepare
a budget for all staff development at the College, and

(c) Set up staff development resource arcas in-: the Learning
Resources Center on cach campus. Each resource area to
include staff to (i) maintain and display a selection of
resource and reference material for staff development, (ii)
provide programmed packages, mini-courses, books .and other
material to supplement orientation and in-service programs,
(iii) provide ongoing resumes of current trends in education
development, (iv) provide a display of periodicals relating
to course, program and staff development, and (v) assist the
staff development officer in his work (Ad Hoc Planning
Subcommittee Report, 1974). :

~

The Ad Hoc Planning Subcommittee proposed that the complete
| o
funding of the staff development officér come from the buaget of the
College. Due to a phasing-in aspect of the program, the Committee
recommended the cost to‘be funded from 0.88 percent to 1.99 percent of
the total operating budget of the Col%ege. The Report was studied in
detail by the Board of Govgrnors. As aﬁresult, the Board égreedvto:
@) the—establgghment of a staff dévelopment committee under Academic
‘Councii as proposed, (2) the employment of a staff dev&lopment officer—- ° -
to be responsible to the staff deveiopment comnittee as proposed,. and
(3) to a budget of $56,000.00 (about 0.25 percenfwof total céllege
operational éﬁdget)‘fof'l974/75. This was not as much as proposed because

the Board felt that the Collé%e could not afford the amount propoéed,

‘and that the proposal should have a trial pefiod before full commitment.
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Farly in 1974, Haar noted that he believed that the employment

of a staff development officer would do much to overcome many of the
~

difficulties and/or deficiences thnt‘pxistcd'ut the College. He saw

the étnff development officer working'diroct]y with faculty individually
or-in groups of varying sizes, resolviﬁg problems he (the staff develop-
ment of ficer) identified omd/or problems identified by the staff them-
~selves or their supervisors; The employment of a staff development
officer was thus.consistgnt with Haar's observation that "the best way

\

to train a staff member is to attach him to a good teacher" (Haar
O

interview, 1974). ‘ .

" The 1974/75 Staff Development
Program

During thelgpring of 1974 a Staff Development Committee, under
Acddemic Councii was.established. It éqnsisted‘of thé Dean of Academic
Affairs (as 'a permanent member); two divisional directors; four faculty;
and two students, half of whom were elected by their peers for a two- -
year térm and half fdf.a one-year term.:>Soqn after formation'thé
EOmmittee commenced work on the planning and implemention of a compre-
hensive staff develppment,brogram for Grant MacEwam Communjty College.

One of the Committee's first activities was £offinalize and
implement a new st;%f orientation and pre-service program in August,
1974. This program had been mostly planned by an ad hoc committee,
established“for this ‘purpose by Académié Council, so little had to be
doné.' And so the Staff Development Committee conégntra;ed iLs efforts

on other activities, as are identified in the following paragraphs. ‘e

The first full-time Staff Development Officer, responsible to




the Staff Development Committee, was employed carly in the 1974/35

academic ycar. The individual employed had had pr?vious experience in
a similar félo in the college sy%ﬁpm in Ontario. He also had training
_ 4

in Human Relations. Nevertheless, he was of the opinion that since he
came from ouzside MacEwan €ollege, he was seecn by soﬁe of the facuity
as an intruder or at least as '"not one of them," cven.though he was
accepted as a member of the Faculty Association. :He felt, however, that
since he had an acceptable philosophy ("Theory Y') and the required
expertise, he could accomplish much during the next few years (jaffary
iﬁtérv{ew, 1976).

Major activities of‘Fhe staff development officer during the
19&4/75 academic year were working with the SDC énd other staff groups
Tin planning, developing, and implementing inWServicc core programs,
‘general in-college workshops, retreats, and special interest wofkshops
or seminars, and the 1975 new staff orientation and pre—servin seminar.
Little was done in térms of classr&om observation, overcoming individual
staff problems and conflicts, or in up-grading individual staff in the

use of A/V and the learning resource centre. Jaffréy noted (Jaffray-

.

\

interview, 1976) this was so because:

The terms of reference for [the operation of] such activities
were not completed by the SDC, and I was too busy with group
acfivities to take time for individual activities, since 1 was
essentially alone in looking after the needs of over one-hundred
staff on four campuses. o

The first In-Service Core Program.was held on November 20, 1974.

//

As was provided in the Five-Year Instructional Development Program

ProEosal, one day in each of the two Frimesters (that is: fall and
winter) were set 'aside for an in-service core program activity for all

staff.
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While staff participation was voluntary, it was actively eneour=
aged by the fact that classes were cancelléd sof%téff could attend and
no fee for pafticipation chargcq.'fln addition, the progrém was arranged
solely by a committee of instructional staff. |
| The cere program held in the fall trimester,.1974, consisted of
three concurrent sessions in the morning and rcpépted in tﬁé afternoon,
except for one Seséion as noted in the following. The topics for

i
discussion in the morning included 'Basic Groud Dynamics--Using Students

Y

to Helb Students," "Seminar on G.M.C.C. Philo;oﬁpy and How it is Being
Implemented," and "A Basic Operationél Approach to Instruction." The:
afternoon session was a éépeat of the first two with the third session
being replaced by a discussion of "What“s Really New in Education in
North American Collegés."

The winter trimestef in-service core program included a review
of the faii‘in—service core program topics,.plus four concurrent
sessions on "Eygiuation of Student Work," "Organizational Development

in Education," "Interaction Analysis," and "Planning for Media

Production."

Several In-College General Workshops and one Retreat vere held

i

in the winterNtrimester, 1975, all at no cost to the participants.
The general workshops included one on '""The Human Potential" attended
by twenty-one stéff members, one on "Assuring Learning with Self-
Instructionallfackagesf attended by twenty staff members, one on o
"Synectics—Creative PFoblemySolving," attended Ey eighteen staff, and

a follow-up workshop. to one held in April, 1974, on "Instruction as a

Humanizing Science." The one retreat was held at Camp HeHoHa, a

i
2
G



residential camp west of Edmonton, and dealt with the general topic of

"Evaluation."

A Special Tnterest Workshop was held in Red Deer by the Nursing

Department on "College Nursing Education Program." The only other ,
special intercst workshop was held at the Cromdale Campus and featured
a discussion of "Taxation and Investment," largely for personal use.

-~
Professional Growth Activities Involving Course Subsidization

were undertakeﬁ by stéff in most departments during 1975 and involved
fifty—one activities for a total cost to the, College of approxlmdtely
$7,500,00 (out of the budget of $56,000.00). Inéluded were conferences,
seminars and workshops on sﬁch diverse topics as a fSymposiuﬁ on Reality
Therapy," and é'”Ch%ldbirth Education Seminar" for Nursing Program
staff; an‘“Export Marketing Seminar" for Business staff;‘”Teachihg
"English as a Seéond Official Language Conference" for Academic Division
staff, and "Interior Designer Institute's Exhibition" for é Design

Arts staff member, and a "Canadian Police Trainers Conference" for a

Law Enforcement Program instructor (Arcand and Bell, 1925:Appendix H).

A New Academic Sgéff Orieﬁgation and Pre-Service Progrém was
planned and held iq August, 1974.‘ Included were discussions on such
topics as "'The Col;ege Ofganization,” "Hiétory, Philosophy, and Aims
of'G.M.C.C.," "The Roles and Responsibilities of the Various College
Constitutencies," "How G.M.C.C. Meets the Challengé of Divefsity,"
"Characteristics of Memorable Teachers," "Group Dyﬁa?iés‘and Team
Building," "Curriculum Development," "Instructionai Methods," and "The
G.M.C.C. Grédipg System." Tﬁe ofientétion prograﬁ‘also provided an

oppoftunity for the participants to visit all four campuses and to
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practice tcaching.undvr a tutor. A eopy of the program is included in

Appendix F. whilc the topics for discussion were identified by the

planning committee, discussion was open to participant direction.
Provisions for Staff Development leave were not completed in

1974/75, thus none were granted. Similarly, the parameters for the

Evaluation of Staff Performance wvere not spelled out, so little action

was ﬁossible in this regard. The Staff berelopment Committee were
hopeful that _both of these will be complc' e 76 (Day interview,
1976) .
Summarz )
In the foregoing, a number of cignif’ an: : aff develop-
ment activities were identified. These are summa- = . as {ol .ws:
1971--First newisgaff orientation program--p.anncd a.  Tmplonented

by the college administration.
—-Instructional Development Committee established by
administration.

@l972--Instructional D.ovelopment Commlttce establlshed by
Faculty Association.

- —-New staff orientation program planned and implemented by
a committee of faculty working with administration.

1972/73--Two instructional comnittees'amalgamated into one.

1973--Limited number of .small group staff development activities

conducted. 4 _ .

—~-Ad Hoc Subcommittee for planning a staff development program
for the college established by the joint admlnlstratlve/
faculty staff development committee. :

1974—-F1ve~year Instructional Development Proposal submitted to
college admlnlstratlon. This proposal makes provision for
new-staff orientation, in-service core workshops, in-college
.general workshops, professional growth activities, educa-
tional leave, and course subsidization.



&3

“

1974~76--Five-ycar proposal gradually implemented.

1974~--First Staff Develdpment Officer appointed by the Staff
Development Committee of the Faculty Associftion.
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CHAPTER 7

STAFF DEVELOPMENT AT GRANT MACEWAN

COMMUNITY COLLEGE
AN ANALYTICAL PERSPECTIVE -

Introduction

The primary pufpose of this chapter is to illustrate the use of _
the paradigm rather than to give a complete aﬁalysis of the staff
development program at MacEwén'College. Thus, the analysis is limited
to a émallrnumber of ﬁajor or key activities or programs of staff
development at MacEwan Collége during the period mid—l97l‘to mid-1975.

The three major activities analyzed are (1) the newjacademic staff
orientalion sessions, (2) the employment of and activities of the staff
developmenf officer, and (3) tHe develoement and implemeﬁtation of the
proposed five-year instructional staffﬂdeyeiopment program.

' In addition to_makihg provision for the continuation of the
" new staff orientation program»and the employment of a staff development
officer, the five—ygarvinstructional develoément prégram plan provided
for two‘additional groups of activities, namely those designed to meet
the needs of smali or large groups and those for individual participation.
The first gro&p of activities included'provision for in-service core
programs, in-college or special workshops, and retre?ts. The iatter
group- included provision for prbfeésional growth act&vities, profes-

sional reading through the developmeht of a professional section in the

learning resource centre, and educational leave.
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The analysis which follows classifies each of these three major

types of activities, or significant parts thercof, according to each of

the variableé of the four dimensions of the paradigm. Iﬁ“éo doing the
purpose, contcnt‘and operation of each activity &as interpreted by the
author from the written outline or prbgram (if appropriate) fof cach
activity and observations of particibants who were int?rviewcd and

reported in the descriptive part of this section.

Dimension Onc:  Needs
' ¥

Organizational——dcétiny, identity, growth, and revitalization.
The extent tod which each of the various staff development activities

met staff nceds is difficult to ascess. Nevertheless, it can be noted:

that one of the major purposes of the first and subsequent orientation

P

programs for new staff was to familiarize staff with t?g;qestiny and
identity (philosophy, purpose, org;nizational struct&fégand opérational
mode) ofVGr%nt MacEwan Community College. Thus, these .programs included
a number of' sessions on the“phiiosophy and purpose of Ciaht MacEwan
"Community College, the role of the Collége in the community and how the
College Qas set.up to handle the diversif& amongst students that it
was expected t§ serve. N
It can be noted also that many of the sfaff who attended the
first o;ientation session indicated in the subsequent evaluation that
they thought it was beneficial. An evaluation of the 1974 orientation
program ihdicated that ovér sixty-five percent of the participants

found the explanation of the College organization, and the discussion of

the history and philosophy and aims of the Cbllege to be "helpful" or
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"very helpful." Ower seventy percent of the participants also noted
that one of the big va]ues of these 50551on> was that Lhey helpcd new
staff to get: to know each other and some of the older College staff.
This would indicate that to some considerable degree new staff orjcﬁ-
tation sessions have met organizational needs.

The five-year insfructionai staff development progtam proposal
recommended that all new staff be reqéired to attend an orientqtion
session as a condition of-their eﬁployment.v In making this,recommenda-
tion the proposal noted that the purpose of these orientation programs
was to "ensure acceptance of the phi]osdphy of the college and ﬁhe
development of specia1ized teaching skills required in this unique

institution" (Ad Hoc Plannidg Subcommittee Report, 1974:3). While the

evaluation of the 1974 orficntation session does not indicate that staff
who attended tﬁgse sessfions accepted the philosbphy of the College;

51dered the dlscus510n of history, philosophy

~

over si#ty—five percent
and goals of the College to be "helpful” or "very helpful."

While these orientation programs were primarily concerned wiéh
destiny and identity they also provided fér‘the gtowth in numbers of
staff siﬁce they were held each year 197l'througﬁ 1975 for new staff.
The orientation prograﬁs, however, were not designed to\cén;inue the
growth or development of permanent or tenured staff. This pfbéess was.

taken over by the in-service core program, the professional growth N

activities and staff development leave provisions.

Membership--satisfaction and development. From the beginning
|

it was recognized by administration that Gr%nt MacEwan Community qulege

¢ -

was bringing together a great diversity of staff, many of whom.did not
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have teacher training and had never before faced a claés of students.
Yet the Collége had been %dentificd as an institution that would serve
or attract ; very diverse group of students, many of whom had dropped
out of school sometime previously ﬁnd had spent the immediaté past
either in employment iA industry or on social assistance (unemployed).
At the same time there was considerable talk about and publicity

given to the idea that Mackwan Co]lcge was going to be a ncw kind of

N

educational institutioﬁ——a "store-front collégé" and a "college without
N X

‘walls'"--an institution with which few, if any, were even remotely

familiar. As é résult, during the first orientation session, the first

month of employment at the College for most of the faculty, many -

expressed concern about their first few days, weeks, or even months

in the classroom. : \

-

While it is not clear what types of neeﬂs/many of the activities

]

included in the first and subsequent new staff orientation programs
W .

were designed to meet,-evaluation reports (Stewart, 1971, 1972; Arcand,
‘ T~

1975) would indicate thaﬁ\mﬁﬁy met membership needs; needs which arose

from the (real or imagined) lack of competence and experience in a

¥

community college classroom felt by many of the o L OF.

Among the activities which seem to meet cmbcréhip needs were

’

those designed to help new staff understand the digérsi&y of. students
/

‘ J
whom they would meet in classrooms, A/V techniqueg, evaluation techniques,

. (
- o . .
and alternate teaching methods. These activ1t1es%const1tuted a major
¥ | _

i ' ' i .
part of all orientation programs. Thus, considerable time was spent

]

durihg the first and subsequent orientation sessibﬁs in developing

faculty competence that would help them perform their role in the institu-

tion, and thus, meet ‘their needs.
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The primar& réle of the staff dchlopmcnt officer employed during
the summer of 19i2 was to assist staff with their problems:. To a very
large degree this was accomplished through the arrangement of in—sorv
core activities. Little time was spent by the staff dcvolSpmont officer
observing and‘d;sisting individual staff members in;the—c%assroom.

A considerable number of the in-service core workshops and the
general purpose workshops were similarly oriented. Among these were
workshops ' in "Instruﬁtioﬁ as a Humanizing Process” and '"Designing an
Evaluation System." iProfessional growth activities engaged in by faculty

K .
during 1974/75 included a number thar appear to relate specifically to
mceting‘membership needs. Among these were workshops and conferences
on topics directlygyelated to the faculty members program responsibilﬁties
and instructional methods or techniques. Thus, it would seem that a

considerable amount of staff development activity at MacEwan College

over this period was related to meeting membership needs.

. . t

Program. 1t is rather difficult to»specificalﬁy single out

those staff development activities designed to improve organizational

) . _ .
-effectiveness through improving program quality or operation. Neverthe~
iess, indirectly many of the staff development activities included in
the new staff orientatic programs, the in-service core workshops, the
special interest seminars, -and the professional growth activities,
contributed to program improvement. Among them were aétivities such as
the discussioﬁ during the orientation sessions about student characteris-

tics, characteristics of the community served, and the use of the

learning r®source centre.

-
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Staff development activities that contributed more directly to
program improvement include workshops during the orientation sessions
on curriculum development and the grading system, peneral in-collepe
workshops on evaluation and writing self-instructional packages, and
professional growth activities such as the workshqp on "Teaching English
as_a Second Language,” the "Interior Designer Institute's Exhibition,"
and the "Canadian Police Trainers Conference," attended by facu]}y.

One of the roles of the staff development officer was to help "

3 .

staff dircctly and individually with-instructional program development.
This was not accomplished, however, to any significant extent becausc
the staff development officer's time during 1974/75 was occupied almo;t
totally with organizing group activities designed-to meet many organi-
zational, membership and program necds as identified above.

The fiQe—year staff devéiopment program proposél makes provision
for staff to Se involved in as many activities designed to méet each
and all of the foregoing needs as the staff dééire. If the trend

continues as is indicated by the type of staff development activities

held during -the 1974/75 period (see Appendix E), then it is likely

that staff development ;gograms will be held each ~ "t to 'some
'degree meet all three types of needs--organizatior. 'ship and
program. :

Dimension Two: Mode of

Operation

M
I

'Institﬁ%ional. As miéht be expected sc-i. taff development oy

activities at MacEwan College over the period c ~ady belong to each

of the modes of opération. Frequently the initial approach to the

. v" . N
N - '

i
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activity on the part of administration was that of the inétructional
mode.  For example, the initial npproﬁch to the first orientation ;cssion
was institutional; the objectives, dates, and program were all pre-
determined by administration, with little or no faculty input, the
resource 1o o employed to provide answers to the participants,
and atte NANEU rcquier.

The initial approach to the employment of a staff devolopﬁcnt
ofticer was much the same. The individual to fill this folc waé to

have been selected by and responsible to’administration; faculty would

have little input.

In both cases, however, faculty took a kecen interést and became
actively invoived.~'Thus, the mode of operation changed towaré the
mémbership mode, with facultylactually involved in setting activity
objectives? desiguing'the program, and omployiﬁé_the resource peréonnel.

Membership. EQén,though much of the program for ;the initial
staff orientation session was determined by administration, the program
oqerated largely accopding to the membershiﬁ mode with participants
actively involved in determinihg the day to day activities. The fact

o

that the proposal for a five-year comprehensive integrated st develop-

ment. program was developed by an ad hoc committee on staff development,

indicates that a number of staff were involved in this activity.

Autonomous. Each of the three major activities analyzed provided
some opportunity for staff to pﬁrsue their own interests, to develop at
their own rate, or to acquire knowledge and skills in keeping with

their personal needs. The orientation programs provided opportunities

e
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|

for reading, for discussion of individual concerns with colleagues and

resource people, and for exploring new appr6aches to instruction.

One of the roles of the staff development officer was to assist
staff with their personal needs. This was to be accomplished through
private consultation and svation. While the stff development
officer had little time for this type of activity, it was provided for
in the r;lc description. , ' j

The proposed five—yearlplnn frovided for educational study
leaves and pr;fessional growth activities. Both of these activitics
were intended té help individual staff members to keep up—t@—dato, or
for indiviéual stagf to develop grehter\expertise'in their vocation.
Thus, both were designed to mggt.individual needs. To a very large
exﬁent béth types of activitiés could be undertaken at the discretion
of the individdal, according to his or her need or purposes. During
the period of study numerous professionalcgrowth activities took place.
No educational leaves were granted during the 1971-75 academic years
lafgely‘because it’took“this time to draw-up the terms of reference
for this activity. Nevertheless, it we expected that educational
lgaves would be granted during the 1976-.,7 academic year.

It can be concluded, therefore, that the staff developmen;
program”at Grant MacEwan Coﬁmunity College during the period of study

provided very little in the form of "autonomou$ mode of operation."

Dimension Three: Level of

Functioning o \

Operations. The‘primary purpose of the el of operations

is to carry out the functions for which the organization was established.



In 5 community eollcge this would include the prgvision of up-to-date
cducationnl programs and services designed to meet the needs of adults
in the geogrﬂphicul‘area served.

To function - effectively at the level of operations, a college
would require an appropriately defined statement of purpose and goals,

a suitable organizational or administrative structure, an up-to-date

and relcvant.program of %tudies, and a competent instructional and
administrative staff. Staff development activities at the lTevel of
operations would be designed to f?miliarize staff with college philosophy,
goals and administrative structurc, and to maintain or improve staff
competence in keeping with their roie in the institution.

The primery purpose of the first and subsequent new staflf
orienCation programs was to familiarize staff with the objectivee and
‘operaeion of a eommunity college and the diversiey of students it
serves, and te provide the staff with some basic sgills'and under—
seandings that would help them to carry out, their role'eﬁfectively as
teachers and administrators. As e result,lthese activities were directed
toward the improvement of.fﬁnctioning of the college at the level of
operations.:

In a similar way, many of the activ%ties of the staff development
officer (1974-76) were directed toward improving functioning at the
level of operations. Included wopld be his work i; helping individual
staff members solve ﬁheir problems in the classroom, and his -efforts

- ! ’
in arranging the 1974 and 1975yhew staff orientation programs, small

group staff development act1V1t1es, many of which were directed to the

improvement of teaching competence; and his assistance with the operation
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of.the in-service core program which included workshops on such topics
as “G.M.C.C. Philosophy and How it is Being Implemented" and "A Basic
Operational Appfoach to Instruction" (In-scrvice Cote Workshop, Fall
1974). | -

Much of the overall staff devéloPment program- plan proposcd by
the gg_bgglstaff development committee was directed toward improving
functioning at thé level of operations. TIncluded were such p?ovisions
as those for (1) an annual new staff orientation program,; (2) an in-

service core program designed to assist instructors to improve their

teaching skills, and (3) special programs designed to meet operational»i

needs that arise from time to time.

A review of Professional Growth Activities (see sample 1list--
Appendix E) in which staff participated indicates that a considerable
ST , - '
number of these activities would also contribute to effective functioning

at the level of operations. Thus, one might conclude that a major por-

tion of all staff development activity at MacEwan College over the first

four vears of operation was directed toward effective functioning at the

level of operations. '

~; Regulatiqn. Thetprimarx purpose qf the‘ievel'éf regalation is
'to monitor activities at the level of operation so that changes or
//gmprovements can be made within the established organizational étructure
when a discrepancy develops between what is and what should Be. Thus,
one of the major functions of this 1evé1_is to develop an effé;tiQe
evaluation gnd feedback system amongst ail levels within the organiza-

tion and between the organization and its environment. Thus, staff

development activities at the level of regulation would include those
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. ¢
designed to imprqyg communications within the organization and between
thé college and'ifs communiﬂy. Such activities n1ipht include those
sﬁecifivn11y duﬁi;ned to develop or improve communication techniques
and those which‘pfovide opportunities for members at all levels'w;thin
the organization to become acquainted with cach other.

The annual new staff orientation séssions provided many oppor-
tunities for staff, both instructional and administrative, to get to
know each other, since these sessions included not only introductions
of all particibants, but also seveifal social activiﬁies for all parti-
cipants. Similarly, the various in-service core programs held during
the fall and uiﬁter sessions each year tended tb improve communications
amongst the variow¢ levels and groups of staff since these sessions were
designed for’the complete cross—section of staff within the College, and
always includéd é social activity for>ali participants.

Another staff development activity that might have been speci;_
fically designed to improve® functioning at the level of r;guiatioﬁ was
the special wofkéhop on Creative Problem Solving. |

The communications network set up by the creation of a staﬁf
development officer position tended to‘improve feedback on all typés of
activities simce the SDO worked with all levels of staff. The'fo%ﬁal’
and informal evaluation procedures empioyed by the staff deveiopment
officer‘also tended to impfove feedback as to the extent to which the
College was achieving its purpose.

, Thus, it can be noted‘thar while the only staff development

activity specifically designed to improve fﬁnctioning at the level of

regulation was the new staff orientation sessions, many of the pther

AR S AR a bt faritin eers et o e



staff development activities contributed to improvement of functioning
) .
at this level because they {requently brought together the staff from

b 3
all levels and roles within the College.

%
<

Learning. The primary:purpose of functioning at the level‘of
learning is to develop within the organizétion the capacity to innovate
and change, sovthe organization can rewain dyﬁamic and (viable.

Activitics at this ievel of functioning in a community college therefore,
would include those designed to.familiariée staff with new approaches

to curriculum organization or development, and alternate forms of
organizational and program structure.

The period of gperation of MacEwam College over which this
analysis is made includes the first four years of operation of the
College. As was. indicated above, many of the staff development activi-
ties during this period were directed toward the improvéméht of |
functioning aﬁ the level éf operations, with some indirectly, if not
directly, directed toward the/improvemént in functioning at ;he level
of regulation. rggnsequently, only a few activities speéificaily designed..
to improve functioning at the level of learning were held. Among those
that maj(have_cpntpibuted to an improvement in functioning at this
1eyel were the in-service core workshops on‘"Planning for Media Develop-
ment” and "What's Really New in‘North American'Eduéatiqn." While _the
specific content of the various Professional Gpowth,Activitieé in which
staff pargicipated was not available, it is %ikely that some of these
activities related more or less directly to an’imprbvemen£ in functioning
at.the levei of learning. This aésessment is based‘upon the fact that

many of the sessions and workshops were designed to provide new informa-

tion on new technology. - .
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Consciousness. The primary purpose of functioning at the level

-

of consciousness is to develop within the organization the capacity to

remain relcevant to its environment. Activities at this level therefore,

involve monitoring changes in the environment that effect the otganiza—
tion and using this information to make fundamental changes in the
organizqtion; changes in the organization's goals or purposes, methods
of operation, and the like.

While mucn was said during the carly stagcs'of the development

of MacEwan College about creating a dynamic institution that would

contlnually meet the necds of a very diverse and changing group of

¢

peaple, there is little evidence of any staff development activities

directly or indirectly designed to contribute to meeting these needs
One of the most significant trends in the population gerved by

: 1
MacEwan College during the period of ths study, was the ”baby*boom” of

the late 1940's and early 1950's. As a result one of the most signifi--

cant trends was the increasing numbers of seventeen and eighteen year
0ld people during the early 1970's (1 e., when the college was being
founded) and the decre351ng numbers of seventeen and eighteen year -
1ndividuals in Alberta society in the mid—l970‘s. Yet thete doesn't
seem to have been any staff development activities designed to nrepare
staff to meet the.neeQS generated by this change. Therefore, one can
conclude bnly that few, ifrany, staff development act1v1t1es were
planned or available durlng the 1971-75 period that contributed toward

an improvement in the functioning of MacEwan College at the level of

consciousness.

13]
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Dimension Four: Strategy

Overall, the main approach to staff development at MacEwan

College during the period of study has been Normative-Re-cducative.

By and large staff have been advised of staff development opportunities
by administrators, through orientation programs and the staff develop-

i o
ment officer, and allowed to develop their own intercsts collectively
(through group sessions and workshops) or individually through profes-
sional development activities and educational leave activities.

However, the President indicated in an interview that he believed
"
it was necessary for administrators to take the initiative and that all

" staff should attend at least one orientation session. This would

indicate that he believed that use of a power—coercive approach at times

was necessary.
| The primary approach of the staff development officer was a
combination of the normative-re-educative approach and the empirical-
rational approach. In the first case he tried to make staff aware of
’
potential opportunities for deveiopment and in the ‘latter to make them
aware of research relative to their roles. Due to his particular
.position in the overall organizatioﬁal structure of the College, and
employee of the staff development‘committee, it was ﬁot possible for

him to use a power-coercive approach.

i

Summary ‘ _ )i

t
t

The foregoing analysié indicates that each of the four dimensions

\

and nearly all of the thirteen variables were operative in staff develop-
ment activities at MacEwan College between 1970 and 1975. A classifica-
tion in the three main types of staff development activity at MacEwv-~n

College is presented in Table 3 following. ~



Table 3

Extent to Which Each Variable of the Analytical F¥ramework
was Operative in Each of the Three Period of Staff
Development Activity at Grant MacEwan Community
. . College, 1971-75

S T e = ===

Perjod of Staff Development

Dimension and Variable 1971-73 1973-75 1975
1. Need
a) Organizational- . . .
) & ?171%10n1% considerable - littlc some .,
destiny/identity
b) Organizational- . . .
) _P . little little little
growth/revital.
c) Membership considerable - some some
d) Program some some some
2. Mode of Operation
a) Institutional some some little
b) Membership ' some considerable considerable
¢) Autonomous little little some
3. Level of Inquiry
a) Operations considerable some some
b) Regulation some some some
c) Learning little some _some-con-
_ siderable
~ d) Consciousness none none little
4. Strategy :
a) Power-coercive some little little
b) Normative-re-’ .
. some some some
educative
irical- : .
¢) Empirica . some some considerable

rational

\
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CHAPTER 8

STAFY DEVELOPMENT AT MOUNT ROYAL COLLEGE

AN HISTORICAL, PERSPECTIVE

Introduction

The primary purpose of this chapter is to present a cése~study
of:staff_developmcnt activities at Mount Royal College over a period of
time from ité founding in 1910 to mid-1975. The information for this
case was obtained ffom a number. of sources including: (1) interviédws
with a number of staff employed at the College during 1972-75, as
identified in Appendix C, (2) a review of college calendars and scveral
significant studies of the College completed between 1963 and 1976,
(3) notes made during personal invdlvemcng in two major staff development
activities at the College in 1972 and 1973, (4) pe;SOnal notes from
conferences attended whén topics relevant to this study were discussed:
(5) reports of Mount Royal College activities included in annual reports

2

of the College and in College Comment, and (6) personal communications

with several College staff members, some of whom have now (1976) left

the College. . - ' N

Beginnings

Mount Royal College is the oldest college in operation in Alberta
today, having beén founded as a private college in 1910 in Calgary by
the Methodist Church. 1In the fall of that year, the Legislature of the

Province of Alberta granted the College a charter to conduct Progfams
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in elementary and secondary education, music, art, drama, speech, jour-

nalism, commerical and business courses, technical and domestic arts.

The College opened in 1911 with a registration of 15% students

and a staff of eleven in its academic and commercial departments and the

Conservatory of Music. The philosophy and objectives of the College as
stated in the 1911-12 calendar indicapod that a major purposc of the
College was to provide a comprchensive, flexible, and up—t&—date curri-
culum that would meet the needs of all who wanted to aﬁtend; education
that would meet both Fhe vocational and dvocational nceds of the
students, and education that would allow the student to develop his or
hér individual talents to the maximum. / |

When the United Church of Canada was formed in 1925, Mount
Royal College became a sccondary school of the Church under a Board of
Governors consiéting'of twenty-four to forty pefsons, as provided for
in the Act to Incorporate Mount Royal College (1910). While the Board
of Governors was appointed by the Genéral Council or Presbytery of the
Church, the wor#ing relationship between the Boardfand the -General
Council was not well defined. As a result, the ?resbytery had no

authority over the Board and the Board had no dﬂrect responsibility to

the Presbytery (Anderson, 1964:192).

It should be noted also_that in addition to the Board of Governors,

»

I

control over the operation of the College was also exercised,by/én
Executive Committee of the Board, wﬁich includedvthe Principal of fhe
éollege, and the Senate of the College, composed of some members of the
Board, the Pfincipal of the College, and the Professors of the various

faculties of the College who were empowered to "diregt the studies,

<
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lecture, examinations, and exercises of the students" (Anderson, 1964:

i

10). '

Administrative Authority

The chief execcutive officer of the College was the Principal.

!

. t .
He was responsible for the day-to-day operation of the College, over-
seeing the curriculum, hiring and firing of staff, obtaining necessary

resources and the like. Faculty qualifications, salaries and working

cbndifibns were determined largely by the Principal on an individual
T ’ .

.baéis with the faculty member. Thus, the primary source of leadership
in 21l matters during the period l910~l93b was that of the Principal.
‘The Board of Governors did little more than approve ("rubber stamp")
the activities of the Principal. It shéuld be noted, however, that

/ .
during those years, the Principal was always an ordained minister of

\

the Methodist or United Church.
During its years as: a private college (1911 to 1966), Mount
Roya1 (ollege was financed through contributions from the General

Y

Council of the United Church, Federal and Provincial grants, private

» -

contributions and sizeable tuition fees (compared to the public colleges
whichAhave small or no tuition fees at‘éll). Thus, sﬁudents at thé
College tended to come from highervsocio—ecoﬁomic level families.
Capital expenditures were financed from public donq&}ons, lqans, and
operating revenues. Thus, maximum use was made of all availabie space.

First Staff‘Develqpment
Activities

One of the first and in some ways most significant courses or

programs offered by Mount Royal College was the courses or progrém in
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religious education. One of the requirements of teachers of these

courses was that they attend an annu?l seminar, held at the College.

The purpoée of this seminar was to assure that all instructional staff
were familiar with the courses and that they promote the "correct"
philosophy. All elementary and secondary students registered at the
College were exp%ctcd to take at least one éourse in "Christian Edqcntjon."

Indced, many parents sent their sons and daughters to Mount Royal for,

this very reason.

ot

=

University Affiliation

PA)

The first major step toward becoming a junior college was taken
¢ .
in 1931 with the affiliation witl- the University of Alberta, Ldmonton,

the organization of a junior college division, and the discontinuance

~

of the elementary school program. The affiliation with the University,
however, did not lead to.full junior college status as it is defined
today, since the courses offefed were completely controlled by the
University of Alberta. Studénts were screened and registered by thg
Registrar of the University. xThey had to have the same entrance‘requirc—

ments as students registering in similar courses at the University of

“

Alberta in Edmontep.
o

|
Similarly, faculty were selected by the University, which also
set faculty qualification requirements, working condit%%ns, and the
like. Consequently, members of the faculty who were teaching university

courses were a group apart from faculty teaching courses in other .

’
’
-,

divisions at the College.

In the same way, course content, final examinations, pass/fail

standards, etc. were established completely by staff of the University. C
- : 4] v Fe) ‘ .
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Not only were faculty expected to teach exactly that which was prescribed,
but it was nccessayry for them to do so since students at Mount Royal
College had to write final examinations set by the University in
Edmonton. Thus, the courses were not "university parallel" or "univer-
4

sity transfer,'" but "university courses."

First Required Tn-Scrvice
Seminars

’

Each fall the University held a one or two-day in-~scrvice séssion
which all faculty teaching University courses were required to attend.
chulty were also Fequired to go to Edmonton each spring after final
examinations were completed to help mark tﬁese\examina£ions. While this

was nop)intended to be a staff development activity, it did afford Mount

" Royal College staff the opportunity to compare notes'informally with

their colleagues in Edmonton. Thus, it proved to be of considerable

N

value to Mount Royal staff in keeping ué—to—date (McCready interview,f
1973).

The only other staff development assistance that was availableri
was a_émall amount of money from Mount Royal College budget for sabb;—

. o :
tical leaves. This money was administered. solely by the Principal.

Nevertheless, sinqs all faculty teaching university courses already had

M.A.'s.or equivalent (as required by the University), and this was the

maximum amount of university preparation for which a faculty member

~

could be paid, there was little incentive to request assistance for

formal uptgrading or up—dating.».

i

While the commencement of the transfer program in 1931 increased

student enrollment in that year, student enrollment between 1932 and

-
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1944 decreased slightly as a result o%“the great depression and the

commoh@bmeut of World War II. Nevertheless, staff number were maintained

during this period and the College went into debt.

Crowth in Program Offcrings

Better times were éhgnd, howcvér. An amendment to the original
charter of the College by the Prov;ncial Legisluture in 1944 allowedkéhe
Cpllege to commence offering engin;ering courses in its jﬁnior collégé.
department. Thisg, canpléd with the return of thg wa; veterans in 1545,
signific&ﬁtly increased the enrollment at the College. These changes
ultimately resulted in a considerable incrcaée in tﬁe number and:diversity
ofustaff.

The period from 1948 to‘1955 saw few chénges in the program and
enrollment at the College. After the initial influx of veterans between

1945 and 1948, the enrollment in fﬁll—time programs remained ﬁelatively-

stable to 1955. Nevertheless, community support remained strong, as it

had been over the years since 1911.

Membership in AAJC

In 1944 Mount Royal College joined the American Association of

w
Junior Colleges. Ag a result, each year a small group of administrative

and instructional staff selected by tge President attended the Annual
meeting of this association. Attendance at these meetings in the various
parts of the U;S.A. pffered the staff an opportunity to acquire informa-
tion about innoVétions in American collegés ana of new programs at

universities (a frequent topic at annual meetings and workshops). Thus,

staff began to develop an interest in up-grading and ﬁp-datiug their own

fo 7 SPEEr T ORE SRS
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knowledge.- Subsequently, a number of staff obtained educational leaves
and enrolled in American universities. Thus, began the provisions for
educational leave-at Mount Royal College.

Beginning of Colicctive

Bargajning

Prior to 1950, salary and working conditions for faculty (as

was noted carlier) were determined almost completely on an individual
basis by '~ Principal, in consultation with the Board of Governors.
During the period 1950 to 1964, the salary schedule negotiated by The
Alberta Teachers' Association was used for s;lary increases (Anderson;
1964:148).‘ With the growth.in the number and diversifyfof faculty
during the late 1940's and early 1950's, interesf began to deveiop in
Erbup bargaining for salany and working fonditions. Consequently,
provisiéns for staff developmént activities began to increasiggly
become a part of the package‘bargained for on behalf of the faculty.
| The establishment of Mount Royal College in 1966 as a public
t college under the Publlc Junior Coilege Act (1958) formalized the role
of the Faculty Association as the bargaining agent for all faculty at
the College. Some members of the administration believed that "the
faculty are now so tied up with fhe question of tenure that they don't
reaiize that sfaff development is a better answer to tenure than
. written agreements' (Fowlow interview,‘19735. Vice-President Lauchlan
noted (Lauchlan intervizw, 1973) that:
Generally most TMGH T staff development programs are initiated
by senior admlnlstrg [ staff However, these programs are not
imposed upon faculty 5 e largest demand for\support for staff

development activities now is for money for travel to attend
" seminars, workshops, and conferences.
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In 1955, the College introduced the semester system. This
coincided with a trend toward increased eﬁrollments and numbers of
instructors. 1In 1956, the diversity of the program of offerings was
increaéed with phe addition of a Business Administration Department
and program. This addition again increased enrollments and the number
and diversity of faculty employed at the College. Thus, as the 1950's

drew to a close the pace of activity continued to accelerate.

o9

The Aunderson Report

In 1963 the College‘s‘Board of Governors commissioned Dr. R.N.

‘Anderson (University of Alberta, Calgary) to undertake an analysis of

all facets of the College's operation. This report was completed in
1964 and contained recommendations relating to organizational structure,
service, facilities,‘faculty nomenclature and promotions, scholarships,
university transfer agreements and a number of others specific to the
College's operations. Of specific interest to this study was recommenda-
tion number ten which inblgded some forty-eight statements relative to
responsibilities of the var ious college\members for improving college
teaching.

0f the eleven respoﬂsibilitieS'of the President, six referred
directly to staff develoﬁment activities that should be undertaken.
Four of the‘;en responsibilities.of thé Dean and two of tﬁe four
responsibilities of the Departmental or Division Directér similarly
referred to specific staff devélopmeﬁf activities to be mounted. Included
were activities that ranged from "showing concern for the profeésional
develophment of eacﬁ staff member," to "devising ways of promoting

Y

professional development throughl;eading and study of various theo" "-~s

MM-‘.&.-“T.;,.D.; e
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and methods in higher eduéation through "development of local workshops,
institutes, etc.," to "conducting new séaff orientation sessions' and
"visiting c{asses to give constructive assistance to instructors"
(Anderson, 1964:225-227).

dn one hand, the Anderson Report siénalled the end qf,an era in
the operation of Mount Royal College, since it proyidcd an asscssment of
the development to that point in time. On the oﬁher hand, it ﬁointed
to a. need for revitaiization and re-direction éf the qulege, and formed

the basis upon which some significant changes were made.

Bécoming a Public College

During tﬁe period 1910-1965, while it was autonomous, that is,
under the direction of a Board of Governors and not a Government
Depértment, Mount Royal College was still a ﬁgivate college. As such
it was not considered to be an integral éart of the total post-secondary
educational system of the Province. This resultéd in some problems
relative to both image or/étatus? and economics. Aang these were the
growing negative feelings on the part of mahy teenagers (potentiai
students) towards réligion and/or any institution run by a religious
organization, and the high cost of attending a private college compargd
to the-pfovincially—owned institutions such as the Southern Albertg
Institute of Téchnology; Calgary. Thus, as a result of cérefd&ly
weighing all of the factors, the Board of Governors made a mom%ﬂtous
decision late in 1965, to seek public college status for Mount Eoyal '
éollege. As a result, on Septem%er 1, 1966, Mount Royal Collegé\gicame

a public collége under the terms of the Public Junior Colleées Act of

1958, and its name changed to include the word "junior."

‘ !
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Affiliati&n with the University
of Calgdrx

When autonomy was granted to the Univefsity of Alberta (Calgary)
in 1966, Mount Rdyal‘Junior College negotiated an'affiliation agreement
with’the new University of Calgary. This new agreement, for the first
time, gave the College full junior college status; that is, the College
began offeping”bourscs which were recognized by the University as being
equivalent to those offered at the University, and thus the credit for

successful completion was transferrable to a university degree. At the

same time, this agreement made it possible for faculty teaching university.

courses to truly become a part of the total faculty membership of Mount

Royal Junior College.

Formation of a Faculty
Association

The change to public college status under the Public Junior

Colleges Act, also allowed for ‘the formation (establishment) of a full-

fledged faculty association, an incorporated body.of faculty with certain

rights and péwers. Oﬁ specific significaﬁce was the right and ﬁower to
negotiate with the College Admiﬁistratibn (BSard of Governors) on behalf
of>all faculty for saléries, fringe benefits, working conditions, and’
the like. And so a new era in facultyfadminisgfative relationsﬂips

commenced.

Planning for a New Campus

Rapidly increasing enrollments following-the establishment of
the business administration program and the general increase in courses

of study in all departments began to put heavy pressures on the College,
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in the late 1950's and early 1960's, to provide adequate classroom space
at its location in downtown Calgary. While/sevcral additions had been
made to these facilities in the late 1940's and early 1950's, the

College was rapidly oﬁtgrowing its campus. At the same time Calgary

had grown to a reasonably large city, with a population approaching i
500,000. With this increasing popul&tioﬁ; the downtown business core

had expanded such that businesses were at the very door of tﬁe College,
and space for additional buildings at a great premium. One of the
recommendations of the Anderson Reéort 1964 was that a committee on
"Property" be established %o give immediate attention to a total study

of the location, accommodation ahd facilities of Mount Réyal College

in order to present the necessary recommendations for future growth

and expansion of the College. The Mount Royal Junior Céllege Board

of Trustees wishingAto pursue some of the recoﬁmendations of the

‘Anderson Report struck a Builéing and Propertyzﬁémqittee to give immgdiate
attention to a sweeping study of the location, accommodation and
facilitiés of Mount Royal Junior College. - '

The Board of Goyernors, however, had beenllooking at ways to
resolve the problem for some time. Thus, they had proposed two sites
for the mnew campus—-the dowﬁtown site and a site at Lincoln Park in
southwest Calgatx. ‘In 1968 they employed an architectural firm to
assess the potential of each of these sites. Nevertheless, it was
reported that "right from the start ﬁhere was a definite swing on the
part of the Board [of Governorsj to thefLincoln Park,siteh'(Ingrém,
et al., 1975:181).-

v
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New Leadership

In the spring of 1967 Dr. Collett, who had Béen Principal since
1959, resigned. Ralph W. McCready was appointed Acting President until
a new president could be appointed. During the winter of 1967-68 the
Board of Trustees of Mount Royal Junior College c;rried out a search
.for a new President for the College. .AS a result, in July 1968, Dr.
Walter B. Pentz, a graduate of the University of Califqrnia at Los
Angeles (UQLA), was appointed President of the College. He was given
a mandate to completely organize the College and so immediately under-
took the task of giving a new sense of direction to both the academic
‘;nd architectural plans for the new campus.

Pentz was a graduate of the leadership program for community
colleges at UCLA, a program that was oriented toward the systems
approach (systems thihking) for 'the delivery of pdSt—secondary edgcation.
P;ior to coming to Mount Royal College in 1968, he had worked several
years. in tﬁe California State Offices of Highér'Education. During this
time he had become,interesfed in and familiar with a number of innovative
approaches to education beiﬁg imﬁlemented by several California colleges--
which at that time were considéred to be among the foferunners in the
college movement in ghe United Stafes, if not ﬁhe whole wofld.

Ampng“these innovations were the development of the community
dimension of the community college, the implementation of the "open
door" policy relative to admiss%ons, and the increasé in flexibility
énd adaptability.in prsgragming through the use of the modular-system,
A/V media, fnd éelf—paced instiﬁutional—learning péckagés. Predictably,

upon his'appoin;ment as President, Pentz began actively promoting the™
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Outside Expertise.
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development of the community dimension of the‘community college, the T
implementation of the opeﬁ door policy with regard to admissions, and
flexibility and adaptébility in programming. His plan, he indicated
in an interview, was to make Mount Royal the most innovative, dynamic
college in Canada (Pentz interview, 1973). However, he did not meet
with instant success.

' During 1967-68 while McCready was Acting Prcsident; the Building
and Property Committee was actively reeking a solution to the "facilities
problem.” 1In January, 1968 the Joint Planning Committée (of the
Building and Property Gommittee) reéched genéral agrecement on a plan
for a new campus that would incorpo?ate an enclosed pedestrian mail.

This proposal had the.dpproval of both the students and the staff. In

addition an Interim General Faculties Council (IGFC) had formed an

‘ad hoc planning committee to help prepare all staff members for the

new Mount Royal Junior College. It held its firs; meeting in March

1968 to prepare guidelines for a Planning Seminar which Qas held in
April 1968. The purpose of this planning sesgion was to set,the‘stage
for students and faculty participation in planning a new campus. While
the seminar was rated as successful by the participants much of what

was planned was never implemgnted. This was so because the changes in
orggnizational structure iﬁplemented‘by Pentz late in 1968 caused‘
interest to ﬁéne. As a result, the Joint Planning Committee was finally

disbanded in the spring of 1969.
/

Thinking that his views ejither were not well understood, or not

pqpular, and yet wanting to incorporate them into the new College plan,
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Pentz madg arrangements tb employ a consulting firm from New‘York;
Englehardt, Englehardt, and Leggett, who apparently'hgd a reputation
for devising plans for innovative apbroaches,to oducatibn (Dean inter-
1
view, 1973). The result of their work was the publication of a booklet,
in January, 1969, entitled "The Idea of a College," (Calgary, Mount

A

Royal Junior College).

In the report the consultants proposed several different models
for the delivery of educational programs. The one finally selected as
"the model™ for Mount Royal College was the one that fitted the

«
g

Prosident's systems orientationdkBate interview, 1973). It was labelled
"Lecture-Discussion-Independent Study" by the authors. While it was
touted as an .innovative abproach, in fact it was considered to be
neither new nor innovative by many of the faculty. The faculty had

been talking about a new campus for ten years. The ”1e§ model" proposed
by Leggett was, in many ways, very similar to what the faculty had been
attempting to do. Thus, the result of this whole exercise seemed to
faculty to be one of "here we go again. Let's not take it too seriously
because we've been tbrough this four or five times already" (Mitchell
interview, 1973).

The faculty of Mount Royai College had long considered Ehemselves
and the College to be innovativé. ﬁount"Royal‘College had loqg enjoyed
the reputation of being a "community college'--a college responsive to
the needs of the community. Thus, the suggestion by adminispratioh that
Mount Royal College’ should embark on an "innovative approach" did not

augur well with the faculty. "And so a grudge match started between

those who always claimed to be innovative and those who said now we're
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going to make you innovative" (Bate interview, 1973},

While the'report of the consultants seemed to refer primarily
to the College curriculum, it was in fact, to have a major effect on
the development of the new campus. As a result of '"the Leggett
rgport" (as it became known), plans were made to develop a campus that
would provide for the instruction-curriculum approach suggested. The
new campus was to have few formal-classroéms and laboratories. Indeed,

1

there would be many open "seminar pits,” a gigantic learning resources

centre, and the like--a campus quite different from those with which
/
/

most faculty members were familiar. As a result, the administration
realized early in the process that faculty would have to be "educated"

to make use of these "new'" facilities.

Administrative Leadership
Administration, primarily the Vice~President of Instruction
under whose jurisdiction staff development came, madé several attempts,

as early as 1969, to set up staff development activities that would

~prepare faculty for the move to the new éampus being planned. However,

largely due to the feelihgs that existed, few faculty took advantage
of Fhese opportunities and the situation worsened (i.e., the grudge

v

match referred to earlier intensified).

First Staff Development Officer

Recognizing that something had to be done, a decision was made
by administration to employ a staff development officer to work with

faculty. It was most opportune that at that time, the Directof of

Institutional Research and Development (Mr. R.W. McCready) was resigning
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to return to active teaching. As a result, this position was advertized,
j

/

with the idea that the incumbent would be primarily rcsponsible for
ﬁreparing staff for the move to the new campus. Subscquently, W.R. Bate
(a member of the unselling department of the College) was selected by
a panel of administrators to commence work as Dircctor of ﬁnstitutional
Rescarch and Development'on July 1, 1970. 1In thif roie, Bate was
‘responsible to the Vire-President of Instruction. A major part of his
role was to work as catalyst to and monitor the development and imple-
mentation of an instructional system that wouldlfacilitatg the smooth.
movement to the new campus. Thus, Bate became the first'person
specifically employed to do staff development work at Mount Royal College.
Thé initial plan was to employ two or three assistants to hélp
Bate in his work, but this was never doﬁc. And so Bate had a mammqth
task ahead of him, realizing that the new campus woul& be ready for
_occupancy within approximately two years (Bate interview, l973): It
should also be noted that plans for the new campué had been signed and
sealed for more than a year.
In working with faculty, Bate tried to do four main things.
First, he tried to develop a rapport with the faculty who had been
somewhat alienatedrfrom administration, due to administration's attempt
(as the faculty saw it) to impose the]"Leggett Model" for educational
program organization to be used in the new Lincoln Park caﬁpus. As
a result, faculty were not enthused.with the use of outside consultants
ﬁor with administration's "top~down” approach to preparation for the
mqvé into the neQ campus. : \ . . o
Second,'through an informal discussion approach over coffee, ’ " .

¥



during lunch break, and the like, Bate tried to develop in the faculty
a positive attitude toward change.

Third, Bate attempted to acquire and make readily available to

the faculty through photocopies, up-to-date information about alternative
approaches to instruction, the use of audio-visual aids and the like.

Thus, a considerable collection of materials was built up in the learning

~

resource centre, now housed in the staff lounge of Lincoln Park campus.
His fourth major activity was to organize small group workshops
or discussion . ions largely between groups of staff within the

College and himself, or ather resource pecople in.fﬁé*éollogc. Most of

these were from one—halfﬂday to a full day in length and dealt with
small or specific problems related to- the redesign of the curriculum.

As background for this activity, late in 1970 Bate presented a’ paper
[}

to faculty entitled "Toward '72." The primdry purpose of thisspaper
5N

was to present guidelines for curriculum development based upon the'
: %

"systems approach” to curriculum development. Ultimately, through the

N

assistance of the Research and Development Office some 170 "priority
courses" were designed usi;g this‘apbroach. Another effect,of the
tremendous amount of energy expended on-this approach was to make a
considerable number of faculty aware 6f the instructioﬁal demands the
new campus would.make upon themn. Nevertheless, some faculty members |
perceived this approach to be a mechanistic and "dehumanizing" approach
to insfruction. Yet, within a year, Bate was able to significanﬁly
reduce (in his opinion) the_negétive feélings toward both the édmiﬁis—

L

tration and the concept on which the new campus was being bdilt. As -

a result, he made arrangements, with the help of administration, to

“ -
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‘Move'to the New Campus : . s

present a program on innovative approaches in education. The program
)
was held in the Jubilee Auditorium.: Classes were cancelled for thevday
and fuculiy actively encouraged to n@tgnd, wh they did.
The program presented was“excellent, according to many of those

who attended. So successful was this approdch and program, that faculty

/ . S '
later asked to have another such workshop. Time was running out, hpwever,

L

and it was never held. ‘Nevertheless, many formal and informal faculty
meetings, seminars, and workshops were held. As a result, by the time
the Lincoln Park Campus was ready in the summer of 1972, many of the

faculty were rcady for the move (Bate interview, 1973).

3

‘MacEwan, Lieutenant Governor of Alberta. .

Classes commenced in the new campus in September, 1972, which

o

was officially ppened on'Novembefbl7, %972; by the Hoqofable Dr. Grant

Baté’s Résignation

Having made a reasonably successful move into the new campus,
the administrationi during the $prfhg of 1973, began consi&ering the
possibility of reverting the Office of Imstructional Developmenp to
its forerunner, the Office of‘Institutional Research and Development.
Bate was of the opinion, however, that much was yet to be doqe to make

the new facilities work adequately and properly. Thus, when he was

L4 V .
asked in effect to take over some of the old duties of research and

development, he resigned. His resignation took effect July 1, 1973.

-
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Faculty Leadership Comes For h

Subsequent to Bate's resignation in 1973, the Faculty Asso;iation
struck a committee entitled "Professional PPevelopment Committee." In
late 1973 Mr. Bate was asked and accepted the invitation by the Fuéulty

‘socintion to act on this Committec. Thus, Bate was ablé to continuc
ch of thq work he started carliér‘as D ctor of Instructional
Development. Hié informal involvement in staff develoﬁmcnt, however,
was short lived since in the autumn of 1974 he was appointed (or re-
appointed) Director of Educational Devgiopment, a position he’held unt il
his resign: “on from the College during the summer of i975. As Dircctor -
of Educational Development, Bate was again involved in a formal way in
ﬁtaff dcvclopm;nt activities at Mount Royal College. During the 1975-76
college ycar much of the work of Instructional Development was delegated
to the various instruétional departmen;s assisted by a long standing

. , o
"judiciary panel" identified as the Professional Standards Committee

which made decisions concerning the granting of sabbatical leaves, PO

grants for research or study, and tenure. Nevertheless, the Ptrofessional

Development Committee of the Faculty Association confi;GEB“tQ operate.

Annual Seminar , , -

For many years, Mount Royal has b~d an annual staff development

1

seminar off-campus. It was founded as a seminar for faculty teaching

‘university courses (noted earlier). While this seminar continued through

fhe early 1970's, it was devoted largely to the discussion of overall
problems affecting the College. During these later years it was largely

a "semi-soeial and semi-professional kind of activity" (Bate interview,

e -

1973).. | Nevertheless, in 1973 they organized a Seminar concerning

o
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"College Goals," and one in 1974 on "Aims and Objectives of Mount Royal
College." Thus, it scems evident that the move to the new campus

stirred-up an interest in staff development.
‘

Staff Development 1973-75

t

With the establishment of;the Professional Development Committee
in 1973, many,of the professional staff development activfties of the
College were taken o§er by the Faculty Association, with the funds
céming largely from the College budget.

In esﬁabli;hing the Professional Development Committee, the
Faculty Association was hopeful that faculty de;élopment would be;ome

a cooperative effort between Faculty and Administration. The first

example of a cooperative effort was a seminar held March .29-30, 1973,

coﬁcerning identifying College goals, arrangea by ‘the Faculty Association’

and ‘attended by faculty, the College administration, several members of

the Board of Governors, and some students. Nevertheless, it was the

—

opinion of the President late in 1974, that little action would be taker®

i),by the%Eaculty until’inéenpive or . .dership was provided by adminis-

tration (Pentz interview, 1974).

The ProfessionalfDevelopment Committee of the Faculty Association ~

has continued to operate and has been actively involved in planniny and

organizing the annuail gfofessional development:conference held by the

College in Febtuary orfMafth of each year. The theme of the 1974
conference was "Aims and Objectives of Mount Royal College;"gand that

of the 1975 conference "Strengths and Weaknesses of the %Esfructional

'System." Each of these conferences included a number of concurrent

sessions in keepingjﬁith the theme but designed to appeal to more specific

{
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staff interests and courses, such as the evaluation of students, audio-
visual methods, feedback mechanisms, and the use of College space.
Dﬁring the 1973—75 period a new staff orientation program was
CondQFted at the Coilcge ecach y%hr,un a join;\basis between the College
administration and the department hecads in whose departments the new
staff were employed. While no formal or structurcd program was ever
developed, thé orientation program consisted of é fnmiliérization with

<

the physical facilities of the College, the organizational structure of

the College, the availabilit. . = support services, an introduction of
some. key staff, and an o1t o review courses and instructional
methods with senior COJ%,wW' . more "o 'ized program was planned

v

for 1976 and 1977.
Individual professional growt! activ, ies at Mount Royal College
have long been édminiétéred large]yyby the various™instructional depart-
ments throuéh'the allocation of funds for travel. Appréval of funds .
for activities requiring the payment of registration fees and the like

-

has peen that of the College Deansi?&ice—Presidents or President. The
o W . ‘
formation of a Profgssiona%f‘ ‘lopment Committee by the Faculty Associa-
tion in 1973 resulted in a transfer of some fundé from the college hudget
(i.e., from administration) to this committee. At the same time a
“limited amount of funds for stag; develobmengﬂﬁas retained or allocated
to the various college Deans. Thus, participation in professional grdwth
activities since 1973 has been a four way,responsibility between the
Department Heads, the Deans, the Professional DeveiopmentACommittee,ﬁand

the participants. As a result of this situation, it is very.difficult

to obtain infdimation as to what~portion of the togal college budget



or what funds were being expended for staff development in any yeéar.

It is similarly very difficult to obtain a ‘omplete list of all profes-

-

sional growth activities in any year. As a result, only a partial list

of such activities is presented in Appendix G.

Summarz

In the foregoing a number of significant and key staff develop-

ment activities or types of activities were identified. The purpose

-

of this sulmmary is to list these activities\individually and in groups
(as appropriate) so that an overview of the magnitude and range of

activity can be assessed.

1910-66-~Annual Seminar held for teachers of religions pducatidn
courses.

1931-66--Annual Workshop held for teachers of university courses.
Faculty also required té g0 to Edmonton each spring to
help mark university course final examinations.

‘ 1931-66--The small amount of financial resources available for
sabbatical or educational leave completely controlled
by the College President.

1944—66——Following the acquisition of membership ini the American
.Association of Junior Colleges, a small nuhber of faculty
invited by the President to attend the annual AAJC
convention.

1955~-66--The iucreasing involvement of the Faculty Association

in the collective bargaining process results in a

Breater allocation of funds for travel and thus indirectly
for staff development. 4

1955-66-~Annual Prefsession Staff Development Seminar held largely
to bring senior staff up-to-date and to introduce new
staff members. '

1966——Mount Royal College becomes a public .college under the
Public Junior Colleges Act. Faculty Association given

exclusive rights to bargain for salary and workir, condi-

tions on behalf of their membership.
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1970-73--R. Bate employed as Director of Institutional Research
and Development but given major responsibility for staff

development relative to impending move to new Lincoln
Park Campus.

1973--Professional Development Committee established by the
Faculty Association.

1973-Present--Annual two-day Professional Development Conference held
in February or March

(R
8



CHAPTER 9

STAFF DEVELOPMENT AT MOUNT ROYAL COLLEGE

AN ANALYTICAL PERSPECTIVE

Introduction

‘The primary purpose of this chapter is to illustrate the use of
the paradigm rather than to present a complete analysis of the total
staff development at Mount Royal College. Thus, the an«iysis is limitea

to a small number of major or key staff development activities at Mount

Ly

Royal College over the period covered by this study. ‘ : o
Three majbr staff development activities used to illustrate the
use of the paraddigm were:

1. staff development activities bet¥een 1910-1966, i.e., during
' its years as a private college, )

2. activities of the Research and Development Officer, 1969-
1972, i.e., during the preparation for and move to the new
Lincoln Park Campus, and
3. staff development activities, 1972-1975.
> Specifically the analysis classifies. each of these activities
achrding to the—Qa;iables of the four dimeﬁsions.of the paradigm.
Tﬁis required interpreting the purpose and operation of the activity
as indicated in the ﬁfitten outline or syliabus for the ac;ivity and
interpreting the bbservations of participanté interviewgd and reported

in the description part of this section. In other words, the analysis

.1is made from few first-hand observations.
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Dimension One: Needs

/

Organizational--destiny, identity, growth and revitalization.

During the first fifty years of operation of Mount Royal College, faculty

and administration were involved to a very limited extent in three main

’

types of staflf development activities. The first of these were seminars

. and workshops that related directly to specific teaching respongibilities,

namely, religious education and university courses. - The second group of
activities involved a very limited number of sabbatical or educational
leaves for professional improvement. And the third group of activities
included those in which a few staff attended AAJC confercnces. ,Whilé
neither the program of studies nor the conference agenda are available
for any of these three groups of activities, it seems likely that these
activities would tend to up-date, up-grade or revitalize those who
attended. This up-dating and revitalization“would undoubtedly make it*
péssible fof the College to more fully serve its purpose. -Aé a result,
thgée activities might be considered to relate in awsigﬁificant way to

: |
meeting organizational needs.

The wbrkshop held during the autumn of 1970 in which Leggett
discussed his éonsulting firm's report "The"Idea of a College," was
likely intended tqmeCtjorganizatidnal nééds of identity and gestiny as
‘they related to tﬁé‘development of the new Lincoln Park Campus. Howéver;
this workshop was so poorly received that it is questionable whethpr
much was_gained ipmthis regard. ‘Nevertﬁéiess, sevegél workshops were
%eld between 1972 and 1976 that undoubtedly contributed to meeting/
organizational needs of destiny and identity. Among ‘these workshopsi
was one on '"College Goals" held in 1973, and one on "Aims and Objectives

J

of Mount Royal College" held in 1974.



Membership--satisfaction and. development. One of the purposes

of hany of the early and more recent staff development activities has
been to assist the staff in acquiring personal kpowledge and skill
relative to their specific roles in the‘Cbllege. For example, the
workshops for teachers of religious eduéﬁtion and university éoursos

were designed to help staff become completely familiar with both the

course content and the expectation of the College for the courses. Thus,

it is evident that both would aid in meeting membership needs of

&

satisfaction and development. -

One of the major responsibilities of Bate in his role as Director

l v

b .
of Institutignal Research and Development, was to assi§t staff in their
preparation for the move to the new campus. In so doing, Bate tried to

familiarize staff with alternative approaches to instruction and to

facilitate the Hevelopment of new course outlines and teaching techuniques

that would be required in the new Lincoln Park facilities. It is

4

evidernt therefore, that much of this work contributed to meeting member-

shig heeds,that would arise once they movéd té the new facilities-.

The iimited number of sabbatical and educational leaves granﬁed
over»the years undoubtedly‘contributed to the academic or pedagogical
development of the participants. In a similar way, many of the prbfes—
. sionél growth activities'identified in Appendix G would contribute to

membership development and thus, satisfaction.

.- .Thus, it seems evident that a considerable number of stqff

i
| .~

devélopmént activities over the years, but especially since 1972, would

contribute significantly to meeting membership needs.

°
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Program--organizational effectiveness. As was noted earlier,

several of the staff deveioPment activities during the early history of
the College weré designed to familiarize staff with the content and pur-
pose of two main programs--religious education and uﬁiversity courses—;
so they would be taught in keeping with either the College's or the
university's expectations. These workshops undgubtedly also hetped
staff to keep the courses up-to-date. Thus, they contributed siéuifi—

. cantly to meeting program nceds.

A cchsiderable.portion,of the work of, Bate was intended to- help
staff redesign their courses and to develop new insfructional methods
so the courses could be éffectively offered, in the new Lincoln‘Phrk |
facilities. Thus, a considerable portion‘of Bate's wofk_may be seen
as contributing to meeting program needs.

A review of staff development activities during 1972 to 1975
indicates that while some were directed toward the iTprovement of the

educational program at Mount Royal College, meeting program needs was

likely not a high priority for most of these activities.

Dimension Two: Mode of Operation

Institutional. As was noted in the first part of this chapter,
nearly all of the staff development activities during the first fifty
years of operation of the College were totally -controlled by the Colleg?

. !
administrating;-For example, staff teaching religious education and
university courses were required to attend the annual worksﬁops. Staff

who participated in the annual AAJC conferences were selected by the

College President. The decision to employ a person to help staff prepare .

]
s
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' )

for the move into the new campus was'thaﬁ-of administration, as was the
it i
sclection of the employee to fill this role. While during 1970-72, the
Director of Institutional Research and Development was careful to "avoid
being identified with adﬁinistration” his role in the College was almost
fotally determined by administration. As a result; likely a considerable
amount of his work was of the institutional mode. |
These few examples serve to indicate that\the primary mode of

operation for most staff devclopment activities at Mount Royal College

up to 1972 were insthtutional.

Membership. As can be noted from a review of the historical
perspective, that while much of.the'early staff development activity
at Mount Royal Qollege was opef&féa accoraing to the institutional mode,
much of. the staff development activity since l972\pas been of the
membership mode; No doubt this ié‘largely the result of the establish-
ment of a Professional Development Committee by the Faculty Association

in 1973.

Whiie'during the first term of office (1970-73) Bate was given

the responsiblity by administration to prepare faculty for the move to

‘the new campus and thus was required to some considerable degree to act

according to the institutional mode, during his last term of office as

i B
Y

Director of Educational Development, he was able to operate to a much
greater extent as a member of faculty. In so doing he participated on .
a cooperative basis with the Faculty Association in arranging several

of the annual professional development workshops and a number of small

3

iDa’

group seminars.

Bate's resignation early in 1975 and the decision of administration




not to fill the vacancy in 1975-76 resulted in an even greater involve-
ment of the faculty in the planning and implementation of the various

staff development activities. Thus, during 1975-76 staff development

4 .
at Mount Royal College operated largely according to the membership

-«
P

mode.

Autonomous. While as noted above most staff development
activities at'Mount Royal College have been of the institutional or

membership mode, throﬁghout the period there has been a limited number

\

of activities that have been of the autonomous mode. Included were
the limited number of educational or sabbatical leaves granted and the

considerable resources made available for staff to attend conferences,

seminars, and workshops selected according to their own needs. Staff

who were granted educational leave were reasonably free to take whatever

B

course of study they desired. Thus, the operation of this activity is

consistent with the autonomous mede.

Dimension Three: Level of
Functioning

N

Operations. A considerable proportion of the staff development
activities prior to 1964 was directed toward creatiﬁg stability and |
reliabilitf in the organization. Included were activities designed to
qualify,.up—dateAand up-grade staff in keeping with their teaching
responsibilities. Tﬁus, these activities were directed largely toward

kanioly

oving the level of operationms.

One of the major objectives of many of the activities in which

Bate was involved ﬁere>designed to help the instructional staff"develop

el e S,
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course outlines and instructional approaches which would allow them to

function effectively in the new campus. As a result many of these

activities may be considercd to have been directed toward recreating

%\rellaulllty and stability in the organization. Thus, in effect they
\, .

were directed, in part at least, toward improving the functioning of
Mount Royal College a& the level of operations.

In a éimilar way mnny.of the staff development activities sincce
1972 have had. a similar purpose, that of improving the stability and
reliability of Mount Royil College. . o

An example of such an activity ‘is the professional dcvclopment

conference in 1973 éoncerning "College Goals."

. Another cxample is the
1974 conference on "Aims and Objectives .of Mount Royal College."

PR
P

Regulation. While the primary purpose of -the ﬁorkshwps for
teachers of religious education and univetsity courses was to help them
fulfill their responsibilities as teaqﬁers, it is likely that a part

of the purpose was also to monitor the staff's th;nking and teaching

y

relative to each of these areas. Certainly the involvement of faculty

~
[

teachlng university courses in the marking of final exam1nat10ns, Aﬂlcf
u A*w

McCready identified as a significant staff developmeqk act1v1Cy,ewhyJ

—— / /

result in a monitoring of achievement in this regard. As a Tesult,

part of the staff development activity during this period can be

:identlfled as that of regulatlon.

\
Although there is little spec1f1c information on which to make

“

an assessment, it seems likely that part of the role of Bate as Directqr
of Institutional Research and Development-was to monitor staff progress

toward developing new approaches that would facilitate a smooth tra  fer
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to the new campus. Thus, part of Bate's role was likely directed at
improving functioning at the level of regulation.

It is alsQ evident that part of the purpose of several of the
annual professional decvelopment conferences was to improve'functioning
at the level of regulation. One of the small group\activities at the

1975 conference was the development of feedback mechanisms. Thus,
~hile the amount of staff dcvelopment‘activity directed toward an
1mprovement in functioning at the level of regulation was small, it
is evideﬁt that some was included in many of the activities over lhe
total periodyof operation of the qulege.'

Undoubiedly m: - of the activities within.the College designed
to improve-Munctioning 't Lhe 1evei of regulation were not fopagiized
into a specific staff development activity. ' , }{

Learning. Atvleast two ﬁajor groups of activities may be
identified as being directed toward improvement éf funétionipg at the

¥
LU

level of learningf Tﬁey are: the staff deVeloﬁment activiﬁies that )
resultedlfrom joininé the‘American Association of J = (olleges and
much bf‘the égtivity during the period 1969—72. The first of‘thesé~is
identified as being at the level of learning since one of the purﬁoses
identified for joining AAJC. was -to provide én Bpportunity for staff to
'acquife new ideas rélatiﬁe'to their role, become familiar with new -
educatiqnal technology (teaching methods,'programming methqu,'and “
the like) and new educational hardware--since the U.S. colleges were‘
perceived to be someﬁhat ahead of 'Alberta collegésvat phat\time in

) R
this respect.
The second group of activities, those related to the move into

“



the new campus were clearly directed toward making use of new facilities,

equipment and educational technology. The new campus was designed
according to "the systems approach'--a relatively new concept in

education at that time. Thus, staff had to be prepared to address their °

N
responsibilities in a novel, nonroutine way.

\

Consciousness. "It ig evident also that many of the staff

development activities over the entire period included in this case
were directed toward creating and/or expanding Mount Royal's role in.
society. Certainly one of the important reasons for the college joining

AAJC was the desire to make Mount. Royal an iﬁﬁgﬁéﬁﬁve and ‘respected
X o .

Mjunior" and "community" college. A certain prcstige went with being

5,
a*member of the American Assoc1at10n of Junior Colleges.

Dimension Four: Strategy

Power—-coercive. The analy31s of staff development act1v1t1es

o

according to the previous three dlmen31ons indicates that the strategy

used most frequently to develop and 1mplement staff development
act1v1t1es$ﬂt Mount Royal College between 1910 ano 1972 was the power-
toercive strategy."As has frequently Beeﬁ’noted steff involvement in
de@%lopment activities during the'l910”to,l955 period wasltotelly at
the discretion of the College President." .

The increasing involvement of the Faculty Association in the

collective bargalning process beginning in 1955 has gradually changed

"the approach to staff dégelopment at the College. Nevertheless, as

was also noted, most of the staff development associated with the move

to the new Lincoln Park Caqpus was directed by the College edministration, |

R e
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e il

R AR
EoA . . .
and “thus involved to a considerable degree the power-coercive approach.

Included were the decisions QQ\Smploy-a consulting firm to develop an

educatiogal model for the new campus and to-employ a -person to act as . ,
a "staff develdpment officcf."

~

In: summary,*lt Lan beﬁnoted thGTLfO!L, that to a VLry large

'é-ré;eduéptiﬁé_ Tt

C ' A A - = T
1&}

'S i

k) g
btAff development ac}}v hat Were the result of the use of this

.,_

.
'v\‘-w

”f snr eby, hochLr’ 4‘. s_cvadéht {?g% some of the professional growth

/ RUEETREN d&?. ’ .

actlv;tbes srncé ]9%2 1ﬁ,wh1ch individual staff attending workshops

e

v g

Empixicél—rational.‘fEmpirical-rational strategies involve a.

change'agent whofis‘aware of the individual's (the client's) needs and
g o ‘ ‘

opportunities or activities that will. help meet these needs. One type
of steffjdevelopment activity at Mount Royal College that may have

resulﬁéd«in pért‘froh theluse of thiS‘straEegy was the opportunity _ .

lt G

prov1ded by the Pge31dent for certa1n faculty to.attend AAJC conferences.

a

b

Another group of actlvitles thak Fesulted from.the use of this strategy

, 4

were those relat d to the ‘preparation for the move to the new campus,

Vi
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3

re- CdUCQLlVG dnd émpnrlcdj—ratlonal strdtegles were also: operative

since to some considerable degree Bate attempted to act as a changc
! 1
agent. Again it can be -oted that.likely both Bate and the Professional

Develogment Committee were acting in part as change agents when they
planned and implemented the ptofessional developmcht>confcrenccs in 1973
and 1974, beth aimed at bringing about a specific change_in staff thinking
about the goals and objeetivos of Mount Royh%oCollege.

Therefore, we-can conclude that while the power-coercive strategy
was the main qtrategy used to 1mp]cment sthf development activitics

_of the College, normative-

L
4 "

durlng thoso tarly ¥Q91S’ bo&omxpg 1ncreas1ugly 1mportant in later
. -l(\,g . S .
PR NS KX \ . : p

t P P

The foreg01ng analvsls indicates that each of the four dlmen31ons

and nearly all of the thirteen varlables were operatlve 1n staff develop-

%

~ment aCC1v1t1es at Mount Royal College between 1910 and 1975 A

c13531£1¢at10n as to “the extent to whlch each of the thirteen variables
: '4“ T

was” operatlve 1n the three maln types or periods of staff development

Then n',f‘?‘ ’ v

act1v1ty at Mount Royal College is presented in Table 4. : u

e
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Table 4

Extent to Which Each Variable of the Analytical Framework
: was Operative in Each of the Three Poriods of Staff

Development Activity at Mount R.. College,
: 1910-75
- - : — S
[ o Period of Staff Development L
"‘Diwmension and Variable 1910-66 1970-72 1972-75
{ : ’ : hA
‘l
1. Need 3
a) Organizational- considerable ~considerable some’
= | destiny-identity -
|
b) Organizational- little considerable little
" growth/revital. -
L e .
c) Membership some - some considerable 3
d) Program some some soue
2. Mcg> of Operation
a)“Tnstitutional considerable considerable little
b) Membership little- some considerable
¢)’ Autonomous ‘none ) littile some
- . ) Jg
3. Level ,of Inquiry ‘ L
t,/ . w 9 /’ L
. a) Operations considerable 'considerable/ some
R /
b) Regulation little some / some
. c). Learning little some some
S . : e
’ ... d)Y Consciousness none little R little
o o _ . oy .
&, Strate o R
) 4 v Cﬁx N ‘Q L : .
. a) Power-coercive: considerable considerable little /Q?
s L ME : S 1 VA
a. - ﬁWﬁNormétin—re— little some \ some
. ; f?‘edhcatiyef B ~ "
c) Empiricéi- little some some
. "+, . ... rational ' T
' Sourge: "Historical Perspective of Staff Development at Mount Royal
i . College,” Chapter 8 preceding. s R o
i , T @ e 5
L, ;
B ) N e B
B
- i
L, 2 Rl « 5




' CHAPTER 10

8}

SUMMARY, CON i USIONS AND IMPLICATIONS , M

FOR TURTHER STUDY

Summarx

The rcrimary purpose ol this study was to contributc to the |

understand ing of the concept of staff development, particularly as it
applies tv a post-sccondary non~university educational institution. To

do soo the study attempted to conceptualize staff development as an

activity that contrlbutod to organizational seclf- rencwal to develop
a paradigm in keeping with the conceptualization of staff development,
and to illustrate the use and value oﬁ this paradigm in helping to

understand staff dtvelopment by using it to analyzt the staff dovelop—
B & - o :
ment program at two community colleoes in Alberta.

"
s

A review of literature concerning staff development indicated

that a very large number of articles concerning the need-:for and methods
of staff development in educational institutions have been published

since 1970. Few, if gy ;of these articles, however, were based upon

(a) a consistent or cd prehen51ve definitiom of staff development, or

A‘.-

(b) a well founded conceptual or analytlcal framework Thus; the'first

sr‘, S

purpose to this thesis was to conceptuallze staff development. One

EEN

of the most frultful approaches seemed o) be to define staff development‘

ra
~

s

in terms of organlzatlonal renewal . Y

The second purpose of this study .was to develop an analyt1ca1
. ‘&J_ o e
framework that would aid in understandlng the approach to staff

oy

¥
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S The analyéig indicated’that the staff development program at ‘ RS

170°

|
\

doueiopment of any organization. The analytical framework was ‘developed
from four bodies‘oflliteraturo that were either identified by or very &
closely associated with the concept oﬁ staff development developed in
the first part of the study. These four bodies of literature were thosc
re]utod to (a) organizational self-renewal, (b) organjzational develop-
ment, (c¢) educational progxam devclonment, and (d) planned change
strategies. The resuitwas a four dimensional model with the following
dimensions, (1) needs, (2) mode of operation, (3) level of functioning,
and (4) strategy.

-

The two colleges used to illustrate the  use of the paradigm

were selected largely because of their similarity in purpose and

woperation (both Heing publicvcommunity colleges in Alberta) and their

dissimilarity in age and size.
The approach to staff development in each college was presented

in research case. format, consisting of a narrative of fhe significant
N { .
Kz

;S,and operation of the staff

~

¢ . .
events and circumstances in the develoRg

development program, presented in chronological order, and an analysis

C%Sductedvaccording to the analytical framework. Information as to

o

the developuent and operation of the staff development program .in each

,

) . . \
institution was obtained through interviews of selected staff at each

1

3

college, and a revlew of numerous rélevant documents. The framework

’

usedrwas the one developed in the earller part of th1s study

'gAjsqmmary of the findings.is pres.nted in TablegS following.

oy Lom

- . .

both colleges concentrated on (a) orge Lzatlonal needs, (b) a
q«i—\

tional mode of operation, and" (c) * >perations and regulatid

v . 2
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of functioning. However, there were other similarities and differcnces

between the colleges. Similarities included:
&
* A change in emphasis as each colloge became established
from staff development activities designed to meet organ-
izational nceds to those designed to meet membership needs.

* A small change in emphasis as each college became estab-
lished from dctivities directed toward improvement in
functioning at the level of operations to the level of
learning.

* Very few act1v1t1es at either college directed toward

~an 1mprovemknt in functioning at the level of conscious- |
ness,

\ I

Dissimilarities included:

* The emphasis upon organizational needs of destiny and .
identity of MacEwan College and the emphasis upon organ—
izational needs of frowth or rev1La11/at10n at Mount,

Royal College ,

* The grcater autonomy in mode of operation of staff n
development ‘programs at MacEwan than at Mount Royal.

* The greater emphasis upon the learning level of functioning
in Mount Roydl and upon the operations level, of MacEwan
College. l :

* Greater use of the institutional mode of operation of
staff development act1v1t1es at Mount Royal College than
at MacEwan College. :

Conclusion

The conceptualization of staff development in terms of organiza-
tiohal renewal resulted in a new approach to staff development; new in

thatAthiS‘approach was different than that found in‘eny of the literature

N R ) a———te

reviewed by the author. This approach proved most useftil in that it
(_identified several bodies of literatufe-that contributed -lEHIFicently

uto €ﬁe development of a/pa:adlgm that a1ded 1n the un.: - tandfeg of

] staff develgpment, “a parpdlgm that proved to- be most uuefu in analyzing

Pl

' . R 2
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and thus understanding the approach to staff development at Grant MacEwan
Community College and Mount Royal College;

' Another aspect of staff development in each college that was not
covered very well by the paradigﬁ was the type and amount of resources
made aVailéble for staff development at each iﬁstitutioniv Thus, it
would scem that this aspect of staff devclopmept‘ﬁight be included as

.

another dimension of the paradigm.’

Implications

The following are the implications which arise out of this study.

1. For the conceptualization of .staff development. Every definition

has its reference points. The main reference points for the definition
of staff development used in this thesis was a view that staff develop-

ment : ould be an ongoing educational activity designed to improve the

organization through improving its members. ~ This approach proved to
be productive in developing a paradigm for the analysis of staff
development in an educatiopal institution. It could also be used as

a reference point for developing staff development programs.

-

¢.0f the-three otgapizafional needs; dimprove the functioning

ﬂ-;.."g‘ RN .
PRl \:_a.i p ‘.t> : .
of th‘f%gggnization at each of the four levels ideRtified, operate
. - \ o >~ . >
al . PR " P
accordghg;to each of the three modes identified, and be implemented

S he
o

o each of the three strategies identified. 1In other words?

the analytica
)

Q}anning model.

174
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del developed in this thesis could also be used as a % %



2. Tor the paradigm. Every model has its strengths and weaknesses.

No model will ever provﬁge for a compléﬁe énalysis of a diverse activity
such as staff{ development. However, when the model failé to account
for ali significaht aspects of the activity being analyzed it should be
revised. Thus it is recommended that ancther dimension be added to

the model tw.indicate the resources that are used in the staff develop-

R

ment program, The variables of this dimension would be as follows:

Dimension . Variables
5. Resources (a) Economic (Amount and Source)

(b) Human (identified Staff Develop-—
ment. Officer, etc.)

.(c) Material, (L.R.C., etc.)

f:

3. TFor the use of the paradigm. In addition to the kind of use

‘'t had in this study, the paradigm mighﬁ also be used as a model for
 uplanning a comprehensive épproach to staff development, as noted in
point number 1. In a less rigorous way it could bé used as a checklist
to give a quick agséssment of, or perspective on the approach to staff
deVelopmgnt within any organization. It could be used as a mental
framework_fof developing questions and criticisms of staffkdévelopmént
apbr?aches. It would, for example, enable one who was examining a
pafticular staff develeopment épproach to note possible omissions and

incoﬁsistencies. Thus it could be useful to administraﬁion, teachers,

change agents and staff development officers, and past participants.

4. TFor further study. (a) Further éheck'of the usefulness and
. -

validity of the paradigm by applying it to the approach to staff

development at other post—secondary educational institutions;‘

e
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(b) Study of factors affcctiné fhe initiation and development of a

N

staff development program (that is, an assessment of the importance

' v
of each of the dimensions of the paradigm).

e

R
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ALRERTA

Fairvicw Regional Collegd
Fairvicw

Grande Prairice College
Grande Praicic

o S o
Grant MacEwan Commitnity College
600 Canada Trust Building
Edmonton

Lethbridge Community Col]o
Lethbridge

Medicine llat Junior Col](po
Hcdlunnc Hat

llount Royal College
7 Avenue and 11 Street S. W.
Calgary

Northern Alberta antLLutc of
Technology

11762 —~ 106 Street

Edmonton

01lds Regional -College
0lds

Red Deer Junior College
Red Deer

Southern Alberta Institute of
Technology

10 Street and 16 Avenue N.W.

Calgary

Vermilion Regional College
Vermilion

1972

‘Carlboo Col]og

BRITTSIE COLIMBTA

Jritish Columbia o tute of
Technolopy
370) Willingdon Avenue

BLnlllbv

Camosun_College
Victoria

Ca]' College
1770 Mathors Avenue
West Vancouver’

{amloops

College of Mew Caldonia
2901 - 20 Avenue-
Prince George

Douglas College
332 Columbia CLroeL
New Vlestminster .

Malispina College
46C Wallace Street
Naniamo

. Okanagan Regional College

1638 Pandosy Street
Kelowna

Selkirk College

‘Box 1200

“195

Castlegar

Vancouver City College
1595 W. 10th Ave., Vancouver

Vanccuver City College::
Langara Campus, Vancouver

Vancouver Vocational Tnstltute
250 Pender Street
Vancouver
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Asciniboine Comrunity Colldge
1430 Victoria Avenuce il
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Feoewotin “owrunity Co o po
The TPas

Red River Cormunity College
2055 hotre Dame Avenue

BT i N

Vimipeg

N

SASKATCHEV AN
Saskatchewvan Tastitute of
Applied Arts and Sciences

Saslatoon

Saskatchewan Technical Tnstitute

Moopge Jaw
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February 8, 1973

Pr. W}TBT Pentz, President!
Mount Roval College J
Lincoln Park Campus
Calgary, Alberta

Dear 'r. President: g .

I am aware that during the last several vears, vour college hos
provided a nunber of in-scrvice cducational proprams and opportunitics
to college administrators, faculty and professional support staff,
Some or all of these activities and opporiunities nav hove been
provided as a result of the administrative concern’for the auality

and level of serviee offcred by the collcege. Ortit might have been
provided as a result of the faculty's reguest (derand) for such
activities and opportunitics. Or it might have been provided for

both of these reasons and otheérs.

Your in-service or faculty.development program may include both on
and off--campus activities and other opportunities. Thgre mayv be
comprehensive approach or stopgap approach to specific problems. You
and your board may have often asicd tiie questions, "Is the noney and
time for in-service education well spent?"  "Uhat approach will
produce the best returns?" 'llow can we best keep staff up to date?"

I am sure that if those.concernéd with faculty developﬁént have
researched the literature, as I have, they wvould also have found a
great dearth of information on almos: anv aspect of faculty develop-
ment. It is as a result of this deficiency of information, of models,
and the like, that I have undertaken a case-study of faculty
development in western Canadign Colleges. I hope this study will
help provide some answers to our mutual problem. I would therefore

+ask your asgistance.

The study will consist of a compilation of information concerning
faculty development in eight colleges in western Canada. The
information will be gathered through a review of appropriate college

‘documents and interviews with selected college employees. Your

assistance is therefore specifically requested in identifyiny and
making available appropriate college documents and information
concerning your in-service educational program, and in identifying

and asking assistance of your staff in supplying the needed
information. Specific college documents would include: the college

or faculty handbook, policy statemerits by the College Board,
administrative and/or faculty relative to in-service education
statements and policies relative to working conditions, qualifications,
etc. (that relate to in-service education), and information as to
budget available in the past and at present for in-service education.
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Dr. W. B. Pentz .o=2- , February 8, 1973

v
[

v ! -

College personnel ‘would like to:int@rview would include yoursclf,
|
the administrative staff member mast responsible for in-service

educational prograns, and the fncuhlv representat ive nost concerned.

T would also lilke to interview onelto three representatives of

faculty that might be 1nLerestoo 1n\contl1%utln" information. 1T
am particularly interested In 1nlC1V1LV1PV those faculty that bhweve
had scveral years of experience at your collere.  Tor this purposc

I would appreciate periission Lo distribute to all faculty and
administrators o gengral reauest for information ard wmariatance.
I would appreciate your response Lo this request at. yow ravliiest
convenience. Upon receipt of your approval T will ike rurther
arrangements through personal contact with vou.

. ,
. . o .
Thank you for your consideration.

Yours very truly

W, J. Collin i
0lds Regional College

WIC:ke
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Dear Taculty Member:

I am a graduate student-in educational administration at
University of Alberta and TPresident of 0lds Regional College.

some considerable time 1 have been interested in
establishing a comprehensive faculty development
in our college. During the past several vears a
educational programs and opportunitics have bheen

or by your college. Among these activitices and apportunitics vere
sabbatical leaves, sominars, coursces and workshops.

hile
have made available such a comprehensive selection of programs and
and concern

professional library, materials, and the lile

(in-s

nunber of

made

opportunities, many are nov developing a real intercs

for in-servicce education of all employces.

In attempting to develop such programs they have
information on

the literature, only to find, as I have, a dearth of
almest all aspccts of in-zervice training. As a result of this

deficiency in information, 1 am undertaking a casc-study of faculty
evelopment proarams in western Capadian Colleges.
study will provide the baclhground for both a more sy

‘comparative analvsis and 'a wmere comprehensive approach to in-service

training in colleges.

available

conlferences,
Y v
not all colleres

the
ror
initiating and/or
ervice) program
in-gcrvice

al

researched

*

I proposc to collect this information through a review of
rappropriate college documents, and a semi-structurcd interview of

college emplovees, in eight colleges in western Canada.

college was one of the colleges sclected, I hereby solicit your

support. I 'solicit your support by giving me the time to interview
you, on an irdividual basis. All I ask is that thosc of vou who are
interested in developing a morc comprehensive, consistent

program, tell me about the faculty development program at your
college. Anyone who wishes to remain anonywous may do so.

s

It is hoped this
stematic

Since your

in-service

To fac111tate obtaining this 1nformatlon, I will be at your
college for several davs during the next two or three months,
that time I %ill make it knowm when and wvhere you may find me for

interview purposes.‘

Since I believe this study can contribute much to future faculty
development programs, I 31ncerely solicit your support

Since it is intended that this be a'general request,
necessary that you respond. Rather, I would appreciate you thinking

about this topic and your assistance when I am at your college.

Looking forward to meeting you, I remain

Yours very truly

o

Wilbur J. Collin
"0lds Regional College

At

‘it -is not-
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Re:

APPENDIX C

PERSONS INTERVIEWED

Grant MacEwan Communitv College : \

Dr.
Mr.
Mr.
Mr.
Mr.
Dr.

Mr.

1

Charles Day, Dean of Academic Affairs, Grant NACEwan Community Collegg
Bob Fggers, Facdlty Member, Grant MacBEwan Commuuity Coilcgc

John Haar, President, Grant Mncﬂ&an Commﬁnity.College f
Peter Jaflfray, Staff Development Offiéor, 1974—76 

Ted Kemp, Faculty Mcember (Member of Staff Development CommlthO)

ﬁonry Kolesar, Former Chajrman, Alberta Colleges Cormmission

Bob Leong, Dean of Administrative Affairs

Miss Donna Mitchell, Faculty Member (Mcmber of first Staff Development

Mr.

Mr.

Re:

* Mount Royal College

Committec)

Peter Stéwart, Executive Assistant'to the Pfcsident, 1972--74

Clark Tingley,»Directof, Cromdaleicﬁmpus

Mr.

"~ Mr.

Mr.

Mr.
Mr.

Mr.

‘Mr.

Dr.

Richard Bate, Director,einstitutional Research and Development, 1970-72
 Director, Instructional Development, 1971-73
Director, Educational Development, 1974-75
Gary Dean, Vice-President, Instruction, 1968-74
Fred Fowlow,ﬁiirector, Faculty of Science .

Doug Lauchlifiy"Dean, Student Services (Appointed President, 1976)
' | : :

i3

Hugh MacLeod, Chairman, Faculty Association, 1969-73
ry
Ralph McCready, Faculty Member, 1935-present
Head, Department of Arts and Science, 1944 59
) Head, Department of Engineering, 1946-62
3 ‘Director, Research and Development, 1959-68
Acting -President, 1967-68
John North, Head'Librarian, 1969-74

Walter Pentz, Presideht, 1966-75
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APPENDIX D

NEWS ITEMS CONCERMING TIIV FOUNDATION OF
GRANT MACIWAN COMMYUNLITY COLLEGE B

EDMONTON JOURNAL, 1970-71

 Date . Page | Topic
August 26, 1970 ‘ 47 | ‘Edmonton Colle . Has New Name:
.Scptembér 17, 1970 53 - Prpsidqntlgo\be‘Chosenvin October
, dctober ;1, 1970 4 1 Héar Appointed President¥
Novumbef'7,=1970 ' 9. Joard Tours Eastern Canadian Collegcs
Decenber 2, 1970 - 79 - Sending the School to the Students
Feb;uary“b3, 1971 . _.27 ‘ - Store Front College |
February 27, 1971 3 o . Open Door Collegé~
March 16, 1971 ' | 43 o MacEwan Swamped with Applications
June 23, 1971 80 Dominion Sfo;e Will Become Cromdale
‘Campus
Juiy 7, 1971 ,. 57 , étaff Attend OrientationnProgram
September 8, 1971 - 3 - GranthacEwan College Opehs-'
September 10, 1971 10 ' Unique Characteristics.of MacEwan
College g

ER oo )
\
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STAFF DEVELOPMENT ACTIVITIES
MACEWAN COLLEGE

1974-75 AND 1975-76
o
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APPENDIX E

STAFF DEVELOPMLNT ACTIVITIES
MACEWAN COLLEGE v
1974-75 AND 1975-76

1. New Staff Orientation Programs - August 197J‘
August 1975

2. In-Service Core Programrs . o
"Basic Group Dynamics' November, 1974
"Organizational Development" \ i February, 1975

"Interaction Analysis' . o Tebruary, 1975
3. In-College General Workshops

"Instruction as a Humanizing Science" » April, 1974
"Designing a Collective Evaluation System" - April, 1975
MInstruction as a Humanizing Science" (repeat) May, 1975

~

4., Special Workshobs

Nuréing Department Faculty Seminar o April, 1975
" Writing Self-Instructional Packages April, 1975
Synectics, A Program in Creative Problem

Solving ‘ ‘ . May, 1975

1

5. Professional Growth Activities

1974-75 - 51 staff participated in activities ranging from a
one-day convention for registered nurses in Edmonton,
to a four-day Conference .on educational communication
techniques in Toronto. I AN

A Sample List of Professional Grolith Activities at MacEwan .College

a

1974-75: S L .

1. Symposium on Reality Therapy - August, 1974

2. Consultation Skills - November, 1974 : :
3. BSeminar on Faculty Evaluation and Development - November 1974
4. Childbirth Education Seminar - December, 1974 T

5. Team Building and "Leadership Seminar - December, 1974

6. Rehabilitation Nursing Workshop - April, 975

7. Third Party Conflict Management - January, 1975 .

8. Supervisors Workshop on T.A. in Management - January, 1975
9. Teaching English as a Second Official Language ~ March. 1975
10. Personal Interviewing Short Course - March, 1975
11. Transactiondl Analysis Workshop - May, 1975

o
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o

o ‘
12, Group I,«':lilul‘ship Development — April, 1975
13, Workshop on Teaching Writing - May, 1975

1975-76: . ‘ )

I Occupational ,-}ﬁ_gsrsos' Seminar - October, 1975

2. Taxation Scminar - Oétober, 1975

3. National I ine Fducators Confercence - Octeber, 1975
4L Bishop Method of Clothing Construction Seminar - October, 1975

!
.

Untapped Resotrces for Vacational Programming - October, 1975
Pl bt ¢

‘ 6. Hypnosis and Relation Therapy in the Helping Relationship -

‘ N December, 1975
7. Effective Writing Workshop - January, 1976
8. DBanf{ International Conference on Behaviour Modification -
' March, 1976
9. Relaxation Techniques foriPracticing Counsellors - April, 1976
10, Coping with Change and Conflict - April, 1976
, g
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GRANT MaclWAN COMMUNTTY COLLEGE

STAFF DEVELOPMENT DEPARTMENT

; : DETAILED PROGRAM FOR LIl ACADEMIC S
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| | RUGUST 1974 -
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GRANT MacEWAN COMMUNITY COLLEGE

STAFF DEVELOPHENT DEPARTMENT

NEW ACADEMIC STAFF ORIENTATION & PRE-SERVICE PROGRAM

DAY 1 - WEDRESDAY AUGUST 7, 1974

PLACE TIME

ACTIVITY

Cromdale 9:00 a.m.

Room 117

1. HWelcome by Bob Leong, Dean of
f yvinistrative Affairs. ’
2. Introductions of Staff and
Participants.
3. Explanation of Collecoe Organiza-
" tion, including an outline of
the” D1v1s1ons——Bob l.eong.

10:00 a.m.

CoLfee & Mixer-

10:30 a.

3

History, Philosophy & A1ms ~of G.M.C.C.]

1nc]ud1ng how it differs from other
institutions. Hy Sheinin, Director
of Continuing Educaticn Division.

1]:00 a.m.

Panel on the Roles & ‘Responsibilitics
of the Various College Constituencies.
Jens Andersen (Student)

‘Caterina LoVerso (Faculty) '
Edward Stack (Chairinan of the Board.of

Governors ) ,
C]ark Tingley (Administration)

‘ :
* Cromdale: 12:15 p.m.

Cafeteria

Hosted luncheon (courtesy of the
Staff Development Committee)

Cromdale 1:30 p}m.
Room 117 i

Reaction to Panel by New Staff

2:30 p.m.

Coffee
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. ]
PLACE TIME ACTIVITY
2:45 p.m. Distribution of Orientation Mater-
: jals--P. Jatfray
3:00 p.m. Employec_Benefits, Documentation,
Pay Periods, ctc., Bob Lilge re-
presenting Personnel.
3:30 p.m. Buildings and Grounds, Andi Pallas,
DAY 2 - MONDAY, MUEUST 12
01d Scona - 9:00 a.m. 1. Welcome by Clark Tingley, Dir-
. ector of Applied Science Divi-
Room 313 sion & of the 01d Scona Campus.
‘ : 2. Introduction of participants &
staff present on campus.
9:30 a.m. The Community College Student
! 1. View videotape of interviewéyhith
GMCC students discussing their
. backgrounds, age, present situa-
tion, goals, plans or ‘expecta-
) - tions, etc. .
10:00 a.m. 2. Small group discussions of sev-
eral everyday teaching type pro-
‘ biems arising from the diversity
f of student backgrounds. Coffee
will be available.
11:00 a.m. - 3. Panel of current faculty members

responding to the above problems.
Connie Land, Caterina LoVerso,
Donna Mitchell, Gordon Nicholson
& Barry Olsen.
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TIME

PLACE ACTIVITY
‘Strathcona 12:00 noen Non-Hosted Tunch. Patrﬁcipants are
Legion or your free to bing ‘@ tunch or cat at a lo-
choice. cal restaurant. There is reserved
space at the Strathcona Lcgion,
10416 - 81 St. Fo all participants
could eat together as a group.
01d_Seena 1:15 p.m. - How G4cC is Set Up as_an Institulion
Room 313 S to Mondle the Diversity Aspect. ia-
nel discussion with (2) Bil1l Pierce
& Karl Homann of Student Study Ser-
vicds, (b) Ms. M. Kay Tuil & Blaxe
Ford of Student Affairs, (c) Mark
) McPhee, Chairman of tie Student
Association.
< |
{
01d Scona 5:00 - ? Steak Barbeque with all the trim-
Fast Lawn mings. This social function will
give you an opportunity to meet
resource persons & scie members of
the Staff Development Committee.
\
. DAY 3 - TUESDAY, AUGUST 13
Assumption 9:00 a.m. Welcome by Dr. T. Flannigan, Dir-
Room 305 _ector:of the Academic.Division &
, of the Assumption Campus.
9:30 a.m. Learning Resource Centres & Audio-

Visual Workshop. An orientaticn

to the GMCC LRC's will be provided

& then a hands-on workshop on AV will
follow. Memo: Please bring a book

‘or lined diagram from which you might

like to project a diagram on a screen.
The session will be ccnducted by Ross
Hotson, Peter Brown, Lorraine ¥ilson
of LRC and by Marilyn Heuman of the
faculty. Coffee will be available

around 10:15 a.m.
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PLACE TIME ACTIVITY
12:00 Noon llosted Luncheon
1:00 p.m. The College Employee
1. Penel on Individual Performance
Expectationsz. Members will dis-
cuss their perceptions of the
role o7 the teacher & how they
see thig rele being optimized.
Panel menbers are:
Ian Fennel (Student)
Dr. T. Flannigan (Divisional Dir-
ector)
President, John L. Haar
Steve Kashuba (Dept. Chairnman)
Brent Yeats * (Faculty)
B KR U R oy
2:00 p.m. 2. Discussion on Panel
3:00 p.m. Coffee
3:15 p.m. " Staff Development - what is it,
+, where does it stand at GMCC. Role
of the Staff Development Officer,
P. Jaffray..
3:45 p.m. FacuTty Association - Kar]ﬁHomann,

Chairman of the Faculty Association.

MEMO: Would you please read your
Mager & Treasury of Teaching Tech-
nique Books and also the handouts
on 'the GMCC Graaing System before
9:00 a.m. Thursday. Also, would
you please remember to bring the
course description, textbock, re-
ference books, etc. on Thursday.

R}
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DAY 4 THURSPAY, AUGUST 15

PLACE .- TIME ACTIVITY
Jasper Place 2:00 a.m. Welcome ! o by Hy Sheinin,
Room 207 Divectur o, 1uingEducgtion
: 9:30 a.m. Curricului & tional Planning

:
@
:

1
(a) Orgenizin: G ter'e worh
into a course. Cdecoription
texthooks & vef. . e i
be wusce in i :

(b) Rescurces ava 1. .

P.S. Jaffray wilr o .ruct ihis
workshop. Note thae O “w-up
"help sessions" + 11 be +  red

between August 16 and <o

#11:00 a.m.

GMCC Grading System. Peter Si--
wart, Chairman of Project Devei-

opment Departuent.

Table reserva-

Saxony Motor 12:00 Noon Non-hosted Tunch.

Hotel or tions for the group have been made

.your choice. at” the Saxony Motor Hotel, 156 St.
' and Stony Plain Rd. Smorgasbord

costs $2.50.

Jasper Place 1:15 p.m. Teaching Methodologies. . The group

Room 207 will sub-divide according to in-

for meeting & terests. Barry Olsen will conduct

coffee. Rooms a session on group methods of in-

110,112 & 202 struction. Sessions on the lecture,

will be used simulation methods & the Don Ste-

for sub-group : wart method will be offered as re-

activities. ! sources permit.

Jasper Place 3:00 p.m. Coffee

- Room 207




PLACE

TIME ACTIVITY
3:15 p.m. Presentation & Morkshop on Writing
Objectives by P. Jaffray.
. v
/
J
DAY ESDAY AUGUST 28
Cromdale | 9:00 a.m, Introduction of Rcsourco PLESSEQ_""‘-
Room 117 & of day's activitics. Formation
of sub-groups. Karl Homann, Donna
Mitchell, Pat Pickets & Jennie
‘Wilting have agreed to act as fa-
cilitators for the sub-groups.
Cromdale 9:30 a.m. Discussions in small resource
looms 102, 108 groups to heip iron out any dif-
125 & 139 ficulities being encountered.
Cromdale 10:45.a.m. Coffee
Room 117
Cromdale 11:00 a.m. Practice microteaching-experiences
Rooms 102, 125 ' I1n sub-groups. Videotaping will
& 139 will be be available so that each rew tea-
equipped for cher can get feedback. Playback
videotaping & immediate erasure stations will
, N be set up in the LRC throughout
- - the day and also on Thursday, Aug.
29th. -
Your choice ]Z:OO‘Noon Break for lunch as convenient.




PLACE

TIME

ACTIVITY

Cromdale |
Rooms 102, 125

& 139, same as
for morning.

After Lunch--7

. . . . 7
Practice micreteaching experiences |

continued. All group mombers

should have an opvortunity to give

a praclice lcsson whiie being vi-
deotaped.

Location to

be announced

’ I
i
1
t

7:30 p.m. -
Midnight

Social Cvening. This will be the

bi1g social cvent of the Orient-

ation Preogram for you & vour spousce

or friend. Kecep your colendar

‘clear! ~More details -iuter.
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Please hand or

mail to Staff DAILY PROGRAM EVALUATTON SHEET
Development Officer,
01d Scona Campus ' DATE :

WHAT DID YOU LIKE ABOUT TODAY'S SESSION?

WHAT DID YOU NOT LIKE ABROUT TODAY'S SESSION?

WHAT MODIFICATIONS AND/OR IMPROVEMENTS WOULD YOU SUGGEST
TO MAKE THE SESSIONS MORE MEANINGFUL TO YOU?

—_—

¥

Signature
‘ (Optional)

I1f space provided is insufficient for your answers please
use the obverse side of this sheet,

1

SD5
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STAFF DEVELOPMENT ACTIVITIES
- MOUNT ROYAL COLLEGE

.

1972-75
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New Staff Orientation Program - annual

APPENDIX G

i\ STAFF DEVELOPMENT ACTIVITIES
MOUNT ROYAL COLLEGE
1972-75

Examples of Staf[ Developmént Activities, Mount Royal College, 1972-75

a

-. Two-day to one-weék program organizecd and operated jointly

by .administration and department heads,

Workshops and Seminars .

1973

(g)

—.Annual two~day Professional Development Confercnce

- "Co]lege Goals" - Lincoln Park Campus
1974 - "Aims and Objectives of Mount Royal College - ' Banff
‘1975 - "Strengths and Weaknesses of the Instructionsl
‘ System - Banff
Professional Growth Activities —jsample list 0
1973/74;' , *
'(a)j A1r Cahada New-Hire Pilot Training Ground School - August-—
- , ‘ September, 1973
(b) Cbnference on Child Welfare -~ September, 1973
. (c) - AMPEX Video Imnstitute - October, 1973
~(d) Conference on Teaching English to Speakers nf Other
*. . - Languages - February, 1974
" (e) 'NIKON (Camera) School - March, 1974
ﬁf) Inst;uctidnal Design Workshop - March, 1. ./
~ 1974/75:- ~.
i
(a) AMPEX Tralnlng Workshop — November, 1974
“(b) Workshop on Teaching’ ertlng - March, 1975
- (c) NACDA Facilities Workshop - March, 1975
(d) 'Alberta Association for College Administrators - May, 1975
(e) Health Care Education Workshop - June, 1975
(f) TFifth International Institute on the Community College -
. . _ ~ June, 1975
Transactional Analysis Workshop - June, 1975
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APPENDIX H
INTERVIEW SCUEDULL

i .
Introduction: Self. Thesis Topic, Staff Development. . "

.
A

Questions: ; - ;

1. What does staff development or in-scrvice education mean to you?
What types of activities does staff development include?

2. How are you involved in staflf dcvolopmont in this college?

4. Why arec you involved? What role do you Qlay in LhL initiation,

development, and implementotion of otaff dbvclrpnaht at thig toll(
4. What needs do you think have been or arc bein et by 'the various
staff development activities here? Can you give me some specific
exanples?

.

5. Who has been responsible for the orgahizaticon, that is s, 1n1tlatvon
development, and implementation of the various: staff devclopment
activities here? Has this varied with tho‘type oT purpoge of Lho

N

acthlty? If so, how? PR - . . {-w;' oy
6. What role has the Faculty Asaoc1at10n plavod in the 1n1tlatnon -
development, and 1mp]cmentatlon of the v various rf devtrbpment
programs? Can you glve<some specific ehampl 3 ”;m}w
7. Jhat role has the. college admlnnqtratlop - P ’ Deaus, : R
Department Heads, etc!: ,,played in th¢ 1n1t1aL10n oo ostaff. develop—' :

ment activities here? Do you thlpk‘staff developrent hert would -
cease or be greatly reduced if adminlﬂtratlon did no? promote it? .

Ta i

8. For which of the various, staff development act1v1t1es vou have

identified was attendance- of” all staff requ1red7 - e, s T
9. What- type of staff development actlvltles : you think}are'most;‘ AN
useful or important, and why? o : T '
- . oL

10. How havelthe various staff development act >:1esﬂat‘the college
been f1nanced° : S : R i R

]

Thank you for your assistance.




