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ABSTRACT

The purpose of this study was to determine the uselulness of two particular modeis of
change for analyzing and describing the events and activities in four selected intervention
attempts  The two models used in the study were the Elaborated Leadership Obstacle Course
model developed by Herriott and Gross (1979) and a model based on the fifteen factors which
Fullan (1982) identified as influencing the implementation ot change in a causal manner

Both of the models were used to analyze each of four case stljdies of local projects
which were themselves part of the éducation North Project Education North was a planned
intervention on the part of Alberta Education. working with a number of other agencies. in
selected communities in northem Alberta. The p\'pose of the project was 1o encourage
parents, community members and teachers to work together to improve the quality of
educétion for the school-aged children of these communities. The project was coordinated
and controlled through the Planning and Research Branch of Alberta Education.

From 1979 to 1982 the operation of Education North was monitored and evaluated by
an external evaluation team composed of staff members from the University of Alberta. The
researcher was project administrator for the eval'uaticn 4and came o know the entire Education
North operation quite intimately. The final report of the evaluation ideqtified three difterent
types of intervention strategy used in the implementation of the project. These were referred
to as a funding strategy, a project strategy and a society mangged strategy, and it was found

-
that thSSe strategies were most clearly used in the projects of Lac La Biche, Little Red River
and Slave Lake respectively. The case studies of these three projects were used in the
present study. The Wabasca-Desmarzlis project was unique AMng the seven projects in
Education North in that it was the only one in which the agreement between The Minister of

Education 4nd the local project group was terminated prior to the end of the three year project

period.



To achieve the purposesAot,the present study, six criteria ot usefulness were
selected. based on those presented by Dye (1981) and the two models were assesse;d on
these six criteria. Both models were found to meet these criteria. it was found however, that
while both models simplified the phenomena which were being examined, to some extent,
they did this more by facilitating the ordering of the data and by provic{g a focus for the‘
examination than by providing a simple view of what was an essentially complex and highty
involved process. In this rega}rd it was considered necessary to de-emphasize the ability of the
models to simplify the understanding of the phenomena which were being examined, though
the first of the six criteria of usefuiness used in the study included this as a desireable
characterdsic in a model.

Both of the models assessed in this study were found to be usetful in identitying tasks
and factors not attended to in the case studies which were examined. The ability ot the models
to identify such features suggests that they could be used, not just analytically in an a posterior
tashion, but also predictively.

A number of implications were drawn from the study which could inform practitioners in
the field of educational change or which could assist in directing further research in the area of

~

change implementation.

vi
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CHAPTER !
INTRODUCTION

Education North A Human Resources Development Project, was a planned
intervention on the part of Alberta Education. the Department ot Education in the province of
Albenta, working in concert with other government agencies. provincial and federal, in selected
communities in northern A'Leta  The purpose of the intervention, according to Ingram and
Mclntosh (1983a 3). was to encourage “parents. teachers, and other community members in
small, isolated northern communities to work together in improving the quality ot education for
school-aged children ~ '

The project operated in seven different community areas during its lifetime and from
1979 to 1982 the operations of each of the seven local societies in the project were monitored
by an external evaluation team. This monitoring provided the information which made 1t
possible to write the case histories for each of the seven sub-projects in Education North

Herriott and Gross (1979) and Fullan (1982) have proposed frameworks or.mode!s
dealing with the implementation of planned change which, while approaching implementation
from different perspectives, were both presented as being comprehensive in nature. Fullan
listed fifteen interrelated tactors which he felt (1982:56) ~ . . causally influence implementation
in the direction of some sought after chan;;e_' Herriott and Gross (1979:362), in presenting
their ELOC or Elaborated Leadership Obstacle Course model, provided what they considered;
to be a comprehensive overview of "the educational change process.” They also stated that
their model “facilitates the identification of the types of obstacles that may be er\ucounter_ed in .
each of its stages and the essential leadership tasks requi\re\dio overcome them.”

Education North provided an opportunity to assess the usefulness of the Fullan and

the Herrigtt and Gross models.



BACKGROUND

The Education North project was initiated in September 1978 thgugh ofticial approval
to proceed had been given by the Minister of Education in December 1977 The background |
events and activities leading up 1 the establishment of Education North can be dentified
clearly as tar back as the eatly 1970's. Ingram and Mcintosh (1981 >1“J:f ) providé a
comprehensive and detailed review of the events and activities leading up 10 the establiskhmenl
of the Education North project. The material in the following pages draws heavily on that Wérk

In 1972 the report of the Task Force on Intercultural Education identified SOm(; ofAthe
ditticulties facing educators in Alberta with respect to native and cross cultural education It
examined drop out rates and grade retention statistics and identified some prograr?ls which had
been introduced in an attempt 1o alleviate these problems. The Worth Report (1972) proposed
that more responsibility be given to individual school communities through the establishment
of Schooi Councils, whether in native communities or not.

The Metis Association(1973) developed a position paper which called on the .
government to comrmit itself to a specific policy on native education. The Association
demanded that this policy take into account the following:

1 Course content reflect the history, present p.osition and
aspirations of the people to whom the course was directed.

2. Locat communities be involved in the representative and
responsible government of their schools.

3. Pre-school preparation programs with Native teacher-aides be
set up to bridge the culture gap experienced by Metis children.

4. Study facilities and school lunches be provided in areas of
inadequate housing and malnutrition.

5. Adult education accompany and complement child
education.



6 Technical training programs for adults be linked to existing
and emerging job opportunities

Other observers have expressed the concerns of Indian and Metis people inless
specific terms For example, Goller (1977) found that the problems of students in remote
northern Alberta communities appeared to be very similar whether the children came from an
Indian background, a Metis background or from some other efhnic minority group The major
pmbllem facing educators, he stated, related to the suitability ot the educational programs for
students in remote communities whose background and aspirations ditfered markedly trom the

average white, urban child for whom the program had originally been designed

rly Atem M he N
o

In 1973 the Alberta Department ot Education made availabie an annual budget of
$50,000 for cross-cultural education. This budget was administered through the Curriculum
Branch Dr Harry Sherk, a staff member in that branch, e'stablished an ad-hoc Cross Cutltural
Education'Curricu!um Committee to advise on the distribution of these funds. ® an interview in
1979 Dr. Sherk stated that the major impression he obtained from an examination of cross
culturat programs in Saskatchewan, Arizona, Montana. and New Mexico was the necessity 1o
involve local communities in projects if they were to be successful. Identitying groups which
were shgwing initiative at the local level and assisting these groups in their efforts appeared to
be the most successful course of action.

In the fall of 1973 a Native Curriculum Resources Project was established through the
Curriculum Branch of the Department of Education. The group working on this project ’
attempted t.o identify educational programs and curriculum resources for and about Native
people. Three reports were produced through this project:

- a selected bibliography of resources for Native studies programs;

- "Defeathering the Indian,” a handbook on Native Studies, by Emma Laroque;

~ .



A report on a Native Curriculum survey compiled by O Haythorne ‘

In Spring 1974 support was expressed for the concept of sharing responsibility

between the Alberta Department ot Education and local communities Shortly after this the &

-

chairman of the Cross Cultural Education Curriculum Committee, Dr. Sherk, was given the task
of seeking funds tor an experimental, community based curriculum development project His
proposal met with approval in principle at severalkavels of bperation within the Department ot
E ducation but was ultimately unsuccegstul in obtaining any money and by 1975 the committee

had disbanded \

3

Although some attempts were made 10 dﬂi with the perceived problems on an

inter-provincial basis, through the Canada Studies Foundation, it was decided in early 1975 to

-

.

address the problem within the confines of Alberta alone In the meantime Dr- Sherk had
moved to the Planning and Research Branch in the Department ot Education. Within this
branch he received strong support for the idea of developing a project to address the problems

withi this province. The decision was also made 1o seek support from other departments of

the Alberta government and an ad-hoc inter-departmental group was established to develop a

proposal for a project which would be based on curriculum construction and community

development (It became clear from interviews held later that the use ot the term "community

-

development” referred more to community involvement and participation as opposed 10 a

s
direct school system intervention than it did to the more traditional definitions of the term which
had been popular during the preceding decade). This committee ran into some difficulties at
first as members from other departments expressed doubts about Yhe ability of the staft
memt.>ers of the Department of Education to operate in a community development mode. Dr //
Sherk, in an interview in 1979, indicated that a basis for progress and development was

established only after he, the chairman of the committee, did some very strong talking.

Parallel with the activities discussed above, a study group 6peratlng under the

.
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chairmanship of Dr W H. Swift and including Or R J Carney and Mr. D Ewasiuk had begun an
investigation into the educational needs of the students served by Northland School Division
The "Report of the Northiind School Division Study Group™ was presented to the Minister of
Education in July 1975 and. in many respects, further emphasized the need for a project such
as Education North Among the recommendations of that investigation were the following
That the development and use of materials in harmony with the children’s
environment be encouraged;

That local residents be involved in school programs when they have
knowledge or skills they can contribute,

That the Depantmént of Education take the initiative in the establishment of
some sort of curriculum centre or agency having as its purpose the
development of curriculum materials useful not only in Northfand but in other
jurisdictions having considerable numbers of native pupils
In November 1975 the Minister of Education, the Honorable Julian Koziak,
established the Project North Task Force and appointed Mr Fred Dumont as coordinator This
group was established as part of the involverﬁem of Albenta in the Canada/Alberta North
Agreement which had been drawn up in an attempt to improve job opportunities and social
amenities for the peeple in more remote communities in Northern Alberta. Under this
agreement fungding for planning and research and program implem‘en\tation would be shared
equally ‘between the federal Department of Regional Economic Expansion (DREE) and the
Government of Alberta.
With the establishment of this task force events moved rapidly. In January 1976 Mr.
Dumaont held discussior{s with the members of the Northiand School Board and he also held
discussions with representatives of the Department of Education, the Northern Development

Branch, the Native Secretariat and the Department of Advanged Educatior) and Manpower.

These groups expressed support in principle for the work of th task force and similar support

was received from representatives of the Federal Department/of Indian Affairs and Northemn

Development.



In February 1976 the Department of Education began to explore the extent to which
local groups could legally be given resp%}sibihty for selt management, including the dispersal
of g(.)vemment funds The title "Educati n Norh” was proposed for the project in March 1976
and in this month also a meeting was held with the Honorable Bob Bogle, Minister without
Partfolio 1 the provincial government but with responsibility tor Native Affairs By this time the
project group bad widened the concept they were dealing with to include a greater emphasis
on community development/involvement and Mr Bogle stressed the need to involve native
people in the project and on any planning commiltee  Further emphasis was given {o the work
of the Fducation North Task Force in a communique which Mr Bogle received in April 1976
trom the Department of Social Services indicaling the magnitude of the drop out rate among
children of native background

At this time diééussions were held by the members of the ad-hoc planning committee
regarding the role ot the coordinator The representatives of the Department of Education
wanted to ensure that the coordinator wguld be appointed by that Department qnd would not
be subjecf to direct control by the members of the proposed advisory committee At this time
also names of nominees from community groups in the northern part of the province were

sought for consideration as advisory committee members

Detailed Propgsal Formul

In May 1976 a detailed proposal for the Education North Project was produced. It
recommended an /immediate start on the first phase of the project which was the planning
phase. It was also recommended that the second, or operational, phase begin in April Tev7
(These dates were later shown to be far too optimistic). Early drafts of the proposal called tor a
support staff of a coordinator and three consultants, two of whom would be curriculum
specialists/and the third a specialist in community development and relations. Mr. Dumont was

the acting coordinator of the project at this stage. In June 1976 the Minister of Education, Mr.

-



Koziak, agreed to seek cabinet approval for the project and he sought and obtained
expressions of s\uppoﬂ from the Northern Development Branch, the Native Secretanat. and the
Department ot Advanced Education and Manpower, in addition to the tederal Depantment of
Regional Economic Expansion and the Deparntment of Indian Affairs and Northern
Development At this lime the Alberta Depantment of Advanced b ducation and Manpower
spokesman again insisted that the project must include genuine community involvement and
also that there must be a firm proposal regarding its evaluation

The repor of the Project North Task Force was submitted to the Minister of £ ducation
in November 1976 by the coordinator of that group , Mr Dumont The recorr;mendatlons of that
task torce were. not surprisingly. highly supportive of the type of interventions which had been
put forward In the proposal for the Education North project six months earlier.

By early in the following year, 1977, the steering committee to plan the details of the
project had been given a title, The Minister's Advisory Committee tor Education North,
(MACFEN), although it was not officially constituted as such until November of that year This *
committee met from early in 1377 and included representatives trom the four provincial
departments involved with the project and representatives from six different communities in
northern Alberta. The committee was established under section 6(1) of the Department ot
Education Act and was responsible formally to the Minister of Education through the Planning
and Research Branch of the Department of Education. [;ecisions of the comyrittee were 10 take
the form of recommendations to the Minister for action. All advisory commi{tee members were
ministerial appointees 1Hough the representatives of the government departments were
* nominated by those departments. | ‘

The entire Education North project was coordinated and controlled through the N
Planning and Research Branch of the Department of Education. The ul\timate responsibility for\

the project rested with the Minister of Education and agreements with local societies were

signed in his name. The Planning and Research Branch established the Education North
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oftice and appointed staff to it Finaily, The Minister's Advisory Committee functioned
separately from the Planning and Research Branch and its members were appomnted directly by
THE Minister to advise him regarding the operation of the project. The operational structure of
the entire project is displayed in Figure 1

The local societies related directly to the coordinator of Fducation North whose ottice
was in High Praine  During the life ot the project Ndntferent people served as coordinators
Mr Fred Dumont, the tirst coordinator, served irgﬁns capacity from August 1978 to July 1979,
though he had. as has been stated, involved extensively with the developmental work which
preceded the establishing ot the project He wasbsumeeded by Mr Lalta Kunjbehari (later
Dr). an administrative intern in the Department of Education In January 1980 Dr David Young
succeeded Mr Kunjbehari as coordinator and he continued n this position until February
1982 Mr Rene Anctil succeeded Dr Young in March 1982 and he acte/d‘*)as coordinator of the
project until it was brought to aclose.

The Minister's Advisory Committee for Education North w'as made up of ministenal
appointees and included representatives from the Native Secretariat, Alberta Advanced
Education and Manpower, Alben‘ Education, and appointees from various northern Alberna
communities. The*Northern Development Branch. the executive arm of The Northern
Development Council, was also represented on this committee as this body was responsible
for overseeing the expenditure of federal tunds from the Depantment of Regional and
Economic expansion which were available 1o the project through the Canada / Alberta North
agreement. Amdng the tasks assigned to The Ministers Advisory Commitiee was the *
development of “c.riteria for the idenfitication and selection of project_communnioesf In
_ addition, tFe terms of reference for the committee stated that it should formulate
recommendations tp the Minister with respect to "...selection of commuhnities for a project,

based on the criteria developad.”

During early 1979 local\community groups were contacted with a view to their

.
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participating n the project and eventually seven project areas were selected, namely,
Atkameq, Fort Chipewyan, Fort Vermulioh! Lac L a Biche Little Red River, Slave Lake and
Wwabkasca Desmarais  Not all of these were in the striict sense “communities ” For example 0
Little Hed Rlvor_there were three distingt, gpographi(;mly separdte communities integrated by a .

single tndian band administration, while in Lac 1 a Biche there were six separate communities

-

figure 2 shows the location of the seven tducation Norh areas
While the overall objective M the project in the selected commumties was to bring

about improvements m the educational services through greater participation of the residents
.

ot these communities 1n the educational process. certain specific goals were spelled out In a

May 1978 t ducation North repont of the Minister's Advisory Committee

’T‘

»

1 The development of increased parental support and cornmunity

commitment to schooling by direct, active invdlvement in the local

school’s operation

The re-designing ot aspects of curriculum content_ it required.

subject to prior approval of Alberta Education

3 The identitication, collection, development, produchon and
dissemination ot localized educational matenals

4 The development of improved programs of orientation of
teachers to northern people with the view to improving
teachers’ ‘retention, community relations skiils and class - room
performance

5 The implementation of a program to encourage long term
participation by adults in community education activities

ro

In addition, the report anticipated benetits which myght flow from the
implementation of the project.

Armcpaleq Benefits of the Education Nornth Project

The anticipated benetits of the Education North project are
implied in its general and specific objectives  Three publics
are expected to be served concurrently: (a) the child in the

- classroom, (b} the adult in the community, and (c) the profess- .
ional educator. Hence the end product is considered lo be
multidimensional. For example. several dimendfons of the end
product involve growth in adults while participating in activities
aimed at improving a specific aspect of the school's operation
These are: -
1. Improvement in decision-making capabilities.
2. Development of an increased awareness of and suppon tor
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what goes on in the classroom

3 Improvement in skills ot adults within the community to
assume advisory responsibiities to educational and other
agencies delivering services to the area

4 Development of necessary skills in adults to alfow for active
and meatungful involvement in the instructional process as
para professionals

5 Development ot an increased number of positive identification
models tor children in the community

6 Development ot a3 more positive relationship between the
professional educator and members of the communiy

Other dimensions of the expected end p~roduct ot the project relate to improving

service 1o the child in the ¢classroom These are

1 Improving the relationship between the school and the
community

2 Making education, curriculum and instruction more relevant
1o the needs and life styles of northern Albenans

3 Improving community commitment to education

4 Promoting growth in parental support for what goes onin
the classroom. thus enhancing the credibility ot the school
system.

5 Improving continuity of instructional ancillary statt services
10 northern Alberta

6 Improving the school's holding power on .tudents

Improving student achievement and self image

8 Improving teacher perception ot community goals and objectives

~

While the goals to be aftained and the benefits which could be anticipated were
spelied out clearly. it not exhaustively. no direction was pr\0vided as to the processes which
might be employed in the local associations in order to achieve these ends Only one
stipulation was laid down for these associations and that was that it would be necessary for
them to become registered as a society urlder the Societies Act of Albena prior to the provision
of any funds. These local. legally-constituted, formal societies then became responsible tor
implementing the project. in the manner they considered appropriate. in thew own project
communities.

During the implementation phase of the Education North project an ongoing



LN

evaluation was carried out  In the course of this evaluation, Ingram and Mcintosh (1981 137
gradually came 1o realize that the project was ~ not a single. homogeneous strategic
alternative kﬁut rather a cluster of alternatives © They proposed the classification ot (1)

project strategy, (2) tunding strategy. and (3) society managed strategy to describe the

observed alternatives A furthér explanation of the three terms follows

Pr r

This involved the concentration of effort on a particular task or tasks with a
predetermined end product [nthe case of The Little Red River project in E ducation North the
specific amicip‘ate(‘j end-product was to be a series of reading materials for the young children

of the communities which would be based on the traditional stories told in these communities

Funding Strateqy

“In a sense.” according to Ingram and Mcintosh (1981 137). this was "an t ducation
North in miniature ™ The intention was 1o provide "seed mon~ey“ to the schools and
communities involved with the Local Education Society to enable them to carry out proposed
activities which had met criteria established by the society. The Lac La Biche society was

identified by Ingram and Mclintosh (1981 137) as having adopted this strategy

Society Managed Strategy

Various types of activities or projects designed to serve the purposes of the iocal
education society were undertaken by the society itself. The Slave Lake society, among
others, was identified as having adopted this strategy.

As indicated above the Education North project was a deliberate, planned,
intervention in a number of northern Alberta comrﬁunities beginning in 1979 The origins of

the project can be found much earlier, however, in groups such as the Cross Cultural

~

o



£ ducation Curriculum Committee established in 1973, and in the Native Curnculum Resources
Project wh;ich got underway the same year While these and subsequent actlvmestcan be seen
as stage setting. the tirst formal proposal for the L ducation North Project was produced in May
1976 By early 1977 a steering committee had been set up to plan the project and was given
the title, The Minister's Advisory Committee tfor Education North (MACF EN)  Thigcommittee
consisted of representatives from tour government departments and six northern Alberta
commurmities. During 1977 and 1978 this committee arranged orgamzational details for the
provincial project and in late 1978 a set of guidelines outlining the major objectives of mé
project was circulated to community groups in the identified target area The intention was that
the provincial project would move into Phase Il, or the implementation phase. in the tall ot 1979
While this date can be taken as the beginning of the implementation phase ot the
provincial project, from the viewpoint ot the local education societies it was merely the
beginning of their projects Indeed many of the societies encountered ditticulties with their
very first task, that of becoming incorporated under the Societies Act. well into 1980 These
difficulties, however, can be seen as belonging to the implementation stage of Education
North and it is in this sense that the activities ot the local education societes were examined in
the study Each local project was, in this sense, parn of the implementation phase of the farger

project

PURPQSE OF THE STUDY
The purpose of this study was to determine the overall usefuln%sk of fhe Elaborated’
Leadership Obstacle Course model deve_lvoped by Herriot and Gross (1979) and the fifteen
factors identified by Fullan (1982) as influencing implementation, for describing and analyzing
. 1 . .

the case studies of four of the seven projects in Education North.



Criteria tor Testing the Usefulness of a Model

The following six criteria for testing the usetuiness of the ELOC and F ullan models of

change implementation were adapted from those presented by Dye (1981 43)

| A mode! should order and simplity the phenomena being examined It should enable
us to think more clearly about the reality we are studying and should help us understand the
relationships we find in the real world In this context the model should not over-simplify | as this
may lead to inaccuracies, nor should it be too broad. as this may lead to overly complex

relationships which do not help our understanding of the phenomena we are exanuning

2 A model should also idenlify'lhe really significant aspects of the object ot our

-

examination It should focus on the "real” and "signiticant” components and direct attention
away from irrelevant variables ar‘wd circumstances Dye points out (1981 44) that "what is real’
‘relevant,” and ‘significant’ is to some extent, a function of an individual's p;ersonal values " He
emphasizes, however, that the ulility of a concept or a model is related to its ability to identifty

what it is that is really important

3 A model should, generally, be congruent with reality That is 10 say it should have real
t
empincal referents, though models or concepts which appear 10 be “unrealistic” may be usetul

if they help in directing our attention to why they are unrealistic

4 A model or a concept should communicate something meaningful, that is there ought

Fl .

- to be general agreement as to the definition of the terms used in the concept or in the model.

5. A model should help to direct inquiry and research by referring directly to real world

phenomena that can be observed, measured and verified.



6 A mode! should suggest an explanation for the relationships identitied A model
which merely describes the phenomena being examined is not as usetul as one which explains

or suggests possible explanations tor such phenomena

Projects in the

The tour projects which were examined in the study were those dentified by Ingram
and M(:lm:)sh (1983a 169) as utilizing the project strategy. the tunding strategy and the
society managed strategy. and the Wabasca-Desmarais project which was terminated n 1981
by special order of the Minister of Education The three identified strategies comprise the
prototypic strategies in what Ingram and Mcintosh (1983a 169) call the "amily ot slrategles,f
used throughout the entire Education North project -

Specifically, the manner in which the projects were implemented during the 1379 82
period in four of the initial project communities was examined in this study This pernod

corresponds to the finai three years of Phase 11, the implementation phase

SIGNIFICANCE OF THE STUDY
This study is significant for a number of reasons. Firstly, because a model is merely an
abstraction or a representation of what is considered to be reality, it is necessary 10 determine
whether or n{t the models we construct are in fact accurate representations of the reality \;vhlch
they are intended to portray.

- Secondly, determining the usefulness of a particular model will make it more valuable
as a descriptive or as a prescriptive framework. Both of these purposes are considered
legitimate for models by Kaplan (1964:258), by Zaltman, Florio and Sikorski (1977) and by
Miklos and Kunjbehari (1981:1).

+
Thirdly, the models were used to analyze the implementation phase of fo’r related



though discrete projects  Such an examination can, as ternot and Gross (1979 40) point out,
.
provide “tresh perspectives. sensitize to types of variables which otherwise mught easily

be ignored, and suggest functional ways of conceptualizing the change process ™

LIMITATIONS

\
There were a number of limitations on the study: .
; Docyments, Though vast and extensive documentation on the tducation North program
is available and has been examined, there are a number of areas in the study where
documentary evidence ot decisions or events was unobtainable Not all Education North
Societies retained copies of minutes ot all meetings Where possible, interview data were
used to corroborate and augment documented sources  In general, it was found that there
appeared to be a greater emphasis on keeping doeumented records when local societies were
encountering difficulties 3ﬁ;n when the projects were running smoothly

2. Interviews, Interviews were conducted with a large number of individuals associated with
the Education North projeet during the three years which the study addresses. Detailed notes
of all interviews conducted by the External Evaluation Team have been us{by the
'researcher In many of these cases, though not all, the researcher conducted, or was part of
the group involved in conducting the interviews  The interview data are limited and uneven as
some interviewees were more communicative than others. The tact that the interviewees may
have seen their own actions in generally favorable terms, and may not always have been able
10 recall the details of some of the project events, should be seen as possible limitations on the

study.

3. Generalizability, The study was limited in its scope in that only two analytical tools were

'ysed to examine four specific case-studies of change attempts. Six specific criteria of .

usefulness were identified in the literature and used in the study. All of these factors limit th\e

degree to which one can or should consider the findings of this study generalizable to 6ther



setings

I

DELIMITATIONS
There were also a number of delimitations placed on the study
. .
1 Tlime. The study was delimited to the peniod August 1979 1o August 1982 the penod
during which the local t ducation North Societies anémpted to implement the projects in therr
own communities
2 Content, The study was dehmited to an examination of the case studies of only four 6L

the Education North projects It was also delimited to an assessment of the usetulness of only

two selected analytical tools and only six criteria of usclulness were used
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CHAPTER 11
REVIEW OF RELATED LITERATURE

The sheer magnitude of the literature dealing with change and innovation obliges one
1o impose limitations as to the material being reviewed. Havelock (1968) identitied over 4 000
studies in the area of innovation and admitted that he had probably failed to identity as many
more again. In a more recent though limited bibliography, Van Meter (1984) identitied almost
900 titles in a selected bibliography on Educational Change. The bibliography dealt only with
studies published or conducted in the United States and covered the years 1965 to 1984

In that there are various ways in which one can conceptualize the change process and
its major components, it was considerep appropriate to review the literature in these afeas It‘
was considered particularly appropriate to examine the literature dealing with leadership as a
factor in change. It was also considered appropriate and necessary to review the literature
which dealt specitically with the implementation of change.

In the first section of this review, general models. dealing with the change process and
its major components are reviewed. This is followed by a section reviewing the Iiterature{

dealing with the role of leadership in change. Finally, the literature dealing with the

implementation of change is examined.

MODELS OF CHANGE
Researchers in the area of change have developed numerous models attempting to
portray or categorize either the entire process or particular aspects of it.
; Rosenblum and Louis (1981:21) identify what thgy describe zs "two major
approaches to the study of organizational change.” The first of thesé focuses on change as a

rational, manageable process where change takes place as a result of deliberate choices being

‘{‘,

19



made. They point out that from this perspective the successful implementation of a given
change is dependent on the extentto which ~ ... needs are appropriateMassessed. plans
generated, consensus developed among those who must make the changes, and resources
accumulated to support the plan of action.” The second approach adopts a natural systems
perspective and allows tor the inclusion ot non-rational tactors, such as norms and beliets and
existing organizational structures and practices, which may be less amenable to a planned.
managed approach The authors immediately recognize the narrowness of both views,
however. and state that "the development of a theory of change requires integration of both
approaches.”

In looking at change from a rational perspective it becomes necessary to consider the
ease with which the proposed change can be effectively explained: whether or not the
opportunity exists to implement the change on a partial, trial, basis; the 0verallé;hplicity of the
proposed change: the extent to which the proposed change can be clearly seen as an
improvement over past practices and the exteﬁt to which it confiicts with existing structures and
stated values (Rogers and Schumacher, 1971).

In looking at change from the natural systems perspective, Rosenblum and Louis
(1981:30) indicate that the implementation may, in fact, involve a degree of compromise
between what appear to be purely rational choiceé,‘and existing organizational or societal
characteristics. “The systems approach,” they pointout, ~. .. reveals some of the elements
that may condition the rational decision making process associated with change.” This
orientAation emphasizes the fact that in any change effort factors such as the following may be
important: the culture, or orientation and values of the people who will be involved with the
change, the existing structures in the society or in the organization into which it is proposed 1o
introduce the change - - these should be seen as possible constraints to individual behavioy
and may well pre-dispose people to behave in a particular manner, the characteristics of the

people who will be involved with the change: and the nature of the environment into which the

1



change will be introduced.

Eimore (1978:189) presents four models “representing the major schools of thought

/
that can be brought to bgar on the implementation problem.” He identifies the systems

management model, the bureaucratic process model, the organizational development model
and the conflict and bargaining model Each, he claims (1978 190), "emphasizes different
features of the implementation process ~ In a somewhat more negative vein he also points out

that the major appeal of these models is that "each contains a common sense expianation tor

implementation failures.” Elmore develops a series of four propositions pertaining to each of
his models in an attempt to explain their essential f zatures and capture the insights which each
of them brings to bear on the study of change.

The systems management model adopts a rationalist viéw of change Elmore (1978

191) ofters the following four propositions as bases for this particular modet:

1) Organizations should operate as rationgl value maximizers.

2) Organizations shouid be structured on the principle of hierarchical
control.

3) For every task an organization performs there is some optimal
allocation of responsibilities among subunits that maximizes the
organization's averall performance on its objectives.

4) Implementation consists of defining a detailed set of objectives that
accurately reflect the intent of a given policy, assigning

responsibilities and standards of performance to subunits
consistent with these objectives, monitoring system performance,
and making internal adjustments that enhance the attainment of
the organization's goails.

R J

The bureaucratic model accepts as its point of departure the assumption that the
interaction between routine and discretion is the single, most essential feature of an

organization. Elmore (1978: 199) presents the following four propositions as under-pinnings

’ N\
for this model:

1)  The two central attributes of organizations are discretion and
routine.

2) The dominance of discretion and routine means that power in
organizations tends to be fragmented and dispersed among small



. Uunits-exercising relatively strong control over specific tasks within
their sphere of authority.

3) Decision-making consists of controlling discretion and changing
routine.

4) Implementation consists of identitying wheré discretion is
concentrated and‘which of an organization's repertoire of routines
need changing, devising atemative routines that represent the
intent of policy, and inducing organizational units to replace old
routines with new ones.

The third model which Elmore presents is the Organizational Development model
This model focyses on the ever-present conflict in orgarizations between the demands of the
organi:ation and the needs of the individual. Eimore (1978 209) presents the following four

propositions as containing the essential features of this model

2

1) Organizations should function to satisty the basic psychologicat and .
social needs of individuals - - for autonomy and control over their
own work, for participation in decisions affecting theém, and for
commitment to the purposes of the organization.

2) Organizations should be structured to maximize individual control.
participation, and commitment at all levels.

3) Etfective decision-making in organizations depends on the
creation of effective work groups.

4) The implementation process is necessarily one of consensus-
building and accommodation between policy-makers and
implementors.

The tourth model which Elmore (1978: 217) presents is the Conflict and Bargaining
~
model and he posits that the tollowing four propositions capture the essential emphases ot this

model:
od -

1), - Organizations are arenas of conflict in which individuals and
subunits with specific interests compete for relative advantage in
the exercise of power and the allocation ot scarce resources.
2) The distribution of power in organizations is never stable.
3)  Decision-making in organizational units consists of bargaining
within and among organizational units.
4) Implementation consists of a complex series of bargained decisions ,
- reflecting the preferences and resources of participants.

in his presentation of these models Eimore (1978:226) admits that he sees nothing

r

ro



immutable in the distinctions he makes between the ditferent orientations, nor did he intend to

) make any pretense of having captured all that is imporntant in the implementation process *

He does feel that these models are useful, however, and indicates that modest empinical

support can be found for the assumptions underlying each of the models ™ While not wishing
to become involved in a discussion of the relative merits of the four models, he does indicate

that, in his opinion. two ideas about the use of alternative models are ol value

The first is that applying ditterent models to the same set of events allows us
to distinguish centain teatures of the implementation process from others The
second idea proceeds from the notion that certain kinds ot problems are more amenabt.
to solution when using one perspective than when using another The problem is to
understand when certain tools of analysis and strategies of action are likely to pay oft and <

when not.
The final point presented in the quotation above emphasi~2s the viewpoint which
Elmore refers to on a number of occasions, that models are not merely dexn’p}/ﬁge but also
/ v
normatiye Becaus_e people may tend to shape their behaviour in response to the'#')
understanding of, or affinity towards, a particular model. the model can also become predictive
Van Horn and Van Meter (1977 106) propcese a model of policy implementation which
identifies the factors which they consider to be important it a policy is to be effectively
impiemented. They define implementation in the following manner. "Policy implementation
E*23
encompasses those actions by public and private individuals (or groups) that affect the
achievement of objectives set forth in prior policy decisions = An eftectively implemented
policy, however, is not one that is merely complied with,.but one where ﬁe intended goals are
attained wile at the same time adverse side effects are kept at a minimum. Figure 3 outines in
modﬁlar form the eight factors which these authors consider influence efforts to implernent a
iy [

f‘;#)anicular policy. They point out (1977:117) that in their view the model is ". .. aprropriate for

studying implementation and for deriving useful policy advice.” They feeithatit *. .. offers a
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blueprint for the description and analys;s of the policy implementation process, andthat
proposes expolanalions tor program failures ~

Hall and Loucks (1982 157) recognized that problems associated with the
implementation of p:oposed changes arise, not because policy makers and practittoners are
malicious but rather because of " their lack of knowledge and experience with theé other’s

world ” The contqur research strategy which they propose I1s intended to

link p}act|t1(>r1exr‘\
and policy developers through continued and adaptive interaction ~ Basic to their research are
three sets of concepts. Stages of Concern. Levels of Use and Innovation Configu\rallons
These three sets of concepts are grouped together in what is known as The Concerns Based ‘
Adoption Model (CBAM) .

The first component of this model consists of seven steps which are C‘OﬂSIdered to be
those through which individuals progress us they go through the process ot adopting an
innovation The stages are, Awarenesé, Informationai. Personal. Management, Consequence
Collaboration and Refocusing ~

The second compaonent of the model proposes that there are seven levels of
nonuse/use of any particular innovation These are, Nonuse, Orientation, Preparation,
Mechanical Use, Routine, Refinement, Integration and Renewal

The third component of the model is called Innoyvation Configurations and has to do
with e;amining the particular details of the manner in which an innovation is being implemented
and determining procedures to measure these details in relation to the original, proposed
innovation.

These three perspectives are useq in the CBAM approach as . .* a three-axis
diagnatic framework for looking at a larger picture.”

“The contour-research strategy developed by Hall and Loucks is explained by them

(1982:137) as a e

. series of converging thrusts rather than a single continuous



IS
narrowing in Phenomena are studied by probing from several different angles
Heavy emphasis is placed on practitioner input for focusing the selective probes
and the study design. There is interactive feedback as to the validity of the
concepts and the lindings  Each concept that emerges as a potential variable
must "make sense” to the practitioner and must pass conventional tests ot
reliability and validity Thus the ideas that emerge are contoured to fit reality as
detined by practitioners and poficy researchers . This research strategy a!'<o
helps to insure that understandings will make sense and be important to
practitioners

Hansen (1979 291) identifies three difterent types of change which he states can be
distinguished in the literature planned change. spontaneous change. and evolutionary

change Planned change is a conscious and deliberate attempt to manage events so that

the outcome is directed by design to some predetermined end ™ The second type of change

which he identities, spontaneous change, is an alteration that emerges in a short ime

frame as a rysun of natural circumstances and random occurrences. “The evolutionary change

~

he defines as the long - range. cumulative consequences of major and minor alterations in

the organization ”
\

Hansen also identifies what he refers to as cornerstones of planned change These
are an understanding ot the particular technology of the proposed change. a thorough
understanding of the environment in which it is proposed to introduce the change and a
strategy for change. He says (1979:293), “The trick is to identity a speciic strategy tor
implementing a specific innovation in a specific organizational envi?énmenx All this goes toward
the end of accomplishing specifically defined objectives ”

While bordering on the cynical. he (1979 292) identifies practitioners and scholars
who are "great believers in planned change to redirect the course of organizational events ”
On the other hand, he says, there are those who “think of genuine planned change as no less
than an illusion beyond the reach of monal.sf He quotes Kgufmann (1973:307) as criticising
the former group for "perpetuating a myth of managerial gmnipotence.”

Miklos and Kunjbehari (1981) outline four mode_lS of social or educational change

While recogn'x'zing that the abstractions they present d/c)/not adequately desce any particular

-

~o -

~—



change, they (1981 2) suggest that the models can oﬁgr - insights which may be helpful in
understanding and diagnosing actual events ©~ The models presented are (1) the Evolution
Model: (2) the Conflict Resolution Model; (3) the Innovator Model. (4) the Diffusion Mode!  The
four models are intended to be descriptive of change but the authors (1981 19) also indicate
that they “can contribute to the analysis of change and to the selection of a management
strategy ~

Bennis (1966) developed a somewhat involved classification of change ettorts but
felt it was éomprehensive enough to incorporate unplanned as well as planned change
Altogether he identities eight difterent types of change. These are planned change,
indoctrination, coercive change, technocratic change, interactional change, socialization -
change. emulative change and natural change

The phases through which an individual or an organization progresses in adopting a_
particular change are identified by various authors. Rogers (1962) lists awareness, interest,
evaluation, trial and adoption as the essentigl components of this process. Havelock
(1973:114) lists a sixth component, integration, and says that “true adoption cannot be
considered to have taken place uniess use of the innovation becomes routine.” Mirvis
{1983:428) presents a five stage model ot how innovations are implemented and adopted
They are (1) Perceived need. (2) Openness to Potential Change, (3) Views of Innovation, (4)
Trial Adoption, (5) Sustained Adoption.

Zaltman, Duncan and Holbeck (1973) present a model which identifies two distinct
phases in the change process namely initiation and implementation. The first of these has
three separate substages, (1) knowledge-awareness; (2) attitude formation and (3) decision
The implementation phase has two substages - - the initial implementation, and continued or
sustained implementation. In addition the authors identify five distinct organizational
charactenistics Which can affect each of the two phases: complexit)/,‘ formalization,

centralization, interpersonal relations and dealing with confliet.



Zaltman, Florno and Sikorski (1979 64) identity a number of other models of the
innovative process and point out that many of these change models emphasize the individual
decision maker or adopter. They "describe the cognilive processes that persons undergo,
whether their decisions are made in a group or organizational context or in a relative isolation ”
Zaltman, Duncan and Holbek (1973.61) identify the characteristics of six of these models and
these are presented in Figure 4

In the context of any planned change. an essential element is the change strategy
Chin and Benne (1969 53) identify three categories of strategies: empirical rational. normative
re educative and power coercive Guba (in Umans, 1370 75) identities seven categories
baséd on beliets which the change initiator holds about the adopter. These are value
strategies, rational strategies, didactic strategies, psychological strategies, economic
st}ategies_ political strategies and authority strategies. Olmosk (1972) identifies seven “pure”
strategies. Recognizing that the list is not all inclusive. he nonetheless teels that these cover
the approaches most often used in bringing about change The seven pure strategies which
he identities are fellowship, politicial, economic, academic, engineering, military and
confrontation. He also presents the "applied behavioural science model” as a more pragmatic
strategy and a combination of pure strategies based on idiosyncracies of particular situations
Havelock (1973:154) categorizes change strategies into three rough designations, namely,

Probelm Solving, Social Interaction, and Research Development and Dittusion.

THE ROLE OF LEADERSHIP IN CHANGE
The limitations placed on the review indicated that the literature dealing with
approaches to change and with the cor‘nponents of change be examined and this has been
done. The literature deaiing with leader behaviour aé a vitakcomponent of change

implementation was also examined. In that the ELOC model adopts this focus the literature
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merely reinforces the approach taken by Herriott and Gross (1979). None of the literature
examined, suggested that leader behaviour was of little conseguencae in the change processﬁ
though, of necessity. not all of it focused expticitly on this aspect ot change

The Elaborated L eadership Obstacle Course Model (H‘erriott and Gross. 1979 359)
was developed from an earlier model for analyzing change which had been put torward by
Gross et al (1971:202) The ELOC Model as it came to be known, attempts to overcome
some perceived inadequacies in the eardier LOC model. It identities five stages in the change
process exploration, strategic planning, initiation, attempted implementation and incorporation -
or rejection The authors postulate {1979:362) that while the model does not offer any specific
details regarding particular obstacles which a change attempt might encounter, it does provide
"a roadway of the educational change process and tacilitates the identification of the types ot
obstacles that may be encountered in each of its stages and the essential leadership tasks
required to overcome them.”

The ELOC model should be seen as the third in a series ot models beginning with the
ORC or Overcoming Resistance to Change model described by Argyle (1967) When Gross et
al (1971) identified inadequacies in the ORC model. they developed the LOC and this was
further refined by Hermriott and Gross (1979) to produce the ELOC model In a sense the
purpose in developing all three models was the same. Hermiott and Gross (1979 30) describe
this as the develobment of a theoretical formulation *. . . to account for thy fate of eucational
innovations . . . . These models stress the potential significance of selected organizational and
personal variables and the relationships among them.”

Herriott and Gross (1979:31) describe the ORC model as positing “that the success or
failure of planned organizational change efforts is basically a function of the ‘ability of
management to overcome staff resistance to change that exists just prior to, or at the time of,

the introduction of the innovation.” In addition 1o this they point out that the model "assumes

that resistance to innovations occurs only at one time period just prior to, or at the time ot the



introduction of the innovation.”

While admitting that the ORC model drew attention to an extreraely critical component
of change, namely. the extent of resistance or support that exists prior to the introduction of a
change, Herriott and Gross (197933) point out that the model is detficient in that it overlooks
another set of organizational conditions which could affect the fate of an innovation Gross el

al (1971 8) describe these omissions:

I, Organizational members who are not resistant to change or whose
initial resistance to it has been overcome may encounter obstacles
in their effort to implement an innovation which, if not removed.
may make it impossible for them to carry out

2. Individuals in organizations are in large part dependent upon ther
tormal leaders 1o overcome these obstacles and they may not
remove, or even be aware of, these constraints.

3. Members who are initially favourable towards organizational change
may later develop a negative orientation to an innovation, and
therefore be unwilling to implement it as a consequence of the
barriers and frustrations they have encountered in attempting 1o
carry it out.

In developing the LOC model. Gross et al. (1971:202) accepted the basic premise of

the ORC model, namely, that resistance of organizational members may be an obstacle in
attempting to implement arplanned change. Their model however goeé beyond this and
identifies managerial behaviour during the period of attempted implementation as crucial They
state that five conditions must be present durting.the period of attempted implementation and
the extent to which these are present depends on managenal behaviour. Her}ion and Gross
(1979: 34) describe the five conditions:

The first is the degree to which organizational members obtain a clear
understanding oftthe proposed innovation. If they are contused about it,
they will not know what is expected of them and will not be able to carry
it out. Furthermore, their efforts to implement the innovation will be
misdirected if they have erroneously interpreted it. Thé second condition is
the extent to which organization members possess the skills and capabilities
needed to carry out the innovation. The thitd is the extent to which the
materials and equipment required by the staff are available when needed.The
fourth is the extent to which organizational arrangements incompatible
with the innovation are made congruent with it. The fifth is the extent to
which organizational members are motivated to spend the required time
and.effort to implement the innovation.



While accepting the ORC formulation ot the planned change process as a beginning
poiﬁt, the LOC mode! builds on this and attempts to conceptualize additional facts which'
Herriott and Gross (1979 .35) indicate “were identified by empirical inquiry ~ While the ORC
model présents the change as a two stage process, the introduction or initation of the change -
and its inclusian or incorporation, the LOC model presents change as comprising three stages.
initiation, attempted implementation and incorporation The models difter 100 in that the 1 OC
model identifies the possibility that during the attempted implementation phase obstacles may
arise and they also ditter in the degree ot emphasis which is given to managerial or leader
behaviour after the introductory phase

In utilizing the LOC model to analyze five case studies of change eftorts Herrot and
Gross (1979°355) concluded that there were five major shortcomings in the model The first ot
these had to do with the fact that it did not take into account events which might after thé
climate tor reception of a change between the time the change was adopted and| the time it
was implemented The aut)hors refer to this deficiency in the modeIAas "its truncated time line ~

The LOC model also “largely overlooks external barriers™ which may serve to impede
the implementation of a change The third deficiency identitied by Herriott and Gross
(1979:357) was that the model overlooks the impact which the personnel within the
organization can have on change efforts. The fourth inadequacy in the LOC model lies in the
fact that it ignores the problem of a recurring obstacle  The framework assumes that once an
obstacle has been overcome it will not reap:)ear later in the implementation process This
inadequacy points to a need for a feedback and monitoring component. The final deficiency
noted was the restrictive role ascribed to the change managers. Herriott and Gross (1979-357)
point out that the two managerial functions which the LOC model deals with are ihdeed critical,
namely, overcoming statf resistance and maintaining conditions conducive. to implementation

"Essential managerial tasks of a political nature” are however overlooked in the model.

In an attempt to overcome these inadequacies in the LOC model an elaborated
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version was developed which purbons to incorporate these impontant variables in its
conceptual scheme. Figure 5 provides an overview of the three models discussed by Hernott
and Gross and Table 1 expands on the managenal;ft_{ask areas identified in the Elaborated
Leadership Obstacle Course model, while providing examples 0f specific concerns which a
leader in a change eftort might be expected to address

The behaviour of the key ir'ividuals involved in the change process. which is the
central tocus qf the ELOC model, has been identitied frequently in the literature as a major
contributorﬁto%’éé(ractor from, the successtul impleme;nation of a particular innovation

in an analysis of a broad range of etfectively implemented changes Levin (1981 66)
attempted to identify ~ what conditions seem to have contributed to their degree of effective
implementation” While recognizing that "many elements usually are needed to make
implementation effective and otien they must be in place with particular timing.” he identitied
"strong leadership™ as possibly the most important single condition contributing to effective
implementation in the cases which he exa'mined He describes (1981:68) the broad category
ot leadership as " . . comprised of twa distinct, though overtapping elements: leaders and
fixers.” The analyticat distinction he makes between these two elements has 1o do with the
behaviour of the individuals which hie identities with each of them. The "fixer” tends to be
task-oriented and relates to other individuals involved in the implementation process” in 3n
instrumental way " Leadership, for the "fixer” is "a function of role” and peopfe in this category
“relate to elite actors in the implementati‘on process rather than ope;:ﬁng in the public eye ”
Levin states (1981:68) however, that the behaviour exhibited by those whom he calls "leaders”
is more a function of individual characteristics and personality than of role. ,Their actions are ‘
"diffuse rather than task-orianted™ and they are oftén "involved in mobilizing diftuse support”
for their change effort. He mentions (1981 :68) that "Leaders tend to more frequently play a

normative role and their behaviour has more of a normative component to it as they frequently

lay claim to a specific vision of an appropriate future.” This naturally leads to their
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becoming involved.in “exerting ﬁworal leadership and playing an educating role ~

Levi? (1981 :69) points out that strong leaders in implementation “bring their own
independent political resources to bear on the case at hand,” and they frequently engage in
“the major task of wmpeﬁsaxing for omissions made at the design and adoption stages.”
Rosenblum and Louis {1981 .23) see the emphasis on leader behaviour as an integral
component of the; rational change model. They point out that as early as 1938 Bamard drew
attention to the crucial nature of the executive’'s work in ensuring that the organization
functiqned smoothly. They point out that Selznik {1957) also emphasized the key role of
leadership in organizations, particularly during times of instability or change. Sarason (1982)
sees the school principal as being a crucial component in the determination of whether or not a
change is implemented in a particular school /

In an examination of the complexities involved in attempting to introduce innovations

into schools, Lieberman (1982:259) attempted to provide a picture of the setting in which

change might be brought about:

-

A major finding in a national sample of Title IIl schools was that eftective
implementation of improvement projects was dependent on a setting that was
supportive and one that fostered mutual adaptation of statf to project demands.

A setting that is supportive means a principal who will facilitate, protect, and
provide teachers with time to learn new skills and to think about new ways of
doing things. It means having meetings so that whatever the substance,
teachers can get involved, committed, and excited about extra effort above and
beyond their own dailiners. The subtleties of having ideas to fit particular settings
and situational demands is a complex process involving the principal, the
teachers, and the students.

Lieberman does not attempt to ignore thé fact that there are other intangibles which
either help or hinder the ¢change p;ocess. Rather she attempts to outline some ot these and
draws attention to the function of the principal in ensuring that teéchers obtain the suppon
necessary to enable them to implement the desired change.

Michael (1982), while not attempting to limit the particular strategy a manager might

choose to use, emphasizes thekey poéition this individual holds in mediating between his



organization and its environment  He must be skilled as a change agent if he 1s to allow his
organization to take advantage of opportunities which arise. as well as oftset problems which

may atfect t

THE IMPLEMENTATION OF CHANGE

In providing reasons why the implementation phase of an innovation ought to be
examined, Fullan and Pomiret (1977 337) point out that this aspect has not been seen as
problematic. In most cases, they indicate" it was assumed “hat the innovation would be
wpplemented or used more or less as planned, and that the actual use would eveﬂlually‘
c:)rrespond to planned or intended use.” They suggest that an investigation of the
implementation phase of an innovation can help in identitying "some of the most problematic
aspects of bringing about change ~ Such an investigation can provide an understanding of
"the reasons why so many educational changes fail to become established ™ Fullan and
Pomiret (1977:339) draw attention to the chances of 'ey'aluating non-events.” in the absence
of reliable measures of implem.entation

Berman and MclLaughlin (1976:350) mention that in their study ;)1 193 change agent
projects in eighteen different states, they focused onimplementation This is the phase. they
state, "whan the project confronts the reality of its institutional setting and proje’oct plans must
be translated into practice.” They hypothesized tflat during this phase of an innovation a
"process of mutuai adaptation™ must evolve when the origina! innovation plans and the setting
in which it is to take root must adjust to each other. It becomes necessary then to examine this
mutaticn or implementation phase carefully in order to determine whether observed results
stem from the initial project plan$ or from the "interplay ot thé project with its institutional
setting.”

Berman (1978:158) indicates that a systématic investigation of the imple\mentation

phase of change efforts will hopefully *. . . provide more direct, more useful and more readily



generalzed advice 1o policy makers ™ He points out (p 160) that the need for implementation
analysis exists because of a recognition that ~ the installation of a technology . the
realization of a plan, or the enforcement of a law is neither automatic nor assured ™ He goes
turther and indicates that indeed ~ the othornes of social pohcies and mnovative plans
b
generally have been unprediclable and untortunate, at least i the eyes of the designers ™ 1t
only through a systematic analysis of implementation, he suggests, that improved pobcy
performance can be brought about | |
The danger that the nature of the change itself may be altered drastically dunng the
attermpted implementation is echoed by Rosenblum and L ouis (1981 29) Sarason
(1982 47tf) gives an example of this when he talks about the error in judgement In concluding
that the new mathematics program had been a failure when in fact it had never been
implemented as intended Lieberman and Griftin (1976 423) argue that the implementation
phase of educational change eftorts should be “treated systematically and exactly in reports ”
They, like Berman and Mcl aughlin, speak of the complexity which develops as a result of the
tusion ot the proposed change and its setting. and advocate a thorough analysis of this phase
Among the twelve chronic problems of the change process enumerated by Charters and
Pellegrin (1972:12) are many which relate to the implemematbn phase They speak of the
fallacious assumption that "general, abstract values and objectives will easily be translated
into new and appropriate behaviour patterns.” They point out the fact that it is often assumed
s
that once gﬁ;ctural changes are put in place, appropriate behavioural changes will automatically
tollow. They mention the tyranny of time and the frequent absence of essential resources
during the implementation phase and speak of "the absence of managerial and mohitoring

procedures to assure implementation and to alter plans in the face of contingencies tha!

inevitably occur.”

Ay

-

Nowhere do the authors mentioned in this section suggest that an analysis of change

and specifically of the implementation phase could or should result in a precise set of



specifications which those involved in attempting 1o introduce an mnovation ought to follow in
order 1o ensure success Rather they would argue, like Hernott and Gross (1979 40) . that
inquiries of this sort
whether based on case studies or sample surveys. do not and cannaot
provide a set of precise rules or specifications for the management of educational
change efforts This statemant. however, should not be interpreted as implying
such investigation$™ are of little value to the educational practitioner Quite the
contrary. studies of this kind can be of great importance and utility to men and
women who manage educational innovations because they offer them tresh

perspectives, sensitize them to types of vanables which otherwise might easily be
ignored. and suggest functional ways of conceptualizing the change process

\
CHAPTER SUMMARY
+ In this chapter the literature dealing with change was examined from three different
perspectives In the first case some of the general models of change were reviewed The
Jiterature dealing with the role of leadership in the change process was then examined and
finally the literature dealing spectfically with the implementation of change was reviewed
* The more general models of change provided an overview of the major orientations
which have been adopted and brought to bear on the problems associated with change Each
of the models which were reviewed tended to emphasize ditferent features of the change
process. The review indicated clearly that while the models are not discrete or completely
separate from one another conceptually, they do provide a particular perspective from which to
approach a .change project. either normatively. for planning and implementation purposes. of
descriptively, for pumoses of understanding and analysis. Elmore (1978 22C) emphasizes the
value of this eclectic approach to the different models and draws ansntion to the need ”~  to
understand when cenaiﬁ tools of analysis and strategies of actibn are likely tofpay oft and when
not.” !
TF\B literature dealing with the role of those in leadership positions wzs also reviewed.
with consistent suppon being found for emphasizing the crucial nature o‘f this element or tactor

in any change attempt.
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Finally, the literature dealing more specifically with the impiementation phase of the
change process was exarmined Both the Elaborated Leadership Obstacle Course model and

the Fullan model were designed to address this particular phase of the change process



CHAPTER 111
DESIGN OF THE STUDY

METHODOLOGY

The study was conducted through an analysis of the written case studies of the four
specified projects, and of other relevant documents

The case studies were analyzed initially using the Elaborated L eadership Obstacle
Course (ELOC) mode!l developed by Herriott and Gross (1979 359)

The case studies were also examined from the broader perspective proposed by_

Fullan (1982.56). He presented a list of fifteen tactors which he identifies as influencing

implementation. These tactors were broadly categorized into (1) characterisitic§ of the change.

(2) characteristics of the School District. (3) characteristics of the School, and (4) characteristics

external to the local system. ~

THE ANALYTICAL MODELS

The two analytical frameworks which were used in the study were considered to be

appropriate for a number of reasons.
v

Ih L

The ELOC model focuses on key tasks which, Herriott and Gross contend, must be
addréssed by those in leadership positions in any planned change. Ingram and Mclintosh
(1983a) identified the project coordinators as central to the implementation efforts in
Education North. These were not the only individuals involved with Education North in a
leadership role, however, and the study examined the ;Jart played in the elxercise of

leadership in general in the four selected projects. This model aliowed for the systematic

41



analysis of the work done by all key individuals during the five stages of the implementation

phase
The Fullan Model

The tifteen tactors identitied by Fullan (1982'56) provide a broader basis for the
examination of the-four case studies. He mentions (1982.55) that he has "attempted to be
comprehensive by identitying the major categories of factors which influence implementation
He turther suggests that “the fifteen tactors ° causally influence implementation in the
direction of gome sought after change = He also emphasizes that the factors should not be
seen in isolation. Rather, they form a system of variables which interact.” The complete list of
factors is provided below ) ’r

A _Characteristics of the Change

Need and relevance of the change

Clarity
Complexity
Quality and practicability

B. Characteristics at the School District Level

¢

L=

5. The history of innovative attempts
6. The adoption process

7. Central administrative suppor and involvement
8. " Statt development and participation
9

0

Time-line and information system
Board and Community characteristics

C. Char isti h hool Lev

11.  The Principal

12. Teacher-teacher relations

13. Teacher characteristics and orientations

har. risti xternal ]

14. Role of Government
15. External assistance

Fullan admits that his list is oversimplified and that his factors could be broken down
4



into more numerous components. He also admits that modifications¥ynay have to be made to
his titles in order t0 ensure relevance when examining any particular unit ot change

The Qinteractive and pervasive nature of the fifteen factors demands that the questions
which can be applied to the case studfes be of a general nature For example, relationships
must be exami‘ned throughout the entire project though the significance of their impact may be
greater or lesser depending on the moment. The same can be said of the roie of government,
external assistance and so on

In an attempt to analyze the four projects in the study by applying questions
developed from these factors, it is necessary to keep in mind the added dimension raised by
Fullan (1982:27) and which he refers to as "the subjective meaning of change.”™ He points out
(p.29) that “the transtormation of subjective realities is the essence of change ~ He warns ot
the dangers of "false clarity” which occurs when people think they have changed but really
have not, and points to the need to identify who says what, when attempting to interpret what
is presented as fact. There is a sense in which this consideration relates specifically to the
matter ot credibility emphasized by Guba and Lincoln (1981:105). Fullan (1982:37) does point
out, however, that "the analysis of the subjective and obj?ctive aspects can be useful for more

specific and etfective planning of changes "

CASE STUDY METHODOLOGY
The methodology used in this study was ‘that of the case study. Hermiot and Gross
(1979:354) reter to the usetulness of this approach in describing and analyzing “the
complexities and realities of change efforts and the personal, social and cultural factors that
inﬂuénce them.” Borg and Gall (1983:489) state that "the main justification for case studies is
that they have thé potential to generate rich subjective data that can aid in the development of
theory .. . " Stake (1978:7), while agreeing that case studies can be used to assist in building

theory through the"testing of hypotheses, argues that their "best use appears I. ..tobefor
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adding to existing experience and humanistic understanding.” He also points to their
usefulness in attempting to discover “explanatory laws.” Macdonald and Walker (1975 4) point
out that "as a method of research, the case study commands a respected place in the
repertoire of theory builders fron\\ a wide range of disciplines ~

Bogdan and Biklen (198}%\ 2) use the umbrella term "qualitative research to \ﬂer 1o
several research strategies that share certain characteristics = They include case studies under
this umbrefla term  Among the characteristics they mention are data which are “rich in
description of people, places and cotversations.” and a concem “with understanding
behaviour from the subject's own frarhe of reference " Guba and Lincoln (1981 375) also reter
to the "thick description”™ which case s‘fudies provide and which are essential to qualitative
research. They further reter to the usefulness of case studies in providing an experimental
perspective, a point also emphasized by Stake (1978 5). \

Mouly (1978:259) in referring to case studies as ex-post facto research, states that the
identification of antecedents “responsible” for the occurrence of fhe pheﬁomena described in
the case is one focus of such studies. F(e states: "Again, the investigator is presented with a
fait accompli; his task is to locate its ‘cauge’ and presumably its cure,” by the application o;
whatever investigative techniques are reﬁgvant to the case being examined.

The special difficulties associate%i with naturalistic or qualitative research, and
consequently with cz;se studies, are ment}i‘oned by Guba and Lincoln (1981 :10311)‘_ Four basic
concerns must be addressed in all researcih namely, truth value, applicability, consistency and

\
neutrality. The authors indicate that in naturalistic enquiry the four terms matching these

concepts are credibility, fittingness, auditatl?imy and confirmability. .
Credibility refers to the accuracy ok the case descriptions in describing what Guba and

Lincoln {1981:105) refer to as the "one rea,l‘wf Macdonald and Walker (1975:9), however,

point out that "it is implicit in the notion of \ se study that there is no one true definition of the

situation,” and emphasize the need to validate the case description by referring to the people
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involved Contirmability relates to credibility and demands that the data prggented in the case
study be factual and confirmable Again. the process of triangulation in data gathenng. or the
using of a number of distinct means to collect data which are then tested for oongruencef
assis‘ts in ensuring that the substance of the case studies is confirmable. The fourth of the
concerns mentioned earlier was generalizability Guba and Lincoin (1981.118) describe a
generalization as a "i:oéna;ext free proposition.” As it is impossible to generalize about human
behaviour, the authors suggest that a mare useful concept may be that of "working
hypotheses that fit more or less well into a context other than the one in whuch they were
derived = The crucial question then becomes, not whether particular findings are generalizable
in any broad sense but rather whether or not there is sufficient similarity or fittingness between
the context in w‘hich the working hypotheses are to be applied and the one in which they were
Jenerated.

A number of strengths can be identified in the case-study approach. Macdonald and
Walker (1975:4) point out that case studies “can generate a theory as well as test one.” while
Hofferbert (1974:138) draws attention 1o the fact that the case study allows attention to be paid
to the psychologicafdimensions inherent in the events being described. \

There are obvious inherent weaknesses in the case study method which must be
considered. Majone (1977:82) points out that questioning decision makers after the fact can
produce unreliable data. Macdonald and Walker (1975:4) mention that “case studies are always
partial accounts, involving selection at évery stage, from choosing cases for study to sampling
events and instances, and to editing and presenting material.” Hofferbert (1974 139) echoes
this concern when he refers to the fact that the "necessary selection and filtering of data
weaken the approach.” |

Macdonald and Walker (1975:5) also list a number of problems which a case study

worker might encounter:

problems of the researcher becoming involved in the issues,



events or situations under study;

problems over contidentiality of data;

problems stemming from competition from ditterent interest groups

tor access to and control over the data;

problems concerning publication, such as the need to preserve

anonymity of subjects;

problems arising tfrom the audience Qeing unable to divtinguish

data from the researchers’ interpretation of the data

In the application of this concern to the development of the case studies, attention

was paid 1o ensuring the representativeness of the sample populations to which
questionnaire/interviews were administered Where feasible, as in the case ot teachers, all the
statt members of the schools ipvolved in the study were given questionnaires At the broade:
level, the evaluation findings have not been presented in a generalized manner  Rather they
deal with indivedual projects and communities and attention has been given to the thorough

_and caretul description and interpretation of the project events Such a presentation appears

1o be in keeping with what Guba and Lincoin (1981 119) detine as a "thick description ”

DATA COLLECTION

The researcher served as project administrator for the evaluation team which
undertook the evaluation of the Education North project fram 1979 to 1982. As such he was
involved in the collection of basic information regarding the communities and their projects
This involved the intewiewing~ot parents and society officials in many of the projects and the
administration and analysis of the questionnaires received from tea(ﬁers_ While this
involvement may have increased tﬁe possibility ot the researcher becbfning 100 involved with
the various projects, it strengthened the case studies in several ways. it allowed the researcher
to record first hand irﬁpressions and insights; it made him aware of information whigh might
otherwise have been overlooked _and facilitated access to data which might not have been
available otherwise: it enabled him to identify the key individuals in each of the projects: it

improved the reliability of the data “collected from participants as these were Cross validated by

reference to documents and by other members of the evaluation team.

/

$
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CHAPTER SUMMARY

In this chapter the design of the study was described. The two analytical frameworks
used in examining the case studies were discussed The case study methodology which was
used in this study was also discussed and the strengths and weaknesses inherent in such an
approach were presented. Finally, the means used to collect the data which were the basis for

the case histories of the Education North projects were described
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CHAPTER 1V
THE CASF. STUDIES

INTRODUCTION

.

In this chapter the lour case studiex are developed for the four projects selected trom
Ihos; involved with Education North trom 1979 1> 1982 The four case studies deal with those
projects which were considered to have used "the family of stratégies™ which Ingram and
Mclintosh (1981 137) identitied throughout the communities in Education North  These
strategies were. (1) The Project Strategy where effort was concentrated on a pérticular task or
series gf tasks. (2) The Funding Strategy where the method of operation was to provide funds
to schools and other local groups so that they could undertake activities considered to be
compatible with the aims of Education North, (3) The Society Managed Strategy which varied its
mode of operation between the two earlier strategies depending on thé particular activity which
was being undertaken. It was found, duging the evaluation ot Education North, that these
strategies were used in Little Red River, LaciLa Biche and Slave Lake respectively.

/

The tourth case study presented in this chapter recounts the events and aclivities of

the Education North project in Wabasca-Desmarais. Of the seven projects involved with

* Education North between 1979 and 1982 this was the only one which had its financial suppon

withdrawn by The Minister ot Education through the termination of his agreement with the local
society. This termination took place in April 1981, more than a year before the agreement was
due to expire, and it effectively extinguished any faint hopes that might have remained

regarding the successful implementation of that project.

48
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v LAC LA BICHE
kgroun

The town of Lac La Biche is located approximately 200 kilometers north- east of
Edmonton and is the centre of an area in which there is a variety of productive activity The
region provides substantial employment in agriculture, fishing, lumbering, the oil industry and
in to;Jrism_ There are approximately 10,000 people living in the general vicinity of Lac { a Biche
though only 2,000 of .these are in the town itself. The population of the region is composed ot
a variety of ethnic groups with sizable minorities of Cree and Chipewya Indiéns, Metis,
Lebanese, French and White Russian as well as Anglo-Saxons.

There are eight schools in the Lac La Biche School Division, with four of these in the
IOWF'I itselt and the remaining four in Wandering River. Plamondon, Caslan and Rich Lake
There is an enrolment of just over 2,000 students in these <ight schools. There is also an
Alberta Vocational Centre in Lac La Biche which provides some additional educational services
to the adults of the region.

]

Figure 6 indicates the location of the communities involved in the Lac La Biche and

Region Education North Society.

The Proj
In some respects Lac La Biche had an advantage in its dealings with Education North
in that the Superintendent of Schools for the Lac La Biche School Division, Mr E L Deutscher,
was appointed to the Minister's Advisory Committee for Education North in August, 1978. A
month later, in September 1978, Mr. Deutscher called a meetfng in Lac La Biche of the Parents
Advisory Committee to the School Board. This committee was made up of two parents from
each school community in the School Division. The purposébf the heeting was to acquaint

the members of the committee with the Education North Project and to initiate events which
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might lead to the participation of community members in the Lac L a Biche regon init  The
board of trustees of the Lac La Biche School Division passed a motion in late October 1978
indicating its willingness to permit Education North activities in its schools and this information
was submitted to The Minister's Advisory Committee which, at its December 1978 meeting.
approved the request in principle and advised Mr Deutschei\tbo proceed with plans to develop
a more detailed proposal A set‘meenng was called in Lac La Biche shortly after this which
it was reported by the Supernntendent. was well attended At this meeimg Mr Deutscher, who
was presiding, advised that the project had to be "a community initiated™ eftort This was
perceived‘by the teachers who attended the meeting, to be a request that they not take an
active part in the proposal development or in the planning activities of the group A Planning
Committee of eleven members was established at this meeting and ideas were discussed as to
possible components of programs which would be presented in the proposal Mr Deutscher
was not on this committee nor were any teachers  One of the school principals. Mr Randy
Clarke from Central Elementary School in Lac La Biche continued to serve on the Planning
Committee and subsequently became one of the Directors of the Society For quivtev some
time, however, he was the only educator who indicated a clear willingness to become actively
involved with the project.

The Coordinator of Education North, Mr. Fred Dumont, met with this Planning -
Committee in Febmafy 1979 and advised them on how best to prepare their proposal for
funding. The initiative at this meeting was taken by Mr. Joseph de Cardinal, a recent arrival in
Lac La Biche. Mr. de Cardinal was, according to both Mr. Dumont and Mr. Deutscher,
well-educated and articulate. He managed to arouse a Iot of interest in the project among the
native people. At this meeting Mr. de Cardinal presented Mr. Dumont with a proposal which
was much more comprehensive and detailed than that which he had received from Mr.

" Deutscher some months earlier. The major component of this proposal was what was referred

to as the Aurai-Oral component and by far the greater part of the proposal was devoted o it
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The Aural-Oral program design was considered 1o be a primary pnorty by those
mvolved in developing this proposal  Excerpts from the proposal help provide an
understanding of why this approach was advocated and what it entailled

It was recognized early in the proposal that “total community participation is the tnue
mtent and policy of this proposal = The basis for need for the proposed program was to be

found in the tact that

The universal language spoken is English with the predominant second
languages spoken in the region being Cree, Lebanese. French and Ukrainian
Cultural difterences, though distinct, are minima!l in terms ot the people’s ability
10 coexist and interact. Socially speaking. the Lac La Biche regionis in a
transitional phase where the developmental trend for most groups is toward a
Neo-European democratic society structure

The proposal was developed in an attempt to overcome some of the burdens felt by

students whose first language was not English

Wherever there exists a language barrier for the student to overcou(e
the potential to learn is compdunded and retarded. The need to relate to and
comprehend the “meanings” and "associations” of the new language then
becomes the primary focus ot concem for the student In essence the student s
heavily burdened with the task of not only "leaming™ a new language but also the
lessons. ;

.

The main thrust of the proposal was "the development of a unique ‘Parent-Student
Teacher™ mode! with the interests of the students being the major concern  This model weuld

necessitate the development of a new curriculum which, it was hoped, would “eventually
A

become an on-going part of the present school system.” What was being addressed was the

"need to develop a quality program primarily aimed at total English immersion.” The proposed

program was quite comprehensive and sophisticated:

Languages differ from one another in more ways than word sounds and
grammar. They differ in concepts, symbolism, structure, association and
feelings. The development of the Aural-Oral component in this project will be
undertaken by each different cultural / ethnic group. Each group will select
parents from their respective communities to develop supplementary materiais
and study programs to be used as an addendum fo the current curricuium in

-
-



school. The suppiementary matenals would then be used by parents in a
classroom situation under the direction of a teacher as a supplement to a
student's English language curriculum This also is applicable at the communmity -
level This component must have parents {rom each respective community who
possess a fluency in their mother tongue and in English to assure the
supplementary matenal is developed and is taught to the students from thetr
community ’

This proposal which, according to both Mr' Dumont and Mr Deutscher, was
prepared by Mr. de Cardinal, contained a number ot components in addition to the Aural Oral
program - - "the project’s scope is defined to include other inter-related activities which will
lend greater flexibility to the overall project ™ The other components. which were not spelled
out in great detail. dealt with a Truancy Prevention Program, Cultural Werkshops. A Cultural
Resource Museum, An Enrichment Program and a Language Development and Ennchment
Program tor pre-schooi children in the Caslan area

Mr. Dumont. in his notes of the meeting which he placed on file on 19th February
1979, indicated that the Planning Committee represented a broad spéctrum of ethnic, social
and racial g}?oups. He noted that the Caslan community appeared to be ably represented and
that area representation from Plamondon was Still lacking. Due to extremely inclement weather
only six of the eleven committee members were able to attend the meeting, though Mr
Dumont indicated that he contacted several of the absent members on the following day
These notes recognize Mr. de Cardinal as the Chairman of the committee and as the author of
the proposal. In commenting on the Proposal Mr. Dumont appears to be quite critical  ~ the
project must allow for emphasis on altemative support programs other than the Aural-Oral
endeavor originally proposed.” He also noted that:

... the original proposal will not do the kinds of things the committee
talked about. A new proposal which describes the various components of the
project and the program to be underntaken by each community group is to be
developed and submited to the committee and then the coordinator . . . .
Matters did not progress qui'te as rapidly as Mr. Dumortt seemed to hope they might

and it was not until April that the Lac La Biche group was in a position to avail themseives of his

offer to help them ~. .. fleshout. . . ° the proposal. In April he again attended a public meeting
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in Lac La Biche at which the chainnan was Mr Brian Chudy. a community development officer
working with tne Regional Economic Development Council in Lac La Biche. Mr Chudy had
resided in Lac La Biche for about a year and had replaced Mr de Cardinal as chairman of the
planning committee when the latter left the area. shortly after the February meeting with Mr
Dumont Committeg members were unable to sa)} where he went 10, just as they did not know
what his ongins were )Following the discussion at this meeting it was decided by the Planning
Committee that the tive school communities in the area and all eight schools would be involved
in the project Program details tor each community were not finalized, however

It was reported by Mr Deutscher, in an mterviéw with a member of the Extemal
Evaluation Team in May 1980, that there was a substantial amount‘bf apprehension and
nervousness in the community and in the schools concerning possible directions which the
project might take. Communily members were unsure of their position in relation to the school
jurisdiction and the schools and the educators were uncenain as to how the commur‘;i:ty would
react to the invitation to become involved in the schools Mr Rick Sloan, a later President @@

the Society, referred to this period of uncertainty and apprehension as . a vacuum of
undé’FStanding on the part of Alberta Education Thfey appeared to think you could get
development by immaculate conception.”

Matters ma); not have been quite as bleak as Mr. Deutscher and Mr Sloan envisaged
Subsequent to the April meeting, Mr Chudy presented a proposal to Mr. Dumont and, with
minor modifications, this proposal was presented to The Minister's Advisory Committee at it
meeting of June 7, 1979. The prc%osal emphasised three areas of concern where the
committee felt that increased parental involvement was seriously needed. These areas were

a) A Mutti-ethnic Resource Centre and a Cultural Museum,

b) Parent participation in classes,

¢) Multiple Option Program - - language (aural-oral component), discipline

discussion groups, French programming.
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The proposal was approved in principle, with the request that the program plans for the project
and a detailed budget be submitted It was also recommended that immediate steps be taken
by the group to become incorporated as a society. In July and August Mr. Chudy organized
three public meetings to obtain input regarding the details of the project proposal On Ocrobei
18 and 19 he met with Mr_Lalta Kunjbehari, the acting provincial coordinator for Education
.North, and together they finalized the proposal, detailing how the project would operate in the
difterent communities ang allocating costs to each proielct component

The process of incorporation had been completed on October 4,1973. The Board of
Directors consisted of eleven members representing four of the five communities which it was
planned to involve in the project. There was no representation from Plamondon on this first
©
board On October 29, a meeting was held between the Boardgt Directors of the Lac l a
Biche Education North Society and the acting coordinator of Education North, Mr | alta
Kunjbehari. At this meeting the "Schedule A™ forms or detailed project plans, were discussed
It was also decided that since the Lac La Biche project was of an "umbrella™ nature, with five
diﬂerer.n communities involved (Lac La Biche, Plamondon, Caslan, Wandering River and Rich
Léke) it would be necessary to establish parent committees in each of these communities to
oversee tife various activities.

A project coordinator, Mr. Phil Coutney, was hired in November 1979. .Mr. Coutney
was born and raised in the town of Lac La Biche and had Lebanese and Native ancestry. He
was well-known and was seen as having good contacts with people in all segments of the
éommunityi His father was a popular figure in the town and was a long-standing member of the
School Board.

Beginning in 1980 the Lac La Biche and Region Education North Society set about
establishing operational procedures. They routinized their methods of conducting meetings

and refined their procedures for dealing with policy matters. Forms were developed to facilitate

submission of proposals by the local groups, and procedures. and criteria for assessing the

'
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suitability of these proposals were drawn up. These torms requested the local groups to
provide information regarding the title of the project, the names and addresses of those who
would be responsible, the objectives and anticipated outcomes of the project, the activities
planned and the duration ot the program along with anticipated costs. Finally, each local group
was requested to identity the proposed project under one of the four theme areas appr0véd by
the Board of Directors, namely, Cultural Resource Centre, Truancy Prevention and
Awareness, Parents in the Classroom and Language Enrichment.  Budgeting and
book-keeping procedures were also put in place, staff evaluation practices were instituted. and
projects got under way in five of the communities.

The minutes of the meeting of the Board of Directors for February 12, 1980, indicated
that projects were under way in Plamondon, Rich Lake, Wandering River, Kikino and Lac La
Biche itself. In Plamondon the parents’ group had held what was reported to have been an
excellent puppet workshop on February 5. In Rich Lake, the principal. Mr. Selwyn Jacobs,
was reported to have purch‘ésed photographic and video equipment to assist students in
interviewing and recording information from older members of the community. In Wandering
River the community group had already purchased épinning equipment and were working on
becoming familiar with it. There was also a music and dance group active in Wandering River In
Kikino the local group had organized dancing lessons and two classes had already been heid
Finally, in Lac La Biche itseltpainting classes were under way, conducted by a professional
artist who was also a resident of the community. |

Mr. Chudy, the President of the Association, had resigned in early January 1980. He
had been replaced, in an acting capacity, by Mrs. Kathy Lawson, who t\iad been Vice-President
of the Association. , » i

While the Association started out with projects in each of the five school corrimunities
it was quickly forced to deal with a request from the Kikino arc;a, a Metis settlement south of the

town of Lac La Biche, that it, too, be included in the project although there was no school



there. This request was acceded to. Steps were taken to ensure that each local sub
committee was represented on the Board of Directors. The town of Lac La Biche was given twa
representatives on this board though there was considerable ditficulty in establishing a local
parents’ group in the town.  Each of the remaining five communities was requested to appoint
one representative each. Three board members were elected from the membership of the Lac
La Biche Education North Society and the Lac La Biche School Board appointed one director

The Board functioned in much the same manner as did the provincial Education North
Project, dispensing funds to the community sub-groups. provided their proposals met the
criteria which were established by Education North and by the parent association in Lac L a
Biche. Each community was allotted the same amount of money and the local groups were
encouraged to develop proposals in those areas of greatest interest to their own community

While the funding for each of the six communities was raised in 1981-82 to $4,500. an
increase of $1,000 per community over the previous year's figures, the Society operated much
as it had from the beginning o; 1980. Ingram and Mclntosh ( 1983a:85) indicate that minor
adjustments of a fine tuning nature were undertaken but no major changes in policies or
procedures ocq;r;ed.

By the summer of 1982 there were active programs in place in all six of the project
communities, involving both parents and teachers. .The adults in these communities were

! 4

actively involved in the local sub-groups; indeed in some of the communities a large majority of
the community’s adults were involved. Students in all eight schools inzthe Lac La Biche Sthool
Division had been involved in Education North sponsored programs; in some of these schools
all students had been involved. Many of the programs were aimed at providing both students _
and adults with an opportunity to leam more about, and appreciate to a greater degree, their
own particular culture and heritage. It is also worth noting that the data obtained in interviews

with Education North personnel and School System and School administrators in May, 1980

t
indicated that teachers and the school system staff generally were somewhat reluctant to get
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involved with the project in 1978 and 1979 Ingjiram and Mcintosh (1983a: 88) indicatod,
hqwever, that by mid 198é the support for, andj positive feelings towards. the Lac La Biche
Education North Society. which thesé groups irjidicated_ were quite L;nambiguous Table 2
provides a listing of the projects undertaken iﬁ tihe Lac La Biche and Region Education North
Society during the three years from 1979 to 1982, It should be noted that many of these

projects were of an on-going nature and some otthem continued right through the entire three

year period.

This increase in understanding of the“prqject and in suppon for it is borne out by the
comments made by school administrators and }School Division personnel TT:: interviews with
External Evaluation Team m‘embersA This devéloéing support is evident also in a letter which
was sent to the coordinator, Mr. Coutney, by t;he secretary-treasurer of the School Division,
following a presentation to the board of trusteé; on May 4 1981. It stated, in part, "1 can assure
you that the trustees were very much impressbd with the projects of the Society and they
would like to assure you and them ot their coﬁtihued support. " It should be noted also that the

: 4
third President of the Society was a teacher ao‘ild vice-principal ai the High School in Lac La
Biche. This type of involvement was in clear c‘%ontrast to the non-participaticn by educators in
the earlier stages of the project.

Ingram and Mclintosh (1983a:88) sta#e that "there is considerable evidence to

conclude that the Lac La Biche Education Nofth Society has met the objectives set by

Education North.”
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Table 2

‘Projects Undertaken in the Lac La Biche and Region Education North Society

U - - - - [ o — -

CAS| AN

1 Dancing and Fitness. The objective was 1o encourage parents and students 10
experience their culture together through dance and fitness programs

2 Ceramics in the Classrgom. This.project Wps designed to (1) introduce parents
and teachers to ceramics in the classroom situation, (2) develop parents’
appreciation of education, and (3) improve communications between the
various etements of the community and between the community and the school

3 v ' ing Several parents were involved in
materials production for language arts, mathematics and other related subjects

KIKINO

/
1 Metis Dancing This project was designed to keep Native culture and tradition
alive through teaching and preservation of Metis dancing and making the
traditional costumes associated with the dance.

2. Kikino Awareness Program and Native Dancing. This project, an expansion of the

initial program, had three aspects: (1) a continuation of the Native dancing
program, (2) moccasin-making, and (3) a tilm program geared to develop an
awareness of, and pride in, the community

LAC LA BICHE

1. A[LﬂQﬂgﬁhQQS_oﬂered by a protessional artist living in the community to a group
of teachers and parents, using the facilities of one of the local schools.

2. A Mural designed to give Arnt 20 students and interested adults an opportunity
to work on a mural depicting the community .

3 Snowshae Project designed to involve parents and students in a language ars
project through oltdoor {(snowshoeing) activities.

4. Alberta Impressions. Students and adults were given an opportunity to view a
’ display of the works of Alberta artists and thus be encouraged to appreciate and

enjoy an, especially the work of local attists.

(continued)
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Table 2 (continued)

5 Concert and Dramg Productions  Parents worked with students and teachers
in producing Chnstmas concerts and a cultural awareness day later in the school
year.

6 Keeping in Touch. The publication of a student newspaper (several 1ssues per
year).

7 Square Dancing, The thirty students involved entertained fellow students and
senior citizens, and participated in the Music Festival

8 Tennis Fundamentals  The Physical Education 20 and 30 students had the
opponrtunity to learn the fundamentals of tenmis

9. Curling Fundamentals, The Physical Education 20 and 30 students had the

" opportunity to learn the tundamentals of curling (Both ot these projects involved
parent volunteers from the cemmunity)

10 Native Handicratts in the Classroom, Two junior high school classes were
involved in making moccasins and mukluks.

11 Community At Show, A two-day Art Show was conducted in December 1981
Over thirty local artists participated

12. Muklyk Making. A two-day mukluk-making course was conducted involving
approximately fitteen people - - students, parents and teachers

PLAMONDON
1. Local History Research Program, It involved the collection of historical stories and
[ 4 photographs and the developgaent of a puppet production about the French
pioneers.

2. Library Story Time and Cuttyral Enrichment in the Classroom, .Parents were
involved.in reading and telling stories to children ir})enqefner‘o grade 5.

3. m, r lter h ience Fair, A sciei/ce fair was held in each of the
last two yedrs of the project. A computer (TRS #80) was purchased and students
were taught the fundamentals of computer usage.

4. Music in the Classroom. This project, for kindergarten to grade 3 students,

involved the developme @i a recorder band, a parents’ music workshop and a
Kodaly-type percussion 68nd. ’
R

(continued)
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Table 2 (continued)

5 Leathercratl, “This short (3 week) project taught the older boys about tanming,
cutting and working with leather

6 ceramics in the Classroom. Over a short period of time, parents worked with

students (grade 6) in crafting ceramic products

7 Racket Production Project

RICH LAKE

1 Cross-Country Skiing, To encourage language development through education

for students in kindergarten to grade 6 Parent volunteers worked with the
students.

2 Library Epnrichment Program, Several books were purchased Parent volunteers

participated by telling stories and working on puppets

3. Cultyral Resources Library This program was geared to develop videotaped

historical materiails about the area. Students were trained to operate audio-visual
equipment and cameras, and to do the research necessary to develop the history
« ot the community. -

WANDERING RIVER

1. Grandparents, Parents and Children in the Classrgom, Thirty to forty parents

worked with students on activities : gh as cooking, ceramics and puppetry

2. Spinning and Weayving, Parents were involved in teaching spinning and weaving

to studen_ts. y

T

3. Music in the Classroom. A member of the community worked with students in the

classroom on a music progfan%



LITTLE RED RIVER

Background

The three separate communities which became grouped togéther in the Little Red
River E ducation North Soc.ieiy were John D'or Prairie. Fox Lake and Garden River The tirst two
of these are Indian reserves and the third is a small settlement on the Peace River inside the
boundaries of Wood Buttalo National Park The communities are located in the extreme north
of Alberta, east of Fort Vermilion. John D'or is accessible year round by road and Fox L ake and
Garden River have air-strips and are also accessible by winter roads. Garden River is located
just inside the western boundary of Wood Butfalo National Park, and is the most isolated ot the
three communities. Most of the people in all three communities are Crees, belonging-to the
Lim;e Red River Band, and there is considerable seasonal rhigration between the three
communities. The population of the entire area is about 1,250 people %p;ﬁximately 600
in Fox Lake. 500 in John D'or and about 150 in Garden River. Of these, fewer than tifty are

-

white and these are mainly teachers, nurses and Hudson's Bay Company workers

>

The p’!ation of the entire region is extremely transient with people moving from
community to community comfortably and comparatively frequently. This is facilitated by ‘the
common ancestry of the residents of the three communities and the tamily relationships
existing between them. Until the 1950's most of the people in the area lived in an extremely
nomadic fashion, moving from one encampment to another along the banks of the Peace
Rwer. In1957 the Deparfment of Indian and Northern Affairs established a reservation at Fox
Lake anld seven years later, in 1966, a second reservation was allocated to the Little Red River -
band at John D'or Prairie. This second allocation was on what was considereq to be good
farming land and the intent was to interest the native community in adopting a more stable,

economically viable, way of life.

Not all of the native people in the area settled c~ the reserves, however, and a
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substantial number remained in the community located on the bank of Garden Creek, a tributary
of the Peage River, located just inside the western boundary of Wood Buffalo National Park
As a result of its lo€ation within the Park, residency in Garden River was and is strictly controlled

and those who are unable 1o trace their family lineage to the community are not permitted to

—

settle there. The boundary of the Park, which was established in 1922, is located on the tifth
meridian in this area, and it was where this line crossed the Peace River that the e*st
Hudson's Bay post in that region was located. Figure 7 indicates the location of the three

communities involved in the Little Red River Education North project.

The Project

In the autumn‘of 1978 the provincial coordinator of Education North, Mr. Fred
Dumont, informed the Superintendent of Schools for Northiand School Division, Mr Don
Weavér, th;'n a number of schools under his jurisdiction could be eligible for involven:ent in the
Education Nortr{ project. In early October of 1978 Mr. Weaver informed the teachers in the
three Little Red River Schools of the project aqd sought their SL‘lppOﬂ. For some years
Nonh'éand School Division had been attempting to put together a Grades One and Two
reading program of relevance to Native children in northern Alberta. Sister Bernadette
Gautreau, a teacher in John D'or, had worked on this project for some time. in the first praposal
submitted to The Minister's Advisory Committee for Education North, Mr. Weaver referred to
;his project. He stated that the purpose of the project, which later came to be named ICAN
(Integrated Curriculum Adaptation for Northland) was, essentiaily, to integrate areas of the
students’ background with concepts stated in the Albenta curriculum.™ During 1974-75 the
three experienced teachers on the team assigned to the project developed materials covering
all areas of the Grade 1 Curriculum excluding arithm‘etic and reading. Specific areas attended to
were: (1) Developmental Readiness; (2) Core English; (3) Monthly Books; (4) Discussion

Pictures; (5) Phonics. These materials were field tested during the 1975-76 school year,

-
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»
modified where necessary. and subseqguently adopted throughout the-entire Northland o«
~ 4 '

School Division
In 1977-78 this same team of teachers began work on a seres of Grade 1 reading
texts and this was to form the basis for the proposal for Education North. Mr Weaver hoped

that Education North could provide necessary funding for this curriculum developmerit project

On October 27, 1378 the Northiand School Board passed a motion indicating its willingness to

cooperate with Education North, and this information, along with an outline proposal, was
3

submitted to Mr. Dumont  This proposal was entitled “Production of Grade One and Twg

l h ivision.” it was basically an expansion of the work which the ICAN team had

been working on though an addendum was included which indicated that if the proposal was
approved by The Minister's Advis(;ry Committee g local Society would be estab ) hed to
“dévelop the proposal in greéter detail bar';d d\e\}‘lineate responsibilities and Fr;voéément of the
participating groups.~ A number of names ot reéidems of the communities who had been
involved with the tonnui;ation o_t the proposal. was also included. In his reply to Mr Weaver,
dated November 8, the pr0vinciql coordinator identitied a nquer of problgm areas in the
proposal. He emphasized a need }o indicate clearly that local, lay peo})le would have o be
involved in the project and he also recommended that production costs should not be
emphésiz;d at ;his.time. The letter indicated that . . . the proiect idea is basically sound and

can easlly be made to fit the guidelines for funding set out by The Minister's Advisory

Commmee on the question of community involvement Dumont was emphatic:

»

. 1t is crucia) that the project proposal emphasizes the case for local lay
people involvement In content oriented and other activities related to Iocallzmg
curricular faterials. The Committee gssumes that if the expected outcomes of
this process are achieved at the end of thé exercise, the materials produced as a
result of this joint effdrt (professional educator and client), will be of greater

‘IR benefit to the student in the classwas well as doing these other things.

Interviews with memberg of The Minister's Advisory Committee for Education North
- \ . .

-



6t
indicated that there was a concem that this particular proposal was not really “community
based” but rather “school-based ~ Indeed one membaer of the committee indicated that in this
i
case they were merely tunding the re-writing o! a curriculum, which was something that ¢
Northland School Division would have had to do anyway ! There was considerable discussion
and concern at the advisory level regarding the extent of community involvement in
developing the preliminary proposal which had been drafted and subrtted by Mr Weaver
This was in spite of the fact that Mr. Weaver indicated that he had obtained the assistance of
founteen community members during its formulation .
in an attempt to assure the members of The Minister's Advisory Committee that there
was local, lay support for their efforts, Mr. Weaver invited Mr. Dument. the provincial coordinator
tor Education North, and Dr. Harry Sherk, the Chairman ot The Minister's Advisory Committee.
d
to visit the three communities with him in March 1979 These visits took place on March 13 and
t 14 Dr Sherx, in his notes on the meetings which were organized during the visit, _indicated
that
In each case the following were in attendance: Mr. D. Weaver,
Superintendent of Schools: Sister Bernadette Gautreau: the principal of the
school in each community and a number of community representatives. On the
second day (i.e. March 14th) a meeting of representatives from all three
communities together with the others already previously identitied was held at the
school in Fox Lake. The tone of the meeting was very positive toward some kind
ot community-involvement project. No specifics were decided upon at this
mgmting. However, Chiet Daniel Nanooch indicated that opportunities wouid be
provided for local people to study the materials aiready produced in |.C.A.N.
project (integrated curriculum adaptation for Northland).
A revised proposal had been submitted to Mr. Dumont by Mr. Weaver on March 2 and
it was this document which forméd the basis for the discussions at the meetings in the middle
' of the month. This second proposal provided considerably greater detail rega‘rding the
intended partigipatign of local community members. The proposal stated that "A major \
. s .
4

: g r@sponsibil'n'y of the Society wul be to e‘choUrage community memters to make
"u. - . ) .

. content-oriented contribufions to the materials.” Further meetings were held in Garden River
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and Fox Lake on March 28 and 29 respectively, which were again attended by Mr Dumont. At
these meetings further proposal details were discussed. The meeting in Fox Lake on the 29th
of March was attended by Mr. Dumont, the principal of the fFox Lake school, Mr Kelly, M
Weaver. and twelve Nalive persons from the three communities. Subsequent to this meeting,
Mr Weaver, on April 19, submitted a revised proposal for "Education North for Grades1 and 2

‘ Reading Project.” with the request that it be presented to the Education North Committee tor
consideration This proposal documented in detail the extent of community involvement and
participation in meetings held to discuss curniculum matters over the previous six months The
actual letter ot transmittal accompanying the proposal was signed by fifteen residents of the
thfee communities along with Mr. Weaver This‘ third proposal contained a thorough statement
of ihe need for such a series of readers and also listed four “process products™ which were
intended to identity some of the benefits to community members which would result from)t[he

A

implementation of the proposal. These were:

—

Improvement ot decision making capabilities of individuals.

2. Improvement in group work skills and commitment to group goals and
objectives.

3. Improving community commitment to education.

4 Development of a more positive relationship between professional
educators and members of the community

5 Development of an increased number of positive identification models

for children in the community.

Mr: \Neaver also sem a copy of this third version of the proposal tc Dr. Sherk and in
the latter's reply‘ of May 1, acknowledging receipt of the proposal, the chairman of The
Minister's Advisory Commitgee mentioned that "the only concem that | have on this initial
reading isq)hat there does not seem to be a clear rationale for the budget or a breakdown
indicating what the various dollar figures will buy." Dr. Sherk indicated that it would be )
appreciated it ". . . further information relative to components of the budget™ could be

4

provided. -
p *

v
In addition to providing release time for teachers and administrators to attend
v . i " ’
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meetings associated with the project. Northland School Division had, to this time, been
covering the cost of transportation to and from the meetings For the most pant this
transportation had to be by air. As aresult of this Mr Weaver, ~"as an interested p;?ty in the
John Dor, Garden Creek, Fox L ake Education North project.” applied to Mr Dumont on !
March 19, for “front end organizational money for the project © No indication was given in this
letter whather or not Northland School Division was prepared to absorb all the costs v;/hich it
had incurred to that time‘lhough no request tor reimbursement was made.

Mr. Dumont had anticipated receipt of the revised proposal and had already invited
Mr Weaver and Sister Bernadette to attend The Minister's Advisory Committee meeting on
June 7 in Peace River . Mr. Weaver and Sister Bernadette were accompanied by Ms Agnes
Dumaine, a resident of John D'or. Their submission was favourably received and the proposal
was given approval in principle, though the group was again requested to provide greater deta
regarding the specitic plans for involving the members ot each communit)! and regarding some
of the budget expenditures. Mr. Weaver was further advised that his group should take
immediate steps to become incorporated as a Society, and a copy of the Act governing the
formation and operation of a Society along with the necesgary forms were provided In addition
the group was informed that “the Committee has recommended to the Minister of Education
that $70,000 of operational funds be approvel for the project on the basis of reimbursement ot .
expenditures incurred for the first year (April 1, 1_979 to March 31, 1980)."

A meeting was held in Fox Lake on June 20, 1979, which was attended by Mr.
Weaver, Dr. Sherk and Mr. Dumont along with members of the Society from Garden River,
John D'or and Fox Lake. At this meeting the mattes®! incorporéttion was dealt with and further
ptans were developed: Another meeting was heid-one v@eek later. which was attended only by
representatives of the three communities invoived in'the projec/t‘

Subsequent to these meetings, in a letter of July 11, requesting reimbursement for

travel cdsts associated with the ni"eetings,\ Mr. Weaver was able to inform Mr. Dumont that Mr.



ian Sewall had agreed to accept the position of Society Coordinator  Mr. Sewall had been
principal in Garden River in 1978-79 and was well known in the three communities. During his
term as coordinator of the Little Red River project he remained a staff member with Northland
School Division, with the Little Red River Project North Education Society reimbursing the
Division for his salary  In the same letter Mr. Weaver also stated that "at the last School Board
meeting, the Board agreed to look after the Grade One materials thus leaving the Grade Two
matenals for the Education North Society. In this way the Society will start from scratch ™

By the end of July 1979 the barristers retain;ad by Mweaver were able to inform Mr.,
Dumont that all the paperwork associated with incorporaﬁ'on wés complete.

The first rﬁeeting of the newly incorporated societ; was held in Fox Lake on
September 7th. The minutes of the meeting indicate that "Mr. Weaver briefed Mr Sewall on
what the society is and ﬁQw it was set up.” A number of organizationalﬁners were raised at

i
the meeting and Mr. Sewéll indicated that he felt he could have the project underway in about a
month and a halt. Mr. Weaver indicated that the revised p’robosal deal@nly with Grade Two.
was being typed and wquld be forwarded to the Education North office as éoo‘n as it was
completed.

On October 26, 1979, Mr. szlta Kunjbehari, the acting coordinator for Education

X
North, wrbte to Dr. Sherk indicating that he and the assistant coordinator had reviewed the

revised proposal and had a numbegof concerns. These were as follows:

\

1. Although the project has the potential for parental involvement there is

no indication how this involvement will occur. In view of staff and the Minister's
dvisory Committee members concerns on this point, this aspect of the proposal
quires amplification. ~

2. In earlier reviews af this proposal it was noted that the guidglines of .
Education Ndrth would not allow funding production costs ot materials produced.
Education North could fund the involvement aspect of the project with
production costs possibly picked up by Northlands School Division. $70,000.
yave been allocated in the budget for this purpose.

/3. Education North funding is on an annual basis with no provision for
/ carrying over funds from one year to the next. Yet the budget for this project "is



based on carrying the production budget plus any other underexpenditures
forwatd to the concluding year In this way the final production costs can be met ”

Mr. Sewall established local committees in each of the three communities and
appointed an assistant coordinator in each. In a Society Newsletter of December 18 Mr Sewall
reported that the three assistant coordinalors were Velma Sewebagaham troanarden River,
Dorothy L aboucan from Fox Lake and Norman St. Arnault from John D'or. He also informed
the residents of the co.mmunities that the actual collecting of stories to be i\nclAu'd‘ed i‘n the
readers was underway and between the thres local committees approximately eighteen stories»
had been collected to that date. The Newslene.rvlisted names of those who hadyprovided ?
stories, and the coordinator thanked them. The Society, through the Coordinatpr, organized
several task teams to attend to the different areas associated with (he project. Altogether there
were six separate tezlms. They were: (a) the story collecting team which rlecorded stor;es from
the communities; (b) the translating tedm which translated the storie-s into English; (c) the
writing tearh, made up of teachers experienced in Native Education: (dr basal writing team to
write the basic reader for grade two; (e) supplemental story writers and (f) artists to prepare

illustrations for the Reaq\e\rs Figure 8 shows the organizational diagram of the Society. as
<

presented by Mr. Sewall. ‘ A »

The work of the Society proceeded energetically and effectively in the first few
months of 1980. Wr_iting contésts were sponsored in the sthools and prizes were awarded b ~
" the Society for t-he best stories received. In an interview in May 1980, ‘Steve Walker, a teacher
at John D'or and vice-president of the Society, indicated that these contests had a stimulating
effect in the school. He reported that one child had written a story on kite-building and this had
led to a spate of kite-building anc\i ultimately to a school-sponsored Spring Madness festfval.

Colin"b'(el}y, the schéol brin‘cipél in Fox Lake ana presiéent of the SoEietyf. fepdrféd that some
of the stories were just excellent and gave a big boost to creatiye writing in the.schools. Pri.zes

of skates were awardec in Fox Lake and Garden River and a bicycle was awarded iry John D'or

 (where the roads made its use possible).
i L.
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Mr. Kelly also comq@ﬁzted cnthe difficu;ties thz_n the Society was encountering in the area ot
reimbursement of money alreacy spent. It seemed that the Society was constantly and heavily
in debt and did not appear i0 have much chance of getting out of it unless something drastic
was undertaken. Specific difficulties were encountered in May 1980, when the

Provincial Coordinator found that the bookkeeping and record keeping of the Society were not
in such a form that the Accounts Department within the Planning and Research Branch of
Albenta Education would approve reimbursement of payments which had already been made
by the Society This problem had been developing since June of 1979 and involved about
$18.000 in all In November 1980 Dr. David Young, the provincial coordinator ;or Education
North, coqpleled a detailed overview of the financial circumstances of the Little Red River
'Educétion North Society, and indicated that in his view the problems arose because the
Society began its activities immediately after receiving approval in principle on June 7, 1979,
but long before the matter of incorporation was cleared up.' He indicated that this action
appeared to have received at least tacit approval from the provincial office and.The Minister's ¥
Advisory Committee. He recommended that the Society be paid $18.000 to clear the debts
aAnd was quite explicit that “failure to receive some tundi.ng Yo compensate for its early s‘t-up
will likely rﬁean the demise ot the Society.” The Director of trfe Planning and Res&‘ch Branch
of Alberta Education, Dr: M.R. Fenske, enc_jorseq Dr.-Young's recommendation and on
December 5, 1980, The Minister of Ezucation, David King, authorised the payment, and a
cheque in tﬁe amount of $18,000 was mailed 1o Mr. Steve Wé‘lker, the President of the
Society, on Decembet 23, 1980.

‘ In May 1980, at the meeting of The Minister's Advisory Committee held in;f-’on

L
- Vermilion, the Somety requested that clause 4 of the contract between The Mmuster of

Education and the Society be amended This clause deatt with the copyright on any materials
which the Society might publish. The Society sdught to-have the copynght on ns books\F\emam

with the Society, as agents of the people living in the communities. The minutes of the

L .



meeting indicate that some members of {fie Advisory Committee expressed concern that as
the'project had been made possible through the availability of public monies, the results of the
project ought to remain in the public domain. Concem was expressgd too that unless the
Minister safe-guarded the rights of the public, the collected stories might remair; in a shoe box

in somebody’s basement. The clause in question was in fact eventually amended so that

copyrigh"i was shared jointly between The Minister and the Society.

“ %

By June of 1980 the Little Red River Society had coilected approximately one
hundred‘ and tifty stories from persons kving in the three communities. The work of translating
these stories into English was completed by the autumn of 1980 and early in the school ‘year
the stories were pilot tested hin the schools of the three communiti;s. Decisions' were made
regarding'the format of the readers and regarding the creation of pasters to accompany them

In"1979, in the early days of the project, there was a concern that not enough stories
would bq collected to complete the project. This concern was quickly set to rest and the
soci;ety members came to realize that many of the storiesynich they had obtained; though
unsuitable for the teaders, ought to be published and. made available to the communities. !t
was decideé to produce a book of legends intended for adults in the community. The name
Kayas, meanfng Lang Ago, was chosen and it was decided to have one thousand copies of
this book printed and one copy given to each family in the three communiteé. The stodesiin
this book were to be printed in English and in Cree syllabics.

| In an attempt to ensure publication of the readers and of Kay‘ lan Se\&/all_ on the
advice ‘o( Dr. Harry Sherk of the Planning and Research Branch of Alberta Education, and
chairman of The Minister's Advisory Committee for Education North, contacted the _&Qﬁﬁg
Mﬂw&ﬁove@erj 1“987oiarrljd‘ regpes_tyerd fiqanqial 7§§_sis_t§n>c‘:g Afot o

. publication of the stories. = ., ° ' .

In his Newsletter of December, 1980, the coordinato} for tﬁe Little Red River Reading

Project, Mr. lan Sewall, mentioned that ... we have had<bveral fine posters completed and

-

e

\
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handed in.” He also mentioned that Chapters 1_and 2 of the children’s reader were ready and
that Chapter 4 would be ready for typing in the new year. He also indicated that ~ we have

Jusrbegun the edit on our comMunity book.® The newsletter contams many references to
\
peo;)k_a in all three project communities who had been active with the project ltwas indicated
\ ' '
that the Society was now in a position where the intensive work of artists would be required and

children and adults alike were encouraged to become involved in preparing drawings for the

books,

On January 9 and 10, 1981, Mr. Sam Donaghey. the Treasurer of the Alberta Cultural
Heritage Foundation and Chairman of the Grants Committee for that Foundation, visited John
D'or and met with the Society executive and coordinator. The subject of the discussion was

the request, by the Society, for tunding to help detray the costs of printing the redders .

4

posters and book of legends. Mr. Donaghey was extremely impressed with the work of the
Society and his report indicates that he spent considerable time examining the material which
had been collected to date. He also advised the coordinator as to possible methods of haying
the books printed, which would both enhance the presentation and save costs. In his report

to the Foundation, Mr. Donagpey stated that:

It is most important that a commitment of the*Foundation support be
madé known as soon as possible, and | have indiceted that there be hews of this
nature available for them soon after our January 30, 1981, Board of Directors
meeting. | recommend the grant in the tull amount as per this schedule to a total
of $36:63200, less the amount of any grant received from Alberta Culture, or
other source, and less any savings realized frgm my personal recon. mendations
as indicated hereunder, or any other savings made elsewherb. )

As events \_trans\pired, the Little Red River Rgading Society also received a grant of

~ $5,000.00 from Alberta Cultp.re‘, in »a.ddition to the funding from The Alb'ena Cultugal I}e‘itage

Foundation. |
~  lathe first newsletter of the 1981-82 school year iw. Sev»’/all reported that 200 sets of

i

pasters (16 per set) were prited and pacKaged. These posters had been drawn by twelve"

- -
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local artists, a number of them schoolchildren. He al$q reperted that the book of legends,

Kayas, was at the printers and should be completed by early October. Finally, he reported that
although the readers were practically complete there was a lot of wqu to be done on the study
guide and there was a particular need for artists to‘draw about 300 sketches

In AuguSt of 1981, Dr. David Young had wntten to Mr Sewall informing him that it was
intended to continue the Education North project for an additional year, 1o 1‘983 Mrewall

was invited to contact his executive and determine whether or not they wisbed to panticipate tor

I’)

this additional year and it so. what form their activities might take.  Much attention was given to
@ «
this invitation in the fall of 1981, and while specitic activities were not immediately selected.

N

the Society coordinator wrote to Dr. Young on October 21 reque-sting a one year's extension

with Education North. Some suggestions as to the form of the involvement were presented in

.

the letter. Mr. Sewall made 1t clear that these were only a sampling of the things the Sotiety
: 'y
might en'gage in:

\

a) Workshop and discussion of the Little Red River program:

b) Research-and development of a documental history of Little Red River area.

c) Profile of specific elders in the thre® communities;

d) Involvement of local jndividuals in tre building of resource kits for the schools.

- (For example, Industrial Arts - boat Luilding) e

e) High interest read - along material from our existing collection ot community
stories. The package would contain a Cree - side / Enghsh side tape with a
written translation and brief set of comprehensnon questions. It would be
aimed at the junior high students.

fy A collection of art sketches, accompanied by a proflle on each representative
artist

¢

There was a slight delay with the publishing of Kayas and it was"n;t ready for distribution
until early in 1982. The‘ readers too, were sent to the printers in the spring of that year and
'work continued on the study guide, with a scheduled completion date of August 1982. It was
proposed to pilot test the materials in the Little Red River schools during the 1982-83 year and
to consider any modifications 9( recommeMNdations for future editions 91 the readers. During

this school year, 1981-82, 1 Sewall, the coordinator of the project, spoke at the Northland$

»
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. Teac_hers' Convention, at the Conference ot the Multicultural Education Council of the Alberta

4 Igachgrs' Association and to a class at the University of Aberta. He also contributed an article

’ ‘Ihe newslewter of the Mutticultural Educalio;}Council_ |

< By June of 1982 the Litlle Red River Reading Project appeased to have attained most. il
not all, of Iﬁe objeclives wh_ich had been set for it. Parents were reported to be more interested
in the schools and in the v;/om ot their children; many children had been actively involved with
the project and many community members had contributed valuably to the project, both in
terms of stories and art-work and in terms of the initiative they had taken in managing the
project. S;)me of the adults had also found themselves in E)ositions of leadership and
responsibility and had appeared to acquire the skills required to function eftectively in these

-

roles. There wds an obvious feeling of pride among the community and Society members at

- »

< the success of their project. Ingram and Mclntosh (1983a:99) reported that "the history of zﬁe d
Little Red River Society has been in the main a success story,” though they indicated that
“there are still some concerns which must be considered in the operation of a project of this

kind in communities such as the Little Red River communities.”



- =
I

SLAVE LAKE

Background
Slave Lake is a community of approxir;mately 4,000 peopléocated about 250 kilometers
north of Edmonton at the eastern tip of the lake trom which the com‘rr-mnny draws its name
There are three schools in the community, providing educationﬁl.sewices for ‘|
approximately twetve hundred students  There had been a-gradual increase in student'

enrolment in these schools throughout the late 1960's and 1470'5, though this has stabilized

in recent years.

The main source of employment in the region comes from the oil and gas industry while

-

the lumber industry is also important in the vicinity .
While approximately fifty percent of the population is either Indian or Metis, the vast

majority of community members have English as their mother tongue. In addition to this,

L

however, there is a small number of French Canadian people in the town

-

The three schools in the town of Slave Lake are operated as part of the High Prairie
School Division with its central office in the town of High Prairie, some 100 kilometers west of

Slave Lake. Figure Qfs'ﬁdws the location of this community.
J . &
- - : A

Mr. Fred Dumont, the first Coordinator of Education North, was a former employee of the

A

High Prairie School Division and a fonmer resident of that town. He presented the basio
concepts of the project to the school board in late 1978 and obtained approval to have schools

within the Division participate. L
The Slave Lake School-Community Liaison Commjittee, which had been in existence
\ N
\ . \
since 1971, held a public meeting on November 13 at the C. J. Schurter School to di%cuss

 Education North. The Scope, a local Slave Lake Newspaper, reported, in its edition of

4 -
. /\
i - ..
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November 22, that at this meeting ~a program designed iq{shmu!ale parental Involvement was
. 5

aqreed upon as the community’'s greates! educational need one which could be instituted
through Education North = The newspaper reported that the overall intent of the project was

vexplamned in great detall by Mr Dan Vandermeulen, an ass:stant supernntendent of schools
who also agreed to prepare a dratt proposal tor the group tor gon&demrion at a meeting on
December 4 It was also reported that Mr Vandermeulen proposed the following initiatives as
possible activities tor a Slave } ake group working in Education North

Staft onentation and development Tteaching teachers to relate to

the culture of the community ~

Adjusted cumricula which could include anything from practcal

mechanics to tanning moosehides.

Use of localized material to modity classroom studies,
Encouragement of long - term parental involvement

The “prospectus™ prepared by Mr Vandermeulen was presented and discussed at 4
meeting in Schurter School on December 4. 1978 The meeting was attended by 18 people
and the SCAOpe reported (he activity in its edition of December 13 The “prospectus.” as the
prlobosal was referred to, was approved by th‘e group for submission to The Minister's Advisory
Committee but there was some concern expressed regarding the wording of the proposal
The paper reported that “phrases such as ‘structures and processes of parity’ and tormative
and summative decision-making’ drew questions Why coulid not everyday.easy- to-
understand words have been used ?° One cntic was quoted as saying that "after people
attend one or two mee'tings where they cant under§tand what's being discussed. the natural
reaction is to stay home.” Nonetheless. the proposal was submitted to The Minister's Advisory

:
Committee and considered by that body at its meeting of December 8. 1978
Dr Harry Sherk, the chairman of The Minister's Advisory Committee for Education

North, replied to Mr Lioyd Miller, the chairman of The School-Community Liaison Committee.

on December 21. He indicated that:
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Although the prospectus was lacking in detail as to who the proposers
were, supplementary information pravided at the meeting from other sources.
e g press releases. Education Nonh office. etc . led the Committee to conclude
that the community had attempted to meet the guidelings set out for an
Education North project  Theretore | was directed to advise you that your group
has been granted approval o proceed with further development of your funding

proposal

The Scope. inits January 171979 edition. referred to the part which the newspaper
reports had played in convincing the commuttee that there had been communily involvement in
the devebpment of the prospectus N seems the prospectus was initially re]ecte( - on the
éupposition that parents did not prepare the application.presented It looked 100 academic ~

Or Sherk indicated that he would be willing to meet with Mr Miller and his executive 1o
assist them in developing the proposal in the desired manner He also indicated the
willingness of the Education North staff to assist in this area Mrs Vivien McCoy. a member ot
the Schosf"Communny Liaison Committee. was appointed cha:rpersoﬁ of the Education Norh
project group and she contacted Mr Dumont. the provincial coorcrjinator‘ to arrange a meeting
for either January 29 or 31, 1979

‘1 the meantime a meeling of the Slave Lake group was held on January 17, which
was attended by nine people At this meeting it was decided that “the project is designed to
help initially the parents and ultimately the child and teachers " It was also decided that “the
Geographic limits of the project is Slave Lake schools ~ A list of twenty-eight possible methods
whereby " the project is going to accomplish its goals™ was also; drawnup These were listed

" inorder of priority in the minutes of the meeting. The first ten of the methods identitied are

listed below:
1 A group t@ go between parents and teachers as a buffer
2 Monthly newsletters.
3 Classroom meetings per term.
4 Babysitters during parent-teacher interviews and workshops so that

both parents may attend.
5. A group of parents who would be responsible to work with teachers for
setting up basic costume departments etc.
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6 More education on drugs. alcohol, cigarettes Films shown both to
parents and children stanting at the elementary level

7 Involvement with senior citizens in after-school study program
8 Parent eftectiveness training

9 Information in library on parenting. psychology. etc

10 Hat lunches program

Mr Dumont met with the group on January 29 and provided them with additional assistance
and gutdelines  The outcome of this was that a thorough., comprehensive proposal was given
to the coordinator in late February by the chairperson of the group. Mrs McCoy. and the
secretary, Mrs Dunt‘ord, tor submission to The Minister's Advisory Committee tor .
consideration at ts meeting of March 22
Mr Dumont informed Mrs McCoy on March 26, 1979, that the committee had
approved the proposal in principle. and "that a maximum of $35.000 of operational tunds
would be granted for the project on the basis of reimbursement of expenses incurred  for the
figst year (April 179 to March 31 '80) © Mr Dumont commented on the reimbursement
phocedures and indicated how group members could be repaid for expenses incurred to date
There was no indication that the Slave Lake group had to do anytting other than complete the
incorporation procedures and implement the program which they had proposed Mr Dumont
concluded his leuter:
Congratulations on being one ot‘ the first Education Nonh projects to

receive Committee @ndorsation. The Education North office is looking forward to

working closely with people concerned to implement your plan of action which

might result in the development of new and lasting educational partnerships at

Slave Lake.

The Slave Lake Committee held its organizational meeting on April 25 at C J. Schurter
School. Mr. Brian Pitcairn, a former teacher with Northland School Division and.  at the time,
associate director of the education division of the Lesser Slave Lake area Regional Indian
Council, was elected president. Mrs. McCoy was elected vice-president, Mrs Juanita Dunford
was elected secretary and Mr. Stan Jenkins was elected treasurer
..

On May 1§ Mr. Dumont wrote 1o Mr. Pitcaim requesting that he and his Board of

i



Directors review the Terms of Reference and the budget revisions in time tor them to be
considered by The Ministers Advisory Committee at its meeti'ng of June 7, 1979 The reason
tor this closer examination was that these two d-ocuments would form Schedules A and C of the
agreeinent betw-en the Association and The Minister of Education Mr Dumont also advised

N
M// Pitcairn that the Association's certificate of incorporation would be required by the Minister

before any agreement could be finalized The Board of Directors of the Slave L ake Association
reviewed the budget an)he Terms of Reterence and were satisfied with them Approval was
also given by The Minister's Advisory Committee and this information was conveyed to the
Slave Lake Association in a letter to Mr Pitcaim on June 8 The Terms of Reference of the
Association, which detail those areas where the Association indicated its willingness to
implement a program, are reproduced below"

k]

Program Plan »
The following aclivities are grouped according to the type of participation

involved: .
I invglverment of the who! mmuyni
1A Parent eftectiveness training programs v
2A. Community Resources Support Services to the Schools
3A. Newsletter production involving all publics as contributors.
4A. School and community production property inventory and control
5A. Student attendance and achievement program.
6A. Educational needs annual report and recommendations
7A. Community utilization of Athabasca University Services.
8A. Lunch time support servicre.  +
t
Paren iviti
1B. Community/School library utilization program.
2B. Drug and alcohol abuse education.
38. Parent roster chaperone sarvice.
4B. Nutrition education workshops.
58. Parent-Teacher report card day interview support programs.
68. Student tutoring program by senior citizens.
7B. Schools as community centre promotion program.
8B. Program to improve appearance of school physical plant and grounds.

98. Student, casual employment opportunities information bank.
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Requi her/parent interaclion
1C Classroom meetings program.
2C Extra - - Intra Cumecular activities parent participation program
Group D (Programs planned by Association but implemented by paid
bel)
10 Teacher/ Parent Intermediary service program
20 Student pedestrian satety program.

The completed application for registration under the “Societies Act”™ was torwarded 1o
the Companies Branch of the Deparntiment of Consumer and Comporate Afairs by Mr Jenkins,
the Association's treasurer, onJune 21 On the same day. advertisments were placed in the
three local newspapers for a Project Manager for the Association The position was to be halt
time and duties were to commence on August 15

There were two applicants for the position and they were interviewed by the four
Table Officers of the Association, along with Janice Dean, the assistant provincial coordinatpr
of Education North, on August 16. The su‘ccessful candidate was Bob Harmold, who at the
time was a part-time teacher in Slave Lake, on the staff at E G Wahistrom School, as a teacher
of slower children in a special education class. He had worked with the planning committee
developing the initial proposal for the Association and was, according to Ms Dean’s notes of

-

the interviews, considered to be an . innovative and creative person.”

Mr. Harrold started work as project manager with the Slave Lake Community Education
Association in September 1979. The Association had not yet received its certiticate of
incorporation and at the end of August, Mr. Jenkins, the treasurer, had submitted a claim for
reimbursement, for ove} $2,200. to Mr. Dumont. Mr. Dumont agreed that the claim was
legitimate and forwarded it to the Planning and Research Branch of Alberta Education for

payment. As the Minister had not yet signed an agreement with the Slave Lake Association it

was not possible to issue a cheque to cover these expenses. As it was essential to pay off

»
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- AN
some of these bills, the Association borrowed $2,000 from the High Prairie School Division in
. <
early October Among the bills to be paid was the project manager's salary
Mr Lalta Kunjbehari, the acting coordinator for Education North, met with Mr Harrold

on October\S to see how the Schedule A or proposed plan of action, could be developed
satistactorily. Mr Kunjbehari's notes of the meeting indicate that Mr Harrold agreed to develop
the Schedule in two ways:

A) A general section outlining the parameters of the contract. The

following points will be made in this section. 1) the plan of activities for

subsequent years will be similar to the first year with moditications depending on

the experiences of the first year. 2) The project manager will act as a catalyst to

organize parent involvement and not attempt to do everythjng himself. 3) Each

activity will be generated and supervised by a parent group. 4) An'internal

evaluation will be conducted in consultation with the Education North coordinator

and the outside evaluation team. 5) Implementation of the project would be done

with adequate consultation with Education North coordinator. 6) All activities

would be conducted within the limits of the approved budget.

B) A turther section giving details of specific activijies stating the nature of
the activity, its purpose and how parents will be invoived

Mr. Harrold also agreed that this Schedule would be presented 1o the Association’s
monthly meeting on the following Tuesday, October 9.

The Schedule was indeed presented to this meeting and was approved. Mr
lKunjbehari‘s notes of this meeting, along wit‘ﬂ the minutes, indicate that there was
considerable dissatistaction af‘the delays in the signing of the agreement between the Minister
and the Association. (The Association had been incorporated on September 28 but the
Schedule A was still considered to be deficient). One of those attending the meeting, a.

resident of the area and a member of The Minister's Advisory Committee for Education North

stated that “the bureaucrats in Edmonton are holding back the project.” It was decCided to send
a letter to the MLA for the region, the Honorable Larry Shaben, expressing concern about the
delays in getting the project under way. This letter was written by the President, Mr. Pitcairn,

the following day.
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The Schedule A which was approved by the Directors at the meeting of October 9
was forwarded to the Education North office and from there to Edmonton on October ‘18 The
agreement with *he Miniéter was signed on October 26 and on November 9 a cheque for
$8.500 Od was mailed to the Association

A meeting of the _Association was heid on November 8 and the minutes indicate that
the project manager was directed to start a one page newsletter in The Scope - - one of the
local newspapers. He was also instructed to set up a parent committee to look into activities tor
Education Week in March 1980. It \was also agreed " .. Iﬁat E_30b can buy one tilmto take
pictures for the resource file He will rleport back to us later on about how much the cost will be
10 buy and develop the film.”

In his report to the meeting, Mr. Harrold indicate(vhat he had tyventy-four parents
working on a phoning committee for a Meet-The-Teachers night at CJ Schurter Sc'hool,
Seven parent volunteers had acted as hosts for the evening, which, he reporte.d_ had been
seen as a bié; success by both pareqts and teachers. He stated that he was in the process of
obtaining parent and student volunteers to work with the newsletter and the response to the
community resource inventory had been very positive. He also indicated that he had been
compiling a long list of speakers in the area ot parent effectiveness training.

The next meeting of the Association was held on December 3. The‘ minutes indicate
that final arangements were to be made by Mr. Harrold to have a Santa Claus outfi.t made at the
Stitchery - - a local business. It was reported that the first edition of the newsletter would be
published on %gember 19. It was decided to hoid a cdntest to choose a name for the/
newsletter and the prize would be a camera whoée cost was not to exceed $50. The Board
also approved the provision of up to_$1,000. worth of resource materal ". . to enhance our
parent Geveloprhem program. This material will be housed in the Slave Lake Early Childhood .
Media Centre.” The coordinator (formerly the project manager) was instructed to investigate

the cost of a VTR in relation to Schedule A of the contract. (There is no indication in

-



subsequent Association records that the contest was ever held or that the camera was ever

-

purchased)

.

Another meeting of the Association was heid on December 11 when a number of
concerns }egarding reimbursement were discussed and clarified. Mr Pitcairn agreed to contact
a Play and Learn store regarding the resource matenals and some concerns w%expressed
regarding the role of the External Evaluation Team in relation to the Society Mr Pitcairn
agreed 10 try to clarity the matter

& The first meeting of the new year was held on January 15 and the major item of
discussion was the proposed visit to the community of Dr. David Suzuki It was hoped to obtain
some tunding from service clubs in the community to help defray the costs The minutes of the
meeting also indicate that = . no report was taken on the grade level meetings for5 - 6.

7 - - 8. Four parents turned out for 5 - - 6 and Bob Harrold forgot about the 7 - - 8 one ~

A public meeting was held on January 15 to discuss the topic "Changing Behaviour *
The coordinator indicated in his report that at least tifty people attended the meeting and that
the discussion and interaction was extremely informative.

An emergency meeting of the Association’s executive was held on January 23 to
specifically deal with a number of concerns that had surtaced. Dr. Davi;‘J Young, the newly-
appointed coordinator for Education North, attended the.meeting and reported that, in fact,
the meeting ~. . . turned out to be healthy although it initially had the potential for being a witch
- burning of Bob Harrold ™ He reported that the major concerns voiced at the meeting Were as

followd

-~

1) The community doesn't appear to yet understand what Education North is.

2) The procedures of the Board appear to need tightening, particularly such
terms as role definition for the Board, rote definition for the Coordinator, role
definition for sub-committees, some office procedurés such as presenting all
correspondence for review by the Board; that agenda for meetings should be

sent out in advance.
’



3) Sofme members of the community feel they are being told what té) do rather
than being involved in what is being done. Some Board members fee! they have
lost touch with the objectives, that they have concentrated on the programs
rather than parent involvement. (Note: the newsletter came in for much
discussion within this context )

There were a number of accusations at the meeting that the Board was acting 100
bureaucratically and not involving‘\community members enough The Board indicated an
interest in establishing @ number of parent committees to handle various program components

In February 1980, Brian Pitcairn, who had become President of the Associatior; in
March 1979, and had been president during the period leading up to its incorporation,
resigned , and was succeeded by Vivien McCoy Mrs McCoy had been a founding member or'
the Schoo!l-Community Liaison Committee and had been extremely active within that group

Another public meeting was held on February 5, 1980, dealing with the topic of
Education and The Native Parent. There was an attendance of approximately forty people at
this meeting and the evening was considered 1o be a big success

‘ The Suzuki visit to the community took place during Education Week, in March 1980
Mr Harrold's report to the Board in February indicated that he had identified twenty-six areas
where volunteer assistance would be required. The plans called for arrangements for D}
Suzukito vis?Wabasca for an ice-fishing trip and to attend a bontfire at'the Slave Lake ski hill as
well as to speak at the public meeting on March 4. ) '

Accounts of the success of the visit vary. It seems that members % the community felt
that the visit was a big success though a number of key members of the Board feit that ft was
poorly organized. Because of this concern am&\g Board members, a special meeting of the
Board was held on the afternoon of March 11. The chairman, Vivien McCoy, in a letter to the
External Evaluation Tearp, indicat%that she “had prepared a case listing specific and
verifiable instances of the coordinator's inadequacies, along with some strengths.” The result

of.the meeting was that the decision was made "to grant a three month trla| period to see it any

major improvements could be made. A re-evaluation of the situation would be made at the end

4
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of that jime "

The Annual General Meeting wa; h[elq later that evening and .Ms. Madge McCree was

elected bresident Vivien McCoy was elected vice president and Juanita Duntord was elected
<

secretary. Subsequent to the meeting these last two people resigned their positions as they

feft obliged ~. . to with®raw our support from an aclivity which was being managed contrary

to the aims of those who submitted the original proposal.”

While the events leadin§ up to the General Meeting were traumatic for all those
involved, the new executive proceeded to function as though a very normal transition had
taken place. During the remaining months of the school year the Association became invoived
in two additional programs. namely the funding of the community’s Block Parents program and
a Lunch-Time-Fun program. to provide the school students with activities during the lunch
hour.

At the meeting of the Board of Directors on June 24, the coordinatoc r'eported that
the Lunch Time Fun program had run for tive weeks, two days a week and that approximately
fifty to sixty students é{e‘znded each day. Unfortunately there was a poor tum out of parents to
help with the project; only four showed up out of the fourteen who had indicated an interest
This program was operated in the Catholic Hall and a rent of $10.00 a day was paid. Mr
Harrold also reported that to date there were ﬁfty Block Parents in that program, with forty of

these, active. He stated that there were ten to fifteen new applicants awaiting processing. It

was decided not to hold meetings through the summer and the next meeting was set for

It

September 9. / ) )

On August 8, howeve_r, the provincial coordinator wrote 10 the president, Mrs.
McCree, indicating to her that the audited financial statement for the Association had not yet
been received and pointing out that’unﬂl it was received there would be no reimbursement of
funds for monies expended.. The situation was critical, he said, if the Association was to be

able to get its program moving in the fall. This matter was immediately taken in hand and the



audited statement was completed on September 11

Al the meeting of September 9 it was decided tq set up seven committees with a
member of the Board on each of them. Each month a report would be gi-ven to the Board by the
committée member.  The coordinator was asked to send lener's to each of the chairpersons
requesting them to get their committees aclive as soon as possible It was also decided to hold
a pot-luck supper atter the following month’s meeting which was scheduled for October 14 at
430pm

At the meeting of October 14 the Board was informed that the audit cost the
Association $300 This caused quite an amount of dissatistaction among the Board members
and led 1o the resignation of the treasurer, Mr Stan Jenkins. He was replaced in December
1980, by Mr Gordon Ferguson, a chartered accountant in Slave Lake

Once again the work of the coordinator became the focus of attention as it was
intimated that he had‘not demanded a sufficiently high level of performance trom the treasurer
At the same time, however, the Association was considering re-classilying the position of the
coordinator from half to full ime. The Board also granted the coordinator a 10% raise in salary at
this October meeting, retroactive to September 1. This increase in pay was possibly
influenced by the fact that Mr. Harrold appeared to be more organized than previously and was
quite conscientious in preparing reports and agenda for the Board meetings.

The meeting also agreed to provide a grant of $500. 00 to the E G. Wahistrom Parent
Committee. A ‘Meet-The-Teacher Night' was schedylea for that school for October 21 and
the Association agreed to participate and purchase coftee supplies. The Associatiorj"was also
committed to organizing a phoning committee for this meeting but, according to the vice-

»
president, Denise Dupres, in an interview in May, 1981, the coordinator failed to get this set

up.

The question of re-classification was brought forward again at the regular Board

meeting of November 15, but was tabled to a special meeting on November 27. In preparation



for this second meeting. Mr. Harrold prepared a substantial document containing notes ot
conversdtions which he had with various members of'organizations in Slave Lake which had
interacted in one capacity or other with the Education North Association during the previous
year and a half  Altogether the document contained notes on interviews with fifteen ditterent
people and also pointed out the reasons for the interviews

1 The reason tor documenting the conversation was to provide written

proof to the Board for justification in re-classitying the co-ordinators part time

position to full-time.

2 Money from S L C E A regular budget would have to be taken from

programming to put into administration and would it be possible to secure

program dollars to till this gap.

3 Regardless of whether the job was re-classified as tull-time or not, the

project only has a three year life span and money for programming would have to
be secured or committed well.before the expiration deadline in order to continue

This document was given to the Board members as a discussion paper for the
November 27 méeting. The topic was dealt with at this meeting but again a decision was
‘ postponed, and the provinciai coordinator, Dr. David Young was asked by the president and
vice-president to .provide a recommendation on the matter. Dr. Young advised that the
propased change would require an amendment to the agreement with the Minister. He also
indicated that at the present time he would be unable to recommend to the Minister that such a
change be made). He pointed out however, that 10% of a budget category could be

\

transferred to a difterent categary without amending the contracf. On the basis of this
>
information the Board decided not to proceed with the re-classification.

At the December Board meeting there was concern expressed over the fact that a
large number of committeés did not seem to be functioning. There were no reports from five of
these committees and a restructuring of some of them was proposed. The coordinator\was
instructed to inform the teachers that changes had taken place in the committee structure of

the Association.
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\\ The letter which the coordinator sent to the teachers on January 5 1981, indicated

that there were presently eight committees "active or in a transitional stage = The committees
which he listed were:

1) N‘ewslener Committee;

2) Lunch Time Fun Commmee_ﬁ

3) Parent Development Committee,

4) Pz;rem;; as Tutors Committee;

5) Block Parents Committee;

6) Library use and Book Awareness Committee;

7) Schurter Néwsletter Commiftee: -

8) E.G.-Wabhlstrom Parent Committee.
The letter also listed the chairme 1 of each of these committees

Theregular January meeting of the Board was addressed by Bruce Thomas. who had
recently resigned as.chaimman of the Lunch Time Fun committee. Mr. Thomas indicated that he
had had a ot of ditficulty in getting parents to assist with the program and there also appeared
to be‘a lack of teacher interest. Since he had at@mpted to change the activity from straight tun
to a programmed learning experience he noted that there had been a large drop off in the
number of students participating. The Board thanked him for his work with the committee but
. no replacemé’r;t was named. .

The chairman of the Par.ents as Tutors Committee, Gloria Harrold, also handed in her
resignation. The Board indicated that it would attempt to revive interest in this pro-gram by
contacting parents through the school. Teachers would also be contacted to determine who

]

/ R
among thefn would be prepared to use parents in their rooms.
¢

‘Though the minutes of the December and January meetinggrdo not indicate so, there

was a growing concern among the Board members regarding the work of the coordinator. In an

interview in May 1981 he himself admitted that following the Board's refusal to re-classify his

4



position to full time the Board thought that he was slowing down "I wasn't exactly working te ™

rule. | did what ! was asked to do ~ Indeed. Mr Harrold, inaletterto Dr Young. the provincial
coordinator ‘or Education North, written on January 27 1981 indicated that he intended 1o
resign his position as coordinator at the end of June. 1981 However the Board was not
prepared to let ma‘Iters rest untif then and the t valuation Committee of the Board took it upon
tself to assess his perdformance This committee met with Mr Harrold on the atternoon of
February 3‘ to c&nduci a pertormance appraisal Mr Hamold left this meeting early and it was

JA
agreed o meet again on the afternoon of February 6 At this second meeting the chairman ot
the con;mmee, Mrs Dupres intormed the coordinator that they intended to recommend to the
Board that he be dismissed In response to this information Mr Harrold immediately wrote a
letter of resignation, effective tor the end of February He circulated this letter widely in the
community and an uproar ensued

Bruce Thomas. whcl;had been chairman of the Lunch-Time-Fun project. was also
editor of the local newspaper. The Scofle. He wrote an article stating that Mr. Harrold had been
tfreated unfairly by the A$ociaﬁon He stated that the Education North project had failed to live
up to its promise and that a major change’was required Mr Harrold himself indicated that many
of the problenlé arosie‘becau?&e of the lack of ¢lear direction from the Board He felt that he was
pulled in different directions by Ihe'diﬂerent Board members In the interview in May 1981 he
indicated that the guidelines for his pértormance were * . very general and imprecise " In
addition to this he fen‘ - .. they showed \)ery,little trust inme.”

[he major item of discussion at the Board meeting of February 10 was. not

surprisingly, the resignation / dismissal of the coordinator.! Dr. Young, the provincial
\ N
coordinator or Edwcation North, attended this meeting and noted that this matter

-

must

be Igidio rest decisively and immediately. (Note: as it stands, this problém is distracting the

l\‘

Board from its key fungtion - - directing the pro arr,1 of the Boérd.)" It was apparent to him after
¢
. ms meeting, and indeed for some time befoie;”{hat there was a mismatch between the Board

~
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and the coordinator which made it impossible for them to work together in a cooperative
manner He alsa noted that the Board had to hdve a senous look at ts own purposes and at

how it could best utilize the services of a coordinator
»

(n commenting on this interlude in the history of the Slave | ake Community Education
Association, Ingram and Mcintosh (1983a 107) state that "Apart from the untavorable pubhicity
whicryhe incident generated and the diversion ot energies away from the pursuit of the
Association's objectives, there is no evidence that the Association suttered wreversible
damage trom the incident © Rather. the incident seemed to pull the Board members together
although it took them almost two months to find a replacement tor Mr Harrold

Altogether the Slave L ake Association operated.programs in nine ditferent areas
during the 1980-81 year These areas included those listed by. Mr Harrold in his letter of
January 5 to the teachers. and listed earlier in this chapter  Along with these eight areas there
was the matter of the Resource Inventory  In these nine areas only the Newsletter and the
Parent Development programs were considered really successful  Some modest success had
been achieved with the Lunch Time Fun Committee The Wahlstrom Parer‘p's Association had
only organized a single event. the Meet-The-Teachers Night, though the Association had
provided this group with a substantial amount of funds The Library Use and Book Appreciation
group also organized a single event - //.a puppet workshop Here too the Association h P
made a Iargg amount of money available for the purchase of resource materials The
relationship between the Association and the Schurter Newsletter and the Block Parents
Committee was purely financial The Resource Inyentory appeared 1o be shelved throughout
the year and thé matter ofParents-as-Tutors néver really worked ‘

Nonetheless a new coordinator. Mrs. Mary Rice was appointed éed began work in May
1981. Later that month the annual meeting was held with very litle change in the officers of the

Association.

During the 1981 - - 82 year the Association expanded its programs but tended to
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move i the direction of providing tunding for activiies of other education related groups rathes
than manging these activities tsell  Two of the activities 1ormérly managed by the Assoctation
the Parent Development | ecture Series and the Newsletter, both become a “tunded™ rather

than "managed™ activity and the Association continued to provide tunds for the Newsletter
group at Schurter School and also to the Library Use & Book Awareness Commuttee

During the 13981 82 school year the Slave L ake Community t ducation Association
took under its wing the North Central Association for the hisabled  Grants were provided to
the schools in the community and a scholarship program was instituted at the Roland Michener
High School

Ingram and Mcintosh (1983a 117) reported that at the end of this year the “Slave
L ake Community Education Society is rated positively in both school and community for its
work " They pointed out that this was due largely 10 two factors " (a) the strong contribution
made by the new coordinator. and (b) the positive new directions in the Society’'s programs ~

Mrs Rice brought a fresh perspective 10 her job as coodinator She had had formal
training in the area of pastoral theology and had worked as a voluﬁteer counselior in the
corrections field She was a grandmother. with grandchildren in each of the three Slave | ake
schools ‘ |

A high priority was placed on home visitations by Mrs Rice immediately op assuming
oftice Inthe summer of 1981 she, along with a young native woman, visited more than one
hundred and tifty homes and discussed educational matters with the families Most of these
visité were 1o native homes and the reception which the two ladies received was said to be
extremely warm. As a result of the close contact established with the native community, a
committee was established within the Education North program to deal specifically with native
concerns. But the group became a very closely-knit, active one and Mrs. Rice referredto it. in
the spring of 1982, as “he working-arm of Education North "

Arother area in which the Slave Lake Community Education Association appeared 1o
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make progress was in establishing a good relationship with the schools  In AprVII\1 982 the
coordinator undertook to phone the parents ¢f children who were absent from £ G Wabhlstrom
School A small number of parents undertook to work with Mrs Rice on this project Between
thirty and tity calls were made daily and the school was extremsely pleased with the results

Interviews in spring 1982 with the principals of all three schools in the community
indicated that support for the local association had grown considerably since Mrs Rice had
become coordinator While there were still some reservations regarding the general elficiency
ot thé Slave L ake Fducation North project, there were notably fewer negative teelings

expressed than in previous years



RIS
WABASCA-DE SMARAIS

kgroun

The two hamlets of Wabasca Desmarais are located approximately 400 kilometers
north of Edmonton They are usually considered a single community and the Bigstone Indian
Reserves which are adjacent to these hamiets are also generally included in the term Wabasca
and Desmarais are located on the south-east and north-west corners ot the North and South
Wabasca lakes respectively Slave Lake. which is about 150 kilometers to the south and west 1«
the nearest large population centre. Figure 10 shows the location of Wabasca Desmarais ¢

About one halt of the total population of the area (1600) lives on the Bigstone Indian
reserves A very large portion of the population works only on a part-time basis at sych activities
as lumbering or fire-fighting. Only slightly over one hundred of the inhabitants appear to work
on a full-time basis and this includes about 50 who are either teachers or aides in the two

schools in the area. These schools, at Wabasca and at Desmarais. are operated by Northland

School Division and provide education tor over 600 students

The Project

*With the establishment of the Minister's Advisory éommittee inlate 1978 one of the
appointees to the body was Mr. George D. Auger, a resident of the Wabasca-Desmarais area
In December of that year he reported to the community and indicated that if a proposal were
forthcoming from the area it might be possible to obtain funds to carry out a project. In January
1979, support for the concept was received from the Bigstone Indian band and the local
teachers, and it was decided to organize a planning committee made up of teachers, parents,
students and representatives of the Bigstone Indian band and the service agencies in ;he

community.
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In the spring of 1979 the planning committee met on three separate occasions and
Yvhile not able to formulate specific plans there was complete agreement on the lack of
community involvement in education in Wabasca-Desmarais and it was felt that Education North
could improve this situation

Two events occurred in June 1979 which appeared to be the first attempts at giving
the Wabasca-Desmarais group a clear direction to follow The tirst of these was the appointment
of Lorna Gladue as Community Development Facilitator through the Opportunity Corps The
Cormps supervisor, Jerry Hunt, who had participated in the discussions regarding Education
North, indicated that Ms. Gladue would be invoived in obtaining information from community
members as to how the Education North project might be implemented in Wabasca-Desmarais

7

The second important event wag the assignment of Janice Dean, the newly-
appointed assistant coordinator for Education North, to work with Ms_ Gladue and the
Wabasca-Desmarais group in identitying needs and in preparing a project proposal

A preliminary proposal was submitted to the Education North office by Ms Gladue on
July 3 and foliowing a meeting with Ms. Dean and others on July 27 this proposal was amenéed
and expanded. This meeting was attended by two parents and a teacher, in additionto Ms .
Dean and Ms. Gladue.

Additional work was done on this revised proposal and a greatly expanded version
was submitted by the project committee to The Minister's Advisory Committee for Education
North on September 12. This proposal was considered by this committee at its meeting of
October 1 and wz;s given approval in principle. Mr. Kunjbehari, the Acting Coordinator for
Education North, informed Mr. Beaver, the chairman of the Planning Committee, that tr;e
Education North staff would be willing to assist his group in modifying their proposal to include
the recommendations of The Minister's Advisory Committee.

Meetings were scheduied first of all for November 9 and then for November 23. Both

“of these dates proved to be unsatisfactory, the first due to the buming down of the Mistassiniy



School at Desmarais, and the second because of the teachers being absent from the
community at an in-service workshop in Edmonton. Finally, a meeting \;vas held on Sunday
r;lovember 25 to discuss the required changes to the proposal The meeting was attended by
Ms Dean, who in her report onﬁthe meeting in the project tile, expressed concer\q over the fact
that with the exception ot one teacher, each meeting seemed 1o be attended by ditferent
members of the community. She suggested that there was a need to call a general meeting to
tind out just what kind of community support there was for the project
A meeting was called for January 24 1980 to elect a Board of Directors and arrange tor
incorporation under the Alberta Societies’ Act Ms  Dean again attended this meeting..as did
Dr David Young, the newly-appointed coordinator of Education North. There were only three
others present, however, two teachers and a Public Health Nurse. The meeling was re-
scheduled for February 3. The record of this meeting indicates that it was attended by twelve
people and three officers and three Board members were elected The minutes indicate that t
was proposed 1o elect three additional Board members at the next meeting. Ms Dean also
attended this meeting and her record indicates that she again expressed her concern about
the level of commitment to the project. Generally, she felt that there was a lot of confusion at
the meeting as to what the purpose of the Education North project was \
The Education North files indicate that on February 8, immediately after this meeting.

fhe incorporation process was completed and the Wabasca-Desmarais Education North
Society came into being. Schedule A to the agreement between the Society‘and The Minister
of Education, which was signed on March 14, indicated that the Society intended to function in
eight different areas. These areas were:

1) Community Participation Within the Classroom:;

2) Community Use of School;

3) Job/ Career Counselling Program;

4) Newsletter;

5) Activity Chaperones;

6) Community Involvement in a Cuttural Activities Program,
7) Community Resource Inventory;
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8) Improved School Appearance

in addition to these eight operational areas the Society stated that it intended to hire a
Project Coordinator.

) The first meeting of the Society following the signing of the agreement was held on
April 14 The minutes of this meeting indicate that an operating advance of $8.500 00 had
been received by the Society The question of tilling the two positions on the Board of
Directors, or executive as it was éalled, was discussed and it was reported that “the general
feeling was™ that one of these members should come from the community of Sandy | ake a
small settlement 10 the south-east of Wabasca-Desmarais, with close ties to the Indian
Reserves and to the two hamlets. There is no indication that any motion was made to this
effect, however.

There was discussion on the matter of a project coorc{na(or and it was decided. agam
apparently without a motion, that May 12 would be the deadline fo‘r the receipt of applications
and that = .. athree member hiring committee will be struck. Applications will be reviewed and
selection completed by May 19. Resumes will be required.” Th;re was no indication as to who
would serve on this committee. There were records, however, of two formai motions réftating to
this topic. The first was "“that the President (Temry Lusty) draw up a press release about our
project imd place th;a job adve;1isments for the project coordinator's position." The second was
“that the board empower the Presildent to hire an interim Project Coordinator for a maximum of a
four-week period. Both of these motions were carried. It was also decided at this meeting to
hold a General Meeting on April 30. _ o

At this meeting of April 30 the President reported that an interim program coordinator
had been hired and would work untiI,May 16. The minutes also report that "the job postings for
the position was circulated among the group.” The matter of membership of the Board of
Direcﬁ;rs again raised its head and Jim Sharpe, dne of the tez'x(:hers and the most consistent

supporter of Education North in the community, indicated his intention to resign as he would

be leaving the community at the end of June. This meant that there were riow three vacancies

N
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1o be filled 1t was moved and carned " that one board position be left vacant for a Sandy Lake *
person” Following an election which necessitated two ballots, Phillip Nanemahoo and Sharon
Russel were elected as Directors

The Wabasca Desmarais Education North Society now had a full list of officers.and
Directors (with the exception of the Sandy L ake person) and an interim project coordinator
This meeting was attended by Janice Dean, the assistant coordinator for Education North, and
her notes of the meeting indicate that the Society intended to write a letter to Northland School
Division inviting a representative to attend theirTegular meetings. Ms. Dean also reported that a
sub—cor:lmmee was establish)ed at this meeting to look into the guestion of a Cree language
program. This committee was to be spear-headed by the\ vite-president of the Society, Mr
Cheyenne Cardinal, and Phillip Nanemahoo, and would find out the interest of comm: nity
members.

The next meeting was scheduled for May 26 but did not take plat;e

A project coordinator, Cecile Young, was hired by the Society and began work on
June 17. Ms. Young had attended the April 30 meeting and had been deteated in the election
tor membership on the Board of Dir;‘ectors She was Metis and wz;s married to an lndian: She
had been born in the area and had one youngster in school.

In an interview carried out by a member of the Extemnal Evaluation Team on June 23,
less than a week after she had taken office, Ms._ Young indicated that she "hadn't been able to
get clear directions regarding the work of the Society.” She indicated also that in her opinion
“the relationship between school and community are not close.” In the interview she indicated
that = .. no specific activities have been planned for the Wabasca-Desma\rais Education ‘rr\fonh
project.” She felt that she would "have to explain Qersonally to families what Educatio{r&io'nh is
ali about.” Sh\e was quite optimistic that parents’ interests would receive a voice through

Education North.

An interview with Terry Lusty, the President or Chairman of the Society, conducted
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on the same day, indicated that he felt that there might be a problem with maintaining
c@ntinuity in the group involved wfthlthe project He indicated that it had been difficult to get
the executive together for meetings in the past and that they had also had difficulty getting
suitable applicants for the position of coordinator
The events of the Autumn of 1980 were to show how perce‘ptive Mr Lusty had been
/--/The .Coordinator, Cecile Young, with the editing. ;séistance of Mabel Gladue, put out
the first Wabasca-Desmarais Education North Newsletter in July 1980 This one page
publication contained the names of thle Society executive and also had information of local
interest regarding summer employment. !t also listed "Projects planned by the Education
North Committee © These were”
1) Library - - to be open to the Public
2) Handi Craft Centre.
3) Moose Hide Tanning.

4) Films on Indian culture have been ordered.
5) A pot luck supper to welcome new teachers into our community

it was mentioned that it was hopedto " . put out a Newsletter every month, and it

possible, every two weeks ”

Atetter from Dr. David Young, the coordinator of Education North™ to Terry Lusty, on

/ , July 25 indicated that The Minister's Advisory Committee had reviewed the plans submitted by
/

the Wabasca-Desmarais Society. The letter stated, in part:

The Ministers Committee accepted a total program budget figure of
$11,200,00 rather than accepting each sub-program's costs separately. Such a
procedure allows your Society considerable flexibility within the program budget
in the event that a sub-program should fail to operate, need expansionorif a

/) new program needs 1o be created.

A meeting was held on September 3, 1980 which was attended by eight people in
total. The minutes of the meeting indicate that a representative from Sandy Lake had not yet

been selected. It was decided to arrange meetiné;s with the school principals regarding the
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Improved School Appearance sub—projéct. It was also decided to rotate general meetings
between various community areas. 1t was indi tsd that the coordinator. Cecile Young. had
prepared a list ot resource people and had it onciz It was also reported that a Talent Show was
planned tor sometime in !ate October

It was decided to hold a general meeling at St Theresa’s school on September 18
and to provide, cottee and donuts .

Though not recorded as part of the discussion at the September 3 meeting, the
Newsletter which was published after this meeting indicated that there were five vacancies on
the committee -- one for Sandy Lake and four for Wabasca Desmarais While the Sandy [ ake
vacancy had been a long-standing one and had been mentioned frequenity, the non-return to
the community of the VicePresi.dem, the Secretary Treasurer and two Directors was
~ unanticipated

The Newsletter requested resource peopie to come ferward and help with the various

-
projects. It mentioned thast Cecile Young would be visiting each family to discuss the project
In particular, there was mention of the fact that two of the sub-prejects = . could commence
any day ~ These were the Handicrafts project and the Improvement of School Appearance
project

It was necessary to cance! the meeting scheduled for September 18 as it was found 1o
clash with a meeting of the PTA. |

A meeting of the executive was held on September 23 which was attended by three
executive members, the coordinator, two representatives of the Bigstone indian Band
Education Committee and three other community members. The minutes of this meeting, ™~
which were kept by one of the Bigstone Band Education Committee members, indicate that
the craft lessons were already being heid twice a week and that the drama teacher and the

/
outdoor education teacher had also expressed an interest in working with the Education North
project. It was also agreed that the Presideﬁ\t.“”(erry Lusty, would contact Maria Campbeli to
- N\

/
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see it she would speak at one of the meetings

This meeting was also attended by Janice Dean, the assistant coordinator for
Education North, and her notes ot the meeting indicate thal she suggested that the
replacement board members be appointed if there was no response within the community
Her notes continue. "The President strongly disagreed and felt the Society should undertake
public election to till vacancies.” Janice indicates that she then suggested that, in preparation
tor the election, a slate of candidates be compiled to ensure that those who were most
interested would be considered

A general meeting was set for Ocvtober 6, and this meeting was again attended by
Janice Dean The general attendance was, however, very poor, and this resulted in
appointments to thekexecmive rather than elections One board member position was filled,
as was the position of Secretary-Treasurer, and it was decided that the President would look
into the matter of getting a student representative from Mistassiniy school for the board

The notes which Ms. Dean kept of the meeting indicate that there was some
discussion of ideas which Cecile Young might incorporate in display rooms in Mistassiniy and
St Theresa's schools. She noted that her overall impression ot the meeting was that t was
very disorganized. There was a free-flowing, disjointed, discussion which did not deal ~

specifically with the Education North issues at hand.” She identitied the main concerns in the
)

community as relating to the following issues:
5
e a) Northland School Division is currently undertaking an evaluation
of Mistassiniy School.
b) The Bigstone Band is establishing an Education Authority Board to
deal with the education concems of the community.
c) Confusion exists in the community as to distinguishing the role and
function of the
- (1) Education Division of the Bigstone Band,
-(2) Counsellor aide hired by N.S.0. and Bigstone Band,
-(3)" Education Authority Board,
- (4) Evaluation of Mistassiniy by N.S.D. .

She noted that because of this confusion:
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One of the first tasks of the Education North Society is to define its own
role and objectives within the context of the community and make the
community aware of the relationship (it any) between Education North
and other education agencies within the community

»

The next meeting was scheduled for Monday, November 3. This meeting was
attended by both Janice Dean and Dr David Young of the provincial office of Education North
and by a member ot the External Evaluation Team from the University of Alberta Dr Young's
notes of this meeting indicate that unfortunately the local society was only represented by the
President. the coordinator, and one board member It was decided to get ail the board
mermbers together for a board meeting on the following Friday, November 7. at which t,lme Or
Young would talk to them regarding their purpose and tunction as a board

Again, this meeting was cancelled due to poor attendance, though the notes in the
£ ducation North file indicate that the weather was particularly inclement” The meeti{dg was re
scheduled for November 20 -

This, the third proposed meeting of the month, was attended by three “recruits” and
one board member, and was again, cancelled |

The notes ot the Education North statf indicate clearly that they felt the situation to be

\
quite critical.

The Education North statf recommend the following action to be taken
with respect to the Wabasca-Desmarais Education North Society

- a letter of warning be sent from The Minister's Advisory Committee t0
the Wabasca-Desmarais Education North Society.

The contents of the letter will state:

- The Society is not fulfilling the terms of its contract due to lack of
participation at the Board level.

- The Society will be allowed to continue its efforts to establish a tully
operative board until March 31, 1981. -

- Thet Society witt be expected to fulfill a portion of their contract by the
end of the fiscal year by undertaking a number of the proposed activities
as outlined in their contract..

The meeting of The Minister's Advisory Committee on November 24 considered the

entire matter of the Wabasca-Desmarais Society and the recommendations from the Education
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e MNqrth statt The munutes of this meeting contain two ifgms which are of particular relevance o

this matter The frstis a motion which was camed. and the second is,  as stated. an instnucton
N (A
to the coc{dnnator, Dr Young.

N\
that the Coordinator ot Education North Project contact the

“membership list from Wabasca-Uesmarais outlining the crucial
nature of their situation as a functioning group in Education North

.
The coordinator was further instructed to indicate to the community
’ . that he and the Chairman of Education North are prepared to attend a
meeting with members from the society and community it they so
wished It the society and other comminity members are not prepared
to meet to put the project back on stream, the project will have to be
dropped. .

An executive meeting of the Wabasca-Desmarais E ducation North Society was held
on December 4 The President and two board members attended. along with two community

members who indicated a willingness to serve on the board The meeting'was also attended

Py Janice Dean (
o The notes of the meeting indicate that the matter of the glsx’of Mana Campbell and

N

Shannon Twofeathers to the community was confirmed, though actual dates tor the visit were

not finalized. There was some diSCU'SSion too, regarding a sub-project to use resource people
in'the classroom and regarding the details of the cultural displays 1o be set up in the schools 1t
was decided to hold a meeting on December 15 to discuss the responsibilities of the
coordinator and the matter of filling the vacancies on the board.

Unfortunately, this second meeting did not take place. It was reported by the

A
coordinator that she was not informed that a meeting was planned and apparently the
. executive was expecting her to make the required arrangements. She was not present at the

“[.}écember 4 meeting and the expectations held for her regarding the later meeting, were,
‘she reported, never conveyed to her.

Asa consequeﬁce of this, the next meeting of the Society did not take place until the

. ,
new year, onJanuary 2. Again there was not a quorum of the executive present. This time the

/
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meeting was attended by the President and three board members  Further planning was done
on thé Campbell / Twoteathers vist which was set for February 6 There was some discussion
also of 4 paper which the Society was preparnng on its goals and objectives  Ingram and
Mcintosh (1981 114) reported that

f
Observers present at this meeting could not help but note the overt
contlict between the president and the coordinator From the president’s
perspectlive. the coordinator was not working sufficiently hard  Inturp, the
coordinator asserted that she had been seeking direction and not getting it )
.
The visit ot Mana Campbell and Shannon Two Feathers tqgthe community on February

6 was extremely successful  The public meeting in the evening was aftended by about two

hundred people and during the day the two artists spoke to and sang tor the students at a

PN
L}

- School assembly
At the March Board meeting it was decided to hold the 1981 Annual meeting on the

16th of that month “This date was the same as that chesen by the Bigstone Indian band to )

begin its march to Edmonton to puplicize the needs of the community  As events turned out

only seven people attended the Annual meeting. three of them teachers The four communily

people present had not been previously involved with Education North and the coordinator

was ngt present.

Janice D‘ean was present at this meeting and advised that it not pro?eed as an Annual
meeting and also advised that no new date be set until an assessment of the overall position of
the Society was made by the provincial Education North office

_ Subsequent to this aborted meeting Dr. David Young, the provincial coordinator,
requested Alberta Education to withhold the first cheque for the 1981-82 year which was ,
payable to thg Wabasca-Desmarais Society. He did indicate that ‘one last attempt would be‘
made 10 establish a viable Board and Society However The Minister of Education pre-empted

this move, and on April 24th he wrote to Mr. Lusty, the President of the Sogjety. and

terminated the agreement by'which the Wabasca-Desmarais Sociely was a participant in the



t ducation North Project
This was. effectively, the death blow 10 the Society though it took a number ot
months to completely wrap matters up and obtain the return of unused tunds 1o the provincial

government

CHAPTER SUMMARY

Inthis chapter the four case studies of the selected change attempts in Education
North were presented. The four cases recounted the events and activities in the three
prototype projects identified by Ingram and Mclntosh (1981 137) The l ac La Biche project
was identified as having adopted the Funding Strategy. the Little Red River project was seen
1o have adopted what was termed a Project Strategy and the Slave Lake project was described
as a Society Managed Strategy The fourth case study in this chapter describes the one
project. of the seven involved with Education North. which was lenn;nated by The Minister of

-

Education -
4

The case studies indicate that the four projects enjoyed varying degrees of success in
their implementation efforts  Figure 11 portrays the levels to which each of the tour projects

progressed during each of the three project years, while Table 3 provides a detinition of the

terms used in each of the stages
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TABLE 3

“Stages in the Development of Local Societies

3
Stage
1 Testing phase
Z Inittal organization

3 Early operations

4 Early implementation

5  Active program operations

6. Fine Tuning

Description

This includes the nitial commumity meeting at which the
Education North idea is presented. and may extend a step
beyond it a group is established to test turther the idea of
the Education North program

After gaining approval in principle for its program proposal
the community group proceeds to the election of ofticers,
registration as a society, and writing a Schedule A .
The board of the society appoints a coordinator, takes
steps to establish program priorities, and begins the
recruitment of community persons to implement its
program

At least one program of the society has been

implemented The organizational problems associated with
active operations are being addressed and tentative
solutions are being found

A number of program activilies are under way, not
necessarily with the same degree of success The
organization is healthy but major problems such as
succession of leadership must still be resolved Program
assessments, tormal or informal, are under way and steps
are being initiated to strengthen the less effective program
elements.

Program aclivities have been evaluated and less effective
activities have been upgraded or eliminated. There is
general confidence regarding the competence of the
society, both internal to the organization and external to it
Organizational problems, includipg leadership succession,
have been handled successfully. The board begins its
search for "new mandates.”

(Ingram aid Mclntosh, 1983a 136)



CHAPTER V

ANALYSIS OF THE CASE STUDIES #1

The Elaborated Leadership Obstacle Course Model
The framework developed by Harriott and Gross was used inttially to analyze each of
the four selected case studies They identilied (1979 361) five sequential phases in the

Elaborated Leadership Obstacle Course Model These were

—_

Exploration,

2 Strategic Planning,

3 initiation;

4 Attempted Implementation,

5. Incorporation / Rejection.

Using this framework developed by Herriott and Gross, each of the Case Studies was

examined and analyzed.

LAC LA BICHE
-
The Lac La Biche Education North project was of an "umbrella™ nature, with six
difterent communities involved and each having its own parent committee in pla%e) This meant
that it was necessary to have effective leadership at two different levels at least, if the project

components were 10 be carried through.

in



Herriott and Gross describe this first phase as the period in which leaders in the group
assist in the process of identitying major current problems and in identifying the range of
possible solutions to these problems During this phase also, these solutions would be
examinéd as 1o their feasibility. and finally a specific solution(s) or innovation(s) wouid be
decided upon.

The Education North project in Lac L a Biche seemed to tind itself in a state ot
uncertainty for a number of months following its introduction to the community in September ot
1978. While the trustees of the School Division indicated their willingness to participate in the
project and The Minister's Advisory Committee for Education North advised the |
superintendent of schools, Mr Deutscher, that his initial, brief, proposal outline was -
endorsed . . as warranting further development,” nobody seemed willing 10 take the
initiative in developing a more detailed proposal This may have been due to a reluctance on
the part of community members to get involved in what they saw as an educational area On the
other hand, the educators were under the impression that they had be;en advised not to take
an initiative in this project. In addition to this. their superintendent, who was a member of The
Minister's Advisory Commitiee for Education North, had made it clear that the project was 1o be
developed in the community and be community-based.

No clear leader emerged in The Planning Committee and Mr. Dumont met with a
number of the members of this corn-mmee in early February, 1979 The emergence of Mr
Joseph de Cardinal as a driving force at this meeting was something of a surprise. Indeed it was
Mr. de Cardinal who submitted a revised and expanded proposal to Mr. Dumont at the February
meeting. The proposal had/four components and suggested that the schools in the Lac La
Biche School Division should offer lessons in the four languages spoken in the immediate
area, Arabic, Cree, English and French. The proposal also suggested endeavors in Truancy

Prevention, Cultural Workshops, and a Cultural Resource Museum. The proposal itselt was



modified substantially in later months but it is significant in that it is the first attempt 1o identity
problem areas to which the resources of the Education North project mig.;hl be applied ltwas a
starting point. The vacuum to which Mr. 'Sloan had reterred and which is mentioned in the case
study. had been tilled

Though Mr de Cardinal appears to have left the Lac La Biche area shortly after thé
f ebruary meeting with Mr. Dumont. leadership on the Planning Commuttee was taken over by

_Mr Brian Chudy At the meeting ot April 9 there was extensive discussion This meeting was

attended by Mr. Dumont and he reported that there were representatives from Caslan, Kikino,
Rich Lake and Lac La Biche itselt at the meeting It was evident that the residents ot Caslan
were hoping that the iﬁtroduction ot the Education North project into their community would be
a source of some employment. It also became apparent that the matter of assigning priority to
the various identitied needs could be a matter of contention between the groups from the
different communities. It was accepled. even at this early sbtage, that the project w§u|d
incorporate all the schools in the Division and would, of necessity. be in place in the
communities of Caslan, Lac La Biche. Plamondon, Rich Lake and Wandering River

A revised project proposal was submitted by Mr. Chudy to Mr Dumont following the
April, 1979 meeting. This was presented to The Minister's Advisory Committee for Education
North at its June meeting and received approval in principle. Mr. Dumont, in his letter to Mr

Chudy intorming him of the approval, noted that:

The development of such an "umbrella” project plan to include the
five communities in the region, while at the same time ensuring that the
diverse opinion expressed and the needs identifled by the people ot
various ethnic backgrounds from a number of centres, were brought
together, prioritized, and translated into acceptable program initiatives
was certainly a challenging assignment.

Mr. Dumont also pointed out that though the proposed project was quite unlike any

other project being considered, it did, in fact, fit in quite well with what the develapers of the

¢



Education North mode! had in mind
On receipt of this letter, Mr Chudy, acting as chairman of the Planning Committee.

initiated action to have the Lac La Biche group incorporated under the Societies Act

Summary Leadership, though slow to emerge, was helptul in focusing the acIN|t|¢s
of those interested in establishing the Education North project in the Lac La Biche region |
Three individuals stand out as being responsible for providing this leadership. Mr Deutscher,
Mr de Cardinal and Mr Chudy. While the proposal which was approved in principle did not
speH out in detail how the project would operate, it did identify the three "vehicles™ which
would be used 1o attain their purpose. These were, A Cultural Resource Centre, A Parent
Involvement in the Classroom program and A Truancy Prevention program All three of these
strategies had been proposed in the'initial proposal présented by Mr. de Cardinal With this
approval in principle the group was in a position ‘Io engage in some Strategic Planning for the

-

implementation ot its proposai at the community level.

e

N

Strateqic Planning

During this phase-¢f an innovation the leaders are expected to engage in tasks
associated with the identification of obstacles and facilitators which could affect the ‘
implementation effort. They are also expected to take the initiative in ensuring that adéquate
attention is paid to political considerations and that adequate financial resources are available
for the project.

In some respects '{he leaders in the Lac La Biche project group could be said to have
engaged in strategic planning prior to tﬁe initial appro'val of their proposal. For example the very

concept of an "umbrella- type” project was arrived at following consideration of the political

realities of the School Division and the region surrounding Lac La Biche, and is an indication of



an attempt on thé group’s part 1o devise an acceptable strategy to cope with these realities

- It appears, however that the major planning thrust was not initiated untl after the
approval in pnnciple had been received This point in the group’s history clearly marks a change
in emphasis and as such is used to ide{q{‘i!y the beginning of the Strategic Planming phase of
the analysis using the ELOC modet - ’

In his letter of June 8. 1979 to Mr Chudy. informing him that conditional approval had
been granted for‘the Lac La Biche project, Mr Dumont indicated that The Minister's Advisory
Commilltee had requested The Minister of Education to make $60 000 available to the group
for operational expenses tor its tirst year of operation (April 1. 1979 to March 31, 1980) Mr
Chudy immediately set about having the grol;p incorporated but also moved in the direction of
obtaining additional public input to assist in refining the project proposal To this end public
meetings were held on July 4 July 23 and August 23

It was decided that, while the matter of incorporalion appeared 1o be in hand, the
group should advertise ,for a coordinator It was 'felt that the services of such a person would be
required to assume a leadership position in the organization and o integrate and coordinate A
the activities of the five sub-groups in the project

It was also decided that parent committees should be established in each ot the five
communities tJ assist in organizing the project locally

While financial resources did not appear to be a problem in a general sense, the L ac
La Biche group encountered difficulties in gaining access 1o those funds which haé been
Jdesignated for their use. A new Acting Coordinator for Education North, Mr. Lalta Kunjbehari,
had taken over from Mr. Dumont in the Fall of 1979 and he provided assistance to Mr Chudy in
completing the requirements for gaining final proposal acceptance. This was necessary before
funds would be made available to the group. It was also necessa;ry 1o prepare a detailed budget

and to indicate how the project was intended to work in each of the different communities. This

task was accomplished by Mr. Chudy and Mr. Kunjbehari at a two day rpeeting on October 18

o
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and 19 Earlier that month The L ac La Biche and Region Education North Society had received
- .
its certificate of incorporation In November of that year the Sociely hired Mr. Phil Coutney as

coordinator

sSummary The Strategic Planning phase of what came 1o be The Lac L a Biche aixd
Region Education North Society saw the major leadership tasks undertaken by Mr Bnan
Chudy. the President of the Society Plans were set in plac‘&i-to have parent committees
)

develop program details in each ot the tive communities and arrangements were made 10

obtain access to the money which had been allocated to the project

Initiglion

With the appointment of a tull-time coordinator in November 1979 The Lac L a Biche l
and Region Educatign North Society entered the third phase of the ELOC model, that which
Herriott and Gross refer to as Initiation During this phase thosé in positions‘ of leadership are
expected to take the necessary steps to ensure that the project gets under way. This can take
the torm of motivating those involved, ensuring that the technical and interpersonal expert\fSe
required for the project is available and ensuring that contlicts which ar.ise within the group are
resolved satisfactorily.

Mr. Coutney, and before him, Mr. Chudy, were successful in arousing imerést and
motivation among a reasonably large number of pafem;. Mr. Chudy placed advertisements in
The Lac La Biche Post, the local newspaper, urging people to attend the planning meetings -
and with success. Following his appointment as coordinator, Mr. Coutney immediately began
working. with people whom he knew in each of the local communities, and in the case of Caslan
and Rich Lake, he worked with Parent Associations which had been in existenée for some

time. His efforts at arousing interest were rewarded, in that a group of parents from the Kikino

Metis Settlement Association also sought permission, i early January 1980, to become

v
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involved In the t ducation Norh project though there was no school in that community  This
request was accededto As early as Januanf 9. less than two months after he had assumed hus
duties, Mr Coutney received a request from a group ot parents in Wandering River for funding
for dance classes, Spinning and weaving lessons and a program which would involve a parent in
teaching music in the school. By the end of the same month projects had been started in Rich
L ake and Kikino and in early February, arn classes got under way in Lac La Biche and a puppet
workshop was held in Plamondon  Caslan was the only community group which was not
conducting project - related activities by mid February

In all cases there were local people with the expertise required to carry out the
instruction in the projects in the local communities, where such instruction was required  From
an administrative and organizational perspective, Mr Coutney sought and dbtained assistance
from Dr. D?vid Young, who had replaced Mr Kunjbehari as provincial coerdinator for ‘
Education North in January 1980 The entire operation of the Lac La Biche Society was
streamlined. Dates for Board meetings were regularized, and routines were established tor
presenting reports. Criteria were put in place for assessing proposai requests, and forms were
drawn up to tacilitate the ﬁljng of requests, by local parent groups, to the Society Budgelary
procedures were simplified and a “revolving loan™ was arranged with a local bank A decision
was made by‘ the Board of Directors that each local parents"k ¢ommittee would be eligible to
receive the same amount of financial support from the central Society. Consideration was
given to ensuring that all local communities would be pronerly represented on the Boa‘lrd of
Directors. Considerable attention was paid to detail in deciding these matters. Directors were
allowed mileag’e for travel to and from Board meetings, and babysitting expenses were
provided when this service was réquiredA The rates for these services were set (and amended
when necessary) in accordance with other‘agencies and institutions in the Lac La Biche area.
Thé atténtion given to these matters at this ste;ge of the project meant that comparatively few

problems of an "emergent” nature arose in the later stages of the project. It may also have

~



contributed to what was a consistently good attendance at meetings of the Board of Directors

during the final two and a half years of the project

Summary During the [nitiation phase the leaders in the Lac | a Biche and Region
tducation North Society succeeded in setting projects in place in all but one of the project
communities. The most notable individual in this phase of the operation was the coordinator,
Mr Phil Coutney Furthermore, the Board of Directors ot the Society and the members of the

local parents’ committees appeared to react in a very supportive manner 1o his initiatives

Attempted Implementation

Herriott and Gross indicate that leadership in this phase is assessed by an examination
of the manner in which previously identitied and emergent problems are dealt with

In many respects this was a comparatively uneventful phase mn the existence of the
Lac L a Biche Society 1t would appear that this could be attributed to two facts First,
misunderstandings were minimal as a result of the procedures which had jggen put in place in
the early months ot 1980. A clear example of this can be found in the proceedings of the
meseting of the Board of Directors on October 13, 1981. At this meeting the Directors
considered fourieen requests for funding from five difterent communities. All proposals were
presented in the same format, and the criteria used in assessing the proposals were clear and
were known in adv:ance to the parents’ groups. All fourteen requests were approved and in
only one case was a condition added to the proposal. Changes in Board membership were
made minimally traumatic to the Association as a result of the organizational arrangements
which had been set in place, and any problems associated with delays in receipt of necessary
funds were offset by the line of credit which was available to the Society. The second fact»
worth noting is that 1ﬁé coordinator, Mr. Coutney, was very effective in his dealings with people

in all the project communities. His relationship with those involved with the local projects may
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have prevented problems from ansing but he was seen, by those involved in all aspects of the
project. to be well-liked, and extremely skilled interpersonally and politically This fact was

gltested to in interviews between the External Evaluation Team members and representatives

!

I

of the local societies and also with school admnistrators

Summary Because of the attention to detail in earlier phases. and because of the

abilities Qf the coordinator, the major task during this phase could be described as keeping the
Ve
/
proje/ct ontrack Ingram and Mcintosh (1983 138) in their Final Report on the evaluation ot

t ducation North, indicate that in their opinion the Lac | a Biche and Region Education North

Society had operated at the "Fine Tuning™ stage during its last two years of operation They
described this stage as follows:

Program activities have been evaluated and less etfective activities

have been upgraded or eliminated. There is general confidence

regarding the competence of the society, both internal to the

organization and external to it. Organizational problems, including

leadership succession, have been handled successtully The Board
begins its search for new mandates

Incorporation / Rejection

During this phase, Herriott and Gross point out, the task of the leader is to ensure that
the innovation re(gains a viable part of the on-going activity of the community or of the school
This involves monitoring on the part of the leader(s) to ensure that the aptivity is felt to be
valuable by those most intimately involved with it. H

Many of the activities of the Lac La Biche and District Education North Association
were described by Mr. Deutschér, the Superintendent of Schools, as‘emphasi‘sing procéss
He stated that " . . the emphasis is not on the materials produced - - yod‘re buying a pr.ocese"

with the Education North dollars.” In so far as people’s attitudes were changed during their

period of involvement with the Education North it would appear that the project attained its
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objectives

Monitoring of local projects continued throughout the lite of the Education North
project Assistance and support was provided consistently to the local sub groups trom the
central project office in Lac La Biche The "umbrella” concept was adhered to throughout the
life of the Society and the number of activities in each community which came under this
"Umbrella” increased every year In the final year ot the Lac La Biche and District E ducation
North Soctety it provided funds tor twenty  two dlife~rograms in the six project
coxmmunities.

1t is not possible 1o determine the extent to which the apparent success of the Lac L a
Biche and Region Education North Society resulted from the availability of financial resources

\

as opposed 1o the availability of the human and organizational resources It is clear that the '

Society had succeeded in establishing and maintaining an interest in the project in the six

o~

communities, over its two and a half years of operation It had set in place an effective.
supbortive_ organization which had obtained the increased support of teachers, pa}feknl(s/’:‘a{hd
school system du'ring its operation Ingram and Mclntosh (1983.83) pointed out that by the
third year of the project there were large; numbers of teachers, parents and students involved m
cooperative projects in all schools and in all communities. In some schools, indeed. all students
were involved and in some communities a majonty of all the adults were also involved They
pointé&ut that during the life of the project =  the level of support has increased from
cautious neutrality to enthusiastic and active support * They also indicated. 'however‘ that in
their view it would be necessary 10 have continued financial support from provincial_sowces if

v

the project were to continue.

hEN

S_umma[y It would appear that in the Lac La Biche and Region North Society every

-y

possible step had been taken to ensure that the local projects would become a viable part of

community and school activities. In particular, the processes which were put in place by the



~

’

coordmator and the Board of Duectors obiiged the resydents in each local community to )
become involved in developing a proposal tor each project, 1n presenting this proposal for

approval. and inimplementing the praject once it had been tunded by the Board of Dwectors

ooglusion :
A Y o
After what appeared to be an ominous start, the L ac | a Biche and Mon t ducation
Norh Society would sec;rn 1o have received the type of leadership required to enable it to
successtully accomplish the tasks for which it was created There was‘ hesitgnce on the pan of
teachers 1o get involved with the project intially . as it was emphasised to them that the project
was 10 be community based The community. however, did not readily produce an individuat
prepared to suggest a means whereby the Education North ideas could be implemented in the
l ac La Biche reg«Bn While initially introduced to the community by Mr Lloyd Deu*scher, the
Superintendent of the Lac La Biche School Division, the tirst su&ﬁtamwe proposal was
preser;ted 1o the provincial coordinator, Mr Fred Dumont, by Mr Joseph de Cardinal. a
well-educated. enthusiastic and articulate member ot the Metis community, living. at the time,
and only briefly. it seems, inthe area While this proposal was subsequently moditied and
expanded. the basic components whereby the project would be implemented in the region
remained essentially unaltered
The single. most distinguishing feature of the organizational framework which was
eventually adopted was that of the central society engaging in the role of a funding and
coordinating agency Working in this way, the Society considered appiications from the six
committees of parents in the project communities and approved them for funding subject to
their complying with specified criteria. All six communities were allotted an equal amount of
’ funding each year, and each parents’ commmge‘had equal represémation on the Board of
Directors of the Society. The locally-appointed coordinator. Mr Phil Coutney, worked 7
successiully with the parents’ committees, and motivated them sufficiently and consistently

’



Leader behaviour was most obviously of considerable benetit to the Society m the

matter of establishing organizational structures and procedures This general task area was

)
addressed very quickly following Mr Coutney’'s appointment as coordinator and the

procedures and structure which were set in place were shown to be facilitative to the ethicient

implementation of the project in the local gommunities durnng the remaining years of the

-

project



LITTLE RED RIVER

The then Superintendent ot Northland School Division, Mr Donald Weaver, appears
1o have been the single, most prominent person exercising leadership in the early days ol the
L ittte RRed River Education North Project It was he who grasped at the suggestion. put forward
by Mr Dumont, the provincial coordinator tor Education North, and who presented the
proposal to the trustees of the school division While he remained the dominant tigure in the
project for less than a year, When he stepped back, he had ensured that the direction which
he had set would be followed, by arranging for the appointment of Mr lan Sewall as
coordinator tor the project He made it possible for the Society or planning group to tunction n
its early days by permitting téachers and admunistrators to be absent trom school and by
providing a line of credit to the group from school division monies

The individuals who assumed executive positions in the group and later in the Little

Red River Education North Project Society were mainly teachers or the spouses ot teachers

xploration L
This phase was dealt with promptly though precisely in the Little Red River context It
seems that the Education North Prcject and the funds that it could bring to the schools and
communities in the Little Red River area. were nmme‘ately seen as a possible means of
addressing a very specific problem which Northland School Division had been attempting to
dea-l with for some time. The problem in question was one of developing and providing a series
of readers for the early grades which would have relevance for Native children in Northern
Alberta. The existence of this problem had been recognized for some time,‘ and one of the

Northland teachers, Sr. Bernadette Gautreau, had put a lot of effort and time into attempting to

modify the readers which were in use in the Division, in an attempt to reaify the probl@v
'



In terms of the suggested tasks which Hernott and Gross identfy as pertinent in the
exploration phase, it would appear that most of them did not anse it seems, rather, that the
£ ducation North Project was immediately seized upon by Mr ‘Weaver and the teachers and
administrators in the Little Red River schools as being a possible source of necessary funds to
enable them to carry out a specttic task which they had wanted to do for some time  There was
no need to establish priorities among 1dentified problems or attempt 1o select among possible
solutions 1o the identitied problems  In early October. 1978, at the very first meeting which M
Weaver had with the teachers in these communities regarding Lducation North, he proposed
to them that the Education North monies could be used to help them develop therr reading
materials for the primary grades There is no evidence that consideration was given to
alternative problems in those schocls, or to alternative types of projects in which the
communities and schools might be interested and which would satisty the critena laid down by
The Minister's Advisory Committee

The speed with which the Little Red River group proceeded‘ through the Exploration
phase retflects this clarity of focus and purpose While the whole matter of possible participation
in Education North was not introduced to the teachers until October 1978, events moved so
rapidly that the Northland School Division Board of Trustees passed a motion on the 27th. of
that month agreeing in principle to participate, and this information, along with an outline
proposal for the project was made available 1o the provincial coordinator, Mr. Fred Dumont, in
early November Essentially, the Little Red River group had already worked through the
Exploration phase of the Herriott and Gross sequence and moved into the Strategic Planning
phase. Itis interesting to note, and this was a s;)urce of some unease to some members of
The Minister's Advisory Committee for Education North, that the major decisions during this
phase appeared to all have been made by people living outside the Little Red River
communities - - by Mr. Weaver in his office in Peace River and the board of trustees of

[
Northland School Division, in that same town.



Symmaty. The group which considered involving the Little Red River communtties in
the Edycanon North project had a specific innovation in mind prior 1o their very tirst meeting
The Project.  and the funds which wou.ld be available through it. were both vehicles, which
Northland School Division and its teachers in John D'or, Fox L ake and Garden River realized
could assist them in arriving at a solution to a specific problem._ the existence ot which they had

been aware ot for some years

Strateqig Planning

Once an innovalion or a solution to a problem has been decided upon. the next step
1s to engage in Strategic Planning. according to the phases of the ELOC model During this
phase the leaders in the group of the organization are required to identity forces or factors
which may assist or hinder them in their efforts. They are also expected to provide leadership in
devising strategies to minimize the perceived negative forces and to maxpmize the positive
ones

The events of the months after October 1978, when the Education North Project was
first intréduced formally to Mr Weaver, indicate a clear exercise of leadership on his part as he
assisted the project group in developing strategies which would ensure that their broject ®
proposal would be accepted at the provincial level His recognition ot the resources available
within the school system in the area of curriculum development, notably Sr. Bernadette
Gautreau, and his encouragement of local school people to involve local. Native residents in
the project, were crucial to the ultimate acceptance of the proposal.

Mr Weaver also provided other types of assistance to the group throughout the early.
develobmental, stages of the project, by granting time oft for teachers to attend meetings.

and pemitting the use of school buildings and resources. The Division also absorbed some of

3



the initial expenses involved with the project  txpenses for meetings and the transportation of
teachers and community members between the three communities were all paid inibally by the
School Division. By the Spring of 1979 over one thousand dollars had been spent on the
project and caused Mr Weaver to make a formal request 1o the provincial coordinator for “front
end money for the project *

As Superintendent of Schools. Mr Weaver had a tniendly relationship with both the
coordinator of Education North, Mr Fred Dumont, and wﬁh Or Harry Sherk, the Charman ot
The Minister's Advisory Committee for Education North, and this enabled him to deal informally
with these key individuals in ensuring that the Little Red River proposal was properly moditied
1o ensure acceptance

it would appear that during this phase. the project group. led by Mr Weaver, came 1o
realize the importance of developing procedures to involve the non-educators in the three
communitiés in the project. -While it is not apparent that this feature ot Education North was fully
realized in 1978 by the Little Red River group, it was abundantly clear and accepted by the
summer of 1979 This is an indication of the political reality which became clearer as the
proposal was refined It was part of the reality which the group had to consider and build tnto

their specific curriculum development plans

Summary, While an examination of the etforts of the Little Red River Education North
group during this phase indicates that a substantial amount of effort was expended in having
the project proposal accepted, the very fact that it was accepted demonstrates the success of
the leadership provided to, andin. the group. Primarily, this leadership continued to be
provided by Mr. Weaver, though the principals and teachers in each community were obviously

successful in obtaining the support of a large number of community residents tor their

proposal.



During this third phase ot the £ELOC model. the leaders are expected to provide
direction in overcoming the obstacles which were idéntified during the érevuous phase
Possible areas where the leaders muight be expected to have'to operate during this phase were
motivation, technical knowledge, interpersonal skills, organizational arrangements, contlicts
within the community or between the school and the community

It would appear thqt attention was paid to these areas by the leaders in the Little Red
River group Perhaps the most crucial decision in the lite of the project was the decision 1o
appoint Mr. lan Sewall a‘s coordinator It seems that this was proposed by Mr Weaver and itss
certain that he and Northland School Division facilitated matters by retaining Mr Sewall on the
School Division statt and billing the Little Red River society for his services Inretrospect . itis
possible to identity this decision as of immense importance in the projest Mr Sewall
recognisgd the need 1o invalve the community members in the project and made it clear at the
tirst meeting he attended following his appointment, on September 7 1979, that he intended
to involve the local people It is clear that he succeeded in involving and motivating them to
work on the project and in his December newsletter he was able to name the three collectors ot
stories he had in the communities. By then they had collected about twenty stories and he also
listed those from whom stones had been collected. In an attempt to motivate people to
provide stories it was decided to have a draw tor $100 every two months, with those who had
provided stories being eligible. The Society also sponsored a student writing contest inthe
three schools in the early months of 1980. This newsletter also mentionéd the tact that the
project now required people to translate the stories, which had already been collected, into
English.

When it was considered necessary 1o obtain technical expertise the Society indiéated

no feluctance to go and getit. An example of this is in the matter of incorporation. The letter



indicating that approval in principle had been granted for the project wasnt written until June 11
1979 Thus letter also advised the Little Red River group to ~ take immediate steps 1o
iNcorporate ;:13 a Soclety © The group, through Mr Weaver, didthis, and on July 26. Mr
Dumont, the provincial coordinator was notified by a firm of barnisters in Peace River that the
Application and By-1 aws of The Littte Red River t ducation North Project Society had been
completed and forwarded for signature  This rapid train of events was probably facilitated agam
by the fact tha.t Northland School Division, in the person ot its supernntendent, was the

driving force

Mr Sewall felt that technical expertise was required in'the matter of the developgment
of the reéders and contacted the Hobbema Indian Band in Central Alberta, where a similar
%ollection of stories had been made He arranged for a group from this Band to visit the Little
Red River area but their visit had to be cancelled because of bad w;ather Much techmical
assistance regarding content of the readers was received from educators and other Native
groups working in the area of curriculum, such as The Saskatchewan Indian Cultural College
By Spring of 1§80 assistance had been obtained trom printers and publishers regarding
possible torrat and costs of the readers. At this time too, acting on the advice of Dr Harry
Sherk, Mr. Sewall sought and obtained financial assistance for publication of the Readers from
The Alberta%unufal Heritage Foundation He also obtained considerable technical advice
regarding production of the readers from Mr Sam Donaghey, Chairman of the Grants
Committee and Treasurer of the Foundation, who actually visited the communities
Summary, The Initiation phase of the Little Red River Education North Project was

one which the Society or local group appeared to deal with satisfactorily. Leaders in the group
managed 10 motivate the community members to participate in the project anid where technical

expertise was required there appeared to be no hesitation in obtaining it -



Attermpted Irmplementalion v
There 1s one sense in which itis dithicult 1o relate this phase or the Incorporation

Rejection phase with the Little Red River project  This is because of the fact that the project

wag( tocused on creating a specitic end product - a set of readeré for grade two The project

did not deal with any attempt to implement these readers in the schools in the Little Red River

area From this perspective it could be possible that the project would succeed even if the

readers were never used ' trom a ditferent perspective, however, it was necessary to

implement certain strategies in order to bring the readers into existence. to attain the goal ot
Y

the project. and in this context @ number of problem areas emerged and tis worth examining

how these obstacles were dealt with in the Society

One notable problem which emerged had to do with the method whereby the Society

was given its money through Alberta Education The method was unsatistactory in that ¢ J

essentially involved payment by the government tollowing expenditure by the Society Ths
process assumed that all forms and receipts would be properly completed 'and itermized. which
unfortunately was not always the case Any questioning ot axpenditures or requests for
claritication resulted in delays to the Society and to its creduto;s and these delays were
sometimes quite lengthy

Following é submission by the Society to The Ministers Advisory Commuittee in May
1980 the payment procedures were amended to aliow the Society to pay oft its debts and mee!

-

future payments more prompyy

The Society also managed 1o convince The Minister's Advisory Committee that a joint
copyright agreement should apply to the materials which the Society would produae.

The Society also faced a problem with the manner in which the External Evaluation
Team proposed to conduct its affairs.  Mr. Sewall and other members of the Society managed

to convince the Evaluation Team of the concerns they had regarding the fragile nature of the

trusting relationship they had built up with the community residents, and advocated a more

P
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personal, intense, though apparen.tly mfonﬁal, method of obtamning information about the
project. While not influencing the data gathenng in any way. he and other Society members
provided assistance to the Lvaluation Team which ensured’it;hdt community members were i
no way upset or antagonized by the process The {valuation Team moditied therr data

gathenng procedures. not justin the Little Red River Project. but for all seven projects

|

LR e
- Summary, Iﬁ*eﬁ‘uon- of the analysis indicates that the SoGely leaders were
torcetul and successful in dealing with the problems of an emergent nature that darose n the

Little Red River project

Incorpgoration / Rejection

It has been mentioned that, in a sense, the\Lmle Red River Education North Project
Society was not concerned with the actual ifcorporation of its product, but rather was
concerned only with ensuring that the readers were produced. The questions which Herriott
and Gross suggest have to be dealt with in this phase, however, have to do wutﬁ the steps
which the leaders in the Society should take in order to ensure that their product is viable, and
consequently. is wotthy of incorporation into the school system. Specitically, inthe Little Red
River cdntext. one should ask what steps did the Society leaders take to ensure that the
readers they produced were relevant and viable in the area. ) :

It can be seen that the relevance of the readers to the chiidren of the area was the
primary motivation tor the project in the tirst case. This concern continued fo be the criterion on

M

with experience in Nati

T
ility of stories for the readers was based. Care was t‘ken to involve educators

schools in Northern Alb e selectioNof basal wo _ for each

e matter of local re nce was a corideration

too, in the decision 1o use local artists for the readers and for the accompanying posters It was

reader and in the final writing of ed



felt that the children would be able to relate more closely to stories which had been contnbuted
to the reader and which were authored and liustrated by people whom they knew

The question of what to do with those stories which were collected but which could
not be satistactonly adapted for inclusion in the readers was handled adroitly and sensitively by
the decision to also pubhsh the book of legends, Kayas This endeavor mqeased the
likelihood ot those objectives of the project which were referred 1o in the proposal as ‘process
products. © and which are listed on p 60 of this study. bemng attained.

The entire matter of copyrnght was presented to The Minister’s Advisory Commitiee
not pnmarily as a possible source of financial gain, but rather as a means of ensunng and -
enhancing the feeling ot ownership among the commmnity members, 1in the final product

The physical attractiveness of the readers was a matter which was given constant
attention and one on which much expert advice was sought The Society was committed 10
producing readers ot which the community members would be pr0ud‘ Interms of costs, the
Society leaders sought and obtained a considerable amount ot advice and acted evéntually in

.

what they considered to be a well informed manner

Summary. Itis evident that the Society leaders, and in particular the coordinator, Mr
lan Sewall, were conscious at all times of the need to produce a series of readers which would
be acceptable to the School Division and which would meet the particular needs of the school
children in the three communities  Attention was paid to the visual quality of the readers as well
as to the content, and care was taken to ensure that the people of the Little Red River
communities realized that the Readers én_d the accompanying materials betonged to them.
This was all done in a context of ensuring the best value for the mbney spent. and much
professional advice was obtained in an etfort to ensure the’ acceptability of the tinished

product.



nge 1on

The people involved with the Little Red River £ ducation North project were able 1o
find a clear, single, focus for their ettorts at the very beginning of their activities This appears
o have contnbuted. in great measure, (o the success of the project, and to the apparent
effectiveness of the actions taken and direction dermonstrated by those in positions of
leadership in the project Itis clear that there Were people mvolved with the project trom its wery
beginning who were prepared to dassume a leader8hip role  The singulanty of their purpose,
allied to the expertise in leadership which became apparent in the project group. would appe.ar
to have greatly increased the chances of the project being successtful What could be termed

@appropriate leader behaviour was apparent i’n all five phases of the project. though the final two
phases assume a specific orientation in the context of The Lmle Red Riverproject The
Society and the project were aimed specifically at producing a reader which would contain

‘ a

stories which were éongruem with the experiences of the youngstf;rg\pf the area. While there
was an obvious concern that the Readers should be of sutticiently high quality Ir\\‘at Northland

School Division would tind them acceptable for their program, the process of introducing the

readers into the schools was not the concern of the Society



SLAVE LAKE

An examination of the Slave | ake case study indicates that in the early stageé of the
project, the leadership tunction was carried out by the Supenntendent of the tHigh Prame
School Division, Mr Rene Anctll. and his Assistant Supernntendent, Mr Dan Vandermeulen
The role taken by Mr Dutnont. the provincial coordinator tor Education North, was clearly that
ot a provider of information who appears to have never become actively involved with the
project in Slave Lake. The School Division officials quickly received the support of the ofticers
of the School Community Liaison Committee and it was this small group which provided the
leadership necessary to get the project under way

While officers of the Slave Lake Community Education Assoénanon continued to
provide leadership throughout the life of the profect. they were joined and assisted in this
tunction by the two coordinators who worked for the Association, and. to a much Iersser
degree, by the principals of the three schools in the community. The Association’s officers

and coordinators all changed throughout the three year hfe ot the. proi'ect, though all three

school principals remained the same.

xploration

Herriott and Gross (1979 360) point out that during this phase the task of the leader(s)
is to ensure that the major problem areas are identitied and ihat innovative and appropriate
strategies to alleviate these problems are selected.

It would appear that in Slave Léke problems which had been identified in the early
1970's were considered to be still present in 1975, namely the lack of parental support for the
schools and the feeling among many parents that they did not have anything to offer to the
schools. While the School Community Liaison Committee, which was established in 1971,

addressed these problems and attempted to improve the situation, Education Ncrth was



apparently seen as a means ot providing funds for the continuation ot these same endeavors
which would gventually allow the schoot and community to work more closely together  Thus
goal of greater community mvolvement in the school was the prmary objective of the provingat
£ ducation North project It was also the reason tor the existence of the School Commusiity
Liaison Commuttee in Slave | ake

Possibly as a result of this apparent agreement or congruence, NO systematic
examination of problems within the schocl community was undertaken  No poornties were
assigned to any specitic Community t ducation Assogiation plans There does not appedr to
be any evidence that the “poliical” situation was a key tactor i and when a range of possible
solutions was considered Indeed there is no evidence indicating that a range of possible
solutions was considered. npr is this surprising, as specific problem areas were notidentitied
The fact that the local “political™ aspects were not given sufficient weight may, however be at
the basis of a number ot ditficulties which the Society encountered. For example a number of
projects adopted by the Society were never weicomed in the schools or the schools indicated
that they were already active in the particular area which the 6rolect proposed to address

The question of identifying resources. inside and o‘utsnde the community, which
would assist In impiementing the Society’'s programs was a task which never appears to have
been completed Both of the coordinators of the Slave Lake Education Society worked at
developing an inventory of resource people who could be of assistance to teachers in the
schools. This was not the same task as identitying pamcﬁlar resources to assist in
implementing a particular aspect of the Society’'s program. for gxample the volunteers in the*,
classroom project.

The tinal component of the Exploration phase identified by Herrict and Gross has to
do with whether or not those involved in the leadership of the organization or society assisted
in the identification of the most promising solution to the identified problem. There is no

evidence that members of the Slave Lake Education Society clearly identified a specific



.
problem 1o be remedied or goal to be accomphshed exceptn the most general sense of
mvolving the community in the schools  Conseguently thero 1s no evidence of the society

tocussing on a pretered solubion o more acceptable direction

summgary  twoukd appear thatin practice, the Slave Lake b ducdion Soc ety

bypassed the t xploration phase  No clear godl was setfor the Society nor was any specific hine

of action proposed as a means of mvolving the community in the schools

2lrategre Flanning

Hernott and Grouss divide this phase nto tive discrete though related action areas

. .

Three of these relate to the identiication of potential obstacles and facihitators to the
implementation of the Innovation, and the development of a realistic strategy taking these
tactors into account  The remaming two areas relate to the actnoﬁ of the leader in obtaining the
necessary financial resources and in identitying the political considerations and developing
strategies to cope with them

Possibily because of the lack ot clanty regarding the purpose of the project it dppears’
lthal there was little or no strategic planning carried out either by the Society executive or the
coordinator Cenrtainly there is no evidence that obstacles were identified or that strategies
were devised to overcome these obstacles It would not éppear that there was any real need to
pursue financial assistance once the iniial proposal had been approved and when financial ‘
complications arose the lez’adershnp, in resolving the problems, appears to have been taken by

individuals outside the Society, namely staff of the Planning and Research Branch.ot Alberta

Education and the Coordinator of Education North

Summary. The analysis of the operations of the Slave Lake Education Society during  ~

what might be called the strategic planning phase was rendered more difficult by the fact that



the development ot a strategic plan presupposes a clearndea ot what itis one wants to do
There 1s no evidence. however that any of the piojects which the Society undertook were
considered in this methodical manner  No clear altempts were made 10 overcome obntacles e

the schools nor was any attempt made to organize supporting forces

Iniiation

This ohase 1s explained as the one in which leaderstip s provided in overcoming
obstacles which were identified dunng the Strategic Planning Phase  There was no evidence
of strategic planning. there 1s also no evidence that the types of obstacles dentified by Hernes
and Gross were considered or dealt with in a systematic manner  Rather each problem area w.
dealt with on an ad hoc basis. as or when it was dentified  Factors such as “lack of motivation”
or "lack ot necessary interpersonal skills™ were never considered betore ther absence
became a problem At no ime did it appear that the Slave Lake Education Society had adopte!
a proactive stance in anticipation of ditficulties which might anse

A numbér ot the tactors identihed under “Initiation”™ appear. inretrospect. to have
been relevant to the Slave Lake Society Contlicts did appear 10 exist between the schools
and some society officials. There appeared to be scme contlict between groups within the
community and within the Sociely There was a lack of consensus about certain program
components which the Society attempted to put in place These difficulties were not
"anticipated” howeve(, and the Soclety reacted to each situation as it arose The selection ot
specific strategies appeared to be left to the discretion of the coorainator

;

Summary. In that the major thrust of this phase is the overcoming of obstacles
identified during the strategic planning phase. the Slave Lake Education Society, not having
paid any attention to'the earlier phase, was not in a position to address the questions raised in

the later one either. While many problem areas did exist the;y were not identified in a systematic



manner  Rather they were dealt with on an ad boc basis, as and when they attected the effonts

of the Hocely

Atlempled Implementalion

Dunng this phase t1s encumbent on those N leadership positions 1o provide direchon
in overcoming previousty identified and “emergent” obstacles It has been pomted out thal
trom the perspective ot those mvolved with the Slave | ake Educabon Society all obstacles
were dealt with as though they were emergent

Specitic objectives of the local society developed gradually dunng the lite of the
g roject and tavourable consideration was given to requests tor tunding dealing with a broad
:dnge oitopics  These included the Block Parents program, the Library Use and Book
Awareness program, the Parent Development program and the Newsletter program Some ot
these were initiated by the Society. others were initiated by the schools or some olﬁé’r‘k
cc;mrnunlty group In all cases, however, while the Education Society agreed to provide
tinancial suppor for these programs the criteria on which the decision was based were never
clearly articulated

Misunderstandings arose regarding roles and expeclations There was a lack of clanty
regardjng what the Society executive expected the coordinator to accomplish and the support
which the coordinator felt the executive shouid provide to him  The coordinator was unaware
ot the monitoring role which the executive felt he should exérase over the treasurer and the
treasurer was unaware of the detailed bookkepping procedures which the executive (and tMe
accountant) expected him to adhere to  All of these problems were dealt with as they arose
Only in the case of the coordinator's probation was an attempt made to anticipate difficulties

which might arise and this was, in major pan, forced on the executive as a result of previous

experiences



Summary, The very fact that the Slave | ake E ducation Society survived and managed
to provide support for a number ot projects 1s an indication of the tact that the coordindtors and
the members of the executive of the society did manage to provide leadership i overconing

the obstacles which arose

10 ration/Rejection

This phase deals with providing leadership to ensure that the programs which are
supported are incorporated into the ongoing aclivities of the school or of the community
Herriott and Gross list a number of monitoring functions which they associate with this phase
One specitic focus area has to do with obtaining the views of the various stakeholder groups
involved with the project in or through the schools. such as students, teachers and parents A
second focus would deal with monitoring of the innovative project and would Include costing of
the project. an assessment of its benetits in the light of the costs and making decisions in this
context regarding the dessireability of continuing or terminating the project

The Slave Lake Education Society does not appear to have deliberately set out
through either its coordinator or its Executive members. 10 solicit feedback trom students,
teachers or parents. In that there were members of the latter two groups represented on the
Executive of the Society, however, there was an informal flow of information from the schools
and the corﬁmunity regarding the various projects which the Saciety attempted 1o put in place
There was no deliberate attempt made to obtain any objective evidence that the projects were
achieving their intended purposes. While overail Society expenditures and revenues were
documented and audited, ‘these were not broken down and related to particular programs, nar
was any attempt made to conduct a cost-benefit analysis on any of the programs. ¥

A number of the programs which the Society attempted to implement appeared to

have "died” of their own accord. Among these would be the "noon hour fun™ program and the



“volunteers in the classroom™ program  In nether case was the demise a result of a decision by
the coordinator or the Executive. thatthe program did not meet its objectives or that it was not

in keeping with the Education North guidelines

Summa--, There s no evidence that the Slave | ake Community Education
Association systematically solicited teedback trom any of its stakeholder groups  There 1s some
evidence that it did not monitor its own operation very closely and it does not appear 10 have
amended its plans in the light of the findings of such monitoring  Programs which were

operationalized do not appear to have been assessed in any formal manner

n¢lysion
e

It is possible to identity individual people associated with the Education North program
who, at one t|rne or other provided leadership in the Slave Lake Community Education
Association J appears. however, that many ot the areas which were identified by Hernott and
Gross as requiring the attention of those in the leadership positions. were not attended to In
this project Tt may be that the most crucial omissions. from the standpoint of their impact on
subsequent events, were in the area qf the first phase, Exploration It does not appear that
the major £ oblems in the schools were identitied. nor were needs ang possible solutions
arranged in any particular priority No consideration appears to have been given to identitying
obstacles which might impede attermnpts to implement the program

As a result of the leaders in the project not addressing the tasks in this first phase.
activity in many areas of the subsequent phases was pre-empted. The ELOC model is
essentially progressive in nature. For example, the Strategic Planning phase builds on the
tindings of the Exploration phase; the Initiation phase agddresses obstacles identified in the
Strategic Planning phase, and soon. The major_shortcomings of the Association then, appear

to be in failing to provide or obtain, leadership, in the areas indicated in the earliest phase of

)

N



the EL OC model .

It has been mentioned that leadership was present in the Slave Lake Commurnty
Education Association nght trom the beginming, both in the members of the executive and in
the coordinators Indeed. the tirst coordinator complained that there was too much leadership
and that he was pulled in many directions by the Board members It appears that the
appropriateness of the leader behaviour in the Association may be questioned in view of the

many task areas which were not addressed by anyone in a leadership position



WABASCA DE SMARAIS

It s ditficult 1o Wdentify any one individual who could clearly be identified as having
taken aleadership role in the establishment of the Education North project in Wabasca
Desmarais  The schools in the communities were under thé controt of Northland School
Diviston and the motion passed by the Board ot Trustees of that junsdiction on October 27
1978, indicating a willingness to have Divisional schools participate in the project. apphed 10
Wabasca Desmarais as well as to other communities such as those in the Litlle Red River area
However, the tirst word ot Education North came 1o the community in December 1378 through
Mr George D Auger. aresident of the area and a member of The Minister's Advisory
Committee for Education North

The tirst public meeting to consider the possible implementation ot Education North in
the Wabasca-Desmarais region was held in January 1979 and a planning committee of
teachers, parents, students and representatives of the Bigstone indian Band and the service
agencies in the area was established

It appeared that the group in Wabasca-Desmarais was ready 1o move into the first

phase identified by Herriott and Gross in their ELOC mode!.

xploration
Herriott and Gross point out that the tunction of the leader(s) during this phase Is to
assist the group in identifying what the major current problems are and in allocating priority 10
these needs. The leader(s) should also assist in identifying possible solutions to the problems
and the forces both within the community and outside it which may facilitate the implementation
of the selected so'utions. |

While the Exploration phase could be said to have been begun in Wabasca-

N



Desmarais in January 1979, the three meetings held dimng the first six months of t:iat year dnd
not help focus ona particular problem to be addressed, nor did they indicate that clear
leadership was going to emerge trom the group. The introduction to the wtial proposal which
was p?esented in July 1979 records the tact that these meetings took place It also records that
there was general agreement on the fact that there was insutticient involvement in education in
the area and that there was a need to improve the relationship between the schools and the
community No specific means ot dealing with these concerns had emerged, however, and
by June of 1979, the group. c.onsxstmg mainly of teachers and those working tor governiment
agencies, appeared to be no further qhead than it had been in January

The record of the Wabasca Desmarais group indicates that the appointment ot L ormna
Gladue as Community Development Facilitator in June 1979 provided the tirst clear impetus ot
action fogthe project This, and the tact that the assistant coordinator tor Education North,
Janice Dean, became directly involved with the project, appear, in retrospect. 1o be two
crucial tacts in the earty development of Education North in Wabasca-Desmarais  The work ot
Ms Gladue in preparing the inniél proposal, and that ot Ms Dean in revising, re-writing,
expanding and amending thig ariginal proposal, were to lead. inthe Spring of 1980. 10 an
acceptable project proposal and an agreement between the local Society and The Minister ot§
Education.

In the most general sense, the Exploration phase had been traversed. Solutions to
the loosely-detined problem of poor relations between the cornmunity and the schools had
been proposed and though reservations about the "tuzziness™ of some of the proposal
components had been expressed earlier in correspondence between stalt members of the
Planning and Research Branch of Alberta Education, the Society was now in a position to draw
up detailed plans to implement the project.

The most consistent, and only, “leader” in the Wabasca-Desmarais project group

from June 1979 to March 1980 appears to have been the assistant - coordinator for Education



North, Ms Janice Dean Jamce worked imtially with Loma Gladue to get the proposal moving
She refined the proposat and assisted the group to modity it and expand it to meet the
requicements ot The Minister's Adwvisory Committee  She handled the matter of Society
incorporation. and throughout the entire ten months she SlJppOf{ed and encouraged those
who were trying to organize suppot for the project in the area  She attended practically every
project meeting in the region dunng those months  The minutes of these meetinds and her
_own notes in the Society tiles indicate that she made her concerns about the lack ot local
leadership and commitment known 1o both the provincial coordinator tor t ducation North and

to the members of the Wabasca: Desmarais group

Symmary The txploration phase of the Wabasca Desmarais Education North bro;cn,t
was an arduous one in many respects No leader erﬁerged locally who could focus the group
sutficiently or obtain the commutment from the members 1o clearly identity needs and possibile
solutions Recognising this, the Provincial office tor Education North, 1n the person of the
assistant - coordinator. Ms Janice Dean. took the major initiative in developing an acceptable
proposal and establishiﬁg an inco:gﬁrated Society Ms Dean provided this direction in the tull
knowledge that it the leagership were not taken up locally, the project was not likely to
succeed She repeated this admonition frequently and recorded it in helr notes in the project’s
tile | K

By the end ot March 1980, however, the Society had an eight item list of proposed

activities and had indicated its intention of hiring a project coordinator

7

Strateqic Planning
This phase of the ELOC model, where the leader(s) in the project should provide

direction in identifying obstacles and facilitators to the implementation of the innovation and in

R



developing strategies for implementation. proved to be an immensely difficult phase for the
Wabasca Desmarais £ ducation North Society  Indeed, in many respects, it could be sad that
the agreement between the Society and The Minuster of E-ducation was actually terminated
while the Society was still engaged in Sirategic Planning

While an interim project coordinator was hired in Apnl 1979, there is no evidence ot b,
having done anything Indeed, once his few weeks as acting coordinator were up tus name
never again appears in any Society references There 1s evidence, however, that when Cecile
Young took over as coordinator in Jur‘\e of that year the Society had made no progress n
developing implementation plans. She indicated in the interview which was held that month
that she hadnt - been able to get clear directions regarding the work of the Society ™ and
also indicated that she hadn't talked to the pancipals or most of the teachers  She admitted
that "no specific activities have been planned for the Wabasca-Desmarais £ ducation North
project ”

Interviews conducted with the principals of the schools that same month indicated thal
neither of them had any involvement with the project thus far  Both of them saw dilficulties i
getting the community to participate in the project because of the tactions in the community
which militated against cooperation and which also saw the teachers as extraneous to the
community One of the teachers who was interviewed referred to the ditficulty of getuing
people involved because there were too many projects running in the community. He also
referred to the fact that Education North in general, seemed to create problems ot~
conflictlng or overlapping junsdictions,” and it had ~ diffuse. general, terms of reference ~

Ingram and Mcintosh (1983a.125) comment that the Wabasca-Desmarais Education
North Society had " .. made only a few halting steps towards active operations in the spring of

1980." Little or nothing appeared to have been done to move the Society from the

rudimentary Exploration it had engaged in through the phase of planning for implementation

Fhey continue:

L
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As of the end ot June no program activities had been implemented
Temry Lusty, the Soctety's president. reported that he was trying to bring the
Board together to discuss pnornties for Mrs Young's work during the summer

The President seemed to have a clear view of whera the Society
should be headed Five areas of programming were envisaged (a) community
use of school tacilities, (b) job career counselling, (c) activity chaperones, (d)

community involvement in cultural activiies, (e) development ot a community
resource nventory But no steps in these directions had yet been taken

Ingram and Mcintosh {1383a 138) stated thatn thew assessment the Wabasca
.[)esmdrals Society was at the Farty Operations stage of the developmental continuum at this
ume  They defined this stagé in the tollowing manner  “The Board of the society appoints a
coordinator, takes steps to establish program pronties, and begins the recruitiment of
community persons to implement its programs -

it seemed. in looking at the Wabasca Desmarais project at the beginning of summer
1980, that there were grounds for optimism  Untortunately, events in the later months were
not 1o support this view. Ms Young did produce a Newslelter in July and another in early
September Handicraft classes were started early in the school year and a list of resource
people was prepared (though apparently never used). But each "avent” was 1solated. in a
sense. from ali the others Reading the minutes ot the society mestings, one is struck by the
lack of continuity, the disorder that seemed to permeate the discussions and deliberations
. t.‘;lSugg‘;v;?slions are made, discussed, agreedto. and never heard of again Examples of this
were the pot - luck supper to welcome new teachers, the Talent Competition, the moose hide
tanning classes. There is no evidence that letters were ever written to Northland School
Division inviting them to send a representative to the meetings, - - a matter which had been
approved at the meeting of April 30, 1980, nor is there any evidence that principals were
contacted to meet with the Society regarding the Improved School Appearance project as w{s

agreed to at the meeting of September 3, 1980. The auditors who were engaged to close the

dh
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hooks on the Society mentioned in thewr report of October 5 1981, that "Because of the lack
of internal control and an adequate filing system, we were unable to locate supporting
documentation for certain expenditures ~ In a phone call some days earlier to the bducation
North oftice they had indicated that they were unable 1o find records of the motions that stated
what the coordinator's salary should be or what her mileage and travel allowances should be
Durning the summer of 1980 it had been necessary for Or Young to make special arrangement.
with the Royal Baﬂb to release tunds to the Sociely because proper arrangements had not
been made regarding who had signing authorty  Ingram and Mclntosh (1983a 132) descnbe

what their perceptions were o

one other tactor stands out In analyzing the rse and fall of the
Wabasca Desmarais project - - the inefficiencies in planning and management
of the project. Repeatedly, key items of inforrnation were not communicated to
key persons. meetings had to be re-scheduled, and agenda and minutes
were not prepared

This apparent ineptitude permeated all the Society’s etforts to come to grips with what would
be required to implement the project which they had proposed. No planning took place in any
acceptable tashion Where sub-projects seemed to get under way it did not appear to be as a
result of any considered Society etfort but rather through the eticrt of a single individual who
did all the planning and organizing, -alone. This was true df the Newsletter, it was true of the

Handicraft classes. it was vinually true of the Campbell / Twoteathers visit.

Summary While faltering steps were taken by the Wabasca-Desmarais Education
North Society to implement a small number of sub-projects, there is ho evidence of any-
‘ 3
leadership emerging to assist in planning activities which would be required for any attempt at

sustained implementation. Though the President of the Society remained in office throughout

the life of the Society, he does not appear to have exerted the leadership necessary to help



the group through this phase for whatever reason neither the President nor the coordinator
were successtul in obtaining the sustamed comnutment from a suthciently large number of
community members which would have been required in order to implement this project They
were unable it seems, to even obtain a sutficiently consistent attendance at executive

meetngs 1o allow the Society 1o engage in any meaningtul planning

Conclugion

itis apparent that effective leadership never emerged dunng the two and a halt years
m yhich the Wabasca Desmarais group was involved, in one capacity or another. with
t ducation North  Following the introduction ot the concept to the community by Mr Auger in
late 1978 no individual came to the fore to provide the group with clear direction  During the
spring of 1979 ditferent people met. irregularly, to discuss the community and the schools and
t ducation North, in a general way It wasnt untit June 1979, however, that the first step
towards developing a proposal was taken with the superintendent of the Opportunity Coms
appouﬁting one of his members 10 assess the views of the community re‘asmems concerning
£ ducation North

Despite the concerted and intense efforts of the provincial Education North office ¢
appeared to be extremely ditficult to stimulate local interest in the project Janice Dean's eMorts
to work with the group were complicated by the lack of continuity within the group itselt and the
tact that no single individual emerged capable of motivating the residents of the community or
organizing and focusing the interests ot those who indicated a willingness 1o become involved
with the project. It is noteworthy that the Education North statf spent considerably more time
and effort attempting to get this project under way than they did with any other project.

The termination of the project doﬁes not appe;r topave been caused by any single,
major inciden‘t. it was the continued i;uability rof the Sociely, a’héi more explicitly its executive, 10

cope adequately with the process of implementing their proposed program, that brought



about the termination of the agreement between The Minister of E ducation and the Soaety
fngram and Mcintosh (1383) indicate three specific areas where the Society was unsuccenstol
.These were (a) winning community support, (b) developing a leadership team and ()
‘PHC‘CIIVU planming and management
It could be argued that ¢ an t ducation Nodih project were to(ﬁ)e successtul it would be
necessary to succeed, to some extert, in gll three of these areas By Aprl 1981 the
hhon had obviously dec:ded that there was no

t ducation North staff and The Minister of

likelihoad of such success in the Wabasca-Desmarais Education North Society

CHAPTER SUMMARY

In this chapter the everts and activities in tour of the seven projects of Education
North have been analyzed. using the model developed by Hernott and Gross (1979 ) ;he
tour projects which were analyzed were those in Lac La Biche, Little Red River. Slave | ake
and/Wabasca-Desmarans The case studues of each of these four projects were presenteq n-
the preceding chapter

Each of the case studies was examined to determine whether the tasks identified by
Hernott and Gross in their Elaborateé Leadership Ot;stacle Course model (ELOC) were
addressed by those in leadership positions within each project  Within each project the
appropnateness of the actions, ot a leadership nature, which were taken were also

considered Table 4 provides a summary description of the manner in which each of the

‘Education Nerth socielies operated in relation to the stages of the ELOC model
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CHAPTER VI

ANALYSIS OF THE CASE STUDIES #2
N
Fullan  Factors Affecting Implementation
The Case Studies of the same four projects were also analyzed using the F actors
Aftecting Implementation which Fullan (1382 56) proposed These factors are arranged 1nto
tour broad categories with a number of sub components included in each calggory The broad
categories have to do with characteristics inherent in the change itself, in the School District,
and in the schools Finally charactenstics which are external to the local system are examined
Table 5 presents the tour broad categories and the complete list of fifteen factors identified by
Fullan
Each of the cgse studies was examined to see whether or not attention was paid to
these tactors. Where it was found that a particular factor was not given attention or did not
appear to be relevant, consideration was given 1o whether or not the project might have been

implemented mare successtully had that factor been considered
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Table 5

Factors Attecting Implementation ot Change

Characteristics of the Change.

1 Need and relevance of the change
2 Clanty

3 Complexity

4 Qualty and practuicaiity of program  (madtenals ete )

Characteristics at the School District Level,

5 The history of innovative attempts

6 The adoption process.

~J

Central administrative support and involvement
8 Staff Development (in - service) and partic:pation
9. Time - line and information system (evaluation).
10 Board and community characterictics
X
¢
Characteristics at School Level.

11 The principal.
12 Teacher - teacher relations.
13 Teacher characterstics and onentations

)

Characteristics External to the Local System.

14. Role of Government.

15 External assistance.

(Fullan. 1982 56)



LAC LA BICHE
Charactenstics of the Change
. In examining the charactenstics ot the change inthe Lac L a Biche context s not
apparent that initially there was any clear insight as to the need for the t.ducation North project.
nor is ther evidence that its possible relevance tor the school division was immediately grasped
A number of the communtties in the school division already had active parents’ groups working
with the schoois This was particularly true of Caslan, Rich Lake and Wandering River It was
difficult 1o determine whether a need existed for whatever service could be provided through
Educatioq,Nonh until there was clanfication ot just what type of service could be provided The
terms in which t.he project were. detined were not precise and this may well have contributed to

the initial uncenainty regarding a need for, and the relevance of, the Education North project

in the area

The reports ot the meetings of the Lac La Biche planning committee durng the early
months ot 1979 indicate clearly that there was uncertainty as to what types of local activities
came within the scope of Education North. Mr 'Fred Dumont, the provincial coordinator tor
Education North, was critical ot the proposal which was, submitted to him by Mr Joseph de
Cardinal, on behalf of the committee. in February 1979 His notes mention two areas which
caused him concern. First, he stated that the "Aural - Oral endeavor” was t0oo narmow in terms of
emphasis and did not allow for sutficient flexibility in approach. Second. he indicated that he
didn't consider that the proposal, as presénted, would .. do the kinds of things the
committee talked about.” The endeavor of which Mr. Dumont spoke was designed to atternpt
to overcome the difficulties which the non - English speaking children encountered when they

attended school. By overcoming some of these frustrations it was anticipated that the children

&
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would come to enjoy school more and, as a consequence ¢f this, thare would be less truancy
and fewer students dropping - out of school at the earliest possible opportunity Whether Mr
Dumont was correct in his assessiment is not pertinent 1o this analysis. What is relevant,
however, is the fact that the planning committee were not clear as to what specitic components
were required in a proposal and in a program in order that it be accepted by Educatiort North
Coupled with this lack of clarity as to the purpose of the project, there was also a lack
ot clarity as to the roles which the educators and lhé parents should take in the project There
was no clear idea in the minds of the teachers or the parents or the Education North statf, as to
just what Education North should be in practice It was evident in the Lac La Biche project that
this lack ot clarity caused difficulties in the early days of operation, before a proposal was
prepared. The executive of the local Society. however, set about removing much of this
uncertainty immediately after it was established. Criteria were drawn up for assessing possible
projects and operational procedures were set in place which clarified the lines of relationship

between the Society, the local parents’ groups and the coordinator

Complexity

Associated with the question ot clarity is that of complexity The lack of clarity
regarding both the goal(s) of Fducation North and the means which should be used to attain
these goals presented the group in Lac La Biche with what appeared to be an extremely
complex attermnpt at change. When the leaders in the local group developed their proposal,
however, they deliberately simplified matters so that each local group could fuhction in a clearly
understood, unambiguous manner. The operational procedures and functional guidelines
which were put in place in the §ociety in early 1980 not only clarified matters for persons -
working in the project but reduced its apparent complexity to a comparatively simple state. The
executive of the Lac La Biche and Region Education North Society appeared to implement the

suggestion put forward by Fullan (1982:59), based on the findings of Rosenblum and Louis



{(1979). that - complex district wide changes should be difterentiated into an array ot

specific components ~

Quality and Practicaity of f’regram

In that the Education North project did not mandate either panticular behaviours or the
use of particular matenals, the Society members in L ac La Biche were not in a position ot
having to adopt. use or even produce, matenals whose quality and / or practicality was
questionable On the other hand. because the project had a heavy process emphasis this
tended to deemphasize the materials used in, or produced through, the project. to a position
where they were clearly seen as a means - a means 1o getling the parents and community more
involved in the schools This was the fundamental criterion which each of the local parent
groups had to consider when proposing a course of action. In that regard the QUGSIIOFI'S of
relevance and need re - appear and each local parents’ group was careful to propose. develop
and implement projects in their own area for which there was sufficient support. When
interviewed in May 1980, Mr. Deutscher, the Superintendent of Schools for the Lac La Biche
School Division, indicated that he felt this emphasis on process might be a source of difficulty
He stated: ". . there may be a criticism of a strategy aimed at involvement principaily. which

won1 yield tangible outcomes.” Such criticisms were not forthcoming in Lac La Biche during

the lite of the project.

ummary

There were some obvious problems in the early days of the Lac La Biche and Region
»
Education North Society which appear to have been linked to the nature of the change itself.
The relevance of the change for the area was not immediately apparent and the benefits which

might result from the implementation of the project were not obvious. Somewhat the opposite

was, infact, the case. There were obvious misgivings among the teachers and administrators

\



concerning the desirability of involving community members extensively inthe schools This
uncertainty and lack af clarity was compounded by the fact that many teachers interpreted the
emphasis which was placed on community participation to be an indication for them to not get
involved with the project  This was particularly true of the teachers and administrators in Ihg
tour schools in Lac L a Biche \

The eftorts of the Society in the early rﬁonths of 1980 n establishing clear operational
guidelines did much to clanty the project’'s purpose and indicate areas where it could be
rélevant to the local communities These guidelines and procedures also simplified what had
been perceived as a complex and involved process and allowed sutticient flexibility to ensure

that each local parents’ group was able 10 ensure that their particular projects were of relevance

in their own community

Characteristics at the School District Level

1 : .
In considering how the Lac La Biche and Region Education North Society project was
shaped, one; is unable to find any indication that previous experiences with innovation or with
governmental attempts at change played a signiticant role in the project. It would seem that
there was no overt cynicism and apathy apparent either in the schools or in the local
comm;nities, Once the problems of clarity and complexity were resolved it does not appear

v
that what Fullan (1982;64) calls the " . . subjective meaning of change.” functioned in any

way negatively or impeded the efforts of the Society members.

The Adoption Process
The process whereby the project was introduced img\Qe community may have

‘
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caused some unnecessary problems Itis evident that those closely involved with the project in
ts early days in Lac L a Biche struggled in their attempts to tind areas where the project might be
applicable While the trustees of the School Division had to sanction the project they were
cautloned that the project had to be community - based M‘ost of the educalors,
understandably. interpreted this to mean that they should not adopt leadership positions in

the Society. This. in effect, meant that the only structured group dealing with education in the
district was expected to not get involved The problem was that no other group in the area felt
that it had a mandate to get involved in the schools and in education to th\e extent that
tducation North apparently derﬁanded The resolution of this conundrum obviously caused
some delay in the development and submission of a suitable proposal  Rick Sloan. the second
President of the Society and the Director of Preventive Social Services in Lac La Biche at the
time stated that he got interested in the project after he had read M;a*'m“m‘ Feasihle
Misunderstanding by Daniel Moynihan. Skoan stated in an interview in 1980 that -~ it should
not work, accordjng to the Moynihan thesis *  Sloan has already been quoted in the case
study as indicating, thatin his opinion, Alberta Education displayed vs_/hat he called ~"avacuum
ot understandiné,‘ regarding the methods whereby projects are developed There was
obviously a teeling among those involved with the project in Lac La Biche in its inception, that
there should have been clearer guidelines from the provincial body regarding the scope and

nature of Education North.

:

The tact tﬁat neither the central administration in the school division nor the
administration in‘the schpols participated in, or indicated support for, the preicat, aid appear to
aftect the initial development of the project in a negative manner. In interviews wijth the
Superintendent of Schools, Mr. Lloyd ljeutscher, and with other administrators in the schoal

division, in May 1980, it was perceived that there had been a certain amount of skepticism
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about the project. Mr Deutscher stated that ~ nitially | thought the local societies would be
a total disaster © Mr. McCullough, the pnncipal of the Wandenng River school, stated that the
project was =~ turning out much better than | had anticipated ™ It might be argued that a clear

ndication of support 1ror1! the educators wQuid have expedited the development of the

proposal. On the other hand it could also be suggdgsted that such overt participation in the

@plannmg stages of the project might have tended to move the project from being “commuiily
based” to being “schoel based ™ As the project evolved, educators became involved with
and supportive of it, and in many cases ook the initiative in proposing sub - projects 1o the local
parents’ committees  Such a process was constdered successtul, and interviews with school
administrators dunng the final years of the project md\icated that they were pleased with the
o;;eratvonal procedures which had been in place: Ingram and Mcintosh (1983 89) indicated
that there was general agreement that ™ . control of funds and programming should remain n

.3 the hands of a community group. not the school or the school system ™ Glen Zacharuk, the

President of the Society from 1980 to 1982, and vice - principal of J A Williams High School in
Lac La Biche, stated in an interview in May 1981 that "A local group must have control of the
tunds provided.” Phil Coutney, the project coordinator, stated in an interview the same

month, that a desirable feature ot any future program would be that money and prcgram

should be controlled by a local group.”

4
The analysis of the Lac La.Biche and Regi‘ Education North project indicates that
until the Central administration in the Schoo! Division provided overt and clear support for the

‘ S

project, progress was made slowly and tentatively As the executive of the Society established
clearaidelines for operation, thgsuppon of the school system became more pronounced
and this, in turn, contributed to greater and more visible success in the implemeniziion of the
project. [t is possible that successful impleme’ion might have been achieved sooner had

the Superintendent and school principals beefMtess ambivalenttin !h@uppon for the project

in its early days.
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Statt Development (i service) and Paricpation
-

An analysis of the Education North project in Lac La Biche does not indicate that there
was any formal training provided for etther teachers or community members in the matter of
implementing the project or understanding the possible imphcations of the project tor them
Given the process nature of thq project there was no need tor particular training in the use of
specitic matenals It s obvious. however. n exanining the development of the t ducation
North project in L ac L a Biche, that problems were encountered in the area ot relationshps
bullan (1982 67) emphasises the tact that the implementation of any change requires that
those involved with it be resocialized and he pomnts out that “the toundation of resocialization 1s
interaction = There was no deliberate attempt made in the Lac L a Biche project to assist the two
parties involved, namely the teachers and the parents, to work out satistactory arrangernents ‘
for the implementation of the project in the communities and in the schools The fact that both
teachers and parents appearsd to arrive at satisfactory modes of implementing the various
components of the project in each of the local communities seems to have been due more to
the trusting relationships which existed or which were established in these communities than to

any planneq interventians designed to overcome the difficulties associated with ado;}ung new ,

roles.

Time - Li 00 S on

. ’
Fullan (1982:69) points out that in attempting to implement a change " atime - line is
4
needed which is neither unrealistically short nor casually long.” In examining the operation of

the Education North project in Lac La Biche it is evident that matters moved in an extremely

-
.

slow manner until the Society hired a full - time coordinator in November 1379. Subsequent to h N
this the activities of the Society moved, in general, much more rapidly. it might well be argued,
in hindsight, that this arrangement was salutory for the project, though it may héve been

frustrating for tl‘e attempting to get the project underway. The apparent slow rate of
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progress m the earlier phase of the project was associated with some of the factors which have
been mentioned earlier, such as the lack of clanty concerning both purpose and means in the
project., uncertainty regarding roles 1o be taken by t‘he difterent people involved with the
project and the need to arouse interest m the project in a sutficiently large and broadly  based
segment of the population inthe area The fact that those in leadership posiions m the
Soctety in the early days were all volunteers and had full time jobs in some other area may also
have contributed to the slower rate of project development  The overall result appears to have
heen that d\SU”iCIGﬂt amount of time was allotted to the project at ts various stages of
development Unrealistic time  lines <;o not appear to have been imposed on the project. and
once the vanous parents’ groups became operational each ot them implemented their own
projects at .thelr own rate

The question of establishing information systems or dec.ding on what information to
collect and how to use it to turther the project was héndled in an informal mannf;r n the@gcal
communities It is apparent that the local groups were successtul in obtaining the information
they required in order to put in ptace those programs which were of interest in their own
communities and for wﬁ it was possible to abtain the necessary resources

It would appear that neither time - lines nor intormation systems attected the

implementation of the Education North project in Lac t a Biche in a negative manner

if radeq
The board of trustees of the Lac La School DiviSIoﬁ was introduced to the Education
North concept in October 1978 by the Superintendent ot Schools, Mr. Lloyd Deutscher, who
was himself a member 6! The Ministers Advisory Committee {or Education North. At ihis time,
the board, as requested, passed a motion permitting the schools in the division to participate
g:&}* in'the project. This was the only direct involvement of the board with the project. During the

operational phase, however, the coordinator kept the board informed regarding what was
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happerning m each of the schools In May 1981 representatives trom each of the-local groups
made a presemation 1o the l?oard explaining the activities which they were engaged n - This
presentation elicited the response that = the trustees were very much impressed with the
projects of the Society = The board was kept informed also. through the Supenntendent, as a
member ot The Minister's Advisory Commuttee, as the meetings of this committee were
informed ot the monitonng which was carned on by the provincial bducation North office st?
and of the results of the on  going evaluation by the t xternal Evaluation Team  The board
itselt, however, played no active part in the unplementaénon of the project, nor was such active
participation required

It is clear that community characteristics were significant tactors in determining the
entire operation of the Lac La Biche and Regioﬁ Education North Society The earliest
indications that these factors would be important came at the meetings in February and Apal
1979 Mr Durﬁont, the provincial coordinator for Educaxion‘ North, reported in his notes of

these planning committee meetings that the Caslan group is most anxious to get the

program component, to be handled by that community, 1n gear'as 500N as possible ™ He also
noted that = X a ditterence of opinion exists with respect to which should receive first prionty

_ In fhis he was reterring to projects submitted by different communities.
N A
C:,)i/ The need !> recognize the differences in the communities in the School Division

seems to have been well understood by the local members of the planning committee and Mr

L 4

Dumont noted, following the April 1979 meeting that:

The strategy proposed to implement a program to meet the needs
identified is regional in nature. That is, five communities and all schools
under the jurisdiction of the Division are to be involved. There was little
concensus as to which centre would undertake what component of the
proposed initiative.

This might prove to be too complex an operation to maintain over
the long - term. There are factors present which would militate against the
success of this undertaking - a) cistance; b) different perceptions held by
different ethnic groups about what the piagram should do; ¢) local

>

LI |
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commitment to program will be hard to come by (except perhaps in the
community of L ac La Biche).
\

The system which was eventually adopted allowed and encouraged the local parents’ group in
each of the communities to submit projects for approval, based on the known interest in and
relevange to that particular community  As a consequence of this the projects ﬁhlch the lacla
Biche and Region Education North Society tunded varnied greatly from community to
community

The prnnciple of providing equal funding to each of tR& communiies removed the
element of competion for tunding and priority between the leerénttommuc{nies and, in
retrospect. appears to have tacilitated the operation of the Society It was nééessary, as a
result of this strategy. for each local parents’ group to decide on priorties tor each project in

A
their own community

It seems to be clear that while it was not necessary to conger particular charactenstics
of the school board because that entity did intervene in any significant way in the operations of
the Education North Societéihe coordinator and Board ot Directors did take account of the
unique charactenstics ot each of the communtties involved with the project. The operational
tramework which was set in place allowed each community to develop sub - projects in keeping
with its own culture and interests This tlexibility increased the likelihood of successtully

involving the community members in the projects in each community.

Summary

It is apparent that some of the six factors whick Fullan identified as characteristics
which pertained to the School District Level were considered by the members of the Lac La
Biche and Region Education North Society.

There was no evidence that the éornfnunities or the Society were influenced

negatively by a history of failed innovations. While there was a substantial amount of skepticism



about the project t wasn't ever linked 10 a fatalistic pessinusm and never manitested aselt as
what Fullan (1982 63) reters to as 7 an incapacity tor change © The adoption process and
some of the characteristics of the change dsell may account, at least in pant, for this Cynicism
and apathy The same causes can be atinbuted to the absence ot support from the central
administration du'ring the early stages of the project It seems that the lack of clanty surrounding
the project. the apparent compiexity of the process involved and the sgrhewnhat disquieting
lrnanner in whic‘h the project was miroduced into the community all combined to discourage the

central oftice staff and the schooi pnncipals trom actively sugpornting. of participating in, the

n

project

. ® . . .
While the developmental support required ta assist in implementing this project was ¢!

& |

a process nature, no consideration was given 1o assisting the project participants in.the

-

. . , . ) 4
resocialization which the project required it was clear that-the basic assumption was that one

A .

learned to participate by participating, and no structured developmental exercises were
engaged in to assist either the parents or the educators in developing appropriate roles for the
types of interactions which the project demanded

: ¥ does not appear.that time - lines influenced the operation of the project. and at the

-

local tevel as well as regionally it appears that the information systems were sutticiently well

.

developed to allow the local parents’ groups to implement projects which were of interest in

i
each particular community

The Rartjcular characteristics of each of the communities associated with the Lac La

\

£ -he and Region Education North Society were corsidered when operationai procedures and

.

guidelines were drawn up. Flexibility was ensured which in turn allowed each local group 10

~

work independently of the other grobps. though in a manner which was relevant to its own
. :

particular area. Specific chargtterisu'cs of the schoot board do not appear to have played a pan
P .
in the operation of the project nor do characteristvhe Board of Directors of the Education

North Society. Despite changes in personnel, this latter board appeared to fmetion effectively

- & -
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m establistung procedures and m montonng the operabions of the local parents’ groups

Charactenstics at the School Leve:

Lhe Prncipal

It has been mentioned above that wutially the pnincipals in the Schooi Division were
unwilling to be.corne involved in or assoctated with, the t ducation North project  Altogether

‘ there were eight schools in the Division, with four of them in the town of Lac La Biche The

community of Kikino was the only community working within the project which did not have a
school

No attempts were made to involve the principals of the schools directly in :\e planning
stages of the proposal. Paul Mulyk, the principal ot Vera M Welsh school in L ac La Biche
stated in an interview in May 1980 that "the understanding is that principals are to be on the
sidelines in an advisory, supportive capacity ~ This was not seen by all principals as an easy
task. Randy Clarke, th:e principal ot Central Elementary School in Lac La Biche pomnted out. in
an interview that same month_ that Education North suftered from "a lack of definition. nitiaily ~
The principals of the Lac La Biche schools indicated at this time that the project was not v\;ell -
known to teachers. and they also indicated that they felt that it was not well-focused Peter
Kirylchuk, the principggof the J A. Williams High School in Lac La Biche. drew an analogy

. between the Education North project and assigning a term ;;aper to .a student - - “youcan

point to the library or you can suggest a specific number of topics = Mr. Kirylchuk obviously felt

that the Education North project was merely pointing in some generat direction. The principals

of the Lac La Biche schools also pointed out in these interviews that, from their perspective,

Al »
+

funding was minimal. The clearimplication of this was that from a financial stand point # might

.y B » ‘ L -
* " jus} npt have been worth th fts involved, considering that the same amount of money was
SEE Y v T : oot .
& »allocated to all of Lac La Biche and dxvgdedbetween four schools as was made available to



Caslan or Wandering River

Mr Coutney. the coordinator of the Lac L a Biche and Regton t.ducation North
Society, deliberately attempted to obtamn the involvement and supporn of the pnncipals  In the
community of Rich Lake he was quite successtul as the pnncipal. Mr Jacobs. had shown an
interest in the project trom its introduction  The community of Caslan was quite different, and
there was little or no school involvement in the project |n‘|ts early days In Plamondon and
Wandering River support from the principals was provided hesitantly and only folfowing a lot ot
enco-ragement tfrom the coordinator  Archie Girard, the principal of the Plamondon school
pointed out in an interview in the fall ot 1980, that the project entairled a lot of extra work for the
teachers in his school. He felt that the money would have been more usetully spent in hinng a
library aide for his school

Fullan (1982:71) draws attention to the fact that “projects having the actlx;e support of
the principals were the most likely to fare well = There is no evidence that in the Lac L a Biche
and Region Education North Society any attention was paid to this fact  Nor is there any

.

indication that the group attempted to act on the understanding that “principals’ actions serve

to legitimate whether a change is to be taken sernously (and not all changes are) and to suppon

the teachers both psychologically and with resources.”

Teacher - Teacher Relations

It wouid seém that in the Lac La Biche and Region Education North Society the
relationships between the teachers functioned, in reiation to implementation of the project. in
the manner in which Fullan {1982:72) sugdested they would. He emphasized the impontance
of peer relationships in the school for the generation of a climate of support and positive
feelings. He pointed out that “collegiality, open communication, trust, support and help,
interaction and morale are all closel‘related.' He indicated aiso that there appears to be a

- -
strong relationship between an ir}ﬂidual’s willingness to implement change and the quality of
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the waorking environment in which the person operates

?

Two particular aspects of the Lac | a Biche project appear to be relevant Forst, 7
teachers initially retused to have anything to do yvnh the project  This was clearly due. inlarge
part. to the admonition from Mr Deutscher, the superintendent of schools. that the project
had to be community  based and not school - based Nonetheless the extent of the non
participation by teachers in the early months of the project indicated a closeness and cohesion
which is surprising considering thesbact that it was clear (a) that the project would be educational
in nature and (b) there would be money available Thé second aspect of the Lac La Biche
project worth noting is the extent of teacher involvement with the project once the initial
confusion was cleared up. and their participation was seento be . not just tolerated. but
essential Ingram and Mclntosh (1983a.88) reported that by 193}\2 teacher support tor the
project was both enthusiastic and active This was particularly true-ot the schools outside Lac
La Biche itsett |n each school the teachers cooperated with parent volunteers to,implement
programs of local interest, in some cases involving all students of the school. There is no
indication of teachers retusing to participate. On the contrary. once the project was
established many of the sub - projects were proposed by teachers and assistance was sought
from parent volunteers to implement them

While specific characteristics and orientations of teachers were not.considered inthe
overall framework which was developed for the Lac La Biche and Region Education North
Society, the flexible nature of the established structure allowéﬁ both teabhers and parents, as
members of the local communitfes. to propose sub - pro,iécts which would be of value in the

‘ /7
schools and which would involve local lay people also. In this sense the only projects which
became operational were those yvhich were compatibie with the interests and wishes of the

teachers and parents in each of the local communities.
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[ummary

The three factors at the school level, which Fullan identified as affecting the
implementation ot change, can all be seen to have been active. 1n one respect o.r other, in the
{ ac L a Biche and Region Educalion North project Itis evident from the analysis of the project
that all three tactors acted at various times to impede the project. and at other times
generally in the later stages of the project - to facilitate its implementation it is also evident
trom the analysis that no planned. concerted effort was made,to manipulate these three tactors
so as to ensure that the implementation eftort in the Society derived &\uch assistance and

-

support trom them as possible

Characteristics External to The Local System ﬁ
N
Bole of Government :

 As mentioned earlier. the local societies related directly to the coordﬁr and

assi8jant coordinator ot the provincial Education North Office. In the case oft ¢ La Biche
project. as in the case of most of the other projects, the greatest intensity of contact between
the local group an& the provincial otfice occurred during the early stages of proposal
development. In Lac La Biche the provincial ceordinator provided considerable assistance 10
the group during the preliminary stages of the proposal development when'the group was
;rappling with the possibilities of the Educafion North concept. Meetings with the coordinator
. Were key ‘events where draft proposals were refined and the feasibility and practicality of
ﬁurses of action were assessed. The cése description provides considerable"evidence of the
role which Mr. Dumont played in the early developmental stages of the Lac La Biche project.
encouraged, stimulated, maintained contact with the group during its early, tentaﬁve,
plorations and provided p;rompt. positive, fgedback to them when specific comsés of action
fre pr8posed. |

Mr. Phil Coutney, the coordinator of the Lac La Biche and Region Education North
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Society indicated in an interview in May 1980 that his Society had received "great help trom the
£ ducation North office ~

The major area where the Lac La Biche Society encountered diticulties in its relations
with the provincial government was that ot reimbursement of funds. Bookkeeping procedures
were less sophisticated in the Society during its early days ot operation than were required-by
the Department ot Education Ditficulties arose regarding documentation on cenaln\ L4
expenditures and the minutes ot the meeting of the Board ot Directors on February 12, 1980.
record that as far as the claim for reimbursement was concerned “we had some corrections to
make - corrected claim was mailed February 7. 1980 ~ It was reported at this meeting tha't the
"Education Nortr; oftice suggested sending in smaller claims more trequently _eftort will be
made 10 speed up relmbursgmem claim or m/,ease arpount of operating advance ~ The
Treasurer of the Society informed the provincial coordinator, Dr. David Young by Iener on
February 25. 1980, that the Society to the tune of $6,625.68 By this time. howrer_ a system
of revolving credit had been established, initially for $8.500.00 but raised to $15.000 00
within two months |

A letter from the provincial office to the Society on March 21, 1980 provides an
example of the type of problem which the local groups encountered in the absence of clear
directions as t’o proper accounting procedures.

. the bill from the Receiver General for $336.39 caused problems. A’It looks
like a credit note. Who used the white -out ? Why ? It would appear that

there is probably an invoice marked "paid™ somewhere in your office. Please
resubmit with the next claim.

*

By May 198(3, however, the coordinator, Mr. Coutney, was able to state, in an

. L
interview, that "the financial problems are resolved now,” though he expressed concern

regarding the high interest rates when the Society encountered delays with reimbursement.

The changes in the method whereby the local societies received their funds tfrom the

Department of Education did much to remove these difficulties. These changes came into _

< ..
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etfect in the summer of 1980 In addition. in the fall of 1981 the provincial office of Education
North prepared and circulated a manual, for the treasurers of the local societies. which specified
clearly the accounting and record keeping procedures which they should use in order to meet

-

government requirements

-

While the provincial coordinator's office exercised a monitoring function over all local
projects, no difficulties arose in this area with the Lac La Biche Society. The guidelines which
the Society set in place met with the approval of the provincial office and consequently,(_ -
intensive supervision was not required. It should be mentioned that the non - intrusive contact
with the local societies which the provincial Education North oftice maintained can be seen as
an indication ot agreement with the general operation of thé Lac La Biche project. In other
areas where the operation did not proceed as smoothly as in Lac La Biche the provincial office

staff adopted a much more visible posture and engaged in a more formal, systematic,

monitoring of the projects

External Assistance

Fullan (1982:75) draws attention to the fagt that " . . | outside assistance or stimulation
can influence implementafion very greatly provided that it is integrated with the tactors at the
local level.” It does not appear, from an analysis of the Lac La Biche and Region Education
North Sééiety. that assistance ot any signiiicance was obtained from agencies or individuals
which couldBe considered extemal to those which have been included in the preceding
fourteen factors. Nor does it appear to be evident that it would have been appropriate for the

Society to have obtained and used such assistance.

v
4

Summary ¢

In examining characteristics external to the system it is inevitable that government
-~ Al
\

agencies, in the broad sense, would affect the Education North projects. In thé case of the
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L.ac La Biche project a conTSIderable amount of assista‘nce was obtained from the provincial
Educatio-n Norh office. particularly in developing the basic project proposal Difficulties were
encountered in the area of tinancial reimbursement but these were short - lived as the Boardol
Directors of the Society acted promptly to offset emergent problems in that area Overall. the .
rela?ionshlb with governr.nent, and particularly with tbé’ﬁ?jucation North office. was tound to bt;
'supportive and positive
)t cioes not seem that the Education North project in Lac La Biche was attected either

positively or negatively by agencies or individuals which would not be considered to be

included in one or other of the earlier founteen factors listed by Fullan

. ‘ CONCLUSION

In examining the Education North project which was imriemented by‘the Lac LA Biche
and Region Education North Society it ic evident that many of the factors identitied by Fullén as
influencing lmplem;mtation had an impact of one sort or another‘on.the manner in wr;ich that &
project was implerﬁented Factors in all tour catecories identified by' Fullan agpeared to
influence e\;ent‘s during the imglementation phase. In some cases, t.hough‘not all, those
i_nvolved with the project appeared to recognize the sign'ificance of the factor and deliberately
attempted to ensurs that it worked favourably towards the project.
‘ | It is apparent that therg was not a high level of berceived need for the project initially.
This has to be related to the fact that there was a considerable lack of clarity conceining lho.?‘ ‘
project, how it should operate and what couid be done through it, during the months following
its introduction into the community. This prc;vided those who took an interest in it with the
impression that they were becoming involved in an extrgmely complex process. It took-time X

and effort on tha part of the planning committee and the provincial coordinator to clarjfy needs

in the Lac La Biche area which could be met by Education North sponsored activitiesi,\ and
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which would be comparatively easy to understand and implement Indeed, the projéct might
well have never beén implemented in the Lac La Biche area had these matters not been
clarified

In looking at the characteristics at the school district level it is clear that ditticulties were
encountered with many of the factors listed by Fullan While there is no evidence that the
implementation was affected by a "Negative experiences with previous implementation
attempte” (Fullain, 1982°63) it is clear that the lack of initial support from the central office statt,
school principals and teachers impeded the development and implementation of the project
These factors appear to be associated with the manner in which the project ’was introduced into
the community and also with the factors mentioned as characteristics of lthe change itselt.
namely. the clarity and complexity of what was proposed. The School Division personnet were
understandably hesitant to indicate strong support tor a project when (a) their superintendent
had informed them that the initiative was to come from the community, (b) the stated purpose
of the project was 1o incrgase parental involvement in the schools,féough the nature ot th‘;
invQlvement was never specified, and (c) no ‘anempt wés made 10 clarity the roles of the
educators or of the community members in the project. As events evolved in the project it
became clear that the activiiies proposed and the structure of the society and its mode of :
operétion would not be unduly intrusive into the traditional realm ot the educators and so this
Ianer‘group gradually came to support the venture and became actively involved with .

Rigid time - lines were not imposed on the project or any of iis sub - pfOjects and the
flexibility which the Board of Directors allowed to each local parents’ group ensured that the

approved sub - projects would take into account the specific characteristics and needs of the

particular communities.

The particular faétors listed by Fullan as relating to the school level all seemed to
) l
influence the project, at first, negatively, and ‘then, positively. One of tfie noticeable features of

thig particular project is apparent cohesiveness of the teachers and principals in each school.
_ . . e
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Early in the project the non - participation, for reasons already discussed, was practically total

Later on 1 the project the support from the teachers and administrators, while not total in all
N .

schools, was extremely substantial - centainly of sutticient magnitude to enable the project to
N ,
operate over a f\{vo year period in all scfpols in the Division  One could surmise thal had the

planning committee sought and obtained the support of the leachers and school

administrators at an earlier stage in the project. t would have been possible 1o have had the

»

local groups functioning in the schools at an earlier date.

While the govemmment agencies associated with the project certainly shaped the
project in Lac La Biche to éome extent, the overall relationship which existed between the two ’
groups was supporntive and positive The Lac La Biche group demonstrated a resourcefulness
in overcoming difficulties associated with delays in tunding and quickly complied with
bookkeeping and record - keeping; éemands from the provincial government. In turm they

received assistance from the provincial coordinator and the assistant coordinator whenever
they required it
. A
The analysis of the Lac La Biche Education North project. using the fifteen factors

listed by Fullan, clearly demonstrates the interrelatedness of these factors. In this particular

- -

casg the problem of lack of clarity appears to permeate many of the other factors, most

noticeably the matters of need and relevance and the adoption proc\:ess. it would also appear

that the role of government agencies was affected by this lack of clarity in that the uutial ¢

reimbursement procedures were found to be unrealistic in the ontext of what was proposed in
Educaton North. It may well be also that the lack of support from central administration and from

: . b . .
teachers was due more to the adoption process and the apparent confusion surrounding the
S

.

project than to specific characteristicsof the school division or sthools.



LITTLE RED RIVER
Charactenstics of the Change
Need and Relevance
In examining the Little Red River Reading project in the tducation North program s
clear that the particular need which those responsible for the project set out to meet‘, WHS
considered to be a serious need in the schools in those particular commumtl.es In their
responses to the quesiionnanres' which the External Evaluation Team administered mh spring
1980, the teachers in these communities indicated dissausOad{on with the “suttability of the
curricutum for t)he needs o‘f the children ~ It was considered thai the Readt_ars which were inuse
were not congment with the experiences or interests of the children or their parents, and wete

not motivating the youngsters to make them want to read This need was a long - sfanding one

.

and Northland School Division had for someaime been attempting to meet it The Int‘egrated
Curriculum Adaptation for Northland project (ICAN) had been set up in 1974 and been lunded
through the Divigion_ Sister Bernadette G‘autreau,. ateacher in John D'or, one ot the three
Little Red River communities, had worked at develobiné grade one readefs which would be
relevant to the native children in the area. Her efforts had beenksu;‘)poned by the School
Division but she had not been able to produce substantial results because her eftorts were, of
necessity, disjointed and restricted. The resources which she had.available to her were limited
‘and her efforts in this area were in addition to her full - time work as a grade one teacher.

Mr. Don Weaver, the Superintendent of Northland School Division, ind‘Lcated inan
interview in May 1980, t>hat the grade one reading program was “well under way when
Educatipn North came along.” Nonetheless it-is clear that Education North was seen by Mr.
Weaver, Sister Gautreau, the principals of the three Little Red River schools alon;; with other
teachers inthe area, as a vehicle whereby a clearly identified need could be met. It was an

' .
opportunity to gain access to resources which wuulq'make it possible to develop the type of

, F 2l ‘
curriculum which they had seen as desireable for quite some time. -Steve Walker, the vicé -

«
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. presrde‘r'lt of the project society at the tme, indicated in an interview n -May 1980 that "Little
@ Red RivgF had d project and then organized Others organized and then looked for projects ”
This sdme viewpoint was put forward by Colin Kelly, the president of the Socnéty, who
< )
indicated that “In these communities it seems the project came first and then the

organizatiuvon ~ At all stages of the project. 1t appears that the relevance ot and the need tor,

their own particular project, was apparent to those involved with it in the Little Red River area \,/

X
Clarity
Fullan (1982 57) states that “lack of-clarty  diffuse goals and unspecitied means

represents a major problem at the implementation stage = The-question ot dittuse goals wag
N !

never g problem in the | ittle Red River prbiect The goal was clear, p(eéise and well -
understood  The tact that it was modified to deal only with grade two }eaders instead ot re\aders
tor grades one and twg as originally proposed, was due to a recog.nition of the extent ot
available resources rather that any change in tocus
The means wherebythe ggal would be attained were-not always clear in the project,
however Theretwas considerable concem among the members of The Minister's Advisory
Committee that there” would not be any real involvement of community members in the project,
z;nd it would appear that this concern, expres’sed strongly and repeatedly, stimulated the
coordinator and I-he executive members into using community members in the project in as
\ma/wyg afeas%sbossible. It also stimulated.them into deciding:to collect stories locally rather than
g/erelyr using the approach specified in the initial proposal, of including "stories and vacabulary
Kimegrated with themes in the materials already developed by Northland.: While.this slight,
/,)} early, uncénaimy asto "how" is apparent inthe dase - study, the direction which th,é project
was to take was spelied OL;I clearly by the coordinator, ‘Mr. lan Sewall, very shortly after he 100k
office in the’fall of 1979, fhis course of action was followed reasonably cloéely throughout the

1 .
three years of the project and involved considerable local involvement.
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Lack ot clarity regarding the financial procedures associated with the project were also
a sourge of difficulty and do not appear to have been anticxpa‘ted This lack of clarity led to a
belief that reimbursement process was an extremely, and unnecessaril, complex one  This

matter is dealt with more theroughly in the following section

Complexity

There is no doubt that in many respects those involved wittfthe Little Red River
Reading Project perceived the task they were engao~d in to be éxfremely complex Figure 8,
which is presented on p 64 is a representation of the structure of the project as drawn up by
the coordinator This is quite complex when looked at in its entirety in terms of the
involvement of individuals, however, the overall project was broken down into very specific
tasks such as collecting stories. drawirlg sketches, transiating stories, typing, etc The
coordinator managed to bréak the entire project down into a large number of highly
difterentiated components ] )

There is a second level at which the project was undoubtedly complex and that 1s at

the level where provinciat and local organizations interacted. As mentioned earlier, the Little .

Fed River executive encountered a oonsidera%'le amount of difficulty in obtaining

A Y

-

-eibursement for monics spent on the project, particularly during the first year of operation

There was an obvious mis - understanding regarding what the Sociely was given authorization

to do under the "approval in principle” which it received in June 1979. This led directly to the
| confusing and complex si;uation where the Society found itself deeply in dept in the spring of.

1980 and with no hope of gétting out of it unless regular paymentA;aIrrangements were

modified. The basié cause of the problem was a complex system of‘allocafing funds to the ]

Saciety allied to a considerable amount of confusion regarding the aL\]thorization for'the stan -/

Op of the project. 1t is obvipus that in regard to financial matters, care and attention was not

{ given to ensuring that the brocess of reimbursement and the need for proper authorization was



» fully ynderstood [nthese matters it seems impossible to distinguish between compléxity and

-

o clartty

- :

Quality and Practicaliy of Program

- fullan (1982 62) points out that some educational problems “are amenable o
programmatic (or explicit) solutions, while others require more complex, adapti;/e resolution
over time ~ This insight, he states, is based on earlier wrtings by B'erman (1980) It wolld
seem that the Fducation North program provided the Little 3ed River Reading Society with

sutficiera freedom to develop a specitic, pfogrammatic, solution, which would be ot a high
. ~

quality and practical at the same time. The solution itself was not imposed from outside the local

project area nor were the means whereby the soiution should be reached (other than the

directive that there be substantial community’ involvement).

[y

In a sense then this factor did not intervene in the operation of the Littie Red River

Society, in that there was no requirement to use particular matenals or adopt particular modes

of operating ' In another sense there was a heavy enphasis ptaced on this factor wit'

Society The coordinator realized that the successtui implementation of théAprgiect as it ;A'l‘an
planned, démanéied the cooperation of all segants of the communities Consequen‘tly,
great attention was paid to ensuring that all those involved.with the project realized that the
quality of the relationships established with the influential "elders”™ in the communities would
determine the amount of cooperation and participation they could expect in th‘le communities
and thereforé the ov"erall quality and usetulness of the final produd. This line of action was a
conscious one, as exerprlified in the coordinator's concern, expressed the the External
Evaluation Team, that proper protocol be observed in mtervmwlng the members of the
communities. Cne ~lear reason far this approach the understandnng that the practigality
and relevance of the Readers (quality) was dependent on the goodwill and cooperation of all

'

the cammunity members, which would cnly be evidenced if a proper relationship were

?
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inextricably interweve N in this projec

The qualty and practicalty ot the end procuct was atways a Concern and a oty At

the coordinator and the Board of the
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1
N

Clarty

ftle Red River Reading Socrety

O

and campiexty ceem

They conscous'y

attempted 1o ensure a high standard i this regard by ensunng thatthe goodwill and

cooperation of the communities towards the project was established and marntained  They

also planned from the inception of the project 1o obtain the service cf quaihed expents n

those areas where it was not avadabie loc ally
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1he Adepuien P rocess

In examining the manner in which the project was adopted Dy the teachers iy
and later by the members of the three communities. one s unable to tind any indwation 'hat
this tactor impeded the implementation process m any wady The teachers accepted the
directive stance taken by the superintendent and a sufficient number of them supported the
ende‘avof actively trom the moment of its introduction  There 1S no evidence that ccmmunity
members hesitated about joining the project because it was introduced by teachers ncr s
there evidence that they were favorably disposed towards the project because of the
involvement of the educators

In many respects the process of adoption appeared to be bureaucratically onented -r
nature Nonetheless in this case the decision  making process does not appear to have beer

accompanied by imited implementation nor s there ény indication that teachers and
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Thereoa clear nconirovertihle evidence that e Northand SOhool Division prow e
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consideratle cuppot for e Lstie Hed Baver Beading croed D Adunmg ds entire duranen

Seoect was coitally iniroduced 10 the teachers ang the commgnily members Oy he

Supenntendent of the Schoot Diasen Mo Weaver The Qoheo! Civision provided reiease
e 10 1hoSse educ o v oived i deveiopring e propesal and e Bupeaotendent et
A0 OOk AN actve drt o thus deveicpment . Al ot the egriie st orrespondeng e owith ‘he

provire al b ducanon Noth othce was by M Weaver  on behalf of the [tie Hed BRiver grou

N letter of March 10 19T which e wrote jo M Dumont . e provingd! coordington

v
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Pducateon Nonh M Weaver celered 1y umeet gs Can nterested party 0 e Jean OO
Oarden Croek  fox L ake P ducation North proect 7 'ncthas capadcity e apphed for o o
pnd organizational meney for the prorect 7 He also ndicated that up te this date Norhlanrd
School Division had subveated the proect 0 these three communities 't was Mo Weaver oo
who infarmed the provincids Bducation Norh ottce of the appormntment of Mroian Sewad gs e
coordinator i { ttle Hed River  He it was who approactied d 'aw “rman Peace River 1o proceed
with the arrangements for the incorperaticn ¢f the group uncer the Aiberta Socetes Act
Indeed. unti the end ot summer 1373 all comespondence regarding the project was sent o
Mr Weaver at *he-Ncrthland School Dwvisicn cttice in Peace River  This amount of “sugpon
for the project was viewed by certain members ¢f The Minister's Advisory Committee as
equivalent 10 excessive ntrusion into 4 nct downnight cantroi over  what was intended 10 5e
essentally a community - based project !t anything  the fact that there was so much central
office support for the project in evidence may have been a disadvantage rather than an
advantage. atleast as far as obtaining intal Ministersg) approval was concemed

The centrai office support was less visibie atter Mr Sewall's appointment  though 1



was sull quite substantial Mo Sewall mset! stayed on Nerhiand stalf and schocl tachiins wee
v

stulb used for proedct purposes  Eaecubve members of the project were Grarted selease Droe !

tend Sociely Meetings when Dus wis necessany

st DReveleprer] on wenices ded !

This factor was "ot addressed formally @ e Uittle Bed Pliver project Teach e and
commuyunity members were nformed about what would beanvehved @ thhe Oropec b and were
~vitod o panicpdte  Those who Decame gotve within the Hociely were Given speditic Tasks
and were provided with e mMedns o dccompiah thece tqara P ooman develgpment e
were not held  nor was there considerable ingut  other than ‘rom the executive 0o the
shape ¢of the organsation or the Dr(;duﬂ The book of legends Xayas provides an »xami e
this type of decision making  where the decicion 1o produco‘ i1 and the cedisions reqand og v
crculaton were both taken by the execulive  actng on the coordinaler's reccrmmendat ery

The decisien regarc-mq the nature of cemmunity nvelvernent seems 1o have Seen
based very largely on the understanding which the coord:nator anc executive othcers had ot
the social dynamics of the communiies  Forexample radinonal practices were gbhsen»d by
those coflecting the stories and 'oken gifts of tobacco were given 1o the story  leilers  This
exchange of commodities placd a value cn the stqq but most importantly  t chsenved T me
honored practices which the elders approved an‘d synctioned it seems that the processes
adopted in the Sociely came close 1o being related o the “ad - hocism.” of which Fullan
11982 66) speaks somewhat critically” He explamns this approach as “the use of single
segmented solutions unconnected or umntegrated with thewr systermic realities The resuit s
more participation here more materials producticn there. more in-service training everywhere -
- more. more. more " .

While there 1s no evidence of traiming. neither 1s there any evidence that people were

assigned tasks which they were unable to carry out  The coordinator provided suppon where



necessdry  at the community level  and where it was necessary the Society purchased the
services of experts for example n wnting final versions of the stones and inthe entire area !

prnnting and pubbshing

Lime  lone ded Neumaen Sysien evdiudlions

The three year ime span of the project appears in cetrospect 10 have been well
suited 10 The Little Red River Heading project . Once apponted  the coordinator  lan Sew.1il
olanned the activiies which the Society weuld have o engage 'n 10 produce the grade two
readers  and organized actvibes in a suttable e framework twould seem thatin terme
*his project the time e was “nether urreaasticaily shon nor casuaity leng -~ The proet!
aroceeded smocthiv and there were 70 Mverly  rlensive episodes when statt were
overloaded or ynculy pressufed

The decisions within the Society regarcing the budding up of suitable lists ot werds ¢
tﬁe grade 'wo readers and the process ¢! ensunng. irstly  that the readers comaﬁed the La-
words and secendly ¢« not contain werds which weretfo dithcult, dealt with the matter ¢t
evaluation ¢r screeming. mitially  Inlarge part. this was a task for the writers whose services
were hired More comprehensively however  the readers were not piot tested or vahdated

until after the project had run its course n 1982

Beard ard Community Characlensics
The School Board of the Nornthland School Divisicnwas not iInvolved other than n
providing imtial approval for 1s operation in its schools 1n the operation of The Little Red River
Reading project
2-G‘reﬁt altention was paid 1o the charactenstics of the three communities however 'n
the lirst case the project tself focussed on a need for these three communities Secondly

s within months of the hiring of the coordinator. a structure was 1n place with three local assistant:
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coordinators one in each of the communities  Thirdly . the operation of the project u:volvod
local people extensivety  doing the tasks they were capable of doirtg well  An example of s
would be the illustration of the readers and the posters  Wherever possible. ‘ocal residents
were used in the work of the project  Finally. the project was established and operated in such
a way as 1o ensure representation and involvement trom individuals 10 ail three schools and 'n ail
three communities  as assistant coordinators. story collectors, story tellers. and where

paractical. as members of wiiing teams  There was a local censulting team with representaton

from all three communities

Summan

In examining the factors associated with the School Distnct level itis apparent that a
number of them were rd\emrfued as of relevance in the project and steps were taken to ensure
that they operated so as to favorably intiuence the project Oth#r factors functioned in this
manner though no deliberate action was taken to ensure that they would do so  Finally a
number ot tactors do not appear to have affected the project and were not considered by the
project organizers

Attention was paid. bothin the farmulation of the project proposal and in the
operation of the project. 1o pamc‘ular charact®nstics of the communities and the region
Attention was also paid 1o working the project info the assigned time - hne and also to ensunng
that the time ailocated to each particular phase of the project was sutficiently long

't1s clear that there was support from the central admimistration for the project 1t wouid
appear. 100. that the adoption process was effective in these communities to both thg
teachers and community members Neither of these factors were atténded to overtly by the
project members as there was no apparent need 1o do so

While thg;re was no deliberate recruitment of teachers to the project. other than in the

early. introductory etforts by the Supenntendent of Schoocls. Mr Weaver. the fact is that

N



authcent teachers wore Ovolved a1 305 me s I AsSistin the opeitan of the Sodiely 3nd s34
recrutment Campagn was unnecessary  Nor does it appear that there was ary ceed b o
service Iraning of any great ntans:ity
Finally s not possible 10 sew that any direct :mpact dn he proect S pre o
expenences with change efforts which participants might have had - There s no evadeney *al
Society members felt that this factor would cia;,/ apartnthe proiect Rather there was g o
) AN

optimism evidert from the earliest days of the project. that given the mnanc:a’ resources *on

proposed project weuld be camed out

Charactenstics At The Gohoci § evel
The Pringpal '

The principals 0 all three schocis asseadled ath e project ndicated their‘suppont
tor the pro;e‘a Cam s elrocuchion Mo the cammueities Durng the e of the project two of
the three schools »xpenenced changes nhe concipalship hut this did 10! jimmu;h the
support of invalverment  The ‘ust president of “he tttle Red River £ ducation Norh Society

was the principai of 'he ~ ox | ake school Mr Colin Kelly  The coordinator of the project. Mr

-

fan Sewall. had been the pnncpal of the Garden Creek schocl :immediately prior to tis

appointment as coordinatar  The second president of the Sociely. Mr Steve Walker was the
vice-principal of the John Dor schoot  The support which the principals provided to the project 4
and therr involvement with it may have been encouraged by the obvious favor in which the
Superintendent. Q\:‘l'r Weaver. heid the enterprise It may well have been sustained by the
populartty of the coordinator. Mr Sewall. among the community members and among the
teachers in the three communities. The fact is that there was never any’mdicauo‘n of
unwillingﬁess 1o support the project by any of the principals. and when their overt participation

was required. such as in organizing writing or drawing contests in theit schools. they were

qunte willing to cooperate



Ieacher Teacher filauons

There < no indication that the Society coardinator or executive members addressed
this factor dehbératety or unconsciously dunng the life of the project  The cooperdtion of the
reachers was forthcoming at all times and no indication ever arose that teachers could not or i
not ind support tor thesr efforts in other teachers  Generally speaking. teachersin all three
schools indicated that they were very salistied with the schools in which they worked 7 his
satisfaction with the Little Red River schools was found in the responses to the guestionnaires
given to re‘achers 1in all project schools n 1980 and again in 1982 I seems that the climate in
these schools could be described as satstying to the teachers and no e’vi.dence surtfaced n

the Education North project indicating an unwillingness by teachers to cooperate with and

support one another

1St (1 Qn

It must be noted that the tocus of the project was the development ot a senes ot
readers. the need for which had been identitied and recogried by the teachers in the area
Consequently the major focus of the Little Red River project was quite in keeping with the
orientation of the teachers

In terms of teacher involvement with the project. the participation was sought in those
areas in which they hradbexpemse. such as the writing and content - related areas of the
readers They also adopted leadersh;p positions in the Society. a fact which was referred to

§

earlier, but this too. was in keeping with their positions within the schoolsjand with their

expertise

Summary

There is no evidence that direct. oven consideratiorswas given to the three factors

dentified by Fullan as characteristics at the school level. in The Litlle Red River Reading



.

pryject Nonetheless il hree tactors worked in a positive manner  acing the mplementas o
ot the projed!  Undertying this <eoport may well be the fact that the project appeared 'o Nave
nigh degres of reievance for those invcived in the schools  The tact that the "eachers wern

satished with the working atmosphere i1 the schools may alsa have nereased the possibudy

their working cocperatively and supportively on the project

Characienstcos taternal jo the Local Sysierm '

Hole ot GQovernmen]

M was nevitable that those miorested n ectabishing and operahing an Lducation
North project in The Uittle Red Rw;er commumties would have to consider and accommodale
governmental involvement and requirements  The project was being tunded through and by
governmental agencxnes twas government. and more spec:t;cally, the Planming and Researc!
Br’anch of Alberta t ducation, whfch contreited the manner i which rernbursement would be
made 10 local projects It was gevernment in the torm of The Minister's Advisory Committes
and the Educatx_on North office which insisted emphatically and consistertly that there was a
need for local involvement in the droject The local Society was obhged to take these pro‘moa\
reguirements mlo account when olanning and operating the project

As has been seen the guestion of tunding and relmburserbent‘caused considerable
ditticulty in this project. particularly pnor 1o la}e 1980 Atthat ti;ne matters were resolved so that
debts incurred In good taith by the Society were paid off by the government though the
Society had not aduany been authonzed to spery the money n the first case |

Overall, it seems there was an extremely amicable relation_sh.»p between.the
representatives of the government - the éhaurman ot The Mfmste}'s.Advssgry Committee and
the provincial coordinators and those involved with The‘Lmle Red River Reading pr01ect.at the

local level. While the reimbursement and copyright ditficulties did anse. ¢ was possible to

resolve these difficulties in a manner which appeared satisfactory to both parties -

A TN



Lxternal Assistance .
~ «

The coordinator of The Little Red River Keading project and all those associated aith 2
were 1n no doubt that it they were 19 be successiul they would have 1o seek and obtan
assistance from sources outside their own project  There was protessiondl assistance
required. which would have 1o be purchased and there was additional inancial assistaree
required if the readers were (0 be pubhshed

Mr Sewall assembled h»ls crofessional writing team and contracted with them to <o e
final writing and editing of the stones to ensure therr suitability as grade two readers  This team
consisted of protessional educators with exoeﬁlse in the area of native education and
particularly reading and language ans Some members of this team were teachng i the project
commurnities while others were 1ot Ail were paid for therr services though th hoporanum was
qurite moderate Secretanadl services 100, were purchased when necessary though most wern .
provided Iocally.on a voluntary basis Mr Sewall sought and obtained advice on publishing the
Readers and the book af legends from a number of publishers but eventually listened most
clqsely td the treasurer gq‘he Alberta Cultural Herttage Trust Foundation. Mr Sarﬁ Donaghey

- On the advice of Dr Sherk, the chairman of The Minister's Advisory Commutte for
Education North, Mr Sewalil sought financial assistance tor The Little Red River project from a
number of sources in November 1980 As a resull of these reguests the project received over
336.000 00 trom the Cultural Hentage Foundation and $5.000 00 fro'm Albenta Cuylture
While Mr Sewall obtained considerable advice and assistance from  Mr Donaghey. who had

~ ¢
visited John D'or and Fox Lake in January 1981 )&Ji‘scuss tHe project and its needs. there s
no indication that these grants imposed cenditions on the project team which obliged them to
lollow a course of action which they perceived to be not in keeping with the overall aim of their

project ,



uMnary

Both of the factors which Fuilan identifies 1o this broad category appear 1o have heen
the tocus of direct 3ction by the members of the | ittle Red River Society ;\S with all iocal
projects, nteraction with government was mevitable  However while ditficulties were
encountered In cenrtain aspects of the relationship these were reselved happily 0 all cases
The dithculties may have been the result of both parties attempting 1o work theit way through
what was not a clearly detined process  The resolution of these ditticulties would appear 15
have been aided by the manner 1n which the coordinator and the other members ot the [ittle
Red River Society presented therr case and the obvious commtment towards the project which
they displayed

It was necessary. n this project. to obtan externat assistance of vanous types  1n all
cases the ass:istance leamed appeared 10 be mtegrated mto the plans and procedures
developed by the Society  ConseGuently the assistance stmulated the implementation of the:

project in the direction which had been set at the oulsel

CONCLl USION

As in the | ac L a Biche project. tactors in all four of the broad categories «dentified by
Fullan appeared 1o influence the | ttle Red River project directly In many cases. however the
influence®as not affected by any direct action on the part of either the coordinator or other
Society members Many of the factors can be clearly seen to have not functioned neéanvety n
the implementation process in this project though it can also be seen that there was no direct
action taken to ensure that their intluence was. in tact, positive and supportive  In examining ‘
the characteristics of the change itseff it is apparent that thé¥e was a high degree of need tor
the project This seems to have been agreed to by both the teachers in the communities and

the native people The purpose and nature of the project were both simple and clear to alt



Jnvolved and the proces which was chosen 1o c:irry out the proiem_ while essentially quite
complicated. was broken down into discrete. manageaple tasks by the coordinator

The complex process involved in operaling the project 1o meet government
requirements was only simphfied after the first yedr ot operation and was a factor which does not
appear o have_ been dehberately addressed in this or 1 any other project. betore May 1980 At
mns: ume the Board of the Ulttle Red River Society explamed how the reimbursement process
was strangling their project  Their plea to simplity the process was hstened to and within
months involved In a tidier tinancial arrangement

At the School District level it seems that all six of the factors identied by Fullan
worked to assist the implementation of the project In many cases. however this cannot be
seen as a result of any conscilous intervention on the pan of project personnel  Nor s there
any evidence that had these factors not been positively inclined the codrdinator or Socety
directors would have interevened to make them so  Only in the areas of planning within
suitable time frammes and taking community charactenstics into account can we see detinte
decisions being made by the coordinators The other factors n this category all appeared to be
supportive of the implementation process. however and consequently action was ng'
required

In the same manner, the three tactors identiied at the school level all supported the
implementation of-the project and did not require intervention on the part of the coordinator
other than to sustain the interest and motivation of the school pedple throughout the lite of the
project

80th?>f the factors which Fullan identifies as external to school system were involved
in. and had to be considered in the little Red River project Initially, it appeared that the nature
of government involvement was not facilitating the implementation of the prcject in this
Society It appears that the Society accommodated the desire for local involvement without any

great ditficulty though the financial restrictions were 1o cause problems for the Liftle Red River



grouo\*qm Ih(Ouéh 1o e end ot 1880 This was in spite of the fact that the coordmator and
president of the Society presented very strong arguments in favor of moddying the
reimpursement process and provicding a portion of the allocation 1o edch Society at the stant !
ed hoperational year  This recommendation was made 1o the Minister’'s Advisory Committer
May 1980 and was approved by that body” The need for change n this area of operation wiis
‘diSO recommended by Ingfam and Mcintosh (1980 126} 1in therr irst annual repon

Other than in tinancial matters government othcials both on the Mln.sze‘rs‘Adwsory
Committee and in the provincral Education North office had a very good Supportive relationshu:
with the members of the Little Red River Society 1t was at the urging of the Chawrman of the
Minister's Advisory Commitlee that the cdordinator. Mr Sewall sought the additional tunds
which were‘obtamed and which ultimately permitted the Society to accomphish its purpose

Both of the tactors in this cateqory were addressed directly by the members of the
Litle Red River Education North Society and tt appears that they were successtul in bringing
about a state where the tactors both worked to assist in the implementation of the project

While many ot the fifteen .factors do not appear to have been given any consideration
in the Society t may be only because 1ts activity w‘nh the project was not noticed  Had any ot
the factors been functioning against the wmplementation. s presence would have been mor«
noticeable and might have been forthcoming  In the few cases where direct action was
required the s"dé)rdinator quk the necessary steps to enSLJ'fe that those factors worked in tavor

of the implementation



SUAVE U AKE

Charactenstics of the Change

Ny

Need and Helevange }

4

The Sl.lv&%l ake Schoot Commagmity Crpsen Commmittee had decded at 3 neeting Jo

November 13 1978 mat “a program desgned o stimglate parentabinvolvementwas the

~
community’s gredtest educational need ~ What this program waould be was not decided on

this meeting of subsequently and this ack of clear purpose appedaredto cause problems for

the t ducation North Socety nght throughout its existence  Programs were 10 many cases
adopted by the Society without consideration as to therr need or refevance in the particuns
setting n which they were 10 be implemented  t xamples of this were the Resource fnventory
and the short lived | uncﬁlirme tun programs  Of the ten tems given top prority i the hist of

twenty eight which were drawn up at the meeting of January I7 1979 no altempt was made 1o
‘X
set up programs m five of the areas. two areas had programs operatng very brietly and not very

o -

successtully  classroom meetings and basic costume depanments  and the only areas where

¢ )
sustained effort was maintained were relating 1o newsletters and parent effectiveness traimnq

There 1s no evidence that the Slave Lake organizing group or its coordinator

dentified a specific need which it as a grbup, might address through the t ducation North

- N

project When the Ministers Advfsbry Cdmmuttee and the provincial coordinator attempted to

insist that this be done If/\rough the retining of ihe Schedule A or the proposed plan of acton
lor the Asseciation, there were financial dé!éys and other unacceptable repercussions
Consequen_ﬂ} the agreement between the Mm:stér of’Edugahon and the Slave Lake Society
was signed while the need for what the Soae‘(\y pfoposed xo'\do. and indeed how it proposed 1o
do thesie 1hin§s, had"still not been sufficiently defined FeNlan (1982 57) pointed out that
‘leactﬁgré‘ freq‘ugntly do not see the meed for an advocated change He also pointed out thal
" .. jmplementation is mdre effective when relamfly docused on specific needs are identitied
’

a?

t o .
l‘n”tge Slave Lake situation it does nat seem thﬁt teachers ware convin¢ed of the need for some
:':"‘T » ‘) -~ ‘




ot the interveations whic v were atterpted e the parents i the Classreom poomect ner Joee

there appear 1o have Deen an attempt made 1o cleady deline the spec:hic veeds whig h the

DIOGrams we e 1o Meet  Thig et Dome ot by comments made by the pnngcigais o the

\

1

SChools momternviews eld o May a3l whea it was posub e 1o exvamine the manoes o wh oty

\

Ascociabion had funcioned 1o dwa yedrs

Mr Denmis Waoodard and Mr AlLan Wahlstram the onocoal and vice pong gl of )
4
!
Wahisrom s hool respectively sndic ated thiat thaoe g ‘eehng within the Sehaol ™hat ey ae

being pushed by the Associaton ™ They both ety \hm Tothere s Already a great Jeal of
\

\
mvolverment of parents  There’s noltting ‘hat wasn't there betore £ North came along ey
i
-

indicated that o thew opimion the Association had .\(‘,o;)(e)(‘, the wrong apeproach There weoe

i

already too many clubs and meetings in Slave L ake \;?ﬂvolvf‘,mt’ﬂl doesn’t Mmean gqomg o
meetings = T hey wauld have preferred a program Wf]uéf\ would have emphasised the need for
parents 1o make sure the children have a pltace 1o go ther homework  Corming 1o achoei
discuss the:s Children's report cards  and making sure 'f\ev get oM 10 schoolin the morming ”
They stated biluntly that -~ you dont need an organuzafion Itke therrs to do(vhm they re doimng
there are betler ways to spend the money being spebt on Education North ~

Mr Barry Stangetland the principal of Roland Michener High School indicated that
there had been hittle of no involvement by Education North it his school  He mentioned that
the student. who had represented the student body on the Board ot Directors  had gven up
her position She indicated that “thy opinions don’t mean much to the Board ~ Mr Stanglanc
felt that the Association was “sutfering growing pams .~ byt he also felt that “there is a gap
between school&nd community and this gap has 1o be closed ™ The frustrations of the
Education North Association merely pointed 10 the difficulty involved in devising suitable
means of doing this

Ms Lorelli Barbutza. the principatat C J Schurter School indicated that the only

involvernent her‘school had with Education North was through the grant of $560 00 per year



which the schoolreceved 1o cperale s newaleter  She mdie ated! that foe vear here g
been extensive nvolvement of parents in her oohool “Apast from fundmg asuistance

Educaton North has not made a contabution = She ndic ated that while she woulkd ihe e

fundiong 1o continue the superstructure e the Board s ool ey ey

The need as detined By e Siave ke S hool  Community Lamon ¢ ammittee  w e

vague n nature and did Notlend dsell 10 a Clear descaphion of Goals o Mmeans as tur ae Dropect
were concermed  Noris there evidence that the Slave {ake tducation Nomh Accociiton
nether the coordnator or the Board members pard a loto! attention to establishing clear
paramete-s for what the Association should do and what me.ans 1 should adopt in attempting 1
implement its program

Inone sense this et the Association with an cxrremc!y. broad held in which 1o operat
Any program which was remaetely connected with education could be seen as tathing within ™
scope of the project  From another perspective  however  this lack of clarty caused unease
and discomtort in both the schools and community and led 1o charggs that the Association did
not know what it was doing and that it would be more ettective if the money which was given 1o
the Association were provided directly to the schools

There was considerable lack of clanty also in the operational area which the
Association established for tself and in the expectations which were held for the coording'or
In the minutes ot the November 8 1980 meeting we tind such detarls as the purchase of one
film beng authonzed by motion of the Board At the following meeting., on DecemBer 3 we
tind the purchase of $1 _060 00 worth of resource materials being authorized Neither
purchase appeared to be justified 1n the context of a specific program and appeared 10 be of ar
"ad hoc” nature. In responsé to a specitic request (There 1s no record of Mr Harrold ever

buying the fiim or reporting on its cost)



AN

ne Roard stemmed rom g fack ot clancty

N~ TN
N

v

Mo Hamekd mdicated hat hes pooblems weth
cegarding what he shogid e domg Because of this he foynd Bansedt pygtled o dittereet
Jirections There were oo many Chiets and anly one Indan and that was me © Heondic ated!

i an nterview n AMay O81E that the Guidelines for o were very genenal and imprecse

Fle staled that he only gudehoes ' had were ones that T developed Texpected mone et te
quidelnes than the Soact Gave me D0 top of s they <howed very attle trgat o e

N oseems obvious rom an examination of the Case study  that the members of the
Slave Lake Comegoty Eoooaton Ansocration did oot pay ditention 1o dleardy detiing the
purpose of ther Assocaten or the means whereby el purprose wOuld he attaned

.

Og&’rm-orml guidelnes and statt roles were not defined suthcently ciearly either and s e

;
o groblems in the operation of the Avsodiation

Jﬂi;ulx )
, [
it does not APL)»(.’JY that the 1.1%4: which the Stave | ake Commumty b ducation
Associalion attempted 1o undertake were particularly compiex  The d|tt|C1;|I|e$:wh:ch arose 4o
which have been referred 1o earher appeared to have therr ongin more in the areas ot need and
clapty rather than :in any inherent cormplexity 1n the programs What appeared to be very
specific targeted programs ran nto dithculties mainly because the need for them was not

apgarent 1o all involved or the means whereby the program would be implemented were N0t

gpeciied in a sutticiently cledr manner

| Praciica! f Progr
This factor is clearly associated with that of “need and relevance © A number ot the
programs which were sponsored or subsidized by the Slave Lake Commuynity Education
Association were of such a nature that they provided a service which was felt to be required and

appreciated either in the schools or in the parent community By and large these tended to !afl

.



Mo the ared where the Ansociabion provided 'Gnds 1o a program whieh aperated
ndependently of :hsl Associaton b aamples of these would be the Black Parents Progras
and the Schurter School Newsletter  These programs were considered to be ot lugh aua by
and served a specilic pumose  Both operated independenily of the Siave Lake Commgnet,
t Jucation Associabion though they recenved money from that source

The quality of the programs operated by the Association does not appear o have
been of the same high standard  HSome programs operated for a short penod of ime and the s
collapsed while many more never redlly became operational Mr Harrold in the ocument
which he prepared in late November 1980 in an atternpt to make a case that the coordinator ’
posiion should be re classihied to full ime . ponted out that of hfteen program areas where
committees had been set up. only in tive of them had money been spent  In adciion to the
areas already mentioned the "active’ committees were the Newsletter, the Parent
Ettectiveness program the Lunch Time fun program andthe £ G Wahistrom Parent
Committee  (No money had yet been given to the Schurter Newsletter)  Only two of these
committees were completely sponsored by theSlave Lake Community Education Assoc:ation
as the Parent Effectiveness Committee and the Wahlstrom parent group were both
existence prior to and funchioned independently of though with assistance from. the
Association

R \

In that the entire Education North project emphasized that involvement of the

community was to be a key component, the attention to the guality of this process whereby

this was to be accomplished in Slave Lake appears to be lacking

[ummary

In examining the case study of the Slave Lake Community Education Association one
finds that insutficient attention was paid 10 specifying clear needs within the community before

interventions were planned In some cases programs were planned and implementation



Attempted without over determuomng the extent of e need orindeed whether a need aasted
At all

Little or no attermpt was made 1o clanty the means which should be adopted 1o
»rnple‘lm‘ﬂ*drtu ular programs and programs were set - n place and’set asxde in a prece medl
tashion with no Cledr view of any inter relalionships between the vdrlou; indivmdudl programs
The activities of the Associabion appedred o fack any clear focus and did not appear o it etoe
any clear broad plan Holes of Board members and ot the coordinalor were not set outciear’
and mzrfo;mancv expectalions were not specifred

Given the apparent lack of clanty in the areas mentioned above 11 is Net surpns.ng 1
though the programs whic? the Association attempted to implement were not inherently
complex. difficulties were encountered because of the absence ot clear gurdelines and
operating procedures  Complications arose when attempts were made o implement proGrar
in areas where the school based personnel telt there was no need Comphications also arose
when operating procedures such as the bookkeeping. were found to be deficient 1tss
impossible to separate the complexity factor from those of need and clanty

Finally the matter of the quality of the programs which the Association undenook
does not appear to have breen given much attention Yuring the tirst two years of the project -n
Slave L ake In pan;cular, there does not appear to have been an emphasis placed on the
quality of the process whereby the programs would be implemented despite this emphasis on
process in the provincial Education North duegwes

Characteristics at the School Distnct }vel
The History ot Inngvative Attermpts

This factor does not appear 10 Wh/ave been given any attention in the Slave Lake

Association and it is not possible to determine whether it atfected the project in any way Fullan

(1982 64) indicates that "this psychological hustory of ch}wge is @ major determinant of how



‘

seriously people try 1o mplement new programs To predhict and o understand acdividualn anrd

groups’ response 1o particylar innovative programs. ane myst knaw  their mmeduate asst
history ~ There 1s no indicabion of what this past istery was in the Slave Lake schoo and e
attention was pard to this factor by the Association

,

It would be presurmptuous 10 assume that the Tack of tedacherinvolvement with the
project on a large scale shcould be attnbuted to this tactor  (There were almost seve ity tead e
in the three schools and only a handtui became mvoelved with E ducation North: As has heen
ponted out. other taclors also appedred 1o work against e etfective implementation ¢f e
project Itwas ponted out however by Mr Rene Ancul the Supenntendent ot Schools = a»

interview with the External Evaluation Teanymn Apal 1980 that the schools in Slave | ake tond- !
/
1o shy away trom parental interference He indicated that organizations like the Home and

School Association did not have a good reputation in the schools  He stated thatin bis opiraen

"not enough effort has been made 1o win school support ~

The Adoglion Progess

It would appear that the planning for implementation and the imphications of attermphing
to implement the project were not considered at ail by the Slave Lake group prier to the
decision to become part of Education North  As a consequence of neglecting this area the
needs assessment was not. apparently. deaft with methodically. nor was a flexible program
developed which was compatible with the needs perceived in the schools In this sense il
would appear that the Siave Lake Community Education Association may have neglected 1o
attend to a cntical factor in the entire implementation process

The appointment of the coordinator is clearly associated with the adoption of the
program There 1s no indication that those involved in hinng the coordinator considered
whether or not he would be effective in working with the school principals and teachers In

interviews held in 1980 and 198! it is apparent that the educators did not consider the



\

coordinator 1o bedeally suted for tus posstion This was partcutarly trie an b G Wahlstiram

Schoot where most of the As<ociation’s oHors were apphed

Listodt Adminigirglive SupRell : \

The support of the Fagh Praine School Division for the tducation Noth project wan
evident throughout its three year duraton  The project was first introduced to the Scheol
Community Liaison Committee by the Supeontendent of the High #rae S(,M;ol Diviton A
Rene Ancll. and one of the Assistant Supenntendents Mr Dan Vandermeulen  Mr
Vandermeulen prepared the “prospectus”™ which was submitted 1o the Mimister's Adwisory
Committee on December 8 1978

Further evidence of the School Divisions’s willingness 1o support the project was
torthcoming in the $2 000 00 loan which it provided to the Assoc:ation i October 1980 Mr
Anctil continued to serve as a member of the Board of Directors of the Association until 198!
when he resigned as Supernntendent He was replaced as a Board member by Mr Jon Ond an
Assistant Superintendent with the Division

While the matter ot Central office support for the project was never attended to by the

Association statt it was a matter which was patently clear to both the Association members and

the t#achers in the Slave L.ake schools

vel Nt (N senvt Participall N
This tactor was not one which was attended to and this fact may have worked agamnst
the implementation of the project It seems. however. that this factor ought to be examined
while keeping in mind the factor relating to need Fullan (1982 67) poin$s om“\'@\at '
“Implementation. whether it 1s voluntary or imposed. 1s none other than a process ot
resocialization = Training and development are required in order 1o assist people in learning

new ways of thinking and doing. new skills, knowledge. attitudes * Education North was not



N a position 1o force participation and there s abundant evidence that many of the teachers
saw no need tor the types of projects it proposed  This meant that there was even Greater
need tor assistance for those who were willing to become involved with the project i order o
maximize the likelthood of successtul implementation and conseguently obtain the suppon
and participation of those who were mut‘umy reluctant 10 participdate No supportive tedching ns
development structure was established however tor either teachers or communmity merters
The “sustamed lm\crdCUOﬂ and development which Fullan (1882 67 considers “crucial
regardless of what the change 1s concerned with” were never organired or considered
necessary When one considers however that the need for many af the programs was never
solidly established. one may be less dxsapoomtec} that etfort was not spent on development
and training which might merely have encouraged peopie 10 engage n meanmingless and

unnecessary activities ‘

| 5 valuation v

There 1s no evidence in the Slave | ake case study that consideration was glven;o the
appropnateness of the overall ime line tor the project or to the ime aliocations for particular
programs Nor does 1 seem that thus factor affected the programs in any negative manner it
would seem that there was ample time in which 1o implement the proposed projects but other
tactors intervened 1n some cases to thwart these eftorns

The matter ot information systems appears to be completely separate trom that ot time
constraints It would appear that by and large the Association and the coordinator obtained
sutficient information regarding their programs to enable them to make reasonably
comprehen§ive and accurate assessments as to their success though this does not appearto
have been collected in any formal. organized manner The reports to the monthly meetings

clearly indicate the awareness of the state of the programs throughout the life of the project

The information system appears to have been sufficiently sensitive in that it provided the

~



Board and the coordinalor with a clear understanding of ther project 3s it was progressing i !
addition to the matter of coilecting information, however Fullan (1982 64! also rarses the
(}UGSI‘IOH of how that informaton should be used and itis not apparent that the Siave [ ake
Commumty b ducation Assoc:ation attended 1o this aspect of evaludation in any detail As has
been mentioned. the relevance of many of the programs was not apparent 1o the teachers o
the schools Programs were floundenng because ot lack of participation and disinterest 5l
these programs were xept alive though barely and cruciagdecisions regarding contnyation
were never dealt with  As 1ar as the information System in the Slave L ake Community t ducaton
Association 1s concerned Ihé major ared ot deficiency appears to be not in the intormation

.
which was generated but m the fact that intormation was nothised as a basis for informed

decision making

Board and Community Charactenstes ‘
As has been mentioned the School Board was not an active component of the Shaver
Lake Commuynity Education Association though it chd. through the centrat office administrators

provide consistent suppon for the project  The second Board. namely. the Board of Directors

ot the Association 1s a factor which should also be considered. however, particularly in the

~

context of this project

- The tirst Board of Directors was made up largely of people who had been active in Mz
'School-Community Liaison Commuttee  This is not surpnsing as this committee had
spearheaded the etforts 1o establish Education North in the ccmmunity This group was
closely-knit and had a particular view of what the t.ducation North project S?}Ould accomplish :n
the community and in the schools It appears also that this group enjoyed the posmqﬁ ot '
power which tQ?y perceived themselves to be in and which are manidested i the tight-controt
whnch they exercised over petty details of the project There was crrtic:sh voiced atthe

executive meeting of January 23. 1980 that the Board was acting too bureaucratically and not



nvolving community members enough 1 an interview on Aprl 301380 the Supernintendent
of Schools Mr Rene Anctl indicated (hatin fact there had not been very much commu ity
nvolvement 10 the activities of the Associabon  In an interview with Ms Kay Abbott and Ms
Lorell Barbutza of the C J Schurter Schoolin May 1980 the same citbicsm was lodged
commundy pe’o'p,le have not been nvolved in the project
. .
Though the Annual Meeting of the Association on March?? 1880 “ed to a change 0
leadership within the Association it does not appear that the new group was any better at
INvolving non executive members 1n the programs than was the earlier executive  This meetna

indicated that there were at least two tactions within the Association and immediately after this

meeting the “ousted™ faction withdrew ts si:pport and three executive members resigned from

the Board No attempts were made to deal with the ditfering groups within the Board and we o

the community  The fact that this split existed was referred to by the three members who
resigned. when they were interviewed in May 1980 All three spoke with some bitterness of the:
manner in which they had been replaced and were convinced that the Annual General Meetiea
had been “stacked ”
It may be that tallure to dehiberately deal with the particular charactenstics of the
grynzps within the community and wittun the Board of the Association caused difficulties for the
;] .

project which negatively alfected its implementation

Summary

With the exception of the support and involverment of the central administration in the
School Division it would appear that tailure to attend to five of the six tfactors in this category
may have caused problems for the impl‘ememahon of the programs decided upon by the Slave
Lake Community Education Association The Association was not required to deliberately
solicit sypport-from the School Division as this was already forthcoming but in ail'other areas

there is no evidence that the factors were consideréd as possible contributors to the success



or tardure of the Assodiation s »Hons

)

Charactenstics Jaf T‘\k. Sohool Level
Lhe Pooggdl

Interviews with the poncpadts i all three sehools ndicated that they were Teaos than
enthuaiastic abeut the effors of the SHiave Lake Commumty tducation Association ihough al
hree ndicated that they would be happy 10 Teceive support, mancial and othec tor
school mitiated projects  While this changed shightly in a positive direction over the cource ot
the project there 1s nonetheless clear evidence n the nterviews that the tducation North
Project had not succeeded n oblaiming the support of the prinaipals 105 the proGrams L wished
1o implement through and i, thg schools

There was no notable diference in the General tone of the responses teceved in the
interviews in May 1980 and those received in May 1981 At C J Schurter School the

. -

involvement was noted in 1981 as being purely tinancial and the pincipal hked it that way - At t
G Wahistrom School there was some r'esentrnen\t as the staff felt that this school had been
singled out .by £ ducation North tor special attention whie they percewved that they alreédy had
sufticient parental involvement and had good rappor with the community At the Roland
Michener High School the principal. Mr SIangeIand, indicated that there had been "no
programmatc relatonship” between the school and the Association. though there was a
teacher representative on the Board and. tor a short period. a student had also served cn the
Board

It must be considered likely that the 1a|lur¢ of the Association to obtain the suppon
and involvement of the principals in the three schools in Slavé Lake had a negative impact on

\

the implementation attem;ﬁts in those schools

<



Leacher Teacher flelaliQns

There 1s no ewdBnce that the Assac:iation pad any attention 1o this factor While theres
1s not any evidence ether that the relationship between the teachers aftected thea views of
the project it seems reasonable 1o assume that the consistent non parmicipation by the vast
majonty of teachers i the project indicales a cohesiveness and collegiality among them  F e
was not considered as a possible tindrdnce 1o implementation by the Association’s Bodard ut
Directors or coordingdtors and no steps were taken 10 win over intluential individuals to sueport
the proposed programs  No steps were taken either to adjust programs 10 ensure that they
would be attractive and beneticiadl to the opiion leaders among the teachers  The nterviews

with the pnncipals in May 1981 indicated that teachers were at that time as reluctant as =ver 1o

get nvolved with the Slave | ake Community Education Association

Jeacher Characleristics and Qrientalions

As with the previous two factors at the school level there 15 no indication that the
Education North sponsored programs in Slave | ake were designed to take the charactenstcs
or ortentations of individual teachers into account  There was a general feeling, voiced in @
number of the interviews with school adminmistrators, that the type of mvolvem;e_m which the
Association was seeking was different ferm that which the feachegs wished for It was
mentioned in one interview that “they would prefer a conception of involvernent that
emphasizes support for the school rather than attendance at meetings ™ It was memr&iea in
another interview that members‘ot the staft had been encouraged to bring forward proposals
for consideration by the Assc;Ciation, “Two praposals were presented and both were turned
down, leaving a residue of resemfnem." In a third jnterview it was pointéd out. in reference 10
the Parents as Tutors prbgram which hadnever been implemented thati “even the Wahlstrom
representative on the Board was not interested ” '

As with a number of other factors. the Association. in planning or attempting 1o

.



mplement gspects ob s program  foes Aot apeear o hidve Taken the Doertabions and desres
M the teachers 0 the scheols nto account b adure 10 J0 s imay avetl ave andesd “hee

»
mplementation attemets of the Assoaation

RUITIDALY

1t woukd apoean Tom ar anaiy ey of the Siave Cake Commuedy 2 ducahon Ao ahien
case study that there weess 2o deiberate ahnpls made (o e e it the three Lo torn,
identitied at the Schaol evet worked to wpport e aplemenian oo etora "hera g oo

»vidence that AMeMpts were mdde 10 win over the Doncgeale o0 By delberately deagoirg
programs which woukl He attractive 1o them ar by fryin eyt o oyes et e empnlg e
programs which were croposed ) ,

» /

The refationship which exisied betwaoee thee S bers dgens 0ol appedarn o have Heen
considered either as a factor which <ouid t proper'y dealt wih anflyence "he way in which the
teachers viewed the Association and s prawct No attempt was made todentty o inflyence
opinion leaders in the teaching force andg consecuently  nsotdar 4s the teachers were a
cohesive collegial group they would appeal'o nave been mastntiyenced by the appdrent
pervasive reluctance to participate in ar became nvolved with *he project This second factcr
could well have been compounded by the tact that 10 connideralon appedrs 10 have heen
given to the desires and cnienta ons ot ndividual teachers when preqgrams were Heing
selected by the Association  Overall it would apopear that the Assce:ation padt 1o attentian '

those tactors which could have elicited support for the proect at the school ievet  This would

appear to have decre‘aﬁed the likelihood of eftective implementation



i -

Charadenstic s Edermal o the L oot bystem

Bale of Gayvernment
- 4

L ike all }Ne‘ b ducaton North project societies the Slave | .1k«'§'\<1r9r1\m1r‘ltv Educaten
ASSOCIANON was &)lnoud 10 operate its program in accordance with the procedures Lagd out Uy
the provingiadl gowrgn:\m drjd ;pecm(\;ﬂy the Planning and Research Branch of Alberta
f ducation  These constiamts appeared 1d atfect the Slave [ake group maost dunng the ear o
stagesj of opetation as they attempted to satn:‘&mctonly define ther proposal and came 1o an
agreeme;n regérdmg ther Sc‘hedule A-or plan of actien o . ) ' -

In somewhat unique .ways. howevel the Association encountered dlfm:;{mos s
relationship with governmental agencies 1N twQ particular areas dunng ts fingl yeér of gperation
The tirst of these difficulties had to do with the tailure cf I:hc- treasurer of the Association 1o
submit an audited statement of the tinancial state ot the Association untl September 1980 1t

had been due approximately four months earher  The January 13 1981 megting of the executine
4

of the Association passeu a motion reguesting the former treasurer 1o the payments
“ 4

N>
made to him since the problems regarding the audt

has caused the Bdérd a mimmum s
ot $6 000" A rather terse letter was sent 1o the tormer treasurer. dated February 10 1981 and
signed by the president, vice president and secretary of the Association  In this letter it was
stated that “your failure to send n an end of year claim has cost the organization over $i4 000
in direct bills from last year which must be paid out of this year's budget aliotment ™ It appears
that both tigures are somewhat exaggerated though it 1s true that the Association did not
receive s full finan}:ial allotment as it failed to comply with gocvernment requirements

The second area of disagreement is in regard 10 the re-classification of the
coordinéw‘fs position to full time and the refusal of the provincial coordinator to recommend
such at;{.amendmem to the Ministerial agreement This increased tensions within the

# Association and may have ultimately contributed 1o the resignation of Mr Harrold as coordinator

.

\

¥ the Association

/

-



Other than o these two areas the f;:.s‘.v U ake Assocaton appeared to bhe able 1o
tunchion auite comfortably within the Guideines whiith had been set out by the goverament
The provincal coordinators provided dssistance 1o the Sigve Lake group throughoot all tages

of its operation and the relatonshp was generally *u{mn as ‘\ULA‘L\‘rhvv' tow.ards the

implementation ot the A oCiation s proGranm

Lxlemal Ascialange ‘

The Siave | ake Communidy £ ducation Ascooiabion did ot find atselt o g position

¢

where it reguired external assistance nvorder 10 nnplement s program  From a hnancal
viewpoint 1 was completely dependent on b ducation North tunds Durnng the operabion ot i1«
program t established contact with other groups  such as the Block Parents Association the
C J Schurter Newsletter group and The North Central Aiberta Association for the Misabied
But in all these cases. as n others. the relahonship was one whereby the Commurnity
t ducation Association provided financial assistance by way of sponsorship. and cid act
involve the receipt of assistance inreturn

The Association tended. dunnd its second and third years of operation 1o move
more into the provision ot funding for activiies which were managed by agencies tunchoning

>

separately from it CoMsequently, as Association managed activiies became fewef  there

was no apparent need for assistance over and above the advice and suppon which was

available from the provincial Education North office

=ummary
Some dithculties were encountered by the Slave L ake Community Education
Association in ts dealings with governmental agencies It 1s apparent that some of these arose

because of the fact that the procedures for drawing up the details of the proposals and the

accounting procedures were not clearly specified Other difficulties appear to have arisen



Decaust Of ormus oS withi the Ssigve U gdoe A ocabion
The question of obtainimg extermnal asaestance does ot appear 1o have Deen
o

considered by the Sigve Lake Commumty & ducaton Accociaion A the Dr'\'\w&d(w»'\\1‘!\,

tended 1o move awady rom propect . managed aciviies 1o projec s whic hhwese sanaged by

Trhos tended to

other agendies and tunded either partially o totally through the Ansociation

'

lessen the kehhood of externdal assistance bheog recuired in the anplementation of e pocae e

CONCLUSION

s possible i the analysis of the case study of the Siave Lake Community
t ducation Association o dentty tactors in three of Fullans four broad categones  whieh
appear to have mpeded the innovation process and which were not atltended 1o by the
Associatton Only in the last category. where tactors external 10 the local sttuaticn were dea't
with_ s there no indication that tailure by the local Assoc:ation o consider the implications of
the factors for the hkely success ot thewr implementation efforts - did net hamper the pvocess
Even here. whtlﬁ.there ts evidence of the Association considenng the factor of governmental
involvement  the apparently mept manner in which the Association complied with government
requirements caused hardship and problems

For the most part. howevgr. it appears that the factors listed by Fullan were ignored
There 1s little or nb evidence that any alttempt was made 10 establish the needfor or the
relevance of the proposed programs Simularly. the quality and practicality of the proposed
programs was not attended to There were frequent reports, in the interviews held ~mth
Assocration members and with school personnel. that the project was plagued by a lack of

- clarity both in its purpose and in the means which #t proposed to adopt There was no clear

v AN
result of this factor not being attended to. contusion developed in attempting to rmplement

operational structure 10 guide the behaviour of Board members or of the coordinator As a



what appedared 1o be ecsentally cample Cledr cat projects

In exammmg the factors at the Sschool Distnct Teve bt appeans that none of the <ix
tactors dentitied by Follan were attended o Inone area that of Central admimisirative sqpyer
and nvolverment  there was 0o need o the Assocation to deal with b as the soupport and
nvolvement was forthcommg trom the e the project was ntroduced s oot dlear that il e
other five tactors mpeded the tnplementation process 1L appears . however  that aspects of
the adophon process fadure 10 consider cammunty charactenstics and tadure 1o engage o
statt developmentndicate areas where the Assocation by passed oppodumilies toncie e
the hkehhood of successtulimplementation of 4s programes

Sumilarty  the three factors at the School level appear to have been gnared by the
Assoctation  No sustamned atteropt was made 1o ensure that the ponopals and feachenss weoe
tavorably disposed towards the projectn general, and towards spechic programs in particylar
Nor were the preferences and interests and charactenstcs ol teachers taken into consideration
when programs were being designed

The overall picture which emerges trom the andlysis of the Siave Lake Community
Education Association i1s one in which httie or no attention was paid 1o the faclo.rs hsted by
Fullar  In some cases the tactors appear 1o have been favorably disposed towards the
imptementation of the project. through no apparent eftort ot local Association members  The
two most notable factors in this category were related 1o central othce support and the role of

government Unfortunately. neither ot these tactors appear 1o have been of suthcient

strength to overcome the omissions n cther areas



WABASGCA DEF SMARALS
Charactenstics Ot The Charge
Need and Hnlnmm‘;

An examination of the Wabasca Desmarais case study mdhcates that the taducation
North group i those two communities had considerabie dithculty i deaiding what peecise ferme
the project shoukd take  Because of this itis extremely didticult 1o assess the extent to whioh
the project group the Wabasca Desmarars E ducation North Society managed 1o derity
real needs within the communities’

This tailure 10 focus on a specthe need can be tound in the preamble 1o the el
proposal which mdicated that a number of people in the community were agreed that there war
a lack of cormmunity mvolvernent m the schools of Wabasca and Desmarais and it was telt ihal
£ ducation North could improve this situation  This vagueness was to continue  Janice Dean
the assistant provincial coordmnator for Education North, mentioned in her notes of a meeting
on February3 1980 that she fell there was a lot of confusion as to the purpose of the Education
North project  In June of 1980, Cecile Young. the newly appointed coordinator. indicated in
an interview that no specitic activities had been planned for the project  She also stated that
she hadnt been able to get clear directions regarding the work of the Society

The tact that the Wabasca Desmarais Soctety never identitied a clear need which it

might address could be seen as a major gbstacle to the project’s success

The points which have been raised in the discussion on need appear to apply equally
well to clarity. There was a decided absence of clear thinking on both purposes and means in
the Society possibly because no real need tor the project was ever stated References were
made in interviews In June 1980 to the tact that community members had been very busy the

previous winter 1t was mentioned at @ meeting later that tall that there were a lot of activities



proceeding m the educational ared i the communmity  an evaluation of Mistassiny Schoel and
Wabasca by the Narthland School Division: the estabishment of an b ducaton Authonty Boarn!
by the Bigstone Indian Band the hinng ot 4 Counsellor aide by Nohland and the Bigstone
Band the burning of the School I this anlieu twas ddbcuit to clearly dentity an appropenate
role for the t ducation North Society
complexiny
As in some of the other t Jucation North projects the major sources of complexity
were the Inability 1o satstactonly address the tirst two tactors b aillure in these areas in the
Wabasca Desmarais Society would dlso appear to have caused comphcations in ferms of
defining roles and relationships tor and between the executive and the coordinator
Conducting an essentally simple task may become extremely complicated when who 15 1o do
has not been specitied nor how s 1o be done, nor when  Matters such as arranging
meetings. sending letters, organizing signing anhor:tles tor chegues all become arduous
complex tasks in the Wabasca Desmarais Socety
Ingram and Mcintosh (1981 117) in refeming to the inefticiencies in planning and
managing the project. point out that "Repeatedly key items ot mnformation were not
communicated-to key persons. meetings had 1o be re scheduled. agenda and minutes were
ot prepared © In an environment such as this everything will inevitably seem complex
The project activities which the Society attempted were few Essentally they were
simple There 1s no evidence to indicate that simplicty was seen to be deszrableg& the
successtul Society efforts were 1n fact isolated. individual etforts such as the Campbell - Two
Feathers visit and vnsits.from the Chinook Theatre group which were paid for by the Society but

organized through the schools



Qualty and Pracuicalty of Program (materidls. el

‘

It 1s equally impossible to determine whether the programs were practhcal Given the
environment N which they were 1o be implemented  As itis unclear what the pumose was
which the programs were to attain itis not possible 1o detenmine ther sutability for that
purpose The programs which were implemented mvolved theé community members to 4 very
small degree. other than as an audience n a pertormance and could not be said 1o bave

contributed signiticantly 1o greater participation on their part in educationdl matters within the

two communities

Lummary

The four factors. relating 1o the change itselt. which are identiied by Fullan do not
appear to have been considered in any appropriate fashion by the members of the
Wabasca Desmarais Education North Society Insufficient attention appears to have been pawl
1o the matter ot detining the need for the project or what particular needs the project might
meet in the community Given the amount of educational activity already present in the area
and the tact that community members were so actively involved in all sorts of other activities
tailure to seriously constder whether the Education North project was needed 1n
Wabasca Desmarais appears. in hindsight to have a very serious omission  The lact which the
Minister of Education referred to in his letter which terrminated the project in Aprit 1981 of the
lack of “sustained interest. locally. to enable the project to 1unc1iog as intended.” may have
resulted from the fact that insufficient atiention was given to the need for the project in the first
case

The remaining three factors all appear to be related to this first one. The Society's
failure to define for ttself a position addressing a particular need led to lack of clarity regarding
purpose and means The quality and practicality of particular programs sponsored by the

Society was never really addressed . From a mangenal point of view no attempt was made in the



Society to clanfy roles and responsdnblies or 1o sel up Clear cperanendl guidelines for the

Socrety

Charactenstics at the School Dstiet Level

The History of Innevalive Altempls

There 1s 0o indication from an exdammation of the Wabasca Desmarais £ ducabon
North Society . that any consideration was given to what the tistory of innovations was either :n
the community tselt or among the teachers in the schools  There s no evidence that there
was a previous record with innovatons which would work against the implementabon proces:
It however such was the case. the Society did not ptan in any way to offset these negative
expenences |1 the previous history with change was a positive one then the Sociely made no
attempt to capitalize on this tustory  While the tactor may have influenced the implementation
attempts. it can only have been in a negative manner given the manner in which the project
developed

Fullan (1982 64) states that “opportumstic and bureaucratically onented adoption
decisions are followed by limited implementation !t seems uttle attention was pad in the
Wabasca-Desmarais group 1o the Guestion of planning ahead for implementation  Little
serous attention appears to have been given mdeed to the matter of the particular purpese
which the project once adopted. would serve

It is clear that the admonition regarding the planning required pror to adoption which
Fullan (198"2_65) pfésents was not adhered to in the Wabasca Desmarais project Insofar as
there was any planning at all. and there is not evidence that there was. it did not result in a
“specific. high-quality. needed innovation or in a broad-based flexible program whose general
direction is compatible with the needs of the district

While it doesn't appear that there was any reluctance in the community ‘P accept

participation in the Education North because of the manner in which it was introduced nntolhe



community, it1s apparent that many other aspects of the adoption process were Nol attended
1o No attempt was made 10 ensure that the dynamics of this tactor were orgamzed in such

way as 1o assistin the implementation of the projects within the commumty

Distoct Admunistrative qupped and lavolvement

This tactor was not attended 10 by the Wabasca Demarais { ducabion North .
/;\ésocna(oon In the narrowes! sense. no attempt was made to involve Northland School
Dwision or the Principals of the two sthools m the arga. n the project Itwas agreed at the
Board Meeting of April 30. 1980 that Northiand School Division would be notiied 1o send a
representative 1o the Society meetings  There 1s no mdication that this invitation was ever
extended and it 1s evident that there was no strong. intensive. effort to obtain Division support
for the project | -

Itis not apparent either that the Society sought the support of other agencies within
the area which might have assisted in the implementation of the Ecducation North project The
Opponlnily Corps was involved in attempting to develop the inial proposal in 1979 but the
involvement was not sustained. and no cooperation was sought from this group by Ih"\
Education North Society It was reported that the meeting of September 23, 1980 was ;
attended by two representatives of the Bigstone Indian Band There is no indication however
that the Education North Society attempted to obtain the support or the involvement ot this
group or of any other agency in the community with the implementation of its project

i £ ICt

There is no evidence in the Wabasca-Demarais case-study that this factor was given

any attention by either the coordinator or the executive There was minimal staft involvement in

the development, but the teacher who was most active in the project left the area at the end of

June I980. When one considers that there were almost fifty people employed in the two



schools counting I‘ea\':hers and aides then the matnlity of the Society’s executive to maintamn a
Board of Directors or 1o credte a larger attendance at s meetings are clear indkations of the
non involvement of the school statt with the Soaiety

No attempt was made 1o mvolv%gnhcr the school statt or the parents in the
community in any type of <1e:vqxloorn<fnt'a} exercises which would assist them n the
resociahization process which was cdlled for in the broader terms of reference ot £ ducaton

.

North  The absence of developmental exercises in this project may not have been seen 3s
cntical largely because the project was never implemented 10 a suthcient degree that any large
armount ot interaction took place  The learming of new roles. which a considerable amount of

parental involvement in the schools would demand, never became d reality, given the minmimal

amount of implementation of the project

ime Line apd Infgrmation Sysiem (evalualion)

As with many of the factors identitied by Fullan there 1s no evidence that this particular
tactor was considered by 'he Wabasca-Desmarars group when considernng its program  1:ne
constraints do not appear 1o have aftected any of the |mplem/ntatron attempts in Ihg
Wabasca Desmarais project  An exarmination of the workings' of the project do not indicate that
any of its program components were ‘deve|oped to the stage that time hnes were @ major
consideration

t

Thg influence of the information system in the wo:kmg of the project1s not recently
apparent either There s no indication that those involved with the Society used whatever.
information they obtained from the community is deciding what programs should E)e
implemented. Given the local level of implementation there is no indication that any feedback
from the community or the schoois was considered in the Society’s program

It appears. from the examinafion of the case-study of the Wabasca-Desmarais

Education North Society. that neither of the components In this tactor were considered or



attended to dunng the mglementation phase of the projedt

Board and Communty Charddensiics

In examining the case study of the Wabasa  Desmaras Education Noih bociely ther
1s evidence that some consideration was Given to the nature of the refatonship between the
 community and the schools when initial consideration was grvem'(\lﬁ b ducation North As has

}
been seen_ the project group never related the needs within the communily i very precise
terms. and other than stating that there was a lack of communily involvement 1n educabion. no
attempl appears 1o have beermmade 10 specty areas where the educational process mught
o -~ 4

have been improved had guch involvement been forthcoming

Reference has aiready been made to the tact that neither the Board of Narthland
Schoo! Division or the central otfice personnel were nvolved with this project 1o any substantial
degree No assistance was forthcoming to the group n defining needs ofr in selecting methods
1o meet these needs !t should be pointed out that the members of the Wabasca Desmarais
Education North Society do not appear to have sought any sort of input from the Northland
School Division in devieoping or retining the thrust of ts project. There 1s no evidence ndeed
to lead one to conclude that the members of this Society realized that consideration of this
factor might work towards the success of the E>ducat|on North project in their communities

Fuflan (1982 70) points out in discussing this factor. that “"attending to political
stabilization in refation to the community is one of the primary tasks of planning and
implementing new programs ~ He stated that “certain adoption decisions have to be settled
before energy can be turned to implementation' it appears that the process ot sunviving. of
majntaiﬁing a viable Board and Society, demanded a large praportion of the energies of those

involved with this Society and this may expiain their failure to recognize the need to ensure thal

this. and other factors were working to support the implementation efforts of the Society



2UIIINAY

The factors which Fullan dentities at the fevel of the school distnet do oot appedr o
have been considered in any seoous manner by the Wabasca Desmaras b ducaton North
group  While 111s not possible 1o 1dentty tactors which could be dlearly identified as having
impeded the implermentation ;)roéess N this project there s 0o evidence that the projet
group made any sustamed eftort o ensure that the tactors worked in such d way as 10 suppon
the implementation effort Fullan (1982 56) states "I am suggesting that the ifteen factors n the
chart causally nfluence mmplementation in the direction of some sought after change 11 any
one or more factors are working agamst unplementation. the process will be less effective = it
Fullan's suggestion 1s correct then the talure by the Wabasca Desmarais group 10 deal with

these tactors may have had tar  reaching conseguences tor the project

Characteristics at The School | evel

The Prngipal

Fullan (1982 71) emphasizes the fact that the principal strongly influences the
ikelihood of change In so tar as the intent of the £ ducation North project was fo increase the
invaolvement of the community in the schools. the support of the principals for the project
would have contnbuted to successtul implementation Suchéupport‘ however, was neither

_sought nor obtained In interviews with both of the poncipals in June 1980. one indicated that

he had no involvement with the project. the second indicated that while he would cooperate
with the project group, he intended to stay in the background and not take an active part :n the
affairs of the Society

Féilure by the Wabasca-Desmarais Education North group to deliberately seek the
supporn and involvement of the school principals at all stages of the project may have affected
the implementation process negatively Inthe June 1880 interview referred 1o earlier. Mr Dick

L
Roberts. the principal of St Theresa's school. Desmarais. ponted out that “only the people



who work 1or the School Division have an interest of knowledge ot school attairs s dithcult o
mniate programs when you don't have a knowledqe base ”
By failing 10 obtan the support and involvement of the school poncipals the £ ducaien

Nornh Society overooked a valuable and possibly indispensable resource which could have

assisted in the implementabion attempts

[eacher - Jeacher Helaions

Again there 1s no evidence of this factor beng addressed at dll by the Wabasca
Desmarass t ducation North Society There s nondigaton that the coordinator atterpted to
identity individuals in the schools who might influence other teachers 1o become mvolved in
and support the tducation North etfors

This tactor, ke many othersn fullan's ist, appedrs to have been overlooked Dy the
Society Inthe absence of any concerted eftort to ehcit therr support. teacher nvolvement in

the project was not forthcoming to any substantial degree

4 Q!

As has been mentioned. very few teachers provided the Educanqn North project in
Wabasca-Desmarars with any suppon The projectpurpose was vague and the means to
attaimng this purpose were unclear Jtis also clear that pamcular’icharactenstxcs‘ preterences
and orientations of the teachers in the two schools were not considered when programmatic

decisions were being made Failure to address this factor may explain the failure of the Society

to obtain any widespread support tor its projecls among the teachers

umMmary .
The executive of the Wabasca-Desmarais Education North Society do not appear to

have considered factors at the school level when making decisions regarding the purpose and



Drocesses O the proect 0 e tae o mriiaties . No concentrated eftfort was ohade To bt
Support trom - of the mnvolverment b the peocipals or the teachers
- By tailing 10 consider these *autorns and Ly ‘aiing 1o ensure that they worked 'y
-
support the unplementaton =Hod the Socedy may have demed toed the angimiaoce of e

withaut whose resources the mplementaton of the b ducaton Norh praect waould be

extremely unhkely

Charactenstics @ xternal o The ! om! Cystern
Hole of Government
-

It appears that the interaction between governmeat agencies  and 0 parlicalar the
provincial £ ducation North otfice  and the £ ducaton Nonh group in Wahascd [)esmalrms WS
untl the termination of the project  ~upeorlive 0 the extreme  In the symmer ot 1979 cunng
the proposal development stdage  'he assistant coordinaton for Cducation Nonh Ms Janmce
Dean. worked closely with Ms Lorna Gladue  the Commusily Cevelopment Cacihtator working
through the Opportumty Corps  The proposal which was approved .n principle Sy The

Minister's Advisory Committee at its meeting at October 11374 was the resuit of the efforts of

Ms Dean and Ms Gladue

.

Following the approval i principle the provincial office statt continued to work closely
with the Wabasca RQesmarais group. helping them with the process of incorporahion and n
attempting to refine the proposal The case study indicates the frequency with which either 'he
coordinator or the assistant coordinator attended meetings ot the BOard ot Dwrectors

The case study indicates occasions when the provincial office sta#t and the members
of the local Society were not in agreement on how the Society should proceed An examle of
this concerned the method of obtaining replacements for the Board of L‘z?ectors Overall,

however. the relationship the Society and the provincial othce stalf appeared to remain ctose

and supportive While The Minister's Advisory Committee wamed the Wabasca - Desmarais



group about the cnbcal situation it was getting tseltinto i November 1880 the asaistance of
the coordinator and the assistant coordinator was shill avardable 10 the Society mnwhatever area t
might be required  Indeed  that very statement of concern which has just been referred to
indicated that the coordinator and the charrman of The Minister’'s Advisory Commitiee were
“prepared 1o attend a meeting ;mth members from the Society and community if they <o
wished ~

\
The termination of the project by The Minister of tducation m Apnl 1881 was not Jl

the request ot the p(ovuncxal coordinator or of The Minister's Advisory Commuttee thouqﬁ the
action hardly came as a complete surprise , The coordinator had indicated that he was prepared
10 make one last attempt 10 assist in establishing a viable Board and Socrety in Wabasca
Desmarais The Ministenal action made any such attempt unnecessary

Though this factor was one which the Wabasca Desmarais Education North Society
had no option but 1o consider_ the tact that so many other tactors had been ignored may Have

P

dimmished the e?fgct of the strong. supportive. link which was established and manhtamed\’
between the local Society and the provincial Education Nornh office  An examination of the
case studies of all the Education North projects indicates clearly that no other Society
established the same close ties with the provincial othce as did the Wabasca Desmarais
Socvety‘ The need for this close link. unfortunately. may have been the tailure by the

members of the local Society to ensure that other factors identified by Fullan were working tc

increase the likelihood of the successful implementation of the project

External Assistance

The members of the Wabasca-Desmarais Education North Society did not consicer
this factét in their attempts to impiement their program Mention has been made of the fact that
the support and involvement of other agencies within the communities was not sought

Neither did the Society consider obtaining support from agencies outside the two



AR

communities  1tis notimmediately obvious that tailure 1o seek o oLt s 3ssistance
hampered the amplementation eftons within the Sociely  Follan (1980 751 obsenved that
)
“outside assistance of stimolation can alluence implementalion very greatly provided that e
inteqrated with tactors at the local fevel 7 Such asaistance and strnulation was not preaent
) )
in the Wabasca Desmarar project and as wrth,%o many other factors 18 ahsence may ~ave

contnbuted to the ditficulties which the Society encountered n attempting 10 snplement s

program

QU

’ Inevtably  the Wabasca Desmarais Education North Society was forced o interadt
with and relate 1o, the provincial government  and more specifically the t ducation Norh
oftice staft and The Minister's Advisory Committee  The case study indicates that the local

. A
group received considerable assistance and suppon from the provirGial ottice  beginning at
the proposal development stage 0 the summer of 1979 and continuing nght through o the
terminanon of the project in Apnl 1981 1t does not appear that this Society encountered
ditticutties with the reimbursement process or with the ébtaining of funds from the Planming
and Research Branch of Albernta £ ducation as many other Societies did  This was probabiy due -
10 the fact that the Society spent very hittle of s allocation and was not at all successtutin
implementing s program
It 1s apparent that in spite of the suppoftive and positive relationship between the focal

Sociely and the provincial Education North office staff  the end result was unsatistactory to
both parties Fullan (1982 74) mentions what he considers to be some of the problems that
may anse in these relationships  He points out that essentially the major difficulty 1s that these
agencies "have not learned how to establish a processwal relationship with each other N He

states that some of the manifestations of this problem are “lack of clanty. ambiguity about

expectations. absence of regular interpersonal forums of communication ambivalence

L



between authorty and support roles T o some extent these features may have been
present between the Wabasca Desmarais Socety and the provindial f ducation North othee
¢
and ther presence may account 1o the ultimate lack of success of the etforts of bath parties
AY
While close i ultimately unpraductive  ties were maintained between the docal
¢ .

Sociely and government agencies  no such hinks were ectablished between the Socety and

-
other potential sources of spppon There s no evidence that the members of the Society ever

considered seeking such suppoert This factor can definitely he seen o Bave ool supported

the implementation effon

&

CONCLUSION

In all tour broad categones identtied by Fullan it appears that the Wabasca Deamaras
Education North Socrety ?aﬂ?d to consider the possible impact which particular tactors might
have on the attempts to implement its program

The entire matter of the nature of the change itselt apears to have been dealt with only
in a cursory manner The general way in which the overall purpose ot the project for
Wabasca Desmarais was described. appears 1o have aftected the group’s activities in a
pervasive manner The purpose of the project was descnbed in vague. general terms and the
specifice progra;n components. along with the means whereby these components would be
put in place. were never articulated clearly and precisely In her notes of the meeting of
October 6. 1980. Janice Dean, the assistant provincial coordinator. reported that “one of the
!irst/tqsks of the Education North Society is to define its own role and objeclives within the
context of the community ~ The fact that these were not already clear after more than a year
and a hatlf of actquy. would appear to indicate that the matter had not been given senous
consideration

The six factors which Fullan links to the School District were not attended to erther by



the Wabasca Desmaras groupy No atteotion was given o considenng the atttodes whic h
people mr the schools orm the commumbies had reGardng Change 1 generdl of interventions
ot this type in particular No attention was pad. dunng the bret time that consderation was
being given 1o particination n thhe project o aintensive planming as to how the project nught bhe
mplemented  Consecuently  the Soaety did not find itselt in g position where it was
attempting to implement 4 “speche high qualty  needed nnovation - which would
according 1o Fullan (1982 65) have increased the lkehhood of successtulimplementation

While the matter of Central Office and School Division mvolvement with the project
appears 1o have been considered briefly  there was no indication that the Society s execulive
percernved that involvement and suppor trom such quarters would increase the chance of
successtul implementation  Nor was there any indicabion that the Board members or the
coordinator felt that either !hé teachers or the community members would reguire or Henett
from tramming or assistance 0 understanding and dealing with the new roles which the
t ducation North project would reGguire them to occupy

White ime constraints do not appear 1o have altected the Societly’'s operations there s
no evidence that plans were estabhshed to make extensive usé of information from edher the
community or the schools in planning programs or i assessing their overall impact  Qeterence
was made. in minutes of Society meetings, 1o a guestionnaire which the coordinator was to
circulate o alt households in the tall of 1980, but there is no indication that the questionnarre
was ever used. of it t was. that the findings were eve’pot to any use

The particular charactenstics bf the community or of the schools do not appear to have
been given attention by the Society While interaction with provincial government agencies
was inevitable the close ties which were formed with the provincial Education Norh office
were not sutficient. on their own. 1o offset the inacthion and apparent lack of interest in the
community

While the actual letter of termination of the project from the Mirister of Educafem cama
L4



as something of a supnse 1o all associated with the propect  tappears that it was the
comprehensiveness and defimiive nature of the mtervention which cavsed the aufone ot
any questioning of the fact that the Society had apparently taded to nmepiement the program

which it had undenaken

CHAPTE R SUMMARY

In this chapter the analysis of the implementation of the t ducation Nodth projectin the

four study areas was presented using Fullan's factors as an analytical tool The t ducation North

projects n Lac L a Biche  Little Red River. Slave Lake and Wabasca-Desmarars were exammned

Yo see whether each of the fifteen tactors presented by Fullan was  firstly. considered at ail by
the project group. and secondly, whether each tactor appeared to work to support the
implementation efforts ot the local Soctety Table 6 provides a summary descriphon of the
manner in which each of the Education North societies operated in relation to the four major

-

tactor categories of the Fullan framework
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CHAPTER VI

DE TERMINING THE USEFULNESS OF THE ANALYTICAL MODEL S

In this chapter the tlaborated L eadership Cbstacie Course model and the mode!
based on Fullan's lifteen tactors which atfect implementation were assessed tor their ability 1o
describe and analyze the case studies of the four selected Education North Projects  The two
analytical models were assessed using the six critena which were\adapted from those
presented by Dye (1981 43) These crtena are listed below
Crtenon #1. A model should order and simplity the phenomena being
examined

Cutepron #2. A modet should identity the signiticant aspects of the object of
our examination

Crternion #£3. A model should. generally, be cangruent with reality
Crterion #4. A model should communicate something meaningtul
Cuterion #5. A-modet shouid help to direct inquiry and research

Caterion #6. A model should suggest an explanation for the relationships
dentified

These criteria were used to examine the charactenstics and components of each of
the models. They were also applied to the experience of using the models on the four case
studies as analytical tools The six criteria were applied inttially to the Elaborated Leadership

Obstacle Course model (ELOC) and then to the fifteen factors presented by Fullan
»

\ 223



. A THE LLABORATED LEADERSHIP OBSTACLE COURSE MODEL

Cnterngn Qne The usefuiness of the t 1L OC model in ordenng and simphtying the
description and the analysis of the case studies
/ The m | The flaborated L eadership Obstacle Course model concerves the
change process as consisting of five discermible. compadratively discrete stages  These sltages
are. Exploration. Strategic Planming. Initiation Attempted Implementation and fncorporation
Rejecton The five stages are presented as‘ being essentially sequential in nature with each
subsequent stage being dependent on how successtul and thorough the leaders involved
<

with the change etfort were in dealing with the vanous factors associated with the previous
stage Hernott and Gross (1979 362) pointed out that the ELOC model Mocuses aftention on
relationships among the stages and on the need to establish feedback and monitonng
mechanisms = The live stages of the EL OC model are histed and brietly descnbed in Figure 12

The model would appear to have two distinct foct  The first-of these is on leader
behaviour and the second is on the stages in the change process

It appears that the model does order and simplity the manner in which one can view
the change process From one perspective it allows for the description and analysis ot a
change etfort in a sequential manner, following the stages of the model From a second
perspective. the model .allows for a description and analysis of an intervention while focusing
on the particular behaviour in which the leaders associated with the innovation engage as they
quide the change effort through the five identified stages The tull use of the model would
allow the two perspectives to complement one another in both the description and the

analysis.
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Apphcation 1o the case studies In r_eldlmg this tirst of the six critena to the
exammation of the four case studies which have been wrtten and analyzed in this study  the
queston 1o be answered s whether the £LOC model taailtated the descnption and the
ordernng Ot the events as they transpired in each of 1hé tour project areas

The model did provide a focus tor the description and analysis of the studies  the
tocus being leader behaviour  In this respect the description was made easrer than might have
heen the case had there been a less clear focus. or had there been no focus at all - This tocus
was sutticiently broad, however. to allow for the iriclusion ot all behaviours which could be

AN
considered to have been of a leadership nature. without delimiting the descnplion 1o those
exhibited by formal leaders alone. regardless of the pamcula‘r individual involved This
emphasis. which was on behaviour rather than on one individual person or even on a number
ot dentified individuals . 1s 1n keeping with the entire rationale for the model. and i allows tor
,,"bot.h a wide angle a;ld sutticiently deep field perspective of the change etton

In analyzing the case studies, the tive sequential phases did allow tor an orderly
descnption of events and activities  The analysis associated with éach case study appeared o
identity to important relationships between and among the five stages and erhphasized the
need for the monitoring and feedback components which were incorporated by Hemott and
Gross into this. the most advanced version of their model  For example 1t s possible. n
exammmg'the Lac La Biche project. to ndenu;y the relationship between the succeésf,ul,,
implementation of many of the Io.cal projects and the flanning which went into the establishing
of practical. clear-cut aperational procedyres In Litle Red River the clarnty of the need upon
which the entire project was Based can be seen as a solid basis for action at each cf e
subsquent phases in the project’s etforts '

n ', ion. Itis concluded that the Elaborated Leadership Obs{acle Course model
was useful in ordering and simplitying both the description and the analysis of events and
activities in the four change efforts which were examined The model provided a consistent

focus and a five stage sequence for describing and analyzing the manner in which the

’



leadership tasks were addressed

Catengn Twg The usetuiness of the £LOC model inid@Rtitying the really sigoiticant

aspects of the case studies on change

The mogdel  The t L OC model was designed n such a manner as 1o 1ncomordate whil
Hemott and (Erosé considered 1o be the most Sngnmcam elements 1n the change process  The
developmental history ol;t‘&scpg_ﬂipglar model s discussed in the review of the iterature  There
15 agreement in the Iltérau‘)re on change that the behaviour of key individuals 1s a vidl
component in implementation efforts  This tact 1s altested to in the analyses presented Dy
Herriot and Gross (1979). Levin (1981). Rosenblum and Lous (1981) and Lieberman (1282)
among others. There 1s also substantal agreement that the five phases of the model which
Hernott and Gross developed can be dentified in an examination ot the events which occur
during attempts to impletnent change  While not all authors describe the phases in the same
. termé_ there is substapiral suppon for the type of division which Herriot and Gross presentin
their ELOC model

Herriot and Gross also indicate that the sequence in which particular tasks are
addressed is imponant. The feedback provision w1 the modei 1s intended to ensure that tasks
which may have been overlooked or omitted dunng a particular phase can be addressed at a

later time if necessary ~ Surtable adjustments can then be made 1o components of the change

if such are required . '

Application to the case studies, The focus of the madet on leader behaviour allowed

for the identification of different “leaders™ at different stages of the change process in each of
the four case studies In none of the case studies did the same individual exercise a major
Jeadership function for the entire duration of the project Had the focus been on_lg_agég rather

than tasks, the possibility would have arisen that tasks not attended lo-by the identified



individuals would have been overlooked in the descnption or in the analysis or i both In
analyzing the case studies it became apparent that the model had been usetul i identitying
task areds which had not been attended 1oor which had been given nsuthicient attention | or
example arecurnng aspect of the Slave 1 dke project appedred 1o be the fact that dunng the

|
n

{ xploration phase insutficient attention was paid to Wdentitying the real needs in the schools
the [ ittle Red River project it was some time before The Minister's Advisory C;)rmmmm
accepted the fact that the project allowed tor. and intended to obtan. substant al commumity
mvolvement  This could have been a major obstacle to the wnplementation ettort Sumilartly  n
Stave | ake and in Little Red River the tinancaial management of the societies and the entire
reimbursement process were nol, at hrst. seen as areas ‘r'equmng close altention if they were
not to become major obstacles to the implementation of the innovation inlacla Aﬂng,he on
the other hand. the tinancial atfairs were seen 1o be a potent al problem and leadership was
provided 1o ensure that sateguards were put in place  The analysis of the Wabasca Desmardan
project indicates that many of the tasks in the Exploration and Strategic Planning phases wers:
aever satistactonly attended to

The tlexibility obtained by the addition of the feedback component to the model can
be identitied in the analysis of some of the case studies Examples ot the use of the feedback
provision can be seen N thé analysis of the Littie Red River project where the additonal
tunding obtained from The Cultural and Hertage Foundation required the local society 10
adjust its budget figures to Education North Similarly in the same project the advice and
assistance received regarding the publication of matenals necessitated adjustments in the
planning at the local level The Lac La Biche Society was required 10 adjust s original plans
when the request from Kikino to participate in the project was granted In Slave Lake a
whole‘sale re-examination of needs and goals was reguired and undertaken with the
appointment of a new coordinator for the final year of the project The ELOC model allowed for

the orderly description and analysis of these activities 1n a manner which might not have been

possible with a less flexible model



Qn.  tis concluded that both the focus and the stages of The tlaborated

{ eadership Obstacle Course model were usetul indentitying the signiicant aspects of the
interactions involved n the tour case studies  Specifically, the tocus on tasks and behaviour
and the teedback component of the model appeared to allow tor more precise identihication of

signiicant components of the four case studies which were presented

Cntengn Three. The tlaborated | eaderstup Obstacle Course model appears 10 be

generally congruent with reahty

éf‘ The model  Hernott and Gross (1979) established the empincal referents tor this
model in the analysis of hve case studies and in the application 6f the two madels upon which
£.1OC was based They found that the earlier version of the c‘hange model which they had

A\

A\

proposed. appeared to be deticient in a number of ways They polnt\(;a\out what these
deticiencies were (1979 355) the tdact that the LOC model had a “truncated ime Ilﬁe," of the
tact that it did not consider the possibility that the climate for change might alter berwe\an the
time that a decision to adopt a change was made and the time the change was‘implemémed
This deticiency was addressed in the EL OC model by introducing the word “emergent™ into the
attempted implementation phase This word more than any other underlines the emphasis
which Hemot and Gross placed on constant momtoriﬁg%as an essential leadership task The

\
second deticiency in the earlier mode! had to with a failure to consider barners to change which
were external 1o the organization atempting o bring about the change This 1s taken caré of in
the Strategic Planning phase of the ELOC model by emphasizing the possiblility of obstacles
arising in either the internal or the external en\\/ironment Simi~larly, two other areas of deficiency
were rectified by moditicatign to the w’ording of the model. These_were the matter of p055|ble\
obstacles being created by personnel within the organization..and the neéd to identify the

managerial tasks which were political in nature. The final deficiency which was identitied in the

LOC model had to do with the matter of recurring obstacles and these were to be dealt with in

1



.

the [LOC model by the inciusion ot the feedback component which would aflow for the
re adgdressing of «pecific managenal tasks it the need arose This provision tor teedback also
appears 1o have ntroduced an element af tlexibidity mto the model which s maore 0 ’keep.nq
with the reality of implementation eftorts and the thought processes ot those associated with
them

The £L OC mouel places considerable emphasis on the rational logical 1ansition froe
stage to stage of the change’ process  Itallows. however, for the possibility that obstacles may
be extra rational in ongin  Nonethsless the model demands that obstacles of this type must
also be attended to by those undentaking the leadershiprtasks  The model does not purport io

(

‘ {
prescribe appropriate behaviour tor the leaders of change etforts It merely sgeks 10 identty

M
the task areas which that behaviour should address ’
Applicatron 1o the case studies  tn applying the £l 0 model 1o the tour case studies

and in attempting to determine whether the model s, in tact, reasonably congruent with the
reality of change implermentation eftorts, 1t1s necessary 10 aistingutsh between the usetuiness
ot fhe model when 1t 1s applied to apparently successtul interventions and when it s applied to
interventions which falled I it is possible to determine that the model is congruent with the
reality where successtful change has taken place then its usetulness as as nomMmative
prescriptive model is enhanced

In the four case studies which were presented. two of the projects. Lac La Biche and
Little Red River, appeared to be significantly more successful than did the other wo In tﬁe _
Slave Lake project it should be pointed out that there was a sharp turn-around in the tinal year
of the project which resulted in more than modest success in some areas The Wabasca-
Desmarais project, which was terminated halt way through its three year expected duralion.
appears 10 have been unsuccessful

Generally, the two successful projects can be'seen 10 have worked th}0ugh the live

phases of the ELOC model and in both projects the monitoring and feedback components



‘were ot assistance The tasks proposed n the model were addressed in both projects aod the
sensiivity which the model demanas inadentfying problems and selecting appropoate
solutions Aiso appears 1o have been present  In the Slave Lake project the model appedrn o
identity the areas where project personnel were deficient or pertunctory in addressing cpes 'n
tasks  The two earher stages ot the model appeared 1o be Major problem areas o ths projedt
and demand considerable time and attention tor the firsttwo years It was not untl the
problems in these areas were overcome that the project was able to move, in a comprehen e
fashion  to the mitiation and implementation phases  The fadure of the Wabasca (eamaran,

.
project can also be seen as ansing from an nabdity 1o identify needs and apply renources 1o

tasks associated with the Exploration and Strategic Planning stages of the £ 1 CC mode!

Canglysign. The EL OC model appears 10 be congruent with the reality which can be
identdied in successtully implemented change attempts [t also appears to be usetulin
identifying critical obstacles n the unsuccessful change atternpts which. had they been

e N
overcome. would have allowed these projects to progress Because of the congruence
between the ELOC model and the reality which exists in successiul change attemgpts the

model appears to be usetu! in its prescnplive guise. for those considering implementing a

change :
Crengn Fouyr The ELOC mode! should communicate something meaningtul
The model  The discusston of the meaningfulness of what the ELOC model is able

1o communicate appears to be very closely related to the discussion relating to the three
previous criteria  In that the mopdel has been judged to have the capacity to order and simplify
the manner in which the events and activities of a change effort can be described and

analyzed, and in that it identifies significant aspects of the change while at the same time

appearing to be congruent with the reality of change efforts, it seems that the model has the



Capacty o commumedte mformation which s usetul and medanimGtul Dye (1981 4
comments m refation to this critenon that a model s leas usetul i too many people diagee
with a concept = it does not appedr that the model  as presented by Hemot and Grons
Contams terminology  the conceptual meantng of which would tead to disagreement
Fogrthermore  the category ttles o the modet are sutioently well explained 1o zluw tor
substitution of other terms it onp <o desired without domg violence 1o ether the stages ot the

model or 10 the focus on leader behaviour whichis nherent in it

Appheation 1@ the ¢awy studies No ditficulty was found in the apphcation of the
£ 1L OC model 1o the tour case studies which were considered in this study — The focus of ihe

model was cledar and unambiguous as were the stages identified in the change process

Conglysign_ The ELOC model 1s capable of commuincating something meanmaqtul
concerning the change attempts to which itis applied The terminology used in the maedel s

relatively unambiguous and the use of the model. erther descnptively or prescrniplively  ¢an

produce uselul. meaningtul intormation

Criengn five The £1 OC model helps direct inguiry and research
The model  This cntenon relates 1o the earlier critenon dealing with congruence with

reality The two cntena together suggest that a mode! will be more usetul if 1tis congruent with
reality thatis. it is empiricalty based. and f it1s also operational in nature Dye (1981 44}
explains the term “operational” by stating that a model “should suggest relationships in the real
N
world which can be tested and verified.”
The Elaborated Leadership Obs\tacle model was found 10 be.congruent with the

reality which was observed in the four case studies It proposed five. essentially. though not

rgidly. sequential stages The flexibility inherent in the model because ot the feedback



component  appedred 1o enhance its utiblly and bong (. more e with the
thought sequencing of those involved with change attempts 1L also allowed for the inclyaee
of tasks which could deal with emergent 1Issues or obstacles in the innEvation pracess

The tasks which the modei proposes appedr 10 direct 1nguiry in a very spedific
manner  No attempt s made to identity all tasks N each of the tve stages Rather the taske
which were preposed n Figure 12 are presented as '-‘some basic leadership tasks 7 The
terminology used n the model s SL-J”I(TItfﬂlly explicity to assist the directing of incuiry but
5u1f1(:scr1(|§ general 10 require consideration and judgement on the pant of those mvolved with
the leadership tasks 1 any change eftort  This combmation of a reasonably clear focus and .
the same time_ flexibility which allows the model to be apphed in a contingent manner 1o

]
particular situations would appear 10 assistin direcing Guiry and research

AQphcation to the case studies The Flaborated | eadership Obstacle Course model
taciitated the direction of nquiry into the four projects included n this study 1t allowed tor a
comprehensive description and analysis ot the case studies by tocusing on crucial tasks in the
leadership area Particular tasks were related to each of the five stages of the model and this
additional breakdown turther taciltatated the direction of the study to particular components of

the case studies

Conclysign. The Elaborated | eadership Obstacle Course model helped direct inquiry
and research in the four project cases which were analyzed in this study Because of the
diterent purposes of the projects. the tasks which the leaders had to attend to vaned tro(m
project to project  The difterences between the environments in which the projects were
being implemented also dictated that difterent tasks should be attended 1o in the ditferent

*
projects For example. it was unnecessary to consider the matter of defining the need for the

project in the Little Red River project though it appears that this task should have been

considered much more thoroughly in both Slave Lake and Wabasca-Desmarais A second

!



example can be seenan the area of molivating people to become appropriately involved with
the project In Slave Lake and Wabasca Desmarais this task required considerably more
resources un Wabasca Desmaras it didnt receve suthicient resources) than it did in Lac ta
Biche or ittle Red Biver 0 order 1o ensure ts completion The model allowed 1or this varahon
N apphcaton white sl focuaang on leadership tasks

CrtenQn Six The t laborated L eadershup Obstacle Course model should sugagest

explanabons regarding the implementation ot change

The mode! The tlaborated L eadership Chstacle Course model dentihes task
areas which Hermot and Gross indicate must be dealt with fsmplementation ettorts are 10
.succecd Specific tasks are not spelled out as these will vary trom one change attempt 10
another and trom one school or community to another  Hernott and Gross did provide a listing

of tasks in each of the tive stages but this was purely by way ot example The inital leader etton
"]
£

mus! be the [dentification of those particular tasks in each ot the five stages. the resolution of
which will enhance the likelihood of successtul implementation  The model appedrs 0 this
regard. lo view the tasks trom the dual perspective ot optumizing the supporting tactors and

removing potential obstacles 1o successful implementation  In that the model 1s intended 10

-~

deal with impediments and taciitators to the change process it appears 10 suggest an ability to

otter explanations regarding the possible causes tor the success or the tailure of

imptementation etfors .
€
Application 1o the case studies. The Elaborated L eadership Dbstacle Course mode!

did suggest explanations tor the varying degrees of success in the projects which were
examined in this study In the case of the Little Red River project t appeared that those in
leadership positions identified and dealt with all tasks which could have been a hindrance 10 the

»

project They also appeared to identfy faciitators to the implementation process and ensured



that they operated to the benetit ot the project  In Wabasca Desmarais, however. it was
possible 10 identity tasks which were not attended to and which could have negatively attecied
the implementation of the project in those commumtites  Siumidarly. in Slave Lake itis posaible
to dentify tasks which apparently were not dealt with suthciently thoroughly and which
consequently appear 1o have impeded the implementation of the project  The andlysis of the
case study of that particular project suggested that theSlave L ake Community | ducation
Association had not 'dentified detailed needs in the schools, nor had attention been Ggiven 1o
identitying potential obstacles or faciitalors to the implementation  There were obviously
problems of motivation and communication which were not resolved during the first two years
ot the Education North project in Slave L ake and misunderstanding regarding the objectives
and the procedures of the Association were not cleared up dunng this pernod erther in the

schools or in the communitly

caonglusign, The Elaborated Leadership Obstacle Caurse model was found usetul n
suggesting explanations for the varying amounts of success which the ditferent projects

enjoyed and also for the overali manner in which the ditferent projects were implermented

SUMMARY

In the preceding sections of this chapter the Elaborated Leadership Obstacle Course
model developed by Hernott and Gross (1979) was assessed for its usefulness as a descriptive
and analytical model. using the six critenia presented by Dye (1981 43)

It was found that the ELOC model of change met all six critena in the description and
analysis of the four case studies which were presented. - the model assisted in orde;ing and in
simplifying the examination of the eveﬁts and activities in each project The model provided a
five stage framework within which to examine the innovations and directed attention 1o tasks

which had 1o be addressed if appropriate leadership was to be given in the projects These



P

model components and focus assisted i direcing inguiry to signthicant aspects of the change

etorns 1L also appears that the tLOC model s congruent with reality and appears to have 4

7

/
\

\tmr;m n the processes which dre engaged m as change 1s successlully implemented

In that the model appears to be empimncally based. dentiies significant aspects of the
change and assists inordenng and simpltying the evenlts and activities associated with the
change. 1t appears to communicate information which is inherently meaningtul and valuable
The terminology used in the model s unambiguous and demands are placed on theuser of the
model 1o define the parameters of each of the Tive stages for particular studytesor project s

The ELOC model assists in the direction and tocusing ot enquiry and research into
the change process It does this by emphasizing the impoftance ot the leadership tasks and by
breaking the change process into five essentially sequential and discrete components f umllyﬁ
the model assists 1N the provision of possible explanations tor the success or lack ot success of
different change attempts it does this by enabling the researcher to iWdentily specilic tasks
which may or may have been attended 1o and whose apparent impact on the success of the

change project can be exarmined



B FACTORS AFFECTING IMPLEMENTATION FULLAN

AN

cnternion Qoe, The usetulness of the fitteen factors on ordenng and simplitying the

description and analysis of the case studies

The model. Fullan (1982 56) reported that the fifteen tactors which he dentified ca
be seen as having the most influence orimplementation  These tactors are divided nto four
categories which deal with the nature of change itself, the schoot distnct and the schoal. and
finally. a category which contains two factors which are external to the local area entirely

1t would appear that many of the factors could aftect an unplementation effort at any
tme dunng the change process In some cases the factors appear 1o be more relevant or al
least require more emphasis at a particular stage in the process Charactenstics of the change
tsell would appear to require more attention at the beginning of implementation efforts  This
category. however, appears to be the only one which can be identified in a chronology of
events and activities Even with the four tactors in this category tr;ere 1S a need to consder
their possible impact at any stage of the implementation process, though 1t appears desireable
to emphasize them at the beginning of an innovation

Fullan (1982 55) indicates his intention to be “comprehensive by identitying the
major categories of factors which influence implementation © He also pomts out that “within
these | have selected all those factors on which there is sufticient evidence to warmrant
generalizing about how and why the particular factor influences implementation © One would
expect. then, when one has ‘analyzed a change attempt using the fifteen factors listed by
Fullan, that the analysis would be extremely,  not totally, thorough.

The tactors which Fulian lists should not be thought of as working independently of
one another. He points out (1982'57) that it is necessary to “avoid thinking of the fifteen
factors in isolation from each other  They form a system of variables which interact™ Finally

Fuilan warns of the danger of attempting to develop an over-simplified model of the change

ra



234
process  The model which he proposes s complex. contaiming ds it does hifteen factors which
may or may not interact at any given tme in the ch;mqe process  He pomts out too that many of
the tactors contain indefinite numbers of sub vanables which must beidentfied in the context
of each particular change  He admits that. “itis dithcult o imagine all the details of such a
systemn  but educational change is ndeed a4 dynamig process ot interacting vanables over
time ”

In the hght ot such warnings trom the develaper of the rfk)del it Mmay appear
mapproprate 1o consider whether the model helps in ordenng and simplhitying the change:
process so that. 1n Dye's words (1981 43) ¢t may be pos$ible to "think about it more clearly
and understand the relationships we ind in the real world ™ Taking into account the
admonitions presented by Fullan, # may be more accurate lo envisage his model as presented
in Figure 13 This Figure provides a clear portrayal of the relationships which Fullan indicates
exist between the four categones of tactors which he identifies  The boundanes around each
ot the categories are presented as being permeable. as it may be necessary 10 consider c'erum
tactors apar from the category to which it was assigned For example the history of innovative
attempts may be more relevant in a particular school than at the distnct level, relationships may
be. and probably will be, cntcal in all four categones, Ihe adoption process may be more
critical, tor any given change efton. at the school level rather than the distnct level The mode!
s presented as both comprehensive and interactive and any of all factors may aftect a change
attempt at any given time

A~

Application 19 the case studies  The fifteen factors Wdentitied by Fullan were ot

assistance in helping to descnbe and analyze each of the tour case histones in this study The

Fullan model provided a focus at two different levels, namely. atthe category level and at the
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factor level  While the model did not follow a sequental, stage by stage. pattern 1t did
tacihitate the armangement of data in such a way as 1o highlight criical task areas in the change
process The model facitated analysis in the four case studies by providing a mental check
hist of tactors which rmught or might not have been consciously addressed in the project but

whose impact on the implementation efto could be dentitied

Conglysrion. The model based on Fullan's titteen tactors affecting amplermentation
enabled the researcher 1o think more clearly, and in afocussed manner about the retationship,
between the vanous elements involved in the change process  t ssentially the mode! allowed
for an orderly analysis of each case study  To place large emphdasis on the extent to which the
model simphtied the realty of the implementatorof change might well downplay the fact that
the change process 1s essentially dynamic and complex  Nonetheless in providing a focus and
tfacitating the ordenng and relating of data the model did provide a simphfied view ot the really
of change while at the same fme it did not become so simplified as to provide a simplhstc and

distorted view of the changg and implementalion process

Coterign TwQ The usetulness of the F ullan model inidentitying the really significart
aspects of changg
L.

The model Fullan {1982 55) emphasizes that his Iléx only 1ncludes those factors “on
which there is sufticient evidence to wamrant generalizing about how and why the particular
factor influences implementation ©  Consequently it would be expected that the model used
. either predictively or analytically, should addressv areas which ihose concerned about the
implementation of change should examine Attention 10 those significant areas will enhance
the Iikelihood of success or a change effort Fullan (1982 56) states that the factors in his
model “causally influence implementation in the direction of some sought after change ” This

also suggests that which aie included in the mode! could be of considerable significance in any

f



change att .mpt

Application 1 the ¢case sludies  Inthe analysis ot each ot the tour case studies
tactors were identified to which t appedred insutlicient attentton had been pad  In Slave | ake
it appeared that the need and refevance of the change was never cedlly attended untf the
sacond coordinator was appomnted  Little or no stratequc. or i depth planning appeared to
have taken place duning the adoption prn!sc and hittle or no attention appe ared 1o have been
given 1o teacher charactenstics or onentations or 1o eliciing teacher or adnuistrator suppot
The analysis of the L ac La Biche project indicated that all ot these tactors were attended 1o
eventually Th‘(S suggests explanations for the ditterent levels of success which the two
projects appeared to enjoy  Sumilarty, i the Wabasca Demarais project, many of the tifteen
tactors did not appear to have been considered at all  Thrs tact appears to offer suggestions as
to causes for the failure of that project In Little Red River af\d LaclaBiche, onthe other hand
it 1s possible to find possible reasons for the success ot the projects in the tact that the tactors

’

listed by Fullan were attended !0 .

Y
. _ _ \
Conglysion.  The Fullan model identifies tactors which were not attended 1o in the
less successtul projects and which were addressed in the more successtul projects Itis also
possible to identify situations where a particular factor was not attended to initialty but when it
did receive attention at a later ime in the project. the project appeared to become more
successtul in its implementation.etforts - The Tlanty of the need and the matter of support fram
school and central office statt are two areas where that suggested changes can be idenblied it

would seem that these aspects of a ch'ange‘anempt would be significa\m in any implementaticn

attempt.



wotengn Three The Fullan madet appears to be generdally. congruent with reality

The mode! As with the preceding critenon. Fullan (1982 55) indicates that the it
which he has drawn up contams only those factors concerming which sutficient evidence had
Heen obtamed tat they did in fact influence the implementation process b ach of the listed
tactors 15 supported by references 1o relevant research which attest 1o the mdnner in which the
change process has been affected by it Consecuently itis redsonable to suggest that the
Hitteen tactors in the model appedr 1o have a basis in the really of change processes and that
they can causally influence the direction which a Given change takes

“*

Fullan further states (1982 55) that he has “attempted 10 be comprehensive by

'
\

3
identitying the major categories of factors which intluence implementatdp = He admits .
however. that while his hst of factors 1s "Guite inclusive = each of the tactors could be broken
down into several subvanables Which subvanables need to be addressed in a particutar

change. 1s a decision to which those wnplementing the change must attend

Apphcalion 1o the case studies Al fifteen tactors identitied by Fullan can be said 10
have affected the manner in which the change was implemented in each of the four case
studies There appears 1o be an element of selt tultiliment In this statement. however it we
take”,lﬂrae factor dealing with e as an example, we find that t was a positive force in the Little

A '

" “Red River project in that t was suthciently long to enable project personnel 10 complete therr
task. It seems that merely because the time ailocation was not restrictively short. it can be
assumed thaf the tactor worked towards the success of the project - - keeping in mind the )
'waming that a time line which is "casually long™ can also be a negative force in the
implementation process In fike manner. the matter of need can be dealt with, from an
analytical perspective and retroactively. by asking the question whether the change was m fad\

implemented. If so. then it seems reasonable to assume that it met some nged The

difference in success between various of the Lac La Biche community projects and some of



\

the Slave Lake projects may be not %o much In the detiniion or relevance of the need imitially
but rather in the extent to which the implementors of the project managed tq credte a feehng
within the conununity. of a need for a particutar intervention

None of this discussion contradicts the fact that each of the factors was a torce 10 be
considered in the four case studies which were presented It merely emphasices the need to

break down the factor labels into specihic vanables appropndte 1o each particular projedct

conglysigon. At tirst glance the congruence between some of the hfteen f.{n‘h)ru and
the descrplion of events and activities in the four projects is not immedidtely apparent  Thus
may be due. tirstly 1o the fact that the factor was not hindenng the implementation process
any notable way. and consequently its etfect was less visible  Secondly, 1t 1s essential 10 break
the factors into the subvariables which are relevant to each particular change 10 order to dentty
the areas in which they can be appropriately applieq |

It is concluded that the Fullan modet of the implermentation process is congruent with

reality
Coterign Fouyr The fitteen factors listed by Fullan should communicate samething
meaningtul
The mogel, Inthat the modet has been found 10 have met the three eartier

mentioned criteria. it seems reasonable 1o assume that it communicates something

meaningful Nor'is there likely to be disagrgement regarding the meaning of the terminology
- ‘ ¢ .
used by Fullan. It is possible that there could be confusion or omission in the identification of

some of the subvariables which aré included in each of the factors. An example of this would
‘be the inclusion of planning as a subvariable of the adoption process. A second example can
AN

-

be found in the manner in which a principal ought to be involved with any particular change  In

order 10 ensure that maximum use is obtained from the model, either predictively or analytically.



s essential to attend o the task ot dentifying subvanables which are relevant 1o the particutar
change bemng centaderned

N order 1o ensure optimal use of the model itis dlso Nnedessary o consider whethe:
tactors ought (o be moved from one category to another ¢r considered i more than one
category  Follan (1982 561 gives an example of this Tt we were exdnumng smatl scate hange
within an individuadl schoot we would treat the mtormation system statt development  and

SuCh as School based vanables ”

Application 1o the wage siudies No difficulty was found n applying the Fullan modet
1o the tour case studies which were analyzed  The Hexbity which Fallan indicated ought to e
applied was used in the apphcation ot a number ot the factors and difficulties were not
encountered with particutar meanings of any of the fifteen tactors  For example i dealing wih
Board characteristics # was considered appropriate 10 consider also the make up of the Board
or the executive of the locatl society  Similarly  the matter of the history ot innovative altempts
was coﬁs»deved to be refevant at the local level rather than at the school tistnct level  The neod
tor this transposition can be seen n the tact that the Little Red River schools and the schools in
Wabasca and Desmarais were all in the one school division though the climate for change was

quite ditterent in the two areas

nclusign.  The Fullan modet of the implementation of ch\ange was found 1o be
capable of communicating meaningtully Attention must be paid to tully developing the”
subvanables of each factor and 1o ensuning that the flexibiity advocated by Fullan in the
application of each factor s utdized  This flexibility allows for the mcving of factors from one
.

category to another or for the use of a single tactor in more than one category



crtenon bive. The Fullan medel helps Gieot eonguiry and research

The model  The titeen tactors bisted i the model along with the tour cateaores
help direct enquiry mto the change process  Dye (1981 44) points out. 10 explaiming this
cotenon. that a model “should suqgest relationships mn the real world ksmt cdn be tested asd
verhed = The components of the Fullan m appear to tacihitate the observation of the
relattonships between the change ettort and f s within the environment m which the
change s being impiemented

‘

This critendn appears to be directly related to the earlier critenon of the moq'oi being
!
congruent with reality. and also with the critenon which deals with the model’s abiity 1o order
and simplity the observed phenomena This congruence with what really occurs in the changr
process appears to be an indispensable component 1 @ model is to be usetul in direct:ng

N

research and enquiry in any meamngful way

Apphcation 19 th ydi In analyzing the case studies the Fullan mode!
provided assistance in directing the analysis and research It was possible to examine all four
case studies using the same perspective It was also possible, in examining the case studies

» .
10 Wdentity tactors which appeared to atfect the implementation eftorts in each of the tour
projects In Little Red River the tlarity and relevance of the need clearly worked 1o assist the
implementation etfort as did the strong. sustained. central administrative support and
involvement Both of these factors appeared 1o also affect the nmple.memanon eftorts in the
Wabasca - Desmarais and the Slave Lake proects. though in a negative manner By focusing
on the factors listed by Fullan it was possible to observe what appeared to be relationships

between dintnes encountered in the project and the manner in which the factors were

attended-to



Conclysen  The b gllan madel was tound 1o be useful " directing the analysis of the
tour cdse studies T helped n the sdentihic aion of relatonshps between H‘w tactors and the
success Ot the implementabon eftods i each of the projects
QrenQn Qix . The Fullan model should cuggest explanations regarding the

mmplementation of change

The mode! Fullan (1982 56) indicated that isintent was 1o ist ifteen factors which
“causally mfluence impiementation ™ It appears that the modelis mtended 1o suggest an atuhity
10 offer explanations regarding the possible causes for the success or fallure of particular
implementation etforts

Applicatign 10 the ¢ase studies Reference has been made s considenng the
previous five critenia to the fact that the factors appear 1o offer explanations tor the compardtive
success or tailure ot the projects in the study Factors in all tour categones appear to have hac
anmpact. postively or negatively 1 all tour case studies It was also apparent in the analyses
that in a number of cases where certain factors had not been attended to nihally, and
implementation etforts appeared 10 be in difhiculties. the local project seemed 1o obtamn an
addiional impetus cnce these factors had been taken into consideration  This was most
noticeable in SlaveLake where. with the appointment of a new coordinator in May 1981

) I
greater attention was pawd to factors such as the need and relevance of the proposed projec!s
and 10 obtaining the support of the school principals and teachers It was also apparent in Lac
La Biche. where the support of the central office and school staffs was only obtained following
persistent efforts by the coordinator In Lac La Biche the fact that considerable planmng went

into the early stages of the project immediately after the hinng of a3 coordinator  also appeared

10 support thhe implementation effon



Conclysign. 1t appedrs that the b ullan models capable of suggesting possible

explanations 1or the success of fadure of particular change eftons

SUMMARY

In this section of the chapter the model based on the hitteen lactors identitied by
Fullan (1982 56) as causally nfluencing the implementation of change  was assessed for t
usefulness as a descrptive and an analytical ool using six critenia based on those set fort™ by
Oye (1981 43) These same six criterta had been used earher i an assessmenl & the
Elaborated L eadershup Obstacle Course mode! presented by Hernot and Gross {19.7™

The Fullan model was found to be usefut on all six critena set out by Dye It was 'ound
1o assist in ordenng the events and activities associated with each project 1t also assisted i the
understanding of the chan®e attempts  though there 1s a certamn hesitation regarding the use
of the word “simphtied © The model did provide tor the description and analysis of the
essentially complex and dynamic change process. and conseguently it did assist in faciitating
the understanding of the changes The model did not appear. however. 10 reduce the
process to such a simplistic state where tinaccuracies might develop in the understanding ct e
changes

The factors listed in the modet are those. according to Fullan, which extensive
research has indicated aftect the implementauon etfon ConseQUemly,' the factors can be said
10 be relevaht and significant in the general context of change. though for each particular
change attempt it will be necessary to place emphasis where such i1s required [t seems 100
that the model is congruent with reality, the factors listed in it have been found to etfect
implementation in that it was possible to identify their presence. as either positive or negative
forces. in tﬁe case studies

Given its success with the preceding criteria and as a result of ts value in analyz:ng the ™

four case studies. the model was found to communicate something meaningful regarding the



mplementaton of change 1 also helped directnguiry and research as the case studies were
bemng andlysed, and appedred to suqgest explanations tor the relabive amounts of success

which the four projects 0 the study appeared 1o eny -

CHAPTER SUMMARY

In this chapter both the tlaborated Leadership Obstacle Course model and the e
of change based on the tfteen factors Wdentihed by Fullan were assessed according 10 the fix
critena ot usetulness which were adapted trom those identiied by Dye (1381 43)  The mode!.
were assessed specihically to consider their ysetulness i descnbing and anafyzing the event:.
and activities in the tour projects. the case studies o which were developed in the study

The six critena were appled to each of the models 1o determune whether they
contained the features  or allowed tor the apphcations. which the critena required  The case
studies were then examined 10 see whether these fealures and capabilities assisted in the
descnption and analysis It was concluded that both models met all six critena set out by Dye
and that they were usetu!l in desCribing and analyzing the events and activities of the attermpts,
1o implement ch{;nge in each of the four projects described in the case studies

The ability of the Fullan model to simplify the view ot the change process was
accepted. though the fact is not emphasized This is in keeping with Fulian's own admoniticn
that the fifteen tactors must be seen as interrelated and that change must be seen as a
compiex. dynamic. process While the model did assist in the understahding of this process :n
the four case studies, its ability 10 order the descnption and analysis. allied 1o its ability fo focus
on impornant and relevant factors atfecting the 4mplementation process. were considered more

worthy of emphasis than ts abilty 1o simplity



. CHAPTERVIIT
SUMMARY CONCLUSIONS AND IMPLICATIONS

This chapter contains a surmmary of the design of the study. and the study 'indings
Also included are conclusions of the study and a discussion of the unphcations of these

conclustons tor both the practice and the study of educational change

. A_Summary
)
Pyr f Th
The purpose of the study was to determine the overall usetulness of the Elaborated
{ eadership Obstacle Course model ot the implementation of change. developed by Hermott
and Gross (1979) and ot the model based on the fifteen tactors which Fullan (1982) identitied

as causally intfluencing the implementation of change The purpose of the study was 1o

determine the usefulness of the two models for describing and analyzing change ettors

Signihican tth

The study was considered significant for a number of reasons  First, it is necessary 10
determine whether the abstractions or representations which were portrayed in the models
were reasonably congruent with the reality which they purported to represent

Second. by assessing each of the models on six specific criteria of usefuiness it was
possible to identity areas where each mode! appeared 1o be more or less useful This
information would increase the models’ utility as prescriptive, planning instruments, as
descriptive frameworks, or as anaiytical frameworks

Third. it was considered appropriate ta examine the implementation of the change
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attempts. ds such examinations assistindentitying vanables which are signiticant i the
change process  Thisidentificaton of vanabies which were not previously emphasized leads o

an ennching ot our understanding of the change process

Methodology

There were three distinct sequental phases ndenhhd\hle in the case study
methodology which was used in this study The first of these was the development of the four
case studies themselves  The second phase was made up of the analysis of the four case
studies using bolh the Elaborated L eadership Obstacle Course model and Fullan's titteen

tactor model The third phase of the study was the application of the six critena of usetulness

identified by Dye (1981) 1o each ot the two models

The Case Sludies. Four case studies of change projects associated with L ducation
North were developed Education Nonh was a planned intervention by Alberta Education.
with the support and cooperation of other government agencies. provincial and tederal. in
seven selected communities in northern Alberta. The purpose of the Education North
interventions was 1o provide funding for specified projects designed to encourage parents,
teachers and other members of the selected communities to work together in improving the
quality of the education experience for school-aged children

While the project had its genesis in the work of a number of committees and repons of
the early 1970's, it was not until 1979 that specific communities and specific projects were
selected for inclusion in the umbrella project  The initial plan was to fund the projects for a three
year period, from 1979 to 1982, and during this period the workings of the projects and of the -

overall Education North operation were to be monitored and evaluated by an External

Evaluation team. The case studies which were developed and analyzed in this study were



confined 1o this three year penod and to four of the seven E ducation North projects

The four particular projects were selected by the researcher as they represented the
broader range of activities found 1n the overall t ducation Norh project  One of the case
studies recounts the events and activities ot the only project in which the Minister ot £ ducaton
terminated his agreement with the community group prior 10 the expiry date. thus etfectively
terminating the project The remaining three case studies dre of the projects identified by
Ingram and McIntosh (1981 137) as most clearly exemplifying the three prototypic strategies
used 1n the Education North project  The four case studies which were developed and
analyzed in the study dealt with the Lac L a Biche, Little Red River, Slave Lake and
Wabasca-Desmarais projects  In Lac La Biche. Ingram and Mcintosh. the external evaluators,
had found that a Funding Strategy had been used. in Littie Red River it was a Project Strfateqy
and n Slave Lake use was made of a Society Managed Strategy. In Wabasca -Desmarais the
project was terminated in Apnt 1981, more than a year earlier than initially planned

The case studies we‘re developed from data contained in the files on the Education
North project which were mamtained by the external evaluation team These tiles were made
up of materials from a number of sources related to the Education North project  The external
evaluation team was given access lo background material dealing with the establishment of the
Education North project that is contained in the tiles of Alberta Education In addition. the
provincial coordinators of Education North provided the extemnal evaluation team with copies of
all files on the local projects Members of the extemal evaiuation team aftended all meetings of
The Minister's Advisory Committee during the 1979-82 period and received copies of the
minutes of these meelings

In addition, the external evalution tearm established and maintained close ties with the
societies established to administer the projeéts in all seven local areas During the three year

period included in the study, structured interviews were conducted with over eighty people



associated either with Provincial t-ducation Noah operation or with the tour project groups
included i this study  More than one interview was conducted with most of these people
particulardy with the school pnncipals and coordinators  Interviews were also conducted with g
number of parents of children attending each of the schools associated with the £ ducation
North project Interviews were conducmi in the Spring ot 1980 and again in 1982 Aitogetrm
one hundred and twenty eight interviews with parents were carned out in 1980 and one
hundred and Menty three interviews were conducted N 1982 The purpose of these
nterviews was 1o obtain information regarding the parents’ perceptions of the extent of
community involvement in the schools Trans.cnpts ot all interviews were included in the tiles
kept by the External Evaluation Team and were used In this study as m(érmatnon 1N the wrting
ot the case studies

The researcher in this study was project administrator for the external evaluation team
during the 1379 82 perod and was haison person between the local project groups and the
evaluation team He conducted many of the 1ﬁtew|ews himselt, and was present at many
others which were conducted by other evaluation team members He visited all four project
communities in this study dunng the pro<ct penoq and was nvolved in analyzing the data used
in the evaluatien of the projects He was also mvoived in the development and preparation of

material for inclusion in the reports of the Evaluation Team

#The analyses. Each of the four case studies was analyzed using both the Elaborated
Leadership Obstacle Course (ELOC) model and the mode! of chagge implementation based
on the fifteen factors identified by Fullan

During the analyses using the ELOC model each of the case studies was analyzed by
considering whether or not tasks, appropnate to each of the five sequential stages. were

considered or attended to by the members of the Education North project group A briet

N



summary was provided for each of the case studies in each of the hive model stages

The Fullan model was utilized in much the same manoer as the B OC model
t vidence was sought in the case studies to determine whethér or not the local project graups
had succeeded in ensunng that the fifteen factors identiied by Fullan worked in such a mannes
as 10 support the change ettort and increase the ikehhood of successtulimplementation  The
tactors were considered ndividualily, though they were grouped in the four general categenes

provided by Fullan

Criteng of Usetulness

Following the analyses of the case studies the usefulness of the ELOC model and of
A
the Fullan model, in describing and analyzing change. was assessed. using the six cntena’

adapted from Dye (1981 43-45) These cntenia were

#1 _The models usetuiness in ordering and simplifying the implementation process

#2 The models’ usefulness in identifying the really significant aspects of the
#nplementation process

#3 The apparent congruence between the models and the realty of the change
attempts

#4 The models’ usefulness in communicating something meaningful

#5 The models’ usefulness in directing inquiry and research

#6 The mbdels’ usefulness in suggesting an explanation for the relationships

which were identdied.
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B _Fiodings and L englugiong

Cotenon 41

It was concluded thatsboth the Elaborated | eadership Obstacle Course model and the
Fultan model assisted in ordenng and simplitying the process of descnbing and analy zing the
@vents and activities in each of the tour change projects in the study It was found, however
that both models tended less to simplify the understanding of the change processes in the
four case studies, than to order the approach of the description and the analysis Dye
(1981 43) warns that "too much simplification can lead to inaccuracies in our thinking about
realty = While both models provided a focus for analysis, nesther of them suggested that the
imptementation of change should be. or could be. understood. other than as a dynarmic,
complex, nteractive process
N The Elaborated Leadership Obstacle Course model focused the analyses of the case
studies on the tive sequential stages and on the tasks which had to be attended 1o in each of
the five stages. Focusing in this manner was considéred to be useful in ordenng the analyses
and assisting in the understanding o.f the relationships between vanous tasks which thosén
leadership positions 1n change attermpts must attend to

The #ilan model was found to provide two ‘tmct types of tocQs tor each ot the
analyses First, the model drew attegtion 1o tour distinct, major areas to which those
| attempting to implement educational change should attend Secor. the sodel iffe ntifiqg
fifteen faqors which had been foungpto causally influence the implemeﬂ/ation process Such
foci !acﬁted the analysis of the case‘studies by allowing the researcher 10 examine the events
and activities of each project to determine whet‘aetion had been taken to ensure that the
factors tunctioned in such a way as to suppon u;sf

'mplementa!ior‘w proc@s The Fullan mode!

facilitates our understanding of the change process by ordering the mafiner in which the data
$



can be presented and examged  Fullan warns, however, that such ordenng should not
delude researchers nto assuming that events occur 1n this same orderly fashion  The moded
does not propose any specilic sequencing of events  Rather each factor can aftect the
implementation process negatively or posttively at any stage  Furthermore. the factors may
mteract with one another 1N a dynamic tashion  Taking these vanous warmings and resen ation:
into account the Fullan model was found 1o be usetulin ordenng and simplitying the
descrnption and the analyses of the tour case studies while at the same time not creating any
misconceptions regarding the complex. dynanuc, interactive nature of change generally  and

these tour change efforts 1in particular

Crtergn #2

While approaching change from didlerent perspectives both models were tound 10 be
usetul In identitying significant components of the change attempts descrnbed in each of the
four case studies Both models provided a }ocus for the examination of the case studies and n
doing so tacilitated the identification of tasks and tactors which appeared to have significantly
atfected the implementation process in @ negative or in a positive tashion /

The Elaborated Leadership Obstacle Course model provided the five stages through
which change projects would progress and proposed speciic tasks which would reguire
attention in each of these stages |t was possible in the analyses to identily task areas which
appeared to have received adeqguate aftention in certain projects and which appeared.
consequently, to significantly atfect the attempted implementation While Dye (1981 44)
wams that “whatis ‘real,’ relevant’ and ‘significant, is . to some extent, afunction of an
individual's personal ‘alues, " itis important, when examining change, to be able to identify
variables which may affect the success of the implementation effort

This requiremént would appear to be auite independent of the personal values of

é .



those attemgting to mmpltement the change  Indeed. the model did not address the mattec ol
personal valies and may be mare valuable because of that It raised the matter of task areas
which could reguire attention in order for an mplementation 1o succeed  As suchat could have
acted as a mental check hst and drawn attention 1o tasks, which, because of personal bras.
beliet, or oversight. could have been omutted i the considerations within the local group,  but
which could. nonetheless have been significant in the implementation process The task areas
which the £LOC model did,  mntact, draw altention to, were found to be impontant tor the
implementation ettorts 10 the tour case studies which were developed and analyzed

The Fullan model provided the same type of ovemeWe four change attempts ‘
Ceram of the tactors were obviousty not attended to 0 some of the projects  Keeping i avind )
Fullan's admonition (1982 57) mat» the tactors should not be thought of T solation from one
another.” it s possible to say only that such omissions may have negatively attec@tm@

umplementation attempts  The dentification of such elements would appear 1o be significant

tor those attempting to implement change

o

Crilernon #3 A D
Both the EL OC model and the model based on Fullan's hifteen tactors were tound 1o

be congruent with the reality of the change attempts descnbed in the case studies Herrnon

-

and Gross (1979) and Fullan (1982) provided considerable empincal support tor their models

Neither model is presented in arr authoritative fashion. however, nor d‘o the proposers
suggest that all changes must follow these models rigidly Béth-models are presented in a
somewhat pragmatic fashion and their usefulness is dependent, at least in part. onthe
exercise of gcod judgement by those involved witﬁ the charge, in identitying what He.rnox and
Gross referto as “leadership tasks™ and v;/hat Fullan refers to as “sub-variables,” which are

° £ .
°~§elevant 10 the particular change being comsidered



Citgngn 44

Considering the fact that the models met the previous thiee citena it was inevitable
that they would:61s0 be%ound to communicate something meanmglut - At a more superticial
level neither mode! was tound to contam ternmmology wl‘;t(zh wds unacceptably ambiGuous or
esotenc  Both models were sutficiently well explained by the proposers that it was (70(15!(5(,’(*%
unhikely that too many people would disagree over the basic meaning of the concepts which

the models intended to deal with

cntengn #9 L

Both the Flaborated L eadership Obstacle éoursc model and the | ullan model were
tound 1o assist |rT,d|re’ctmg the inguiry into the implementation of the change eftorts in the four
projects in the study Both models tocused the research on relationships and events which
were verifiable and observable For example. it was possible to venty that the school
personnel did not participate 1n the Lac L a Biche project in the early days. that there was 4
clear.'idennfiedkneed specified in Little Red River from the very stan of the project. that
7;;&;:}»«5?1@5 were strammed in the Slave Lake project between the tirst coordmator and the

school prnncipals. that the school principals in Wabasca and Desmarais never paricipated in thal

project .

Criterign #6

Both of the models used in the analyses also provided insights into possible causes
for the varying amounts of success which the four projects in the study appeared 1o enjoy. This
may be in keeping with Elmore’s admonition (1978:130) that models frequently assist us n

providing a coramon sense explanation, for implementation failure. The ELOC model assisted
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0 the wentitic abon of particular tasks which gppeared (0 have received insuthcent attegion n
the local project It allowed for the identiication of areas where those mvolved with the progedt
appeared 10 maove 100 hastly nto a lafer stage of the model without having dealt adecudtely
. ®
with the pnor stage  Similarly 0 the apghcaton of the Fuilan model to the: '()Uf'{fdfxtf stuches,
tactors were wWentiied m all four categones ot the moedel which appeared to have had an mpac
s

pasitively of negatively on the implementation of the projects

SIVIAIAANTAY \ P

i/
Both the tiaborated Leader Stacle Course model <‘1cv<:lc;>cé! by Hermott and

Gross (1979) and the model based on i ftfren factors whnch Fullan {1982 denatied as
A .

e
1 causal manner were found o meet the Six Cntend

influencing the unplementatton of changd o
ot usetulless set out by Dye (1381)  The models were found to D&usctul in descnting and

analyzing the avents and dactivities recounted in the fout case studies of attempted change

%o
which were presénted carh'evSn the stucey

A

Both of the models require that their users expand them in such a fastwon that they
are attuned to the specitic ideosyncracies of the particular change whichis 1o be mmplemented
The models must also be i tune with the details of the environmentn Mnch the change s 1o
be implemented 1t 1s only when the models are retined and expanded 1 this manner that they

1 4
serve 3 useful pumpaose

Worthen (1377 11) pointed oul that “the vaiue of ‘models’ lies in thew ability to he'p
us think. 1o serve as mental checklists ot things we ought to coasider. or remember. Or worry
about.” The usefulness of bath the Elaborated Leadership Obstacie Course model and the
Fullan model appears to be heavily dependent on the insightfulness and capacity for good

judgement with which those attempting to use the models are endowed

It should also be noted that nefther of the fhode's attempts 1o portray change as a .



[

“simple” process  Flather the usefulness of both of the todels appears 1o Be cnhaneed by
the manner in which the essentially comples and dynanne orocess of chang. s presented o g
ordered tashion Both models allow for 4 focused hut notrestnicted view of change and the

mplementation process
G Impheateny

The assessment of the usefulness of the Fléboraxe’d teacershup Obstacle Course
model and of the Fullan maglel raises a number g@f wmphcations which are discussed i this
sechon These implications appear to reiate spe?cihc.wz to the oracxuceAcf change
implementation and also to the theoreticdl and reéearch .basers tor the unplcnwmai‘lcrl cof
change A number of the implications which are didussed maght be included in‘—bcm

.

categornies. but are placed where therr relevance was seen 1o be most promunent

Imphcations for Practice

- ]

. -

1 Both the Elaboraled L eade?ship Obstacle Course model and the Fullan model of change

implementation wkre found to be usetul tor describing and analyzing the chang:;fe!fons

4

descnbed 0 the study The phases. tasks. charactenstics and factors comamépm the rwo.
models were.}and tob‘i)e useful 18 identitying critical areas in the change efforts {‘whrch were
.examined The process of examml;wg change siier it has been attempted or has faken place
should provide uselul insights ime-the vanables which most seriously affect the process of the
-rr.{)len'\en(ahon of chang-‘e The two models which were used in this study can be used

’

succegstully to identfy and describe these van les. The two models appeared to be

bamcularty well suted 1o dentify tasks and tactors which did not agpear to have been given



cuthcient attenbon by the local Groups 0 this regarnd te models gppear 1o have potental as
plannmg instruments which woukd po@t 1o areas which should be connidered by those
Attempting Lo mplement change
J Whide both mpdc(s; dppedred 1o be comprenensive m g general way, iths Cledr that there o,
need. atthe practical level 10 expand both of them o meet the requirements of the specitic
- change 10 which they are being applied 10 the case of those atlempting 10 use the Elaborated
)
Leadersiup Obstacie Courne madel twould appear to be necessary 1o identily tasks whien
mus! be addressed in each of the f.vé phases Inthe Fullan model 1 would appe.dr that it will be
necessary to make decisions regarding the placing of certan factors in the four cateqgores
provided by Fullan  Some tfactors may be relevant for more than one category dwhile it may be
required 10 move others frora the category proposed by Fullan to one of the others When
using the Fullan model t would appear that it will also be necessary 10 break each of the Yaders
down into what he calls the sub variables The sub vanables should address the manner in
which each of the tactors might aftect the particular change which is under consideration
in the analyses of the four case studies using the fullan model. 1t was not possible to ind
reasons why “lme line” and "information system” were grouped together as one factor
It appeared tnat the two components were essentially difterent and might be more usetul f they

were considereds separate tactors. thereby increasing the overall number ot tactors in the

model 10 sixteen

2 The first implication which was discussed raises the matter of the usefulness of the models
as dnalytical tools in an a pos?enon anaIySts ota change effort. that s, after the change has

) already been put xn.%‘wcmld seem aisQ that the modeis should be of value N the
e N
4 £y phqp_nng Stages of'an innovation. byLQawmg Jntention to tasks and factors which
& -

* 1



appropnately attended 1o would increase the tkelihood of successtal unplementation The
models should dlso provide overall trameworks which could be used 1o monitor the anGoing

operdation of the implementabion process

4 While both models were designed and developed with professional educators in mind
they appear 10 have equal utility for lay people working in the area of educational change Ther
usefulness may be particularly welcorme to volunteer groups or groups 1N which expertise in the
area ot change 1s not particularly high Such groups should tind that the models. applhied

appropriately e therr pamcularﬁ’!mhon enhance the hkelhood of successtul implementation

/
of change. by drawing attention to variables which rmight otherwise be overlooked but which

could seriously affect the impiementat.on eftorts

5 The case studies to which the models were applied described change efforts which were
different in very many respects The che;nges involved ditferent types of commupity
involvement and the cnrnmu/mnes and schools also ditfered in their organization.and
compostion The schools varied in size and in level There were elementary. junior and semor
high schools involved in the Education North project  Two of the four projects examined in this,
study were based in native communities There were a large number of native people resident
within the other two project areas also. but Lac La Biche, in addiion 1o the predorminantly
native and metis opmmunities of Caslan and Kikino. also had sub-projects in Plamondon which
was almost totally francophone. in Wandering River which was predominantly anglo-saxon.
though with a strong French element, and Rich Lake which had an aimost entirety white
population, mainly Angio-Saxon in origin  Both models appeared to be equally well suited to
the analysis of the change attempts in all of the different types of settings

There was no gpparent ditfe@e either in We usefulness of either of the models in

7 L]
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dnalysing any particular change strateqy mn the famuly of change strategies which were selugted
-~
tor descnption in the case studies It did appear however  and has been noted, that the

models were betler suited to Wdentitying those dreas my which the focal societies did not attend

10 tasks which subsequently appeadred to be signihicant

6 Both models were inittally developed and proposed tor consideration with change in

-
school or school system settings  While the E ducation North projects were educational in
orientation. therr purposes were somewhat difterent from the more hmited. traditional
detintion of educabional change which Fullan and which Hernott and Gross dealt within
developing a theoretical basis tor therr models  Only in one of the tour projects. | ittle Red
River. did the purpose of the project come close 10 the area which would generally fall within
the purview of educational change Despite this broadening of the domain to which the
models were applied. both were tound to be usetul in descnbing and analyzing t.he events and
activities in all tour projects The stages and task areas in the Elaborated Leadership Obstacle
Course mode!l. and the tactors in the Fullan model were tound to provide usetul descriptive

[ 2
and analytical frameworks tor the four case studies

7 ~

Implications tor Theory and Researgh

1 It was mentioned in the previous section. dealing with implications for practice. that both

models are comprehensive in a general way. Hermiott and Gro's.s propose a number of tasks

.,

which might.be relevant in a parftular change effort and Fullan draws attention te the need to
identify the subvariables associated with the tactors which he lists. in the context of the

L]
particular change which is being developed or examined As tools. both models will only be

usetul when additional refinement is added to the general basic models This refinement must

AN



be attended 1o by those volved with a particular change in a particular situation at a particula
pomtin ime  Both models demand this exercise of sound judgement on the part ot those

attempting to implement a change

2 Neither ot the models addresses the matter of the nature of the leadership required in

order 1o successtully implement change  While this study did guestion whether or not those in
+

leadership postions overcame the actual and potential obstacles to im;ile‘memanon and

whether or not they considered particular factors in thesr implemeMation efforts. 1t did not

consider the qualities or charactenstics which would be deswable n d leader attempting to

implement a particular change Additional research could point to particular desirable Gualities

~in aleader when attempting to implement spectic types of change It could also mlde a

theoretical basis for arriving at a congemial match between particular types of communities and

b}
5

leaders who would be more likely to be successtul in implementing a particular cﬁ)e ina
given type of environment These considerations appear to support the need tfor paying
greater attention to the contingent nature of leadership which has been emphasized in the

past by numerous authors (See, for example, Fiedler, 1967, Hersey and Blanchard, 1977,

-
¢ P

and Vroom, 1975) Ingram and Mcintosh (1983b) raised questions regarding the

ppropriateness of particular types of teaderspip styles for particular communities  Additional

research could address the question of including the nature of the project as a vanable in these
it \

) cogfsiderations and the matter of specitic leadership skills for particular types ot projects and

*t

communities, also appears to be worth addreséing,
L}
either of the two models deal in any way with the question of the inherent value or quality
the proposed change. Fullan (1982:14) deals with this question as an element to be

cogpidered prior to any decision 1o adopt a particular innovation It seems, however, thatthe
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quality and inherent value of a particular change ought to be included and mantdined as an
element in a constant monitorning scheme, rather than being dealt with as a decision which s
made at a single point n bime and subsequently implemented Thus is particularly relevant in
the case ol projects which are ntended to last tor a number of years but are implemented i
contexts, ( and by people) which do not, themselves. remamn unchanged dunng the period of

é

time which the project encompasses

4 Incommenting on why particular changes appeared lo be readily adopted but not
successiully implemented in schools. tHuberman and Miles {1984 69) stated that they “noted
asortof ‘Scarlett O Hara effect’” among admunistrators that mntluenced thewr decision to adopt.
For most, the project looked good. it came well recommended and. sometimes, well
endowed ~ As a result of the analyses conducted in this study it would appear that only in Littie
Red River was Education North seen as being a possible means to remedy of alletiate a clear
recognized, need Whether this need should have been dealt with through Education North
or not is not relevant to the purposes of this study. It \_/vould seem that, in the three other
project areas considered in this study. Ihé fact that money was available appeared. to a greater

or a lesser degree. to be the major torce in the decision to get involved with the Education
North project. and not sorme clearly expressed. Wdentitied, need l; may be ;>olmcany
_expedient to provide financial incentives in this manner From the point of wev; ot bringing
about desired change, however, it'r.night be wonthwhile spending more time clearly articulating
local needs prior to making financial grants available. Both the Elaborated Léadershrp Obstacle
Course model and Fullan's fi‘ﬁeen factor mgflel.emphasize the need to attend la the clear

articulation of need. The extent to which tHe prior availability of government or external funding

affects the process of needs articulationymay require consiceration - . .

-
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5  When dealing with the question of the relevance and need for Education North in three of
the tour projects considered in this study there are additional tactors which appedr to come into
play The analyses of the case studies of the projects in Lac | a Biche, Slave L ake and
Wabasc; Desmarais suggested that what had transpired was that a need had been identibied
by the members of a comparatively small core group The successtul implementation of the

project then depended on the ability of the members of this group or of the executive of the

-
-

soctety or ot the coordinators to persuade other community members of the |dem|hm{nc<>d
i

Montagu and Matson (1983 113), in discussing the critical role of persuasion in contemporary
society. refer to its pervasiveness and insidiousness in reducing the individual's capacrty for
tree will and reasoned choice This manipulation of need is a phenomenon which may require
further study particularly in cases where conditional tunding strategies are used 't may be
fruittul to consider whether the‘needs which are met through the expenditure of these

conditional funds are real in any fundamental sense or whether they are needs whose

identification was stimulated and cultivated by the availability of tunding

6. The analyses of the case studies indicated a need for greater cbnsideration of the fact that
the introduction or implementation ot a change in one areg of an organszation or of a community
is likely 10-have spill-over effects elsewhere. That this was not considered in detail, either at rhe
provincial or Ioesal levels, in the Education North project, cdn be seen by the confusion which

prevailed in the Lac La Biche project when educators were advised not to get invalved in a

v

oroject which wauld clearly involve the schools. It was further evident in the fact that those

involved in the Slave take-Saciety did not consider the implications which their actions might

ce

have on the teachers and administ(ators in the schools.

~

7 P_rebble {1975 185) pointed out thé‘t most of the literature on change s\uggesred that

JH5
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there was a definite senes of sequential steps through which a system or an organization
passed as t altempted to introduce an innovation A number of these essentially sequential

-
models have been referred to earfier (see pp 2 8.2 9) These have been put forward by such
well known wnters in the teld of change as Rogers (1961). Rogers and Shoemaker (19.71)
and Havelock (1973) Both the Overcoming Resistance to Change mode! developed by
Argyle (1967) and the { eadership Obstacle Course model developed by Gross et al (19/1)
which are recognized by Herriot and Gross as the antecedents of ther Elaborated Leadership
Obstacle Course model. tollow this essentially sequential, uni-directional pattern  While the
flaborated Leadership Obstacte Course modg! does pfopose a particular sequence as a

general guide. it also emphasizes the terative nature of the change process and includes a

teedback component to allow for alterations to plans or proposals in the light of changing

.

-

circumstances Fullan. too. emphasizes the essentially dynamic and interactive nature of
change and does not atternpt to identity any sequence mn which the fifteen factors 1n his
_tramework should bre dealt with  The dynamic natug\ot both of these models appears to be

more in keeping with the essentially complex process whereby educational change 1s brought

,

about Co , ¥
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