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o | ABSTRACT
T_‘hc main purpose of this study was to examine the perceplior;s ’of theinstruclior\al
staff at the Northern A_lberta Institute of Technology (NAIT) regarding the c/lraracteristics and
effectiveness of the activities and practices of the Institute's staff dev‘eTopmem program. Two
lmodels based on concepts of Syst‘ems theory provided the conceptual frameworks for the study.
One model compared the emphasrs of orientation of the staff development program regarding
the two perspecuves of (1) meetmg institutional requirements; and (2) addressmg persohal
needs of faculty. The other model provided a rationale for selecting variables used in describing
the program characterrstics and in assessing effectiveness. !
.- ' A questionnaire .distributed to a stratified sample, randomly‘ sele,cted from the-
instrlrctiorral staff at NAIT, yielded 73 percent returns. The stratification was based on staff
positions and the urree principal irrstructior)al divisrons of the Institute.
A . The findings indicated hat in the Perceptions of the reSponderits the emphasis of staff .
development at NAIT was y‘ected morzoward meetmg mstltuuonal requrrements than to
addressing individual personal needs. It was also found. that the mam purpose of staff
deveT pment -- to improve teachmg - appears to be addressed sufficiently in the Institute's
induction or orientation program for newly recruited-instructors. Thereafter, the program
' emphasrs is to help individuals wrthout umversrty degrees to prrrsue degree programs Howevcr
most degree programs pursued by the staff are in Faculues bf Educauon rather than in the .
| techmcal fields whrch can improve the competence of the o‘slraff in trxerr subject areas. As a
_“result, the staff .\development program  at NAIT does not a'ppear to match f ullyvtlre goals of the
.Irrstirute, that is, the teaching 'd’f'urechnical skills. |
~Based on the findings of the study,it was concluded that, despite the atterftion given to
staff developmerrt at NAIT some staff members did not pardcip‘ate in developmcnt activities

for various reasons. The reasons included not being clear about the program olzjectives and
L . 1 i - . LY

activities; having little opportunity for informal activities; poor timing of somé Ipstitufe-based
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in-service activities; and program activities not being relévant. to the needs of some faculty.
Another conclusion was that the needs of the individual staff were influenced by theif previous

* .
education and position in the organization. These factogs, in turn, appeared to affect (1)
I .

faculty interest; (2) level of .ﬁarticipation; and the individual member's'_ perceptions of the

characteristics and effectiveness of ‘the staff development program: e T

™

In view of the findings of this study it was suggested that it was essential and beneficial

to develop a more compreh'eﬁsive definition of staff development to h,p;lp the organization’

address its needs fully. While such a definition must. provide a direction for the objectives and

< .

types of activities to use—it~must also take into account the following factors: general
N - .

s : A < R

technological changes; the rate of' staff turnover in the organization; the differences in the

needs of the individuals’ and constituencies within the organization; and the need for career

-

development for the fmembers of the organization. In order to cover all the factors, staff

Y . ‘ )
development must be\viewed from two perspectives -- to develop both ‘organizational and

individual competence. ’

\
~ -
? -
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| Chapter I

INTRODUCTION AND STATEMENT OF THE PROBLEM

o
) A
A. Introduction

Educators and administrators acknowledge the importance of staff development and

in-service activities in their efforts to improve the effectiveness of educational organizations.- -

Reporting a projec't conducted by the Centre for Educational Research and lnnovation at the
Organization for ‘Economic Co-operation and Development (OECD), Bolam (1982a:1Q)
noted:
The (interim) report showed that there was broad agreement in Member countries that
INSET (in-service education and training) could and should make an impopant
contribution to the resolution of problems associated with several contemporary,
major task areas in education.
Konrad (1983:14) observed that the heightened interest in faculty deve]opmen‘t "relates

§ ' . "
not only to the quest for personal excellence, but also to factors external to the professoriate.

According to Cameron (1984:141), the postind{lstrial environment of institutions of higher

education is. characterized by more and increasing knowledge, complexity and turbulence..

. : " i
Among the factors that have been cited for the increasing interest in faculty'development are

(1) decrease in facuity mobility; (2) declmmg economic- budgetary circumstances; (3) declining
pubhc confidence in the educatton system and (4) soc1etal pressure on pubhc institutions to
become accountable (Toombs, 1975:701; Centra, 1978:188; Boyd 1983: l)

Based on the expenence of the past twenty (years some attempts’ havc been made to
conceptualize staff development (Gaff, 1975; Toombs, 1975; Berquls't and Phillips, 1975;

Collin, 1977; Bolam, 1982a; Pansegrau, 19133). Despite these attempts, .the literature seems to

/V 0

suggest there is a lack of agreement about the nature of staff deve”iepntent_\programs and on
v : L - . -
what constitutes an effective program (Lawrence, 1974; McLaughlin and Marsh, 1978; Harris,

1980; Pansegrau, 1983).

<



The various factors that account for the lack of agreement may be classified into three
broad categories. Fisstl, empirical ‘studies that have investigated effectiveness of staff
development programs are inadequate Ito provide complete explanations and directions. For
example, Centra ( 1978:152) noted that "the Gaff and Befquist-Phillips models are for the
most part heuristic rather than empirical " Hence, he quesnoned whether the concepts
proposed by these lheonsts are accurate and adequate reﬂecuons of faculty development in all
institutions or whether other ways must be sought to categorize the deveIOpmemall activities.

Second, there is usually lack of agreement among the different constituencies that are
involved in the staff development program on what criteria are to be used in the assessment and
evaluation of effectiveness (MacLean, 1974: J oyce, 1976; O'Connell, 1983). Third, a
conceptual problem seems to exist concerning the *pufpose of staff developmefit. That is, the
concep[ua'lizau'onb of what staff development is, is lacking (Lieberman, 1978:1). For exaxnple, .
Whether -theemphasis must become syslexn centered or must be oriented toward the individual
staff members is an issue that is reflected. in .different perspectives in stdff deve}opment and
| educational administration (Bolam, 1982a; Greenfield, 1985). However, research on adult
socialization ;nd organizational change tends to suggest that either one of e staff development
orientations is inadequate. Bolam ( 1982a:69) ‘observes that "it mus{ acknowlIEdged tha} the
distincﬁon oetween individual and system need is a simplistic one."” .Thus Schiffer (1978'7)-
and thkman (1980: 178) advocate that the two conceptual purposes of staff development

) meetmg systemlc goals and satisfying mdmdual needs -- must be complementary to one

" another.

. The need to reconcxle the two perspecuves of staff development is espec1a11y important 4
in techmcal and vocational educational institutions. In:_,the f 1rst~ﬁa/c:, technical institutions
tend to be complex organizations. Comﬁlexity, in this context, is defined by Cameron's :
(1984:133) three dimenSions numerosny spec1ahzanon and d1ver31ty, and 1nterdependence
Hence, in the staff development efforts as suggested by Collm (1977:173), the emphasns on

meetmg the goals of the organization tends to be the priority of admmlstrator-s in the
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organizations of technical education.

Another reason is that the differences lhal exist among the academic staff of lech{rical
educational institutions, in terms of educat.ional and skill levels, are far greater (as measured by -
the range and variety of degrees and training) .than the differences to be encounlered among the
academic staff of liberal arts colleges and universities. For insiance, Chesley (1983:62A)
reported that "the realization that the community college faculty is not a psychologically .
homogeneous group should benefit those responsible for faculty deyelopmenl.". Consequently,
meeting the individual staff membér's need would be an equally important consideration to
both faculty and adrninistragors. In this connection,"Adlrins (1983) 'showed in a study of 'four.

institutions of higher education that from 1972 lo_-*' 1982, there has been an increase in the.

— '

number of contracts containing faculty developmenl benef its.
Finally, technical educational institutions normally do not consider a qlfalif icarion in -
teaching as a prereqursrte for the employment of mstruclors This is true for the Northern
Alberta Institute of Technology (NAIT) (Konrad 1973; Collin, 1977, NAIT A Profile, 1984).
As a result there exists a great varratron in the prof essronal skills and the teaching styles among
the instructors. Within this context, NAIT has in place a staff development program for the
acadenxic staff which is aimed at improving the perforrnance'of -individual instruclors on the
job as well as to meet the requirements of the organization. In view of the above stated
reasons, one objective of this study as to describe the rationale and characteristics of the staff
development program for the academic staf’ f of NAIT.
| Schiffer (1978 8) mnotes  that studles have found thal change in educatronal
orgamzatrons does not follow the rational mow Instead, 1mplemematlon and contmuanon ‘
of change is dependent apon behavroral and attitudinal change on {he part of both teachers and
admrmstrators Doll (1983 31) also observes that the success of attempts at staff development
Y
depends heavrly on participation: by teach.ers. Hence, this study also arrns to examine. the
acadernic staff ‘peréeprions of the activities and practices that constitute the staff dev',eloprnent'

program at NAIT.

1
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= . The very complexity of the concept tends to indicate that no single factor or vanme
5 . 1 )
£i‘?~‘_, can be found as the answer to a successful staff development program. The many variables -
° .
that %ffect its implementation include policies, goals, funding, types of activities, changes in

4 7 . . . .
(lhe educational environment and the-. role plaﬂ’yed by the varfous constituencies in the

«Drganization.
“ o

Por!example Berman and Mcl,aughlm (1978: 27)\ argue thav the fate of staff

i

-4

dcvelopmem ‘like mest, mnovauons _depends "dbn the complex *interplay ~ among the
characlensues of the. mnovauve pro;ecl itself and lhe institutional semng it seeks to,change.”

Behn,v(1983:117) also notes that crises in the“socro- pollu_cal environment create both ’.problems‘

&

and oppottunities for public organizations to rethink their organizational strategy. Therefore,

this study seeks, in addition, to find out which of thesf" internal and external fdctors or

variables of the staff development program at NAIT seem{to have systematic and significant
effect on effectiveness of the program.

+
—

q . ' . _ "
' . B. Background ofﬂdy ’
, £

. . .
PN

4 Qg
[ L4

The Northern Alberta Insutme of Technology (NAIT) is a publxc postsecondary,

»

non-university educational institution which offers career_-oriemed training to adults. Adults in

* this context includé-persons:

.~ a  who-have completed therr seconhhool education (that is, grade 12 in Alberta at
an age of approxrmately 18 years) or equivalent;

-

b. who, although not havmg completed the secondary school education, are not sefved byf
~ " the secondary school system and have been out of the regular secondary school system
-7 . for more than one year; and :

c. who have not completed their secondary school education but have ol)tained the -
T ' :prerequxsnes identified for partlcular courses or programs at NAI*T (NAIT : A
% .. Profile, 1984:2) . o s

.A; - SN
) ;

§
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Establishment, Governance and Facilities -

NAIT was established in.1962 in response to the Federal-Provincial Technical and

. Vocational Training Assistance.Act of 1960. Hence from the time of its establishment and until

Mareh jl, 1982, NAIT was a "line operation of the Alberta Department of Advanced.
Education and Manpower, with the Institute President being directly responsible to the Deputy
Minister of that Department” (NAIT:A Profile, 1984:3).

The new Alberta Technical Institutes Act of 1981, however, provided for a Board of

Governors for each technical institute in /"(lbertz’{. As a result, eff ecti?e April 1, _1982, NAIT
was placed under the authority of a 16-member Boafd of Governors.

The main campus off NAIT covers an area exceeding 150,000 square meires. In
addition, there are five "satellite operations within urban Edmonton” which together cover
another 14,000 square mmetres. For the 1984-85 academic year, the Institute employed a total
staff of over 1300 (ecade{hic and support staff’) with z}bbudg‘el in excess of 74 million dollars of
which more than 83 percent was acquiredb as grame from the Government of Albgria (NAIT :

.

A Profile, 1984).

Organi’zatlior'l and Staffing _ ‘ ‘ -
:rhe President of NAIT is assisted by three \Zice-Presidents' who are responsible
respetfively for the three'administrative sectors of the lnstitute, namely, (1) f inance and
admfnistration; (2‘) educational suppdrt services; and (3) instruction. As shewri in F igure‘l.l,‘
the three Vice-Presidents together ih‘ave under their supervision a total.of iwel;'e a&ministrativc
divisions headed by five Deans, six Directors and a Registrar. There is a ‘Dean of s,lu’dem
_services. The remammg fbur deans are the admlmstranve heads of the four m§lrucuonal
dlvxsmns namely the Busmess and Apphed Arts, Industrlal Engmecrmg Technology and

Contmumg Education.’ Wxthm these instructional dxvmons there are departmem chairme.! and

‘

program heads who perf orm mainly supervxsory funcnons
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The six Directors are responsible for the following functions at the Institute : (1)
finance, (2) physical facililieé and services, (3) personnel 'gervices, (4) computing systems and
service, (5) in;crnétional education’ and (6) research and academic development
(NAIT-Calendar, 1984-85; NAIT in Perspective, September, 1984).

For the 1984-85 academic year, the Institute's employee total .consislcd of 509 support
staff, 761 ac.ademic and supervisory staff, and 70 managerial staff. Generally, the employment.
qualifications of the academic sxaff are based on "subject matter or technical expertise and
relevant experience in the world of work.”  Consequently, teaching qualif iéations and
experience are "viewed as an asset rather than a pre-requisite for insl.ruction at the Institute”

/

(NAIT: A Profile, 1984:6).

Programs and Enrolment rf'-.‘ o

L

The delivery of all programs of the lnstitute is a direct responsibility of the
Vice-President, Instruction. The Vice-President, in turn, délegaies the responsibility to four
Deans and a Diréctor. The four instructional divisions headed by the (Deans are (1‘) the

. -
* Business :'md Aj;plied Arts Division; (ZMustrial Division; (3) the Engineering
Teéhnology- Division; and (4) the Continuing Education Division. Tﬁese divisions are charged
with the responsibilities for ’conducling the instructional activities of the Institute.

The fifth division, headed by a Director, is the Research and 'Academig/ Development
Division (READ’). The role of this division is to enhance and improve teaching and 1earning in
the institution through vaﬁous “activities such as "pr.og“ram planning, program development,
instructiohal services and o.perational rebearch” ( NA‘IT: A Profile, 1984:3).

In genera'l, the programs Qf NAIT may be grouped into three categories:

@

1. - Full-time which.involves certificate programs of one academxc year durauon and dxploma
~ programs of two academic years duration; , : ¢

2. Apprenticeship whfch involves co-operated programs of "on-the-job" and "institutional”
training. NAIT provides the "institutional” training component of six to twelve wi:,gks per
year (depending upon the type of Lrade) for each of the four ycars of the apprenuceshnp
scheme; and . : ’



3. Part-time offerings which involve both ¢redit and non-credit courses as a means of
providing continuing education in various areas to the members of the community (NAIT:
A Profile,1984:3).

The f ull-ﬁme and the apprenticeship programs are offered through the three principal
_ instructional divisions, namely, the Business and Applied Arts,  the lndu$tfial and the
Enginecring Technology div;’sions. Among the three diyisions are fifteen departmems which
together pr(ovide v63 full-time courses for over 5,000 students and 23 apprenticeship programs
for over 8,600 stuc_icnls every year. The career fields of programs offered by NAIT include
‘cnginecring technology, medical and health sciengces technology, business and': eommerce,
applied arts and service-oriented brogram& The Institute also of fers part-time courses through
the Continuing Education Division to more than 23,000 students annually__. This division uses
the resources/otr the fifteen departments in the three principal divisions to offer the barl-time
coﬁrsés. |

Provision for Staff Development at NAIT T -

Both the admirllis;ration. and the’ académic staff association of NAIT recognize the
importance of staff aevelopmeht in view of the great variation in the backgrounds and
(jhalifications among the members of the academic, staff. "Also an institution ojf this :size
necessarily requires a means (o er‘lsurevthat staff of various depar;ments share ;some Eommon
gogls'and that they are all, to some eitem, committed to the main goals of the institution.

. . ?
~ Thus, %e Institute has induction and orientation programs for newly recruited .

instructors. In addition, various in-service programs and activities are organized to help the

instructors in their work. On thé one hand, the interést ‘and commitment of the management to

-~

staff development is expressed in the creation of the poéi\ﬁd;l"cma Manager, Staff Training and
Personnel Development as well as the creation of the Research and Academic Dcveldprn_em
. , . :

Division (READ).

¢

On the other hand, the’interest of the acade‘mic staff in pro'fessional develofl

shown in the ééllecti'vg ~agreement’ with the Board of Governors. For example, subsection 25.01

_/,/ - ,
. o . ’ .



(a) of the 1984 - 86 agreement states: ©

\

Staff development leave shall be defined as any leave of absence, with or without pay.

~ granted to a staff member pursuant to' sub-section 25.03(a). for purpdses of
maintaining or developing knowledge, skills and competencies relative to the
achievement of Institute objectives.

" The sub-section 25.03(a) referred to also reads:
Any staff member who occupies a full-tigne position is eligible for long term staff
development leave. Any staff member is eligible for short term staff development
leave. .
It ts evident that, in addition to the normal feedback provided by staff on specific

in-service activities, a carefully designed study to examine the staff development efforts at

NAIT will be beneficial to both the academic staff and management.

C. The Purpose of the Study

Purposes of the Study

'

The five main purposes of the study were: (1) to describe the characteristics of the
staff developmient program for the academic staff of NAIT; (2) to determine the program's
* balance of emphasis between meeting institutional requirements and addressing the needs of
individual staff membetS' (3)‘to assess the effectiveness of the program as perceit'ed by the
academic staff (4) to determine whether dlfferences exist in the perceptxons of the program's
effectiveness among the different constituencies w1thm the academic staff;and (5) to explore
the relatnons‘hnps between perceived ef fectxveness and the erbence of /certam mput vanables for

the staf f development program N
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Statement of the Problem (

The aim of the study was to seek ariswers to specific questions which together .would
provide information to address the purposes of the study outlined above. These questions are

stated below under the five main purposes of the study.

S

Purpose 1 : Characteristics of thggPrégram

The characteristics of the é{aff development prégram of lv‘he\acvademic staff of NAIT

were described in terms of the variables taised in the following questions ™.

Y

1. How do the characterisu‘cs of the instructional staff affect the staff develbpmem program?
a. which categones of staff tend to show 1r?erest in developmental actlvmes"
. .
b. in what way does the previous education of the staff affect the areas of developmem

and types of activities?
&

¢. what relatiomships exist belween previous educanbn of the staff and degree of

partnclpauon in developmental activities?

Q

2. What policies are there to'direct and regulate the staff development program? ‘

a. to what extent do the policies address the needs of the ihdiﬁdual staff members?

b. how do the bolicies specify benefits and obligations? ‘ L -

b
)
4

c. how do the policies provide for rewards and incentives?

d. how effectively are the policies communicated?

3. How is the staf’ f'_develop%nenn program:f inanced?

a. what are the sources of f unds for staff development and in-servic'e activities?
, .

b. howis the cost of staff development shared between mdmdual staff members and the -

organization?
c.  what aie the incentives and benefits for staff pamc1patlon"

d. which elements or dimensions may be used to descnbe the costs of staff developmem
(for example, leave, tnme off fees)" o

{
- i

’

4, thch approaches and strategies are used to 1mplement the obJectlves of staff developmem

at the Institute?

a.—who ’asses'ses the needs and determines th;obj,ectives for staff development?

’ .
N 4
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b. which projects and activities are used to promote the goals and objectives of the
program?
c. when and where do the activities for staff development take place?
d. who coordinates these activities?

e. to what extent does the Institute use the expertise of the staff in implementing the
staff development program?

°

f. what role do the universities play in the Institute's staff development program? -

g. what role do industry and business play in the staff development program?

Purpose 2 : Orientation of the Program Objectives

Problem: To what extent is the programv achieving a balance between meeting the Institute’s
requirements and addressing the individual staff member's needs as reflected in (1) purpose of
program; (2) management control; and (3) types of activities?

f"urpose 3¢ Perceptions of Program E ffectiveness

Problems :

L
1. To what extent are the objectives of the staff development program clear to the members
..of the academic staff?

2. To what extent is the program addressing matters of needs identifi ication in terms of the
strategies used and the pammpatloh of staff members? :

3. To what extent-is the staff development program promoted by the managenal practices of
the Institute as measured on the following dimensions: (a) definitioni of goals and
objectives, (b) availability of resources and (c) leadership and flexibility?

4. To what extent is the staff deVelopment program promoted by a favourable organizationai
climate as described by the following parameters: (a) attachment to constituencies, (b)
.decision structure, (¢) commitment to Institute goals, and (d) reward and incentive?

5." To what extent do the members of staff regaf'd the- various in-service activities to be
relevant and useful to the individuals and to the Institute as a whole?

6. To what extent is the staff development program achieving its objectives as perceived by .
the staff in meeting (a) the requxrements of the orgammuon and (b).addressing the needs_
of the individuals? R i

7.

" To what extent do the members of the academic staff assocxate the staff dcvelopment

ef forts with the following orgamz.atlonal outcomes:.



oo‘

improved learning among the students of the Institute;

increased instructors' knowledge and skills related to their work:
improved ime%aélions among the ﬁcmbers of staff;

promoted uniform praqlices among departments and individuals;
promoted continuity of accepted praCticés in the organizaﬁon;
improved professional status of the individual instructors; and

sustained innovation and staff renewal in the Institute?

8. To what extent have the provisions and lmplememauon of the staff development program
been influenced by the following environmental factors:

a.

b.

d.

enrolment changes;

changes in the Institute's programs;

changes in the field of technology; and

links with industries, businesses and other organizations?

Purpose 4 : Differences in Perceptions of Program E ffectiveness

Problem :

Purpose S : Exploration of Relationship Between Variables

Problem : What is the
variables:

“ €.

clarity of goals and objéctives;

. -

" availability of resources;

types of activities;

lmanagerial practices; and

organizationa] climate? -

To what extent are thcre “differences. in the perceptlons of program effectiveness
among the different groups (divisions and positions) of the instructional staff?

relationship betwéén prograrrfﬁ‘fectiveness and the following input
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D. Significance of the Study

The significance of thé study is discussed from three perspectives: (I) theoretical

significance, (2) practical significance, and (3) relevance to personnel preparation.

Theoretical Significance
Both teachers and administrators believe that effective staff development could improve

the quality of education for students. But there exists little by way of subsfantive knowledge
and understanding about what kinds of provision work best. Bolam (1982a:71) attested to this
fact from a project involving the OECD member countries. He reported :

Perhaps the first and most important conclusion to be-drawn from the impressive

survey of practices and research contributed 10 the project by Member countries is that

far from enough is generally known about effective in-service and effective school

" improvement. Contemporary economic pressure should not be allowed to obscure this
simple fact.

Hence arguing for more research and‘development in the field, Bolam continued : (
Iri particular, it is clear that the burgeoning interest and activity in INSET is, to a
worrying extent, built upon an act of fate. Expenditure on research into INSET has
been minimal, so it is hardly surprising that we have so little systematic and reliable
information z}bout costs, resource use, and effectiveriess. (Bolam, 1982a:71) .

- Conceptualization. 1.ieberman (1978:1) argues that what we lack in our understariding
of staff development eff oi‘ts isa b'road-b\ased perspective and conceptualization that allows an
institution to mount 2 compfehensive program. This assertion is suppcrted lby Bate and
Mclntosh ('197_2)’, Coliin (1977), Cruickshank et al (1979), and i’ansegrau (1983). Og the one
hand, Bate and McIntosh (1972:29) suggest that ‘there seems to be a lack of philoso‘pﬂical

. ratioriale. O‘Connell (1983:662) also argues that policies tend to be fragmented. because

differences of opinion seem to crevail conicerning the importance of the degree of integratiqn 6f
_faculty develo;)mem programé into a college's evaluation and rewards system. He writes: \
Comi*adiciory opinions now exist regarding which policies for | evaluating 'arid

rewarding teachmg improvement produce the best results in terms of both faculty
participation in faculty development programs and in changed teaching behavior of

parnmpants : /\\

> As a Iesult these dlffercnces in épmxon have become senous concems of admimsuators in
| S '

._‘
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recent times. These concerns of educational administrators are necessary at the time when
faculty associations have increased their bargaining power in the area of faculty development
contracts and benefits (Adkins, 1983).

On the other hand, a number of models for organizing staff development activities have
been suggested in recent years by some scholars. Berquist and Phillips (1975:178) who

proposed one of the first comprehensive models for the analysis -of staff development observed
9

e

that "past approaches to improve teaching and learning have, in isolation, fallen short of
meeting the challenges pqsed ‘by the drastic changes taking place” in institutions of .highcr
education. Consequently, this state of the field suggests the need to develop a broad-based
conceptual déf inition of staff development through‘[heorelical and empirical studies. It is in
this direction that this study 'is considered to be significant since it seeks to examine the
rationale and the chafacterislics of the whole sla;f f development program for the academic staff
of NAIT. A

Specific to technical education. The sepopd point is that while a great deal of literature
exists on staff development in general, the literature on staff development for 'the persomél@f*
community colléges is somewhat ﬁleagre. The lilerafure in this figld becomes more spérse when\\
the focus is specif ically on technical educational institutions.” Yet ev‘idenlce tends to indicate ¢ I
that, in general, requirements and approaches for staff development dif:fer for teachers in
different organizations and at differem‘ educational levels (Bate and Mclmosh,‘ 1972, Befman
and McLaughlin, 1978).  For example, Berman and McLaughlin (1978:32) observed from the
Rand study that whereas the background of the institution seemed 1o m‘aftér less for proj.ect
| outcomes, two factors appeared important. They were (1) the level of programs offered by the |
‘institution; and (2) the attributes of the teaching staff .‘ The researchers concluded tkat change
was comparatively harder to obtain dnd continue at higher educational levels because the

teachers at these levels tended to-be subject-oriented in contrast to the child-oriented teachers

at the institutions that handle younger students.
' ¥ '
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While little empirical evidence "seems to exist in the form of comparisor Letween
diffegent educational organizations in the requirements for staff developraent, Bate and
Mclntosh (1972:17-19) argue that a staff development program in a community college differs
in many and ‘sig‘nificam respects from programs offered by other kinds of educational
institutions, such as schools and universities for two main reasons. One 1s that the term
community coliege impliés different relalionéhips between the clients and the n:cmbers of the
organization. The other is that community colleges have two cu‘rricula: an explicit or job
related and an implicit curriculum that involves learning the social roles and skills. In a similar
manner, the characteristics of technical educational’ institutions suggésl that the staff
development needs of such institutions would be different from other commgnily colleges
whose progréams tend to emphasize aca&émic and university transfer ;,prggrams. Collin (1977)
reported some dif ferences in the staff development needs and the modé Vof operation between

" Grant Mciiwan Colleée and Mount Royal College in Alberta, even though the two colleges
tendéd to have simgaritie§ in their purposes and programs. He explained the diff érences in
: terms of the differenées in t.he age of the institutions, size of the institutions, and the types of
programs they offergd. Weleschuk (197?:69) also found that the faculty in Alberta technical
colleges held significantly different perceptions on many of the r‘leeds' and aims of instructor

AN
[N

developmeg‘t than the facultyin Alberté agricultura'i"and comfnimity colleges.

Smith and others (1982) reported one incqn_clusive study in this area. They found no
significant differences between the perceptions of secondary and _postsecondary vocational
teachers with tegard to the reliability, the concurrent validity and the relative éosts of the . -
instrumentsv used in the éssessm_em of their.staff development ne\eds. However, significanl
differences )(ere found between .the.perceptions of the secondary énd postsecondary vocational
teachers regarding the content validity of the instruments.

The abpve evidence seems to suggest that the perceived relevance of the.in-service-
activities to the teachers’ job responsibilities is important. Thus as Bolam (19823:55) suggeéls.

: , . X

the line ‘of contemporary thinking advocates that "I-NSET ,.rescar'ch should be more context g

/



- 16
/ . . ,
specific.” Therefore, this study will also contribute to’ research  on the subject of

institution-focused staff development in general and, in particular, to research on staff

development in technical educational institutions.

{ ~ ‘
Practical Significance A ’
Staff improvement. Barth (1981:145) observes that educational organizations are being
"staffed more and more with veteran, tenured personnel who have little horizontal or vertical
mobility " because of the state of the economy. This suggests that staff renewal programs are

"
required for the relatively stable teaching staff that is growing in educational institutions. The”

Northern Alberta Institute of Technology is no exception in this respect.. The annual rate\of
academic staff turnover at NAIT is-betweén three and eight percent. At the same time over 50
percent of the academlc staff have more than five years of service (NAIT: A Profile, 1984).
These condmons demand that staff development must attract the attenuon of admmxstrators of

the Institute. ' | | o ‘ - v

Another reason that makes this study important for NAIT is that, like r'nany other

institutions of higher educationt, NAIT does not insist on pre-service preparation in education ,
for the employment of instructors (NAIT: A Profile, 1984). 'Consequently, as noted by
Prachongcnit '(1984:24); some instructors | at NAIT "need effective faculty deve]opme_nt
'programs in order to help them acquxre and maintain knowledge, skills and attitudes necessary

to’compensate” for the lack of or madequatedpre -service preparatron o, ‘

Data. for planning” Walker and Chaiken (1982:148) observe that during a period of

)'f iscal contraction the inclina‘tion of the bureaucrats to maintain "the status quo" in the budéet '
're'dlr"ctions »is to make 'ctrts that are largely inilisible to the publie. And generally ttrese.cuts tend :

to be in areas that are needed to promote innovations. For €xample, the)gJ found that a Tesponse.

l

' by local govemments to "Proposmon 13 was to reduce expenditures on plannmg and research

) actrvmes postpone the development of management mformanon systems and more generally

~ shun all 1nnov_at1ve apprdaehes to managément that have high f ront-end costs.

A
+
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Similarly, Case (1981:114) and Konrad (1983:25) observe that within educational

organizations the staff development program appears to be one sector that readily recejves

€

budget cuts in the period of economic restrainis because the effects are difficult to prove. Case
(1981:117) argues that public debates about the value of in-service education tend to focus on

tangible and measurable effects and rarely touch on more.importiant effects, such as human

e\auons and commitment to orgamzauonal goals. Killan and others (1980:223) also suggest

that in order to increase awareress and to improve perceptions of staff development, educators
‘ .

and administrators need to convince politicians and policy makers of its importance: They can

"do this more effectively when their arguments are based on hard data from empirical studies.

.-
*

Thxs study is mtended to contribute tg such empmcal data for NAIT
[

Management and decline. The literature on managemem ol decline in edutauon seenls

to be growmg (Whetten, 1981; Behn, 1983; Boyd, 1983; Cameron, 1984). Boyd (1983:8)

observes that while growth can be managed on an ad hoc basis wiLho\ut grave peril,
retrenchment cannot. He continues :

Whereas growth and prospemy of ten foster an emphasis on qualxty and equallty in the
provision of edicational services, decline and austerity usually shift_the emphasis to
quality and efficiency. Concern for efficiency and effectiveness generally lead' to
pressure for greater accountability and qentrahzanon of control oker education.
(Boyd, 1983:21) )

- . L 4 . 1*
Thus the effect of” dechne in educational orgamzatxons requxres fundamemal rethinking of
Y !

educational poIlcy and management. For example Whetten (1981:88) notes that one of the

most dlffxcult challenges for a declmmg orgamzatlon is to dlscourage the exxl of its most

. qualified lmgf.n resqurces_. Behrl (1983:109) also states that wh}le declme in educauon presems
. crises, it also presents an oppbriurlity to manage. Thus managemenl‘,. can use the change
circumstances to redef’ ine the objectives and performance of qrganizations. And this ;hey'cah

do efficieritly and effectively when adequate data exist to guide their decisions and actions. Itis

in this regard that this study, which examines the academic staff percéptions of the staff

. development program at NAIT, becomes imbo'rtant.

- .~

§/
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Adaptation. Cameron (1984:123) states that institutions of higher education need to be
concerned with organizational adaptation in order to ‘live to the expectations of the presenr
postindustrial society. He differentiates between organizational adaptation and planned change.
Planned changg or organizational development, he argues, focuses on—changes motivated f rom
wuhrn the organization and, therefore the emphasis is on the process of brrngmg about the
change In contrast, organizational adaptation deals with the underslandmg of condluons and
sources of change in order that the organization can respo{gfi e the changing demands of its

environment. Hence a Study of Lhis nature would provide data Tor better understanding and

planning. of staf f development at NAIT that would likely promote institutional adaptation with

| the changing env1ronmem As, noted by Nadler (1980.73), a good deal of theory and research

P

indicates that information irf general and feedback in particular can have signifigant and

o

profound effects on individual behavior, the functioning of groups,, and the cépacit)' of the

’

*-«KJLKsyslem to be adaptive.” Thus, this study was intended to’ conmbule Ioward such

information and feedback to the management at NAIT. ,
o 3

Relevance to the Preparation of Educational Personnel

Harris (1980:23) descrrbes staff development as an umbrella term [hat may- include

manpower planmng career developmem selecnon recruitment and productive evaluation.

Within this .conceptual defmmon, ‘staff developmcnt in educational organizations is ‘not only

-

the concern of‘ pohcy makers and admrmstrators but alse» <the concern of educanonal

msmuuons that are charged with the responsnbrlrty for the preparauon of edueatronal personnel

-- that is, colleges of education and umversmes The dechnm%enrolmenx in education is likely - -

‘to show, two main effeCIS in colleges of educahon and umversmes (1) a reducﬂon in the

.o 'enrolmem of pre service educmtron of teachers and (2) an increase in the institution- focused

in- servxce actwrues 10 develop new roles and skills.
‘ ( & Role qf colleges of education. Two irnplications of the aboye.-Stated effects of declining

enrolme'n'tseem relevant for colleges of education and’ universities. One is that educators of

1
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educational personnel would have to search for alternative. approaches for dealing with decline
in educational organizations and to provide the necessary advice and assistance on staff
developmem‘and,admini'stralive Tesponse (0 decline in education. The other is that colleges of
education and universitiés x;xi:ghl be required to provide education and training programs 10
staff development officers and in-service education organizers. |

Bailey and Braithwaite (1980:209), Bany and Carbglo (1981:70) and Donald (1978"46)
concluded from separate studies that the in-service activities preferred by teachess, such as
‘activilies pertaining to the realities of the classréoms,‘i‘ndividual projects, and course planning,

r

‘were not usually the ones in which they engaged. These findings wpuld suggest that the '
traditional approach to staff development that is based on the "defiéi; mbdel" is inadequatc.
The transmission of knowledge and the development of skills are necéssary, but they only I'or;n
a part of the whole staff development prograrﬁ. Thus, new approaches 10 staff development
which Wouid increése both the interest and participation of staff in development activities mﬁst
be sogghl. , <

Cooperation. The ultimate aim of staff development is to improve teaching
efféctiveness an~d this is likely to be achieved when in-service activities are close to the scene of
action, theAclass'room. In this respect, the institutions for the preparation and development of
educa'tiona.l personnel neéd to starch for néw roles and new approaches to promotevthe concept
of institution-focused in-service Aact'i_\‘/ities. The mastery l;arning approach is of primary |
{mporiahce in techniczil ‘educat'ional insfi‘tutioné and could be expected to have relevance m staff
developgnent programs. As suggestea by Boyd (1983:”23), the mastery leamirlg apprq?!éh
defnénds a "move from a role-based to a goal-based approégh “to inslituli@n ’
management .' .' . (and ‘) this will require a dramatic change in the present alloéat_ion of
time and ef’ forf in both the prgi)aration and ﬁfactice of educational mspnnel. "

The above argument seems to suggest the importance of partnersh‘ips oI cooperative

efforts among various educational org‘anizations- in the attempt to search-for and. develop

£z

effective approaggés io staff dei/elopinént. ‘Therefore, all types of edu?«al institutions,

/ ’
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»

c_tspecially institutions of higher education, must be willing to undefgo an adaplal.ion process
themselves and to implement si‘gnificam changes in their structures to accommodate other
educational personnel as effective partners. Such changes can be most effectively promoted
through résearch, such as this study, that focuses on the characteristics of staff development at

a particular institution,

E. Definition of Terms

The terms with specific meanings in this study are defined below.
Planﬁed Change
| The term implies ; developmental effort or program in which goals are rationally
selected and actions com‘rolled to assure chénge al reasonable ralés and with minimum negative

~ effects (Harris, 1980:15).

Educational Change

in this study the‘ terrﬁ educational change refers to a plafmed change which invoives
individuals and institutional ‘development to thé degree . that the” individuals with... 2
edlucationlal institution understdnd and contribﬁme to the adoption (;f ‘programs as well as to iLe .
achievement of mutually accepted goals: | |

Pre-Service Education

This term refers to a formal program provided by a college of -education or universitf

as an introduction to the professional preparation of the teacher (Harris, 1980: 15)‘.

. .t
¢

Induction/Orientation Program

. The term is used*to refer to a planhnéd program of a short duration provided to initiate
+

and to assist mdxvnduals entenng an orgamzauon so that théy may settle quickly and

.satlsfactorlly into the orgamzauonal structure. The benef1c1anes mclude both probatmnanes

1

' (begmmng teachers) and veterans transfemng into new institutions or new posmons
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In-Service Education/Activities

| In this study, thé term is used to refer to the education, lraming activities or any
planned program of learning opportunities afforded staff members of an organization, and
\inlcnded mainly or exclusively, to improve their professional knowledge, skills anji altitudes in
order that they can perform effcclivel); in alreadyv assigned posiliolns (Henderson. 1979; Harris,
1980; Bolam, 1982b).
lnstitution—Focused‘ In-Service

This term is used in this study to refer‘lo those "continuing education activities which

focus upon the interest, needs and problems directly related to one's role and responsibilities”
in a specific institution (Bolam. 1982a). |

<

Staff / Faculty Development

1

ln\ this study tnhe term staff development, faculty devclopménl or prafessional
development (used imerchar_lgeab]y) refers to an organized effo.rl or program intended (1) to
foster personal and professional dgvelopmem of ir.ldi\‘/iduals within an forganization and (2) lo
create a condﬁci?e organizational climate in whicﬁ individuals enliven and continuously imprdve

tﬁeﬁaerformancc of the organization. Thus, staff development is an institutional response to

the'deveIOpmen.tal needs of both the individuals and the organization.
' \

Organizational Ef fectiveness co 4

3
) \ ’ . . ) .
In this study, Steers'(1977:5) definition of organizalional' effectiveness is adopted as
A
"an orgamzauon 's qapacxty to acqunre and" utilize xts scarce and valued resources as

expedmously as poss1b\e in the pursuit of its operative and operational goals.”

Postsecogdary Educatlon\
This study adop¥s the UNESCO's (1976) definition of pc;}sisecondéry\ education: It

refers to "the entiré body_o\f organized educational process that enables adults to develop their

abilities, enrich their knowle\(%ge, improve their vocational oompetence, or enhancé their lives."

[y
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Technical Educational Institution

This term is used in-this study to refer 10 a non-university, postsecondary educational

establishment whose purpose is to relate training to specific occu;J)au'onal goals. Thus, while
. 5 .

such an institution may occasionally offer upgrading courses in the academic subjects and

leisure education, the main orientation is in the career-orienied training areas such as
engineering, business, food technology and health science. .

Career-Oriented Training

The term refers to training designed toward a specific occupation in industry and
commerce and which helps individuals to fulfil their personal, social and vocational aspirations

(NAIT: A Profile, 1983).

Academic Staff Member/ Instructional Staff of NAIT

An academic staff member of ‘NAIT, as used in this study, refers to a person employed

by the Board of G(#)verhors of NAIT and who serves in any one of the following capacities :

(1) instructor, (2) senior instructor, (3) program head, or (4) department chairman

"

( Academic Staff Collective Agreement of NAIT, 1984-6).

Instructional Supervisdry Staff of NAIT
The term instructional supervisory staff of NAIT, as used in this study, refers to the

academic staff dlemb_ers who*hold any ode of the following appointments at NAIT: (1)

‘program head, (2) assistant program head, angd (3) senior instructor.

" Managerial Staff of NAIT ' ' L

In this study the term maxfagerial staff ‘of NAIT, is used to refer to -70, senior

' personnel in the followmg staff posmons (1) the Presxdent (2) the three che Pre51dents (3)

the five. Deans (4) the six Du'ectors (5) the Registrar, (6) the fxfteen department chairmen,

and (7) other sectional heads of the suppornng services mcluding finance operation, personnel

g

' development physical facilities, studem counselhng, student. placement and leammg resources

"_B
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F. Delimitations and Limitations of the Study

This study is delimited 1o the following:
the staff development program for the academic or mslrucnonal slaff of the Northern
Alberta Institute of Technology (NAIT);
the responses given 1o the survey questionnaires by the instructional staff at NAIT and
information obtained from the Manager, Staff Training and Personnel Development and

the Director/ of Research and Academic Development at NAIT; and

the data gathered from official documents on staff development at NAIT.

Limitations

N

‘The three main limitations 1o the study are :

the lack of a universal conceptual definition of the term staff development. Therefore,
there is the problem of what exactly constitutes the 1mponam elements and dimensions for
describing a staff developmem program. ‘

the lack of a umversal definition of organizational effectiveness in the literature.
Consequently, a difficulty exists in the agreement on what dimensions and criteria are to be
used in the assessment of organizational effectiveness. Similarly, there are perceptual
differences among the members of an organization regarding what is an effective staff
development program. '

the usual difficulty of recording true opinions and impressions through the use of
questionnaires. As argued by Haller (1979) and Pansegrau (1983), a questionnaire consists
of preconceived assumptions imposed on the subjects by the investigator. ‘As a result, the
subjecMIe prevented from f ormulatmg by themselves the mtentmns and perceptions lo be

‘ascertained. - -~
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G. Organization of 'the Thesis

This first Chapter has presented the background of the study, the main research
problem and the significance of the study. In addition, definitions of terms, limitations and
delimitations of the study are stated.

In Chapter 11, related studies in the field are reviewed to examine staff development

poliéies, training components and effectiveness.

Chapter 111 provides an overview of the pers;ectives used by various researchers to
describe staff developxpeni. In additiox_l, the conceptual basis for the study is presented.

’I:he research methodotegy is described in Chapter I'V." The population, the selection of
the s;amplel,l the data collection procedure and the treatment of the data are outlined.

In Chapter V, Lhé( staff dévelopmem program at NAIT is described as perceived bylthe

4

academic staff in terms of staff charaéieristic;, pam’cipatiqn, activities and program
orientation.

Chapter'Vl provides an.assessment of the staff perceptions regarding the eff. ectiveness
of the staf’ f development program at NAIT using selected dimensions,

The summary, conclusions and implicationsyof the study are presented in Chapter VII.



Chapter 11

REVIEW OF RELATED STUDIES

The literature on in-service education and staff dévelopmem 1s vast and still growing
rapidly. Nevertheless, three main problems seem 1o characterize the writing in this field. Firsl_
as Henderson (1978:9) observed, much of it is widely scatiered and some largely inaccessible
because it is unpublished. Second, Mazzarella (1980:182) noted thél-a majority of the

publications tend to be evaluation reports rather than empirical research. The former tend to

i <
be subjective opinions regarding the success of seminars, workshops, and other activities. Th(\

Liatler involve a systematic form of inquiry designed to answer questions or to expand
knowledge. Thus Mazzarella observed : |
In many of them, administrators or teachers Wrile up a program used in their schoo]ls‘.

It is almost always a successful program since no one likes to publish failures.
Measurement techniques are often subjective opinions . . . . Control groups are rarely

used because no.one wants to be left out of the existing new program. :

Third, Nicholson et al. (1976:4) énd Cruickshank et al. (1979:27) noted that 'lheré"
are methodological and reporting problems with the re_l,ativelgf little empirical research in the
field. In thy’area of technical education, an additional problem is the scarcity of studies and
evaluation reports. Many of the studies examined were aimed at community colleges in general

" and most of them appeared to deal with needs assessment and surveys of staff development
practices. C

In view of the above-listed problems, the literature review is presented so as to cové.r.
~mostly empirical studies m those areés‘ that relate to the main purpose of this study. The areas
coveréci afg (l‘) issues. of policies and finance Qf staff development; (2) managemcm‘- and

~ decision-making arrangement for implementation; 3y components and activities for‘ staff

development; (4) orgz;nizationgl effectiveness and successful staff dc\;elopment; and (5) unique

aspects of the organization of technical*eduCation.

25°
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A. Policies and Finance Issues '

In this part of the literature review, policy formulation, cost and method for financing
staff development are examined. Policies are examined in terms of existence, nature and
directions .. Finance is considered with regard to the source of funds and provisions for rewards

and incentives.

Policy Formulation

Konrad (1973:47) suggests that staff devel;)pmem "should be an essential component
of the pers.onnel policy in e\"ery E{Lj@;onal institution; baru’cularly in the community college
with its avowed chmiLmenl to teaching.” According to Boiam (1982a:60-67), while most
studies had focuéed an technical and operational aspects of staff development, both
administratprs and researchers, recognize that staff development operales within a vpolili‘cal
come‘xl‘. | ‘

Q[her wri,telrs maintain that policy making and confligt management in a peri<;d of

decline é&f fer significantly from their characteristics under growth conditions. Boyd (1983:7)

- % . ‘ ‘
", argues thaf“-resource allocation decisions tend to become far more difficulf in decline than under

2

. s, & Q."
growthf"ldmons‘ Hence within the various polmca] and economic constraints on educational
Q( Vs- e “‘
5
orgamzﬁuons the foﬁ]owmg three Lopxcs are examined: ex15tence of polxcnes nature of existing

policies; and 'nevw d_lrections for staff development policies.
Existencg of policies. Some studies indicate that institutions of higher education lack
‘ coher‘emlﬁand uniform policies on staff developrﬁem. Centra (1978b:160) concluded 'fron'f a
survey o} -pos:tigcdndary institutions in the United Stateg that while 65 percent of the
universities had a unit or person designated to ‘coordinate faculty'developrﬁem activities, only
49 percent of the two-year colleges had such'-a‘rrangeme‘:‘n'tjgorl policies»._'Konraﬂd, (1983:24),
repor;irig a s1;rvey of facﬁlty development.‘ practices in Canadian universities, found that 60

percent of the universities had an organized program and of these only two-thirds, or 40

percent of the total, had a unit or person for coordinating faculty development activities. In
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addition, most of the coordinators served on a part-time basis. Hendcrs;)n (1978:27) als.o
found a?ack of clear and coherent policies on staff development and conclti&éd that little effort
has been made o evaluate its impact.

The above evidence suggests that, in the past, policies on staff development have not
received the attention they deserve in the institutions of higher education. However. both
Collin (1977/;140) and Adkins (1983) reported that the situation seemed to be impraeving as
indicated by the increased attention given to staff development issues in the coliective
bargaining agreements. For example, faculty development provisioqs in the 1982 contract
agreements had not 6;11y increased in the institutions of higher education, but were also more
explicit than in the 1972 agreements ( Adkins, 1983:24A) .. ‘

-

Nature of existing policies. Policies on staff development address many issucs

including definition of goals, faculty participation and program funding. Béilcy and
Braithwaite (1980:203-13) found the relationship between staff development program and
educational changé to be wéak because th;e program lacked coordination and clearly defined
goals. According to Adkins (1983), an examination of faculty development contracts in four
institutions of higher educ;tioh revealed the following as regulér components of the contracts ‘:
(a) compensation; (b) activities permitted; (c) eligibility; (d) duration; (e) administration of
benefits; (f) application process; (g) ration::ﬂe for selection; (h) recipiénl obligzilion; éé)
number of recipients; and (j) other income sources. ,'. O c’h

' O'Caanell (198(3:670) ;onduded from a study involving a number of the liberal arts
colleges in the United States, that the " colleges' evaluation and reward policies were not ‘rglated'
to the degree of faculty participation in staff devel(;pm‘evm activities nbr Eo the degreg .of
changed teaéhing behaVior_." O'Connell (p..673), however, warned that the findjngs did not
_ imply that policies were unhﬁpdrtént. Instead, the findings seemed to suggest that a complex

set. of factors, including inner motivations, contributed to both effectiveness and -faculty

participation in staff development.
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Policy directions. Many collective agreements in the institutions of higher education

’now contain faculty development contracts ang:provisions (Adkins, 1983; Bailey, 1983; Marker,

1980). Such recent policies attempt to addres¥ issues of cost sharing, rewards, study leave and

rationale for selection. Nelson and Siegel (1980:3), reporting the evaluation of the Association - .

>
of American Colleges Project, stated that fdnding from external sources was another important

factor to be considered in policy formulation because such support was required for the
. \

expansfgg a,;na-‘jncreased interest in faculty development.

[ Y W

¥ ﬁ%@wéver, staff development policies are directed not only at monetary issues and

extrinsic rewards but at others as w€ll. Konrad (1973:50) reported that the major problems in
staff- development in the Canadian community colleges included time constraints an@?ﬁ\

attitudes. O'Connell (1983:674) advocates policies that highlight intrinsic rewards. He argues:

If generalization can be made from the findings, less trust ought to be placed on
administrative policies that are designed to change or reinforce faculty behavior,
especially by means of the incentives of extrinsic réward. Energy might be better
invested elsewhere: in creating the kinds of activities, for example, that rely upon the
inspiration of faculty members by firmly held values t0 seek their own professional
growth.

Finally, in an OECD project, five issues were identified as matters of importance that
required attention in policy f ofmulation for staff development. These were:
1. release and financing of faculty to undertake in-service activities;
2. content and methods of in-service programs énd activities;
3. validation of ih-service awards;
4. accreditation and cértif ication related to in-service awards; and

5. co-ordination of in-service progfams (Bolam, 1982a:46).
Finance and Incentives , : , ) R
Extent and methods of funding are essential for the success of staff development. The

finance issues considered below include source of funds, cost sharing, and rewards and

1

incentives.
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Source of funds. Bolam (1982a:39) reported four basic patterns for the financing of
in-service activities among the OECD member Eoumries. These were (1) ce‘mral government
direct financing that ainred more at new and innovative programs; (2) central government
indirect financing through more grants to e\'ducalional organizations and~other agencies; (3)
individual teachers contributing their own time and money; and (4) assistance provided by
teacher unions and private organizations. The four patterns are considered to be the general
trends use;i to finance in-service education allall levels of educational organizations in‘lhe
OECD member countries, including séhools, colleges and universi%ies.
But other research indicates that i‘pstituli.onal b.udgels_aré ‘the main éource o; f ipéncial
support for staff devélopmem in\the inslituv:ions of higher education in Canada and the United
States. Konrad (1983:23) found that the financial supborl for faculty deyelop}nenl in
Canadian universities was, in most cases, less than ong percent pf 1he total institutional budget.
Bate and Mclntosh (1972:32) and Schultz (1972:41) reported that financial support of 3 to 5
percent of the colleges’ instructional budgets was giyen to faculty devc]opmenl ef forts‘ in the
United States. Furthermore,’ while Konrad reported that only three percent of Canadian
universities received funds »f‘rom external sburces for faculty development, other réscarchers
(Centra, 19783:.1‘89' and 1978b;160; Nelson and Siegel, 1980:3; Mark,cr‘_ 1980:10; Bowen,
1980:20; Carlbelj\, .198('):26) iﬁdic’awd that, in dthe Un'-i.ted States, exle‘mal funding w?s

particularly influential for the expansion of faculty development in the institutions of highEr v
TN
!
education.

For instanc’é, Centra (1978"b:160) ‘rcported that, in fhe United‘SLates, an average of 70
percent of the toﬁl budget for developmcnt-ac}ivilies came from institutional general funds.
Of the rgmaining'SO percent; grants from. fouhdations or federal government averaged 20
bert:ént, from: statég 7 ;Scrcem. and 3 perce’ti; from other sources such as afumni. Hence,

-

Centra (19785'189) rémarked that "it is unlikely , that thc,‘recer.n expansioni in faculty

development would have been nearly as spectacular without the support provided by various

funding agencies.” Thus, as opposed to the fmdmgs reportcd by ﬁolam as being the common \.
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practices for funding staff development, the institutions of higher education in North America

tend to rely more on their own institutional budgets. This rﬂay be due to the high demand for

- autonomy in the governance of such inStitutions.

Y

Cost sharing. The two elements to consider in cost sharing are (1) resources -- time
B and money and (2) who makes the contribution.-- teachers or e?nployers. Research evidence

indicates that more instructors atte.r\rd in-service activities in their o¥n time than in their

AN
"

7-ployers' time. \For example, Bolan; (1982a:41) and Baker ( 1980:181) reported that more ‘

Oy than one-half of the f aculty involved in the in-service activities in the United Kingdom did so

] . O
\ v
as part of their own professional responsibility and without absence from the normal classroom
N X
activities. They also noted that, over a one-year period,.‘cjnly one percent of time-tabled
\

\

periods were lost for in-service reasons compared with 2.7 percent for staff illness. Konrad
%

(1973 51) summarized the cost sharmg for staff \&evelopmem functions in the western

\ r

i

/\

- ~——
‘s

Canadian communi[y colleges as follows : S,

. ——

N -~ H -
A perusal of the responses showed that institutions carried the full cost of programs
most commonly when the objectives related to orientation and in-service training.
Continuing education or professional development costs were \shared or carried
excluslvely by participants about half of the time.

Faculty negotiated benefits is another strategy that-is used to share staff development

- cost in the msmuuons of postsecgﬁgary educatxon Adklns (1983) f ound that while sabbatlcal

~

leave and leave wnhout pay raniced very high (first and second respeqnvely) on the list of

'negotialed benefits for faculty development, leave with pay ranked relatiyely low(twelfth) on

a -

the list .

\ .
Rewards and mcentlves After an extensive review of the hterature Lytle (1983:30) .

questloned the premnse for the payment of rewards and incentives to teachers He noted

The literature and research on in-service teacher education strongly »suggests that thé
-current practice of paying salary increments as a reward to teachers who obtained
. "graduate degrees and course credits has no logical or empmcal Jusqgrgatxon. -This ¥
e practice is expensive, does not respond to teachers' own expression of training needs .
' and has no demonstrable benefit'to students o L

Oth_er,research evidence about the utility of motivation in staff development efforts indicatés
that teachers tend to be more concerned about intrinsic rewards than extrinsic rewards (Yoyce
. v ‘ - v

‘ i . | . ‘q . A,.:- R r\.\,
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| and Peek, 1977, McLaughlin and Marsh, 1978:75; Silver, 1982; Lytle, 1983:29:
O'Connell, 1983). For instance, O'Connell (1983:662) concluded that "faculty are
. inne‘r-motivated persons whose prof essional values move them to seek the rewards intrinsic to
teaching regardless of the institutional policies.” But Morgan (1984:25) argues that rewards
could have either undermining or enhancing effects depegding on the circumstances. In view of
this evidence,) O'Connell (1983:674) would not dismiss the use of appropriate external rewards
and incentives. He warned: |

Poorly designed systems that, for example, promise no rewards for teaching :

effectiveness might very well impede faculty effort to improve their teaching. Such a

deprivation of external rewards could result in dissatisfaction even though the presence

of such rewards does not necessarily create noticeable satisfaction.

According to Adkins (1983), the faculty development.ben'efits that 'seem to attract
attetltion 1?1 faculty collective agreements include (a) sabbatical leave; (b) faculty evaluation:
(c) leave without pay; (d) tuition assistance; (e) professional travels; (f) research; .(g)
professional leave; (h) outside employment; (i) study leave; (j) professional conference
attendance assistance; (k) leave thh pay; ) faculty e)tchange (m) faculty meetings; and (n)
dlSCOUl’It/S on books and supplies. Batley (1983) also found that the faculty members of a |
university consndered the followmg as 1mportant rewards : tenure, promotlon reduced load
travel money, released time; graduate or student assistant, and.free tumon for family. Fmally
Marker (1980 13) and Batley (1983) poxﬁt> out that mformatron about faculty development
rewards and incentives must be commumcated to faculty so that mdmduals would be able to
take a maximum advantage of these beneflts . | o o ‘

N

Summary

Polrcy and fmance issues concemmg staf f development were consldered to tl'us point.

-

Research ,mdrcates that, in the past pollcxes on staff development have not received the

attentlon they deserve in institutipns of postsecondary education. However, the srtuatxon seems

A .
to be improving in recent years as indicated by the mcreased attentron to staff development

issues in the collecuve bargeumng agreements. Because of the involvement of faculty '

’ omY

—

Ta R
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associations in policy formulation, the issues addressed by the policies relate mostly to staff
benefits, such as.cost sharing and monetary rewards. But other eyidence shows that faculty
participation depends, in mosi cases, on the inner-motivation of the individual members. In
this connection, it is necessary that the policies must equally address other issues, such as

overall program, pb,'eclrves activities likely 10 attract more “participants, and matters of

Y

non monetary u‘veenuves

" 'With regard 1o the source of funds for faculty development, the research literature

“

indicates that n\to_st of the financial support was derived.directly from the institutional budget.

Individual staff \members: also contributed their time and money. Finally, through external

. \ .
funding was found to be useful, but this source has not been explored adequately.

. \
¢ "x

v

B. Management and Decision-Making

—~

The previous section drscussed rssues of policies and finance of staff development

- P

. Polrcres requr;e 1mplementatlon hence issues_ of management and decrsron makrng become
/crucral. But different ways of conceptualizing pohcy implempentation have led to varrous' ' -
- \,/'_Y' suggestions for management strategies. For example, by considering policy as a

"tension-generating force'in society,” Smith (1\973 :202) views implementation as a process of

societal change in which confli¢t could occur among interest groups. Accordingly, he identifies

f our~componems.of ‘policy implementation, These are (1) the target groups; (2) the p’attems‘
of inter_action; (3) the impler'nentiné organization; and (4) the environmental factors.
For their part, Edwards and Sharkansky (1978) vrew ‘the study of policy
1mplementauon as a study of bureaucracy, and as such they identify the followmg five
."1mplementation requirements: (1.) communication- (2) Tesources; W
standard operauon procedures and (5) follow -up. Other writers including Fullan (1972),
v“Sayeed (1973) and Daltn (1975) suggest that implementation must be vrewed from two main
| ‘ drmensrons structural and behavroral Followmg the above review, the components that are
consrdered to be essential for the lmplemcntauon of staff development mclude '

'\ ‘M, i
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communication; bureaucratic politics; patterns of interaction; and resources. These components

are discussed below in terms of two main factors of implementation namely, management

. strategies and decision-making arrangements.

Management Strategies

Communication and institutional leadership are the main issues of concern regarding
management of sLaf f developmem found in the research literature.

Communication. It is impor‘tam to 'commt'mic'ate the objectives and activities, as well
as the 'policies and fegulatiOns governing staff development, to faculty members. Marker
(1980:13) states that the process for announcing and awarding grants to faculty mcrﬁbcrs for
de‘velop‘ment activities is an importaﬁl factor in the success of staff development programs:
Equally important is the announcement of annual reports on facully“developmcm. Bailg)'
(1983) found that the deparlme;u chairmen were .be‘uer informed of the staff development
policies, benef its and procedures prescribed in the Faculty Handbook than the faculty members.
Hence, Siegel (1980:143) argues .that, in order to achielve a maximum participation 6f faculty in
deyelopment activities, "leaders of the (staff developmem).program must communicate openly
to the rest of the campus the existence of the program, the terms of competition, and the
sﬁccesses and failures of ongoing projects.” L

— L]

Institutional leadership. =~ While teacher commitment and collaborative ef forts are

_essential for successful staff development, the Rand study and other documented evidence

indicate that institutional leadership is particularly imppnant for both successful

\

impIementation and - continuation of the innovation (Joyce, et al.,' 1976; McLaughlin and

-Marsh, 1978} Mazzarella, 1980; Nelson, 1980; Siegel, 1986; Campbell, 1983). Reporting an

-\ N

S : o :
evaluation project, Siegel stated that while the relationship between the success of faculty
development and the’ fgengral institutibnal management was not significant, there was -a

significant relationship between the program success and the management and administration of

the program. He also fbund that while the department chairperson had a potentially sighificam
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role to play in faéully ‘development, this role was often ﬁeglcclcd. Hence, Siegel (1980:143)
concluded that "the management of the program in particular seems Lo be even more critical
for faculty development success than the general management of the institution.”

The above evidence and the E ihdings réported‘by Joyce et al., Nelsop and Mazzarella
provide a word of caution on the extent of involvém\em by the instiluli:& leadership in
mranaging staff developmem: Joyce et al. (1976:xiv) found that only two percent of the
inslr\uclors in their sample preferred a local person as their trainer and evaluator of 'in-service
activities. Nelson (1980:1;18) interviewed faculty and administrators and concluded that
adminislrativ; leadership- was especially required in areas where faculty were reluctant to take'
initiative. In this connection, Mazzareila (1980:183) suggests that the instructors’ preférence

for external consultants appears to -highlight the negative attitudes and the threatening

situations which are often associated with summative evaluation and job security.

" Decision-Making Arrangements

The decision-making arrangements for staff development center on three main issues
found in the research literature: (1) centralization versus loose coupling; (2) use of staff

development commit(ees and (3) role of staf f development coordinators. -

\ Centralization versus loosely counled systems. Both organizational theorists and -

[N

}gsearchers agree that the degree of centrahzauon in orgamzauona] decision-making depends
upon the trade off between control and autonomy. That is, centralization, as a ‘concept,
involves a continuum with control a‘t‘ the high end and autonomy at the low endo (Hall, 1968;
Sousa and Hoy, 1981) In this _regard, the concept of loose coupling' hés beén‘ applied to
cduéationél orgahizaiions. particularly 10 universitiés to. indicate a high‘ degree of autonomy or
low degree of centralxzauon because of professnonahsm and academxc freedom exercxsed by
umversuy professors (Miskell, & al.. 1 81; Lutz, 1982; Weick, 1982) |

But as noted by Whetten (1981:86), "the structure of educauonal organizations (also)

creates a bias against change” use the "regulting loosely-coupled and the committee-based
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structure creates a bias for maintaining status quo in two ways.” According 1o Whetten, [irst
the committee system mékes it difficult to disconiinue non-beneficial programs because of the
influence of interest groups. Second, in an environment of competition for scarce resources,
ratification and approval of a new program by a committee beéomes problematic.

The above-noted bias has implications for the planning (;f staff de\;clopmenl -in

educational organizations in general, and for the technical educational organizations in

particular. The concept of loose coupling originated from the university organizations, and it is

grouﬁded in the assumption that members of university organizations are profcssinonals.
Therefore, it has been a long tradition 1o permit the QCgrce of flexibility and autonomy required
to maintain academic freedom. However, the tradition of the developmenl of technical
institutes has caﬁsed them to use centralized decision-making arrangements to implement staff
development. Traditionally, technical educational organizations have been considered as an
extension of..?he governmental - bureaucratic machinery for the development of middle-level
manpower.‘ As a result, instructors in technical institutes tend lo' have less autonomy in their
'work than uhiv'ersili' professors. Furthermore, rcsea;ch shows that autonomy is inversely
related to bureaucratic pracﬁces (Hall, 1968:95; Marsh and Mannari, 1981:41; Nevéls, 1984). o

Lutz (1982:657) and AWeick (1982:676) have cautioned fibout the limi;alions of the
1605e coupling concépl. Weick notes that there is a risk of uncertaintyv anq ‘anarchy in loosély
coupled syste;ns and, therefore, some form of selective centralization is needed to articuléte the
common goals of gducat_iona’l organizations. In order to achieve a suitable balance between
c_:éntralized ’authority and individual autono}xly in the- management 61” staff development,
technical educational organizations in pa}ticular, and ’educat‘ional orgapizatibns in general, have |
used both staff de\}elopment committees and coordinators. | |

Staff 'developmént committées., Two main issues assoc’iﬁted with staff dévelépment
" committees are the membership of thé'committ'ee and the role of the'committee. According to |

Collin (1977), staff dévglopmerit committees of the community colleges used to be composed of

senior memberé of staff. But of late faculty assoéiaiions have become f ully involved and so the

-
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committees consist of faculty elected from the ranks of the colleges' divislons.

The reported role of the staff development commitiees include (1) determination of
institutional needs; (2) formulation of policies and aims for staff deyelopment; (3) control of
funds and award of grants to individual members of faculty for staff developmem activities;
(4) approval of individual members' development plans for funding; and (5) approval of
requests for study leave (Collin, 1977; Voelkel, 1980; Carlberg, 1980; Fordham and Ainley,
1980). ‘
| Staff development coordinator. In a survey of western Canadian community_colleges,
Konrad (1973:51) concluded that there is no systematic pattern regarding the role of staff
development officer for the smaller colleges (enrolment below one (housano). However, the
larger colleges psu‘ally had a second-level administrator for coordinating staff development

activities. .

Baie and Mclplosh (1972:30) reporl the concept of the Educational Development
Officer as the new type of college administrator who "has widet responmbxhtxes than those ol‘
the in-service officer.”- The Educational Development Officer is involved in planning and
decision-making, institutional research, search for institutional goals and objectives, and
academic program oevelopment; |

' ) \"

Summary .

The two important components of management for staff development discussed are

comm'unication and institutional leadership.. .The research suggested that the objectives,
benefits and individuals' obligations in the staff development program should be commumcated
to faculty members As well the success and fallures of ongoing projects should be reported.
| Concerning - leadershlp the: roles played by both the institutional leader and the person
responsnble for staff development are 1mportant The mstltutxonal leader's support and attitude -
‘xs crucial becduse the-leader is chxeflyuresponsxble for estab_hshmg.the instituuonal policies and

—_— <

philosophies as well as_being responsible for the acquisition and Soritmitment of funds and
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resources for staff development. While the research literature indicates that the prograrm
manager is influential in achieving the program objectives, the evidence also shows thal there is
a lack of systematic pattern regarding the role of such personnel in post secondary educational

institutions.

C. Components and Activities

The aim of this section is to identify the important components and activities that are
used in the planning and provision of staff development. The focus is on three main aseas :
(1) the desired goals; (2) education and training concerns; and (3) deveiopmental activities and

’

facully involvement in the activities.

\

Desired Goals of Staff Development

A survey of 31 colleges in western Canada by Konrad (1973‘:48) revealed the following,
in order of frequency, as the objectives | of staff development: in-service education,
professional development, and prientatioﬁ. Only one institution mentioned organizational
develépmem as one of the objectives. Collin (1977:171) found tl’igt both Grant MacEwan
College and Mount Royal College in Alberia initially emphasized organizational and program
needs in their staff development proéférﬁs. ‘ |

"From his study of Alberta community colleggs,'W_eleschuk (1977:97) reporied that
both in“stru'ctors{-and admini$trators in Alberta cdrrimlinity célleges percéivcd the highest needs
.for instructor devek;pment to be in the areas of understanding psycholoéy, strategies,
individualizaﬁon, diagnosis, and" motivation concerning the adult student. Howé’vép, the
ins.truétors“as—a' group- perceived a higher need for instructor c_levelbpmenl than did their
‘administrators. He also found that f_aéixlties in technical colleges tendéa to perceive a lesser 4

~ need for instructional developm,ent.' These findings led Weleschuk (1977.: 102.-106) to

"~ conclude that: L o : e
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1. faculties in Alberta colleges prefer more emphasis on instructional improvement and
continuing professional development activities in instructor development programs and
that orientation needs were bemg mel or were not necessary in the eyes of the
respondents; and

s

2. instructors’ development needs were being met to a greater extent in technical colleges
than in community or agricultural colleges. ~

Education and Training Concerns
The two important concerns associated with the planning and provision of staff

development deal with (1) instructors as adult learners, and (2) training strategies.

Instructors as adult learners.  Instructors are adult workers; hence, the Staff
development efforts must recognize the characteristics and needs of the facully as adult
learners. Bolam (1982a:14), quoting Ferry ('1979)', states that adulihood can be defined in
terms of both psychological factors (age ‘and development) and sociological factors
£socio-economic factors).‘ From the point of view of the psychological factors, Bolam
(1982a:15) argues for the relevance of certain learning theories in the planning of staff

develo;mem'. The relevant theories include those which relate to achievement, mastery
learning, crcativ.ity, motivation and feedback .
. Concerning thé sociological factors, attention must be given to the educational needs of
a professional which demand not 6nly the learning" of ‘techniques and methods, but also the
_understanding of institugional standards and culture. Thus proyiding_ opportunities for staff
participation in decisions becgm'és important. Harris (1980:159) recognizes the importani Tole

of adult learning vstrAategies in the planning of staff dévelopment., when hé notes that "the
d.ésign of activity séquerices 'and.materials for use should provide for some differentiatéd
expenence even when common goals objectives, and needs are bemg served " |

The work of Fuller (1969), and the later adaptation of it by Fexman Nemser and
quden (1979). provide useful examples where ‘theories of adult learmng have been utilized to h

enhance the understanding of staff dcveldpment. Feiman-Nemser and Floden identify three

phases of concerns for the teacher during his or her teaching career. The early phase deals wit.h'
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concerns about oneself -- usually non-teaching concerns. The middle phas‘e comprises a
teacher's concerns about professional expectations, subject matier proficiency and relationships
with students. The late phase includes the teacher's concerns about student learning and the
.teacher’s contribution to student change. The model implies that it is inadequate 1o utilize the
same activities in the staff development efforts for all teachers and at all times.

Hunt et al. (1974) and Bents and Howey (1981) have demonstrated the need 10 use a
variation in activities for staff developxﬁem. According to Bents and Howey (1‘}81 :15), studies
have‘ shown tha‘l:

Individuals at more concrete levels of conceptual dcvclobmem function best in more
structured environments while those at more abstract levels can function effectively in
either high or low structured environments.
In conne‘clion with the idea of providing variations in the activities anq strategies used with
adult l‘earncrs,A,Schiffer (1978:10) identifies the effective strategies to include : (1) valués
clarification (opportunity to discuss educational philosophy with colleagues); (2) focus on
interpersonal norms in group work; (3) opportunity to practise new exp;eriences and to receive
immediate feedback; and (4) the opportunity to modify aspects of an innovation. B

‘The’ above evidencé is especially.important for the planning of staff development in the
community colleges as reported by Chesley (1983). He concluded that lhé findings of his study
"successfully challenged the homogeneity of psychological characteristics of the cémmunit—){
college faculty."” | ‘

| Eiements df training. Joyce and Showérs (1980:379; 1983:5) distinguish between two
purposes of training: (1) tuning present Ski]ls and (2) learning new ski'ls. They argue that the
former is easier to achieve because it involves a horizontal transf er of learning. Tha‘t is:‘ it
involves a situatidn in which "‘there‘ is a direct shift from the Lrai>ning to éolve an identical
problcm.'/_/ Learning 'a new skill is more difficult because it involves a vertical tegnsfer of
leaming; that is, a situation requiring moré judgement ahda&ptation. |

Usmg the above conceptual framework, Joyce and Showers (1980:382) analyzed over

200 studles to examine ‘the different training’ strategxes and their impact on the learmng process

,



priorities, and that

' - 40

b v

in staff development. They identified five major componem of training: presentation,

‘demonstratien, practice, feedback and coaching for application. The four levels of impact used

in the analysis were (1) awareness; (2) acquisition of concepts; (3) learning of pftnciples and
skills; dnd (4) application of skills in problem solving. Joyce and Showers reported the

following con¢lusions:

>

1. in general, there was "no clear demarcation between fine tuning and new reportoire” in the

oobjectives of the staff development activities il the sample;
P —

2. once an awareness and an adequate skill level had been achieved by teachers through
various strategies, practice under simulated conditions became crucial for transferring the
skill into the teachers' instructional s1tuauons and

3. for maximum effectiveness, all the fn(q‘componems of training must be used.
combination. ‘ '

McLaughlin and Marsh (1978:76-80) also dislingui\sil""b\: ween (wo complementary
elements of training: staff training activities and training support a&ivities. The staff training
activities include mformauon transfer techniques while the training support acnvmes refer to
the assistance teachers receive from other individuals® According to McLaughlm and /Marsh
daLa lgom the Rand study indicated that staff training activities alone mﬂuenced both smgem
gains and project 1mplementanon but only in the short-term. In contrast, the staff support »«
activities had a long-term effect on both outcomes and continuation of the skills acquired. In
parucular prOJect meetings as elements of support activities were very benef 1cxal and effective
bgcause they provided a orum for instructors to learn from one another.

Donald (1978:42-50)4reporte.d from a study of thg goals and activities of pedagogical '
services across Canada (involving eighty-seven univer_sities and colleges) that while over half
the number: of services stated their general ‘goals as improkving’tea'chin’g or professional _
developmeni. a more i‘ndejath ‘examindtionof the data revealeﬁ the follov;ing, in order of
f requency as the areas of activity for pedagoglcal services: (1) provision of infl ormauon in the

form of pubhcanorz, (2) research and expernmematnon and (3) instructional developmem and

evaluauon She concluded that "there appeared to be dlscrepanmes between pracnce and

t .ose p}acnces considered more effecnve mxght be gwen gméter emphasis by
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the services devoted to teaching improvement”™ (p. 45)@‘{(esearch activities were cited as
examples of effective pracl‘ices. Donald suggested further that, based on the data of the study,
a program to improve teaching must begin with improved course design and instructional
procedures, to be followed, in order, by the evaluation of student learning_. the evaluation of

teaching, and attention to student -teacher interaction.

‘\«\

Development Activities and Faculty Involvement

N

Since a variety of activities is used to promote the objectives of staff development,
some form of classification of the activities is helpful. Research also suggests that the level of
faculty involvement is closely related to the type of development activities. The rescarch in

these two areas is summarized below.

Staff development activities. =~ Bate and Mclntosh (1972), Bcrqui‘s‘t\a?d Phitlips
(1975), Toombs (1975), Centra (1978a) and Konrad (1983) have discussed at length the

various activities involved in staff development programs. These scholars agree on classifying

the various development activities into three broad categories :

-a. Personal .development activities: (1) workshops; seminars and presentations that
explore general trends in education; (2) specialist and personal assistance to the
individual staff members; (3) sabbatical and study leave; (4) professional conference;
(5) work experience; (6) research projects; and (7) interpersonal skill training;

b. Instructional development activities : (1) training in educational methodology and
technology; (2) curriculum development (3) microteaching; (4) peer evaluation; and
(5) student evaluation; .

¢. Organizational development activities : (1) department decision-making; (2) conflict
management; (3) team building; (4) management development; and (5) information
communication. -

Toombs. (1‘;75'707) maintains thét the f aculfy of an institution can .be classified into

four groups that reflect their career sta es as (1) pre-service; (2) new inex rlenced (3) new
groups that e&\/_,\ g My 2y pe

experienced; and (4) established eXpenenced As a result, he suggests that the dif’ f erentiation

of activities is essential to meet the needs of the mdlvxduals as well as those of faculty groups at

various career stages.
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Faculty involvement. Participation in faculty development has been examined in

terms of the types of-activities, areas of specialization, and statuy df faculty mtembers. Centra

p

(1978a:196) reported that the type of development activities was closely related to the level of
faculty involw_/‘emem.‘ The high involvement activities included workshéps, seminars, orientation
sessions, and senior faculty working with new Leacher‘s. In contrast, what Centra (1978b:156)
called the traditional practices, by their nature involvejj a relatively small number of f aculty at
any one time. These traditional practices included sabbalicalv‘lcave, grants for travel, grants for
instructional improvement, and visiting-scholar prograins.

Examining involvement and the discipline ;)f faculty members, Fordham and Ainley
(1980:60) found that the participation in staff development ac‘livities by the Australian
technical and further education instructors wés generally proporlioneite‘ to their repre\semalions,,.
as def’ inea by their areas 6f specialization. However, two marked exceptions were fournd in the
field of bus’iness studies and general studies. In both cases, staff participation was
proportionately low,

The relationship between participation and status ‘of faculty rriémbers is not clear.

From a survey of Canadian universities, Konrad ('1983:22) suggested that (1) f, aculty members

most in’volvecj in faculty development activities were the good teachers who wanted to get

, better; and (2) tenured faculty members seemed to be more involved than non-tenured f: aculty.

However, O'Connell (1983:670) reported that the degree of participation in - faculty

- development activities showed no significant relation to faculty's rank, discipline, tenure status,

and years of teaching for the teachers of liberal arts cqlleges in the United States. He also
found that the degree of participation was neither related to the rewa}d syétem nor to the effort

. | ' .
for evaluating teaching effectiveness. He attributed his findings to the assumption that

- *Taculty tend to be inner-motivated persons who are influenced more by their own prof essional -

x

3 B

values than by pressures from organizational policies” (p.673).

When the above eyidenoe _is examined in vthci\context 'of Barber's (1984) findings, that

administrative practices must recognize cultural values, th’en’several_ factors can be identified as

-

4

/—\ ‘ ‘
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influencing faculty involvement in development activities. These factors include (1) tvpe of
~

institution; (2) size of institution; (3) organizational structure as measured by the degree of

centraliaation; and (4) educational background of faculty. As noted by O'Conneli (1983:673)‘,

these must be seen as a complcr set of factors whose influence results from the combination of

all or some of them. As a result, no one factor could be isolaled as the sole contributing

influence.

Summary

Three main components that require consideration for the planning of education and

training activities- of staff development were identified: the desired goals; education and

training concerns; and development activities and faculty involvement. The main goals of staff

development include instructional development, organizational development and personal

development. The récognition of ihstructors as adult learners implies the need for

: drversrfrcauon in the activities used to promote the program objectives. Research indicates that

the type of activities is closely related to the level of faculty mvolvcmem

S

. D, Orgaﬁiaa;i_ozral Ef fectrveness and Successful Staff Development .

N Underlying the range,of purposes of staff development 1\ a pote_.nrial conflict 'betweer v‘

th<e needs -of t'he‘ individual teacheérs- and those of - the €mploying authorities. But

P

Dillon-Peterson (198'1:3) notes the interaction between 'the indi\rigual‘ teacher and the,

environment. She notes: - o € -

The successful teacher is, and will remain,” a key to successful learning for students.
But - the effort of one person -- however diligent -- can -be trelped or hmdercd
significantly by the envxronment in whrch he or she works.

Dillon- Peterson concludes:

Orgamzanons are successful in fulfrllmg their mission” only to Lhe degree that the
individuals within thém understand and conmbute to" the achievement of
mutually accepted goals.

’ . c. ) ' .
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- - . . (f - -
In view of the above suggestion that individual development and organizational
performance are interactive, this section addresses two main issues: the analysis of

organizational effectiveness and the characteristics of successful staff development.

Analysis of Organizational Effectiveness

In recent years organizational theorists have focused on the lopfc of organizational
effectiveness. Yet no onfe universal definition of organizational. effectiveness is identified
(Steers, 1977; Van de Van and' Ferry, 1980; Hasenfeld, 1993; Ratsoy, 1983; Ca__meron and
Whetten; 1983), because different writers conceptualize organizations in a variety of ways.
Sbteers (1977:4) suggests that the m‘ultidimensional perspective of orgamzaﬁonal effectiveness is
necessary because organizations by their nature are complex entities. Cameron and Whetten
(1983:1) also note that "the lack of specif'icity of the construct spa‘ce}of effectiveness is not
viewed -universally as a negative.” Instead, _the x_nultidimensional approach has several
a_'dvantages such as providing cc;mprchensive variables and a variety of criteria for assessing
oréanizational effectiveness. Hence, the two importém considerations for the analysis of
organizational effectiveness appear to lie in the perspectives of the different constituencies
involved and the choic_é of assessment criteria. .

Effect of d'ﬁferent constituencies. = Research™ evidence indicates that different

constituencies hol’d/ | dif‘fer'em preferences for orga;iizéiional effectivéness (Friendlander and
i .
Pickle, 1968; Mchean{ 1974; Whetten, 1978; O'Connell, 1983). McLean concluded from a
stud’y of faculty and administrators that cengin‘ persoﬁal \}alu;zs w;/ere ;elated to pre:ferences for
certain goals and role positions. O'Connell (1983:672) reported that faculty and administrators;
différed on their peréeptions of fz;culty effectiveness in teaching. . | ./ .- |
Al;hough sex of respondents and geographic‘:_al loéations are not related fo the
individuals' perceptions of staff development, occupational role is 4freq-uen_tly, an important’

. /fvariable. ‘Weleschuk (1977) found that faculty membe}s of colleges in Alberta’ peifceived a ‘

higher need for dcvelopniem activities than the adxﬁinistrators. Joyce et al. | (1976:i-iv)

-
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reported that while teachers, administrators, policy makers, and college of education faculty
appeaféd to perceive the need for, and most issues of . staff development in the same way. there
was s.ignif icant disagreement concerning matters of planning, control and evaluation.

Criteria for effectiveness. Enné (1968:291) and Cameron and W_het'ten (1983:11)
argue that defining organizational effectiveness, and criteria for assessing effectiveness, are
equally difficult. \However, attempts by scholars to conceptualize organizational asséssmenl has
provided some bases for selecting assessment dimensions. For example, Katz and Kahn
(1980:162) view organizational assessment as "an attempt to describe a complex phenomenon
in guantitative terms.” By’“d‘ef'ini'rig‘ orga‘ﬁ‘i'iavt'iorial assessment as "t.he syslematic measurement

A - - .
of orgapizational functioning from the perspec\:u've of the behavioral system,” Lawler et al.
(1980:8-10) were able to -identify seven key measurement areas for assessing organizationat
effectiveness. These are tasks, individuals, groups, formal ' organizational arm'.ngemcnls,
informal organizations, environment, and outputs. Other writers, including Steers l( 1977).
identify ad:litional dimensions such as organizational climate, ir;'dividUal attachment,

differentiation integration, and interorganizational interaction.

 Successful Staff be'velo'pr.nent : . |
| The literatﬁre is replete with the characteristics of successful .in-service and s’af f
dev_elopment activi‘ties. Hdwever, as pointed out by Cruickshank c;_ al. ( 19'79‘),1,many of the
reports do not meet the criteria for scientiffc and empir_ical résearch. 'The‘rc.f ore, this section is
B devoted to identifying (1) eleménts considered to pro}'note‘ effectiveness ahd | ‘(2) factors used as
gf f ectivenéss indicators fb.r sta_f f development. | |
Elements pr(')moting effectiveness. Using tlfle groimded fhgory a:pproach; Campbell
. (1983) concludes’ that threé ;core factors are essen£ial 'fof a successf_ﬁl faculty developmem.
Re ‘program': ('-1) external stimuii; (2) support of key Qpinion leaders; and{(3) a demand fof
 change. Other factors identified by Carlberg (1980:27) to inﬂuehce faculty.“develo‘;‘)men't in the
liberal arts,éollgge‘s are': (‘15 faculty ownership; (2) administrative supp.on;}- (3) 'yoiuntary’ .

>

Iz
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'parlicioation; (4) non-threatening evaluation; (5) individual appfoach: ‘('6) climate of trust;
(7) sense of accomnlishmem;*and (8) inslitulional feward system.

| Effectiveness indicators. The parameters which havé been used by various researchers
to describe the effectiveness of staff development include policies, program outcomes, staff
cnaracterislics, staff participation and organizational variables.

~~

1. Polities. Tfe term policy, as used in this context, embraces the rationale,

definitions, aims and strugture.of staff development (Bolam, 1979:2). Siegel (1980:144) states
‘that it is important for&administralors and faculiy to define clearly from 'the outset the
' ” ' .
objectives of the faculty development program. The other aspects of this indicator are the
-

' procedure for needs assessment, the reward system“#hd sources of funds. .

2. Program gutcomes-.*In the Rand study the following f our outcomes were uscd as the

dependent variables Lo assess effectiveness: (a) percentage of project goals achleved (b)
change in teacher behavxor (c) change in student perf ormance; and (d) commuauon of project
melhods and materials (McLaughlin and Marsh, 1978:71; Lawrence, 1974:13).

3. Staff characteristics. McLaughlin and Marsh (1978:84) state that faculty

charactenstics - - atmudes, abilities and experiences brought to a pr0)ect -- have major
influence on program effccuveness Other iinstructor attributes found by Fordham and Amley

(1930:17) ‘to show sxgnlﬁcam influence on program effecuveness are age, educauonal

»
n -

P -

background, verbal ability and sense of efficacy.
4, Particinatio Many writers con31der faculty paqupauon 0 be ‘a_useful

effecuveness mdlcator (Lawrence 1974 McLaughlm and Marsh '1978;. Mazzarella, 1980

‘ -Harris,. 1980 Barth 1981; McMahon 1981) First, part1c1 ation encoufages collective revxew- ‘

. and modifi 1cauon of prOJect objecuves and procedures which In turn enhance the clamy of the
prOJect. Second, - it brlngs about affecnve contnbuuon to project lmplementatlon

(McLaughlin and Marsh, 1978:80}. through a sense of ownership and str_ong commitment to
project objectives. Thiid,. the involvement of faculty is fundamental to the achievement of the

ultimate ébai’of staff devefopment --to improve/;_t'_udem learning. 4
J o - _ ‘ .

s ©
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5. Organpization variables. According to Dalin (19‘75:256)_ the key factors that
influence understanding about educational cﬁange and ils_rng)agemem include the degree of
centralization and decentralization and the question of who is in charge. Berman, and
McLaughlin (1978:30) also identify three elements of organizational climate which affec:
effectiveness. These are (a) the quality of working relationships among staff; (b) ‘lhc active
support of the chief exeéulive; and (c) the effectiveness ‘of the proje<§\direclors. They reporied
‘that good working relatiohships strongly ;orrel;led ‘wilh Ahe teachers continued use of the
innovation. McLaug_hlin and Marsh (1978‘:72) also found that teacher commilmc‘nl had the
most " consistently positive relationship with all the project outcomes of the Rand study.
Organizational commitment in this context is -dcf.ined as "the strength of an individual's

identification with and involvement in an organization” (Bluedorn, 1982:137).

o

Summary

The elements of organizational effectiveness and sucgessful staff development ;vcrc

. identified. The two elements identified as important in anavl‘yz'mg organizational effectiveness
are ‘the effects of differing vpcrspectivcs among different constituencies and the choice of
criteria for assgssing effectiveness. With rega‘rd to successful staff development, the elemerits

- that promote effe'ct.i‘veness and the ihdicators used for describing effective staff development

were discussed.

.

" i E. Unique Aspects to Technical Education
<

S m

The search for staff ‘cle;vélopment studies that focased specifically on the organization '
of' technical education produced very little information. Theref: ore, the aim of this section is to .
(1) highlight the 'ur'lique nature of the organization of technical educatidon and (2) describe

. - - . b
. specific 8taff development efforts in this area.

~

v e . \



The Organization of Technical Education

Technical institutes as educational organizations appear lo possess some unique

characteristics that make their management somewhat different from other educational

Y

institutions. Traditionally technical institutes Wc:re‘ established as units of government
departments to deal with the middle-level manpower development. Consequently, despite the
recent trends to decentralize the administration of technical institutes, they continue to show
characteristics 6f governme{rsnal bureaucratic management. ‘Hence, Yorke (1977:167) and
Fordham and A‘inley (1980:54) suggest the following as some of the uﬁique characteristics of

technical educational organizations:

a. they tend to be more hierarchically striictured than schools and colleges;

b. staff development: deusxons are generally entrusted te a committee composed of senior
members of staff;

¢. the -hierarchical system tends to emphasize accoumabllny in relauon to allocauon of
funds for staf f development; . -

d. promotions in the system are based on seniority, this has an implication for staff
motivation and participation in staff development;

e. the tradition of technical educational qrganizations to recruit staff on the basis of their
technical expertise creates the need for strong induction and orientation programs in
order 1o make staff aware of the goals of the organizations as well as to provide them
thh the basic teaching SklllS and

{

f. the nature of the curriculum of technical institutes, the increase in technologxcal

~ awareness, and the current. demands on educational organizations to provide .
responsive’ education to .members of the community, all combine. to increase the
employment of academic. staff ~ in technical educational organizations.
Correspondingly, numergus differences exist among the dcademic staff in terms of
age, educational qualifications and experiences. :

” Characteristics of Technical Instructors. Certain unique characteristics of the

»

/ . . R
technical instrugtors are relevant to an assessment of staff development needs. They include

'age,v educational qualif: ications' (both teaching and non-teaching), previous teaching experience,
and the length of previous non-teaching experience. Fordham and Ainley (1980:17) reported
tfat 'msmvftoﬁ in technical and further éducatiog wcre; on average, ten years oider than

‘ : . - : ™ _ i
teachers in elementary and secondary education. Thev also found that mest technical
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instructors did not have initial teacher education, and they gencrally had non-teaching work
exﬁerience before their recrui[me.m into teaching. Of these the lrade‘ i‘nslruclors appeared 0
have the greatest amount of work experience. .

Both the age differences and the long non-teaching experience have implications for
staff developmcrﬁ planning and implementation. First, the relatively older age of the technieal
inslruplors suggests lhat.m‘osl of them have been exposed to traditional forms of teaching that
emphasize teacher-centered approaches. Consequently, the ‘a(mudcs and values held by many
of these instructors are likely ‘to differ from many of the ideas and practices espoused in
modern teaching mé;hodsi Thus, .For(iham and Ainley (1980:34) reported from their study
that: \ |

. Q- .
The greater the incongruence between the values reflected in the expected direction of
educational change and those presently held by staff, the greater the difficulty in
developing those skills and understandings among sla_ff to ensure such educational
changes. ' ‘

Second, the gap between the time of specialist ’training and the time of recruitment into
teaching suggests a deficiency in the instructors' specialist field because changes in‘knowlcdge
and skills occur rapidly in the lechndlogical industry. Third, the lack of injtial teaches
education by many instructors,creétes different staff development needs and approaches; On .
the one hand, induction and 6riemation _programs  are required to deal with short-term
objectives tKonrad, 1973;‘ Collin, 1977). On the other ﬂand. 10 fuifii long-term goals,

instructors have to be encouraged to attend formal initial teacher preparation courses.

The instructor deficiency in both teaching skills and knowledge of the specialist field

affect the approach 9f management to staff development in technical institutes. Fordham and

Ainley (1980:37) note:

i ‘Wh"ile they (instructors) may‘ﬁe aware of a general requirement f 6r further education
“in each of these areas they may not be aware of their specific requirement. For this
they need to rely upon providing or support agencies, such as staff development
officers. - AR :

‘The above-mentioned implications suggest that management models that relied solely on staff &

initiatives to identify their siaff development needs are not adequate for the organization of
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technical education.

Staff Development Efforts in Technical Education

The studies reported by Wroot (1970), Ko‘nrad (1973), Collin (1977), Weleschuk
(1977) and Fordham and Ainley (1980) reveal the following as the important aspects of 'staff
development efforts in the technical educalionaQ)erganiLations: (1) aims of program; (2) needs
assessmem;"*é}) criteria for allocation of funds; (4) induction and orientation programs; and
(5) cHaracteristics of activities. ‘
- Aims of program. Fordham and Ainley (1980:55) concluded from their study that
the overall thrusl‘of staff development in technical edueation was (1) directed to the
instructors’ improvemenl of classroom practices and (2) made to emphasize educational
administrative skills for senior staff. They noted, however, that.lhere were no explicit aims_

that related to part-time academic staff and the continuing development of junior

non-academic sLaff Konrad (1973:49), Collin (1977:168), and Weleschuk (1977 106) also

indicated that staf f development efforts in Alberta colleges had initially given much attention to

instructional development and little attention to personal and orgamzatxonal development.

However, the aiins of the programs seem to have been -broadened lately to reflect equal

emphasis on all three dimensions: instructional development, personal development and
Lo N

organizational development.

Needs assessment. From a study of public colleges in Alabama, L'and (1984) arrived at

the following conclusions :

a. a majority of technical colleges reported ‘written needs assessment policies while a
majority of junxor colleges and community colleges did not; '

b. the structure of the msututwnal unrt responsrble for the needs assessment varied due
" to institutional type; .

c. advisory commlttees were the most common provrde@f needs assessment for techmcal
: collgges while Jumor colleges reported a higher use of direct surveys; and
, 4 /’ ’ k)
.+ d. the pwds assessment process was reported to have a consrdefable impact on the
identification of msmuuonal ‘priorities.
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Sources of funds. The main source of funding for staff development in technical
institutes is from the institutional budget. Fordham and Ainley (1980:56) reported that, in
general, the funds made available by the central office to institutions were less than the
requested amounts for staff development purposes. They also identified three main criteria
used by technical institutes for allocating funds for staff development purposes. These were
(1) the number of staff in a department; (2) each department's share of funde in the past; and
(3)-the estimatgs of a specific innovation. '

Induction and orientation programs. Kelly and Coftholly (1970:3) identify the
purposes of orientation as follows: (1) to provide a transitional period; (2) to introduce
f‘aculty 10 the locally prescribed mission of the college; and (3) o bind individuals of‘ diversc
backgtound into a-more cohesive unit. According to Konrad (1973), Collin (1977), Weleschuk
(1977) and Fotdham and Ainley (1980), organizations of technical _education emphas‘izc
induction and orientation programs. One reason for the emphasis is 1o make new instructors
aware of and sympathetic to the goals of the organizations. Anothet reason is to provide
beginning teachers with basic leaching skills since most of the technical institute instructors had
not received initial teacher preparatton prior to their employment

Characteristics of activities. ~ Wroot (1970 166) reported that the types of in-service
and supervisory activities perceivedby the instructors of the vAlberta institutes of technology to
be most helpful in improving teaching effectiveness included (1) -tne prouision of sources of |
expert. guidance and advice, (2) demonstration of teaching methods and techniques,‘ (3)
provision for practice téaching, and :(4) opportunity to observe fellow instructors conducting
classes, laboratory end shop work. Fordham .and Ainley (1980) identify the importam ‘

'

elements for describing staff devetopntent in the organization of technical education as the
organizers of acttvmes the types of act1v1t1es and pamcxpanon level. They found that whlle i
25 percent of the actxvmes reported by the sampled institutions ‘were orgamzed by the .
' institutions themselves, ‘about 73 percent were initiated by extemal bodies such as %e

 universities, colleges of education, teachers' associations and industries.
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The researchers noted further that the level of participation tended to reflect staff
interest and flexibiiity of released time. According to the study, staff participation in terms of .
specialist field was closely related to the groups’ representation in the sample.

L4

F. Summary of the Chapter

3

- This Chapter presented a review of relevant studies in the field of staff development

- and organizational effectiveness. The review covered the following five areas : (1) issues in

- policies and fiﬁancing of staff development; (2) manaéemem ’and _decision-making

arrangements; (3) components and activities of staff development; (4) organizational

effectiveness and successful staff development; and (5) unique aspects of }ﬁg organization of

.technical education. |

. Policies on staff development must reflect both intrinsic and extrinsic rewards. While

the institutional budget is the main source of funding, evidence indicates that éxtemal funding

contributes to expansion of the program and increased faculty interest in thev program.
Communication and institutional leadership are emphasized as important issues in management. ,

The major-components and acti\;ities to consider in the planning of staff dewlopﬁenl incjudé

f

the desired gqais, education and /iraining conéerns, diversification of development activities and
degree of faéulty invo]vementff( Cbncerning organizatignal effectiveness, the two important
elements ére the effeéts of different pefspecti#eg and the.:choice of criteria for assessing
eff eétivéness. Finally, due tol the unique nature of the organization of technical iﬁstitutes, staff

development approaches require strong institutional leadership and the use of greater variations

in development activities.



Chapter II1 .

PERSPECTIVES OF STAFF DEVELOPMENT

The purpose of this chapter is twofold. The first part is designed 1o provide a survey of
concepts and models that have been used by various researchers to describe staff development
in educational organizations generally, and in posisecondary institutions in parti(:ular. The

second part describes the conceptual frameworks used for this study.

A. Concepts in Staff Development

Conceptual Def inition

The term staff development is defined in Isevera] ways by various writers to refer 1o an
organizational response to the ldevelopmental needs of both' individuals and the organization.
In this connection, the concept vis sometimes used 1o embrace manw subsidiary terms like
continuing education 4in-service edu/Qaiion,’ professional growth, rcnewal, advanced preoaration
and staf fjng (Harris, 1980:24). When used in this way, it covers the f ollowing organizational
arrangements: “manpower planning, selective recruitment, career developmem, improved

. . <

.

performance and productive evaluation.

Staff development and® organizational development. Another concept that becomes -

relevant in this kind of discussion is organizational development. While hoth concepts are

" necessary for maximum growth and effectiVe change in\organizations .some writers maintain

that the two are different (GllCS 1972; Parsons 1974 Richardsen, 1975 Berguxst and Phx!hps,

1975; Collin, 1977; Dillon- Peterson 1981; and Roak and Davis, 1981) X o -~
The distinction which is often made between staff development and organizational

deyelopment lies in the focus selected for bnngmg about ‘improvement in orgamzatnons

. whether to achieve 1nd1vxdual or organizational competence Accordmg 10 Dl“Oﬂ Peterson

'

(1983:3), staff development and orgamzauonal development are often "perceived as correlates,

53
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sometimes blurring or overlapping.” Nevertheless, she makes an important distinction between
the two. On the one hand, organizational development is the "process undertaken by an
organizalion, or part of an organization, to define and meet changing self-improvement
objectives” of the individuals and the organization as a whole. On the other hand, staff
development is a "process designed to foster personal and professional growth for individuals
within a respectful, supportive, positive organizational climate having as its ultimate aim better
learning for students and continuous, responsible self -renewal for educators and schools. "
‘Roak and Davis (1981:56) also differentiate befiveen the two concepts regarding the
differences in their approaches to organizational improvement. They state:
Staff development and OD (organizational development) both work to improve School
and ultimately education, but from somewhat different perspectives. Staff
development attempts to achieve its goals primarily through an increasg in individual
competence while OD concentrates on organizational competence. Both strive to
improve the lot of both teachers and students and to improve the quality of education
as 2 whole. In the process of working to achieve their goals, both methods ultimately

affect both the individuals and the orgamzauon One complements the other, they
function well side by side.

“Distinction Between Staff Development and In-Service Education

Several terms are used synonymously and interchangeably to describe the concept of

staff development (Pansegrau, 1983). On the one hand, there tends to be an agreement on the
use'ol” the following asr synonymous terms; -staff development, faculty development and }

professronal development (Berqurst and l;hrlhps 1975 Henderson 1978, Dillon- Peterson,
. 1981; Konrad, 1983). On the other ‘hand, some writers mcludmg, Collm (1977), Henderson
(1979) Lrebe\rman and Mrller (1979) ‘Sergiovanni and Starratt (1979), and Doll (1983),

dif ferentrate between staff development and in- servrce educatxon R

Accordtng to Collm ( 1977 23), one of the clear distinctions between in- service

educatron and staff development is prov1ded by Good (1973) in the Dictionary of Educatron
 Good defines in-service education as "efforts to promote by appropriate means the
professional growth and development of workers while on the job." In contrast, staff

developme’nt ‘is' "all efforts of school officials to recruit, select, orient, train or reasign staff
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members to provide the best possible staff for the operation of the school."

Both staff development and in-service education are directed at improving student

(¥}

learning. For instance, Sergiovanni and Starratt (1979:286) note that "in many respects, a one
‘ -

" to one correspondence exists between improving classroom instruction and increasing

"

professional growth of the individual teacher.” But they make a conceptual distinction between

staff development orientation-and in-service education orientation. They argue :

While staff development is basically growth-oriented, in-service education typically.
assumes a deficiency in the teacher and. presupposes a set of appropriate ideas, skills,
and methods which need developing (Sergiovanni and Starratt, 1979:290).

-

Other theorists distinguish between the two concepts in terms of the nature of \the

activities they address. Dol (1983 31) proposes thal "traditional in-service programs “lend 10

H

be formal, centralized, group-oriented, and bureaucralic." In contrast,” staff development

activities tend to be "informal, centeréd where the teacher is, atientive to the needs of

individuals and cooperatively organized and conducted.” He concludes that "the-former usually
. ! ! A
operate according to the deficit theory, whereas the latter can be designed to evoke and nourish

human potential by capitalizing on teachers' strengths.”
o

In view of the various conceptual defini_ﬂons outlined above the term slaff

e~

development is used in this study to refer to a broader concept than in- servrce acuvmes The
former embradss approac‘hes toward individual and organizational renewal, while the latter

refers to activities whlch are du*d to address specific needs and improvement in th'e

knowledge skills and amtudes of the staff members alread,y employed in the organization.

.

BN

Searchmg for the purpose of staff development, McAleese (1979 123) argues that

"staff development is not so‘hmg Whl_Ch some people. (staff developers_) do to others

(staff).” He suggests four aims based on this as'ipnon (1) to help staff perform as

effectively -as possrble in their exrstmg roles; (2) to provide op‘portunmes fi or staff to prepare

gL

themselves f or changing duties and responsibilities; (3) o provide‘opportunities for members

.
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of staff to equip themselves for career development; and (4) to enhance job ‘satisfaction.
These four aims, and others discussed by organizational theorists, tend to reflect in two maijn

purposes of staff development: (1) growth and-renewal of individuals in organizations; and (2)

.

institutional adaptation t external environment.

Growth and fenewal. Educational institutions, as social organizations, are generally

under pressure to grow { Day, 1981; Whetten, 1981; Behn, 1983; Boyd, 1983; Canjeron, 1984 ).

t

At one level, the growth in human knowledge and the development in. technology demand that

educational organizations alter their practicés. At the other level, political, social and economic

- conditions tend to put pressure on organizations to modify their operations. Day (1981:vii)

(2] . T . B
—— notes that change and growth are endemic in our complex society. She states: "the school or

staff which does not change or grow is destined to atrophy, to become obsolete, and to be a
burden rather than a huvlwark to us and to the communities we serve.” In his discussion,
o Bamon (1972 101) links the purposes of staff development in the commumty college with
new developments m curriculum, instructional techmology, organizational patterns and‘

teaching-learning styles. . In this respect', he calls for the provision of opportunities to the
‘staff in the community college to learn about and adapt innovations to their situations.

Another purpose of staff development is to prd’vide opportunitfés to the members of
‘the orgamzatxon to renew present knowledge and sktlls as well as to grow in their chosen

professxon The concept of growth, as noted by Joyce and Showers (1983 30) is of crucial

\

1mportance to the teaclung prof essron They argue .

Nothing is more 1mportant to a human bemg S health than his or” her abthty to

-continue to grow and adapt. No professxon manifests that truth more than education.

~The teacher's life is one of changing conditions: new students, new ideas, "and Social

«* ferment. Adaptation is essential. There is no endeavor where lack of growth is more
o clearly and desperately damaging. than teachtng :

ot

’In connectron thh thxs Harns (1980 13) states that those charged w1th the responsnbrhty of O

hd . L

' e educatton in socrety must reahze that sxgmfrcant 1mprovement of educatton ‘cannot be

N e
"accomphshed wrthout a maJor programmatrc effort at the in-service educatxon of personnel" i

.
S -

educatlont o L
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Organizational adaptation. In addition to the underlying philosophical argument for

.

change, there are practical reasons for increased commitment and interest in staff development.

First, the low rate of staff turnover in the educational institutions (Konrad. 1983; and Adkins,
‘ . : o

1983) makes the continuing education of the faculty ‘members an essential preoccupation of
administrators. Second, Toombs (1975:701) notes that during the days of the rapidly—
expanding economy of the seventies, budget increases for addition of new programs, new staff

and new facilities were readily available. Consequently, program expansions and personnel

recruitment preoccupied educational administrators,” and little serious altention was given o
policy direction and staff renewal.
ny il i

In recent years, however, educational administrators face a different Kind of challenge.

In a period of modest growth, or even decline in the economy, which in turn has "increasingly

politicized the environment of education” (Boyd, 1983:117), changes in tht quality of

‘education seem to depend heavily on changes in the pe‘rf ormance of the present staff. Thus, as

. +

suggested by Behn -(1983), both administrators and faculty need to rethink strategies for

improvement. Therefore, it is appropriate .for staff development to address what Cameron

(1.984m calls "organizational adaptation.” That is, those modifications and alterations that

V L)

the orgamzauon must go through in order to adapt\lo changes in the external environment. As

Came;on puts it, orgamzatwns are not assumed to be at the mercy of an 1mmulablc.'

-~ SNy

environment; rather, they can act and influence: their enw-ron_mem.

e

A,

" Within the Jast two decades some attempts have been made to generate theorelncal

l‘.’-r"“"

L

. frameworks~ to enhance understandmg of the concept of staff developmcm Some of these .
) models mclude the work of Bate and Mclntosh (1972) Berquxsl and Phllhps (1975) Gaff
-(1975) Toombs (1975) Collin (1977) Centra (1978); Bolam (1982a) and Pansegrau (1983)

. A summary of thesc.' models ’1s provided in Table 3.1.
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The Bate - Mclntosh model. Bate and Mclntosh (1972:24) $uggest m}u staff

devzlopment, in the context of the community college, embraces three categories of foncerns: ‘

-« ‘ ‘ , . {
izati tfgg\ybe

individual, program and orgzanization. However, they propose that staff developme}n
analyzed from two main perspectives, namely, (1) areas of focus and (2) strategies.

In terms of areas of focus, Bate and Mqﬁﬁtosh consider three types: individual

-

. )
improvement program improvement, and organizational improvemcnt The concerns for

mdtvr-dual tmprovement include provision for keepmg abreast w1th the f 1eld of specrahzauon as
well a developmg sktlls in areas of designing, operating and evaluatrng learning sttuatrons
Program 1mprovement mcludes assessing the effectnveness of exrsttng programs and explormg

d
_new ways 10 creale effectn{e learmng envrronfhents rhe orgamzattonal conccrns mclude‘

3

matters related to staff sausfacttonsand morale (or orgamzattonal cltmate) and rmproved

organrzalronal f uncttomng in areas of“commumcauon and decxsron-maktng

Concerning the strat’eg‘les for staf f development “Bate and Mcl ntosh 1dentrf y tLvo types:

s

active and pgsrve Kttrve strategre’s mvolve a drrect or planned mter\’?ntron to change existing

practrces and procedures Passive stratedies rely on drrectlon provrded by mdrvrduals wrt,hm the -
\

orgamzatton and they seek 0 be sens1t1ve to the mdmduals expressed needs. The mtent of thts
strategy is to be f: ac:ln%trve as opposed to dtrecttve oy
. ° h \

The Bergmst - Phrllrps mode :l"hts is one of the first Jmnodels proposed for. faculty

..

developmem in post‘secondary ed”ucatron at d is consrdered to provrde a comprehensrve :

perspecuve (Colhn 19177 Cﬁrtra 1978 Kdnrad 1983)‘ Assummg that srgmfrcant changes in

€
" an orgaruzauon take place at three levels -- attitude process and structure - fBerqurst and

5

Phtlltps rdenttf Y. three components ‘of faculty development The components regarded as

t.

hrghly related . are mst{aucttoni’l development,, tnstttutronal development and personal

pé . . -
N . . .
L . L3

-development Ce coa, e Lo o N

Instrucuonal deVelopment is the p;nrnary component because 1nstructton “is cons1dered

". -.

the pnmary fuﬁctton of. the faculty member Thls component deals W.lth 1ssues of pfrocess-

¥

change such as (a) tnstrucuonar evaluatton, (b) mstructronal dragnosrs (c) mlcroteachmg, (d) )

.0 <




r«"-

' pnmary component“ and the cumcular and mstltutlonal components as’ secondary The - ¢

professxonal component embodles some of the, conccptual qualities of professnonahsm These’

-

- a]so the desngns l‘or learmng The mstttluttonal component deals wnh issues of facul'y

1mproved teac mg bf havnor

61

educational methodology and technology; and (e) curriculum development. The orgar;izational

development component concerns issues of structural change. It deals with issues of change in

_decision-making procedures which include (a) deparlrnental decision-making and conflict; (b)

departmental team buildit?g; and (c) management development. The personal development -

-~

component deals)with issues of changes in attitudes and it inclfdes: (a) faculty interviews: (b)
life-planning workshops; (c) interpersonal skill training; (d) personal growth workshops: and
(e) supportive and therapeutic counseling.

Other.three-persp' ective models. Thg: Gaff (1975) model and the model suggested by

Toombs (1975) also identify three componen}s of staff development. Gaf f refers to his model

as laculty renewal and 1dent1ftes the three components as mstrucuonal development,

orgamzauonal development and .faculty development. His concept of organizational

devglopment is similar to that outlined above in the Berquist - Phillips model. However jhis
' » . .

view,of instruational development focuses more closely on co&e design and farning materials.

For the third component, Gaff subsututes faculty development for personal deveIOpmenl .As

noted by Centra (1978a: 190) Gaff's view of f aculty developmem mcludes not only. acttvmes'*

related 0 the affective development of faculty members but also those directed toward

. -
S ' ! o

Toom (1975 702) descrlbes faculty’ developrnent in terms of the followmg three

-

components : professlonal cumcular and mstltuttonal He consxders’ the professxc)‘nal‘to be the Co

Y

-

mclude (a) 4 bas:c body of knowledge (b the ideal of servnce. and (c) tlfn;M need for career

development The cumcular' ce)mponent includes not only- the 1mplovement of instruction, m

paructpatton m management and governance -of an mstttpnon as well as raxsmg l"aculty ’

4 )

‘I
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In general, the four models described above agree that the three main components of
staff development are instructional development. Orgapizational development and personal
development. These models tend to be heuristic il their perspectives (Centra, 1978b:152).

Nevertheless, they have provided a useful rationale for the study of staff development in

postsecondary inslilulions (Collin, 1977, Centra, 1978a; Konrad, 1983).

Activity-based models.  Using the grounded théory app(oaoh, Collin (1977) and
Cemra (1978) have proposed models which highlight activities for faculty development in
postsecondary educational institutions. Collln (1977:’[5') views staff development as a
"p‘rogram‘or process of organizational self -renewal." Focusiné on the communily COllegel
orgamzauom he proposes a four-dimensional model (1) needs; (2) mode of operauon (3)

~

level of functioning; and (4) strategy.
Tﬁe types of needs include organizational needs, membership needs, and program
needs. The mode of operation includes institutional Mode, membership mode, and autonomous

mode. Tlle_f'\four Eomponems in the level of .funckt_il)‘ning" »arel operations, -Tegulations, learning
and consciousness. .. The three  components  of " the strategy  dimension  are
normatlivefe-eduoative, ‘empirlcal-rational_f and poée‘.}coerche. L

Ce‘ntra's (197,8a:196) -mo'del is- based on,:.’the ’r';atterns of"developmem practices
predommant among colleges and umversmes By the method of factor analyS1s he found four ’

. .factors wmch described institutional responSes to 45 devélODmental pracnces listed inm a survey

.questionnaire The four factors are (1) high faculty involvement, (2) instructional-assistanée.

pracuces (3) tradmonal pracnces and (4) emphaSIS on assessment

| The hlgh faculty involvement acuvmes mclude work8hops semmal‘S aﬂd programs tO_
' acqualntfaculty thh the goals of the msntunon The mstrucnonal -assistance practIces mclnde
qusing specxallsts 10 glve assistaiice to mdmduals and the faculty asa whole in mstrucuonal and
‘course development and rcﬁl*elp develop teachmg skllls The practlces in the tradmonal group

' mclude sabbatxcal leaves v1s1fmg scholar programs, and grants for lnstructlonal 1mprovement

’I‘he aSsessment. pracncﬁg:clude ratmﬁs by students, by colleagues and by. admxmstrators

x4 . . . ., ~
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’

. Two-perspective models.  The last two models in Tahle 3.1 are different from the first

six in two respecis. They provide two perspectives for describing staff development and they

are developed from the orientation of the school, rather than college organizations. But the

Znalytical frameworks of‘ both models also apply to the college organizations.‘gBolam's

(19823:26') ‘model is shown in the Appendix, as Figure C.3.1, in which one perspective
. — . )

describes three types of courses used in staff development, namely, long courses, short courses,

and institution-focused courses. The second perspective concerns elements of staff

, developméﬁt\ki‘in-service activities such as aims, location, participants, content, methods,

S
awards and evaluation.
4

For Pansegrau's (.1983".159) model; shown as Figure C.3.2 in the Appendix, onc
perspective examiges the reasons for staff parucrpauon in developmem activities. The reasons
vary froml(l) satisfying high level needs such as a desire for growth 1o (2) megjing lower level
needs such as correcting a deficiency in the staff that has been rdentrf jed by managément. The
second ﬁerspective-o.ffthemod\el classifies staff development activities irfto four groups on the
basis of the extent o which the a\c‘tlv‘ftieshegome formal and mandatory as opposed-to informal
and voluntafy.h The four groups are (1) mandatory and formal in-conjunction v{lth "r‘e-quired )
_change (2) mandatory and formal but not drrected at a partrcular change; (3) formal bul of

N

'"volumar,y nature and (4) non- formal and voluntary.

@ - . . . 2

kg

Summary oo
) R ,
L4

'Fo thrs pornt movervw of the drfferent perspectrves used by varrous researchers 10 N
describe staff development is ﬁrgented The \erght models rdentrfred in Table 3. 1 may |be. "
_;ategorrzed into three major grougs. .T*he frrst four (Bate : Mclntosh Berqurst - Phrllrps
) ‘Gaff and qumbs) models form onc\grouf) These models are heurrstrc in therr approaches and

°

-t‘hey‘ conceptualrze staff developrnent m terms of three main componenls mstructronal '

development orgamzatronal deverpment and personal development Wrth the exceptro of ; -

!

"Toombs model whrch emphasues prof essronahsm the models m thrs camo;y treat mstruc ion j_,._t-, e



e )

as the primary component and organization and personal components as secondary.
Collin's and Centra's models constitute the second category. Using the grounded
theory approach, each model classifies staff development patterns and ‘practices into four main

groups. Therefore, these two models are based on empirical data, but they also focus on

development activities and strategies.

The third category comprised Bolam's and Pansegrau's models. - These writers

conceptualize staff development from two perspectives. One examines faculty participation in ,

terms of needs. The other deals with the characteristics of development activities. Hence, the
models explore relationships between the nature of developmental activities and f aéulty desire
%

1o participate. - ' .

¢

. | . .
While the three categories of models provide different perspectives for examining staff

-

developn)em ‘they are not necessarlly arternatlve mod& They all contribute to the

ot 4

understandmg of the concept but wrth dtfferént assumptions and dlrectlons For this study

ideas were -adopted from the actmty-based models to develop a framework that was used to

" ~assess the staff development prograni at NAIT. In addition, the two-per-spective models were

).

adapted to provrde another f ramework that was used to examme the orientation of the program

)

on the two perspecuves msututlonal }equrrements and mdrvrdual ‘personal needs The next

sectton of the chapter provrdes the f rameworks of assumptrons and drrectrons for the study.

g
a

' ' .
o B. Conceptualization of the Study .

- " <

Thish_study‘was designed to descrr'be"the eharacteristiEs and éffec_tiveness of the staff
dev‘elopment program at NAIT; It was\also’fn/tended to determine the balance 'of emphasis in
the program between meetmg mst.tutronal requuemepts ang addressmg mdrvrduals personal
nwds To accompllsh these purposes two submodels Qf general systems theory were. used to

/ develop the conceptual frameworks of the study as outhned below The frrst submodel is the

socral systems theory Thrs 1s used to develop\a model for exammmg the balance’ of emphasrs

- A . M . . - . . .
ot : y ) . _ _ . N

!

o»

between meetmg mstrtunoﬁal reqmren{ents and mdrvrduals personal needs The_ second -



\

‘development. Contribtiting to this discussion, Tyler (1971:13) suggests that ‘lhe‘hl’s‘torical

.recrurtment and the actual jOb to be performed after placement They argue tha

two onentattons of staff development -- 1nst1tutronal requtrements and 1nd1vxdual ngeds

65

submodel is the open systems concept which is used to develop a model for assessing the

program.

Two-Dimensional Perspective of Staff Development

Silver (1983:242) states that a social system is both a unit of the society as a whole and

a collectivity of individuals. As a 'result‘, the behavior of each individual. vyithin the social

system is shaped by two dimensions of social reality: the socidlogical dimension and the i
- W - e Lo a7 . .

psychological dimension. This theoretical vigw appliés equally well to the concept of staff

[l

.development of in-service education tends to highlight individual development -- to remedy

assumed deficiencies in pre-service preparation. But Cpllin (1977:31) argues that iccrtain

environmental influences increase the gconcern -for institutional requirements “in staff
. X - . * . )

development. He writes: - . ' -

Much of the interest in developing the organization through staff development no
doubt has come  about in the community college, not so much by an advancement of.
the theory and .practice of staff development as by necessity, necessity created by
steady state . . . coupled with the view of the commumty college as a dynamic,
innovativ€’institution. - - *.

A sug'gestion is made by Berq‘uist -and Phillips that”lnadequate at‘tention is gﬁén toa; «

mstructronal development because there is a conflict regardmg requxrements for

teachmg is considered 10 be an 1mportant aspect of the professronal role of the college f aculty.

teaching is, frequently not a serrous concern in the htrmg process., Although thrs argument

. o

_revolves around mstructron the ultrmate concern in the debate is how to aclueve a prOper Cae

balanee -in addreSSmg ‘the personal and 1nst1tut10nal factors m staff development ln tlus :

'8 s

connectron the Getzels and Guba ( 1957) socxal systems model, whrch smfultaneously addresses '

the nomothetlc and 1drograph1c factors prowdt?s a useful’ theoretreal bﬁsrs f or exammmg the

T . . . N N RS [

. . :

i e BTt S
Q; : g [
. teee LT e

o
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A

Getzels and Guba model. In their model, Getzels and Guba described the sociological
and psychological dimensions of a social system as nomothelic and idiographic, respectively, as
shown in Figure C.3.3 in the Appendix. The former describes the "institution” and-the

different roles (positions within the institution). The latter concéris personalities and needs of

the’ mdividual't,nernbers of the institution (Sergiovanni and Starratt, 1979:63;.Silver, 1983:243).

-~

But the two dimensions afe_jnterdependent and complementary to each other. According to

AN

Silver (1983:244):

“1f the nomothetic, dimension existed alone each collectivity of people would function .
like a preeision mechanism . If the idiographic dimension existed alone
‘each collectivity of people would be, chaotically disordered as each individual sought
self -expression and pursued private mtentrons -

In summary, the idiographic dimension of the social system is that which renders behavior
: : , , .

unpredictable, divergent and partiéularlStic. The_ nomothetic dimension represents order,

regulation and rational progression toward goals. -

Relevance of the model. The foregoing would suggest that the Getzels and Guba rnodel

- J . - . . : —\ - ) 3 ' -
constitutes a relevant’theoretrcal basis from whrch to address this study. As pointed out by -
hl Ll

§r11ver (1983: 251 57) the f ollowmg major proposttlons of the theory seem 0 be substanttated ; ;

'y s

by related research on educatronal organrzatrons Y

e . S .
. . . Loes

a. role and personality factors affect both attitudes.and behaviors; . o oow T
- A ¢t ) ;

b. " each mdtvndual s behavror is the result of the mterplay between that person g needs” SRR TR
;and the arganizational climate; and; . - A AR

' L4

) e_c,,' various role conflicts in a social system can be explained in terms of the vanatrons in ‘ |
the individuals' perceptions and the lack of congruence between the expectattons of
drfferent mdrvrduals or groups : f B : R

Thps both orgamzatronal clrmate and attltudes of the members toward staff '

[

depends upon the orgamzauonal abrhty to explort the opportumtres created by envrronmental".' ‘
A

change, And the or;auon of envrronmental e‘hange depends upoﬁ the attrtudes of the"“ )

E orgammtronal members Therefore -as Joyce (1981 117) says the mprovement of staff <

development tg,, h matter of generatmg a nch envrronment in whrch every educatron

*
. -

development are crucral for 1ts suecess For rnstanqe, Starbuck ( 1965 451) argues that growth , L
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. ; . . . L
professional becomes a student of education and works continuously to improve his or her -
N -

skills. "

- The adapted model. In relating the social sysiems theory to staff development,

- .

Pansegrau (1983:159 and Bolam (1982a:12) suggest a Iwo-dimensional analysis for
_ determining the different purposes of staff development. The models proposed by Pansegrau
and Bolam are presented as- Figures C.3.2. and C.3.4., respectively, in the Appendix. They

' explore thé relationships between purposes of staff development and different developmental

"
activities. The rationale of the two models suggests that the orientation of staff development in

addressing the two perspectives of institutional requirements and individual personal needs

would reflect in (1) the purpose that is emphasized by the ggganization; (2) the types of

. . ‘
" activities used; and (3) the mnature of organizational control exercised over individual's -
" participation in the program. The assumption that the program orientation reflects the way the

two perspecllves are emphasrzed is noted by Katz and Kahn (1980: 163) They state :
{
~ Both systemrc vanables (msofar as they have fo do with human organlzauons) and
P » individual variables refer ultimately to human acts, as all organizations consist-
" ultimately of recurring patterns of such acts. But the aspects and combinations of
- behavior that eur concepts direct us to observe are very different if we- take the
systemrc approach than 1f we choose the mdxvrdual level of conceptualrzauon

-
-
Y

.© | Based on’ the apre assumptions, and to address one purpose of lhratudy the model

e ~ presented in Frgure 3. 1- is' proposed as a.-cOnceptual framework for the analysns of the

. orientatlion of staff development in addressmg the two perspectlves msutunonal requrrements

b

28

o and mdmdual personal needs The f ollowmg ranonale forms the bas1s of this model‘

KT charactensncs namely the purpose management mntrol and. types of actxvmes used

2. that oertam vanables may be 1dennfred for each of the basxc charactenstrcs to
; emphasme erther the nomotheUc or the 1dxograph1c factors and -

3 that the vanables consmutefa number. of : scales for descnbmg the prbgram emphasrs o

~ 'towar‘d mstrtunonal requrrements or mdlvrdual personal needs \\\ oo »

gn
g,

Theref ore ‘in Ihns study the onentanon of the staf f developme}rt pré gram at NAIT 1s descnbed e,

Cin terms of the vanab'lesadenufred in Flgure 3.L

,,' ‘5.
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L™
? ) ‘ Program Orientation
~ Rrogram y Nomothetic Emphasis ’ Idiographic Emphasis
Characteristics OR Institutional Requirements “ OR Individual Needs
1. Purpose Group Performance " Personal Education
Institution -focused Use of External Agencies
F 9 ~
3. Control 2} Mandatory Participation Voluntary Pagticipation
External Reward Inner-Metivation
3. Activities. Formal Activities ‘ Informal Activities .

Instructional Development Personal Development
\ ,

. ' a Figure 3.1
Two-Orientational ~ Perspective for  Describing the Balance of -
Emphasis of Staff Development Program Between Meeting
Institutional Requirements and Individual Needs

i

’ .o y ' '
- Assessment from the Open Systems Perspective® - e
“#  Another purpose of the study is to assess the effectiveness of the program. -In ‘this

. »
» connecuon the open systems concept is used as thé basis for developmg a theoreucal

f ramework  Scott (1980: 319) notes that because dlverse COI‘lCCp[lOHS of orgamzatlons are held

by Vanous analysts several dlstmctxve sets of cntena for assessmg and evaluaung ef fecttveness

of orgamzatlons have been developed But Scott (1980 319); Nadler and Tushman (1980: 266) .

3\ "70

.. and Seashore ( 1983 57) all suggest that the open systems per';tnve always remams as ofe of .

the useful schema for conceptualmng eff ectlveness '\ ;

»
.

. The open systems.concep An open system as v1ewed by Sllver (1983: 52) impofts

fnany diverse elemenls' 3 rapld Tate from the environment and uses those mputs f0r the

; Vo .

mteractton among components in the productxon of dtve}se outputs Also stressmg the'.‘ '

l

'1mportance of the envuonment Scott ( 1'980 111) states that open systems are subJect to the .

e

Yaw of lmuted vanety. . -That 1s théy exh1b1t no more vanety than the vanety to whxch they o

Do

-—have’oeen exposedmtheenvuonment T PR TR e

Y

”
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Three prominent developments in organizatfonal theory have increased the tendency of
researchers 10 view organizations as open systems. The first, as nQled by Whetten (1981:81). is
that organizations‘must obtain resources from the environmem and establish markets for their \
final outputs in order:'to survive. Thé second relates to the highly polfticized activitﬁies that go
on in public— organiiations due to the stru%gle among interest groups f or"comrol ovcr resources

in ?rder to advance their pregerred values and objectives. The third concerns decision making
in organizations which is characterized by tension between the rorr:tine and the nove)]. This.
b ) S ~

_tension may affect change in two ways: (1) to sacrifice innovation for conservation so as to

. » R -
rely on established procedures to solve problems and (2) to use precedent, expediency. and

conveni'enc'e,as a form of gujde so as to avoid conflict.
The_ three 4ssues identified above are important characteristics’ of educational

organizations, Over the past’ decade, in social and economic -terms, kducation is }"declining .

industry (Whetten; 1981; Behn, 1983; Boyd, 1983; Toombs, 1975). .Therefore, edugational

" el ' ‘ .

administrators"wduld be expected to be’ av/(}yd)f several aspects of environmental scarcity - ="

.declmmg enrolment dechmng econo! budget, declining publi'c confidence, and declining .

legitimacy of ad{mmstratwe apthonty’ '(Boyd 1983:1). Admrmstrators also need to be cogmzant

BN ) /;
of new- demands in admrmstratron whrch accordmg © Whetten (1981 82), have shrf ted from

‘ short -term responsrbrhty for mtemal aﬂocatron of resources and supervrsron of the’ productron

“function, to Iong-term strategy formulatron 10 ensure the pohtrcal and economic vrabthty. of the

¢

orgamz.atlon _ S : wg .

Because the open systems concept recogmzes both 1nternal acuons of orgamzauons and &

-

'effect of the envuonment 1t 1s a useful analytrcal tool for the planmng of (irgamz,auona"l

assessment However as Nadler ( 1980: 122) observes whﬂé the open systems theory provrdes a
way of thmkmg about orgamzatrons as ,a. whole 1t does not provide specrfxc constructs or ~ '

) relauonshrps 0 be tested So it is necessary 10 develop what Nadler refers to as an.

orgamzauonal Submodel which descnbes parts of the system> of orgamzatronal behavror For

is developed for assessmg the staff development

i

" 'this study one such orgamzanonal Submox

-~
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program at NAIT. The model i;_shown in Figure 3.2. ’ l .

The Assessmgnt Model | : /‘ ’ L

The model shown in Figure 3. 2 depicts an open syStems ofrentatton for assegsing the

effecttveness of staff development Essentially, it provndes a framework for tdentrfymg and

. . 1Y
selecting asséssment criteria and it is based on three main assumptions:

s ' ' : Iy
1. that assessment dmrolves examination of mput process-output” relattonshtps
]

\

<
2. that the components of the orga'mzauon as a *soctal system, may be viewed from four

’ ~ .jmpoftant perspectives of (i) employee Variables, (ii) managerial practices, (m)
orgamzauonal characterts/tlcs .and (iv) envrronmental factors; and:

"+« 3. that feedback mechamsms are essenttal features of assessment and evaluation.

it

Usmg these assumptlons it is possnble to 1dent1f y srx\

~

staf f development They are (1) needs assessment phase; (2) ‘conceptualization and definition

mam phases in the assessment of

phase (3) focusing or input phase (4), process phase; (5) analysrs and mterpretatron of output_

~

phaseyand (6) feedback or comparison phase

A

Needs asse;gment phgg Staff development programs must address the needs of the

orgamzatron and tndtvrdual members Yett evrdence mdlcates that both mdt\mﬁrals and"_\

«

msututrons tend to lack the skills for 1denttfymg needs (McMa'hon 1981 Bolam, 1982b).. "

terms of’ pohcres arms strategres and personnel mvolvement
" » . . A3

ra -

' Therefore the assessmer’lt must begm w1th the examrnatron of isgues of neegs 1dent1f 1catxon in . -

eeds of the organrzauon and the mdrvrdualm This i is an 1mportant phase becguse thej )

”‘way in* whrch staff development rs defmed wrll tend to’ mﬂuence the subsequent phases of the e

o .
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" indeéd any assess

n

Focusing or input phase. This is essentially the planning or development stage of the
program. This phase is concerned with identif ying the input variables by focusing on the four

main components -- employee variables, mamagerial pzactices, organizational characteristies,

and environmental factors. This phase is also concerned witlf funding issues.

Process Qhase The focus in this phase is on the varrety of activities and stretegres that

!

are used to implement staff development. The congerns in thrs phase mclude issues of formal

and informal activities, relevant activities, and f requéncy and variation in the activities. Also .

important is the effective use of human and material resources in the implementation efforts.”
{
! . - ’
i

efforts are analysed. The effect of each identified variable is examined separaiely as well as its

“influence on the other variables.

Feedback phase. The effects as analysed in the prevnous phase, are compared with

both the origtnal and new needs of the organizatron and mdrvrdual members Any differences

found in the' comparison are treated as additional needs ahd t_he whole cycle, consisting of the

six phases is repeated. IThe feedback phase also maintains that assessment is a continuous

process and the frequency of the. cycle depends upon the _pature and number of vanables

. o . R ¢

consrdered )
Use of-the model. _- ¢ usefulness of the information obtained using his model, ands

»

indicators and criteria 1o be used: Accordmg 'to Ratsoy (1983: 5) often a- comprehensrve,

Q

A

C mformatton ought to be aware of what is mcluded and what has not "been mcluded In this '
»regard Ratsoy suggests that the use of a checkhst as a guide for- choosmg assessment
. parameters and andrcatdrs is an advantage. Consequently, for thlS study; the proposed model is

s used to develop a list of assessment drmensrons and mdrcators as ptesented in Table 3.2.

0",', \‘ ‘

Analysis and interpretation phase. In this phase the effects of the staff dcvelopment\‘,,
- . 8

el, dgpends on the comprehensiveneSS and validity of the variables‘ o

v

‘ -‘approach 1s neither feasible nor necessary Therefore the mdrvrduals using the assessment..;..'
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Table 3.2
Dimensions and Indicators for the Assessment ,
of the Siaff Development Program at NAIT ) .

1

>
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ASSESSMENT DIMENSIONS |

SUGGESTED INDICATORS

Needs | dcmi( icafion

g

e S

Guiding policies
Constituency difTerences
Involvement of personnel

. # Coordination by management ¥4

Employee Variables

:ﬁ"

v

Characteristics of academic staf f..
Knowledge, skills, amtudcs"s“—

Yo

- Participation of staff -~ ,»"

Attachment to intgrest .groups
Satisifaction with ef forts 4

Managerial Practices

2 RV NV R

‘Definition of objectives
Communication of objectives
Leaderslup and guidance
Adquisition of resources |
Flexibility in implementation
Staff obligations -~ * -

,Organizational Chéracteristics:

!,

bl -
BNV RN Ly

; Dec1snon structure

Climate for c00per
Commitment to £0:
“ Reward, benefit
_ Source o}‘ f unds N

—

Environmental Factors

N

°

Economic' and political" - 4

Enrolment chariges’
Technologlcal changes N

- Lmkages thh other, agencxes

Implementation Activities -

F ormal programs
Informal actxvntles ,
Relevance and appropnateness
Frequency and emphasis
~ Human and material resources -
Variations in activities . .

.. 'Student learning - )
Teacher change : ‘knowledge, skxlls.~

. attitudes, improved performance
-Organizational change -&am work,.

.\,‘

R

improved services, commitment to goals
. Awareness of envu'onmem co

"~

P
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. In developing the list, the eight models described in this chapter were used to identify

-~

the variables. The list of dimensions and indicators is then used to develop the survey

instrument for the study.

Summary of the Chapter . .

This chapter providei?w overview of concepts in staff development and described the

conceptual frameworks for_the study. The first section presented conceptual definitions,

.

purposes, and iheeretical models used by various researchers 1o~\ds§cr»ibe staff development. In

)

the second section, the assumptions and ideas presented in lhe first were employed 10 develop

two m,(l)dels that provided the frameworks of assumptions and dxrecuom for the study. First,
Getzels and Guba s social svslem; theory was used lo develop a modcl whnch *provided the “
theoretical perspective  for describing the characteristics andﬂ orientation of the staff

development program at NAlT Second. the open syslems concept was cmployed 1o develop a-

modcl which prov1ded the rationale for idenufy'mg the variables used “In assessing the

effectiveness of the program. C ’ #



Chapter Iv

RESEARCH MFTHODOLO(,\

Tlic purpose of this study was to determine the perceptions of the instructional staff at
NAIT regarding the staff development program of the Institute. This chapter describes the
population and the sclection of the sample®data sources, and design of the questionnaire. The

procedure followed to collect the data and the treatmernt of the data are also outlined.
|

A. The Popilation and the Sample

The entire instructional staff at NAIT constitutes the population for the study. They
. _

include 461 instructors and 137 instructional supervisory staff. That is, the total population is

598 academic staff . - ' &

The Sample Size

\

A stratified sample of 150 academic staff was randomly selected from the total

-

. . ¥ } . A .
population. The_ stratification was based on three factors: (1) the two classifications of

-~

instructors .arid instructional supervisors; (2) the three principal divisions responsible for

instruction in the -1nsutute’ and (3) the 'fiﬂteen instructional'departmems-. Two main

,v

factor$ were 1nﬂuenual in deciding the sample size of 150 academxc staff. One was the amoum )

of instructers’ time that the Insmute could af f ord to spare or cammit to the study. Thc other

'

was the time constraints for the study.

.. The Selection Proc Jure

The first decision was to use an instructors’ and supervisors' ratio of approximately 2

- - ~

10 1 so as to justify a comparison‘of dif fere‘rices between them. Therefore the sample of 150 :

o

- was made up of 105 instructors and 45 supervnsors The second decnsnon was 1o use equal

- numbers of staff from the three prmcnpal dnvnsxons SO that compansons among the divisions

75

I74
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.could be based on actual numbers-and pertentages. As a result. 50 staff mcmbcr;_ consisting of
35 instructors and 15 superviﬂsory staff were randomly selécled from éach of the 1hrcc'c_1ivisions.

To achieve true representativeness of the sample. aiid hence to improve the validity of
the study, the selection was distributed proportionately améng the 15 instructional departments
and the two staff calcgones as shown in Table 4.1. The table of random numbers (BOrg and
Gall, 1979:734) was used to select the individual staff members from the departmcmal lists -
provided in the 1984-85 Calendar of the Institute.

Table 4.1
-Proportional Distribution of the Sample

/ .
~SAMPLE SIZF

DEPARTMENT . ACTUAL NUMBERS .
1. BUSINESS AND APPL&ED ARTS DIVISION ‘
Supervisors  Instructors  -Supgrvisors Instructors$
1.  Business Administration 15 68 5 15
2. Applied Arts o 10 25 3 5
3. Food Services 5 19 2 4
4.  Health Sciences 8 - 27 3 6
5.  Medical Sciences ' 7 25 2 5
TOTAL 45 164 15 35
I1. INDUSTRIAL DIVISION | :
N 2 Supervisors = Instructors ~ Supervisors : Instructors
T 6- . Auto-Diesel 13 40 5 7 '
7. . Construction = 10 31 3 6
. Electrical - g 7 4} <2 7
é Mechanical Trades ~ 11 66 4 11
" Related Subjects o4 23 1 -4
TOTAL ' 45 : 207 15 © 35,
111. ENGINEERING TECHNOLOGY ISION :
. : . Supervisors  Instructors ~ Supervisors . Instructors
11.  Academic Studies 9. - 37 3 7
12. . Civil & Architecture " 10 55 3 10
13.  Electronics : £ 16 62 5 12
14. - Mech. Engineering 7 10 2 2
15.. Resource Technology -5 26 "2 4
TOTAL A 47 " 190 15 35 &
GRAND TOTAL © 137 561 45 105

B

——— b



B. Sources of the Data

Q

The choice of gpproaches to data collectron involves comparing the strcnglhs and

'

~ weaknesses of the vanous methods within the context of a particular study. To assist in the
choice process, Lawler et al (1980:321) have identified a list of twelve attributes$ f or assessing
the various data collection methods. The attributes include complexity or diffi lculty_o\fuse,
reliability, sratistieal validity, fac\e validity, sample size and selectron, costs, arid‘variables'_to be

measured, Others are ethical issues, freedom from - bias, member acceptability, flexibility and

!

adaptability, and richness of ‘data produeed.

Choice of Questionnair o - -

- The factors considered in the choice of questionnaigg for the data collection included

¢ N ’ . - ‘ - - . ogs
validity. costs, sampling, complexity, tichness of data, time constraints, accessibility, and

1
n

ethical issues. Using the argument by Lawler et al. (1980:334), that the fixed-response

questionnaire is stronger on the above factors, the questrormarre used for this study contained

e—

mainly forced-choice items. Whereas interviews could have provided similar data the

-

questionnaire was used because the latter has certain advantages over ‘the former. For

ex'ample in addition to the questi'onnaire béing a "self -administered structured interview,

it is generally srmple 10 admrmster it is low cost, it has high vahdrty and it is ]ess threatemng

(Lawler et. al 1980:331 335) P

+

However socral science researchers advocate the use of muluple methods or
ﬂ

mangulauon (Webb et al., 1966 J rck 1979‘ Lawler et al., 1980 ‘Turner, 1981; Brunner 1982)

- A M

In this connectron the suggestron by Jrck (1979 603). that "blendmg and mtegratmg a varrety‘

/ -

of data and methods as tnangulatron demands may be seen as a contmuum that ranges from
: srmple (within- method tnangulatron) to cornplex (between Or across methods) desrgns

',becomes helpful Therefore to obtain a vanety of data for the study, interviews ,and

P

exammatron of archrval documents were used as supplememary methods The use of a varrety'

of sources contnbuted 10 make the survey quesuonnarre meanmgf ul to tt%e/respondents and it



also improved the validity of the data as a whole (Lawler et al., 1980:332).

Examination of Documents
p

The divisional library of Research-and Academic Development Division atnNP{lT was
the main source for examinatibr'l of archival documents. The library has records o‘n‘ var'.ious
staff developmem activities datmg back to 1967. Most of the records are reports q.n the

objecnves actn(/mes and resources for the Institute’s in-service educauon wluc“h i provided

every August for newly recruited instructors. Few evaluation reports on jn- servrce acttvmes

were found. Other documents examined include the Institute’s Calendar, annual reports and -

N @, .

*"the academic staff collective agreement. C e
The data obtained from.these sources were used for two main purposes (1) the)

provrded facts and relevant information that were used 1o develop the iterns of the surve)

questionnaire and thereby made it possible to use the language of the lnslitulc that was

meamngfu] to the respondents;’ ‘ Ma‘ (2) they provrded additional factual mformatmn that

¢ data used for describing the staf f development program at NAIT © e

_____,___._———————————-————

tervnews Conducted w1th NAIT Officers ' o .

— DlscuSmons and mtervrews were' held with the Drrector of Research and Academic

Development and the Manager of Staff Trarmng and Personnel Development at NAIT. Some

P

these dxscussrons and interviews was t¢ obtain relevant data that were not easy 1o obtam from

the amdemlc staff wrth the questlondarre For gxample, data regardmg budgets for, staff

development could not be f‘ully assessed with the survey quesuonnarre The discussions held

v ~L with the two offi icets. also contributed 1o comprehen31veness of the quesuonnanre and hence Y

\nprcwed the validity of the instrument. o ‘ ‘ ) o ol

i ’ ' - Cop
. . . . .
. u ' . N
v . R , . B ) . kS
. . . o
: N . n - : .

‘ of the mtervrews were Structured but open ended Others were unstrucwred The purpdst of

RV

‘ol
ba
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C. i)eielopment and Design of the Questionnaire h»

To obtain the appropriate data ""to,meet the‘purpose_ of the’study end 10 \enswer lhe
specific questions raised in the problem statement, the survey -quesﬁ‘é*nnajre was structured into
three main parts. i’en I was used to.collect biographical information o;mthe aea‘demic staff.
Part 11 provided data for describing the nature and characteristics of the staff development

program at.;N,:AlT. Part 111 consisted of items that were used 10 assess the effectiveness of .

the staff development program as perceived by the academic staff.

Development of the Questionnaire

" Initially, a total of 123 items were-developed based on the dimensions and variables

idemified with the two proposed models i Chapter 111, which- provided the conceptual

‘f rameworks for this study (Figure 3.1 on page 68; Figure 3.2 on page 71; and “Table 3.2 on page

73). The mmal draft of the questionmaire was given out ® colleagucs knowledgeable m
)

educational admmlslrauon for their commems regarding ambxguny redundancy and overlaps in

00

the items. The comments recelved and the subsequem discussions resulted in the preparauon of

the first worﬁmg draft of the questionnaire with 118 iteggs.
Coples of the first workmg draft were given to the supervxsor of this study at the

Umversnx of Alberta, the Dnrector of Reswch and Academic Developmem and the Manager |

- of Staff Trammg and Personnel Developmem both officers at NAIT, for thelr study and

v

comments A specxal session was later held wnh the two oﬁ{xcers at NAIT to discu thexr

comments and suggesuons

~

-

, As a result of the dlscussmns some changes were made 1o the questionnaire. Thus a
'sescond workm]g copy of the questlonnaxre 'was prepared consnstmg of 89 nems and tested later
‘m a pilot study mvolvmg l.en members of the academxc sxaff at NAIT Following the pllot
study. fd{ther changes were made to the quesuonnan'e Hence the. fmal copy of the survey g

quesucmnaxre comamed 90 nems as shown in- Appendxx Ad4.2. T

- -
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Design of the Questionnaire ':v _"“‘ : ' : ,
Usmg thc open system assessment model proposed in- Chapter 111 (hgure 3.2, page
71). seven assessment dnmcnsrons and amumber of md:cators were xdemif ied as shown in Table
3.2, page 73. The seven' dimensions vyere (I) needs rdenuf rcauon, (2) empldyee variables. (3)
'rnanageri-al practices_: ’ (4) organizalional eharacteristics-, (5) enrironmemal factors, (6)
activiries used, and (7) orltcomes of the staff developm_entfef forts. The rationale for the choice
of ”l’he 'd'rmensions\'and parameters are 'dgscussed below for the three parts of/t{e questionnaire.
Part 1 ;" Biographical »!nformation. The assessment model proposed in Chapter 111
o p
(Figure %.2) was used to identrify the fo_llowir‘rg relevant employee variables (1) age; (2) staff
posixion; ’(3) educational bacfrérd’nnd:' (4) pedagogical training; (5) work experience; and (6)
pardcipalion of staff in dereiopmenl activities (Table 3.2). Using these variables, Part I of the-
quesub_nnairbe was designed 10 achieve the following results: .‘ e

n

a. 1o categorize’ “the staff for’ companson on the basns of certain fac‘ors sach as age,
position, 1nstruct10nal dmsron departmem educauonal Jevel, and work expenence

b." to explore relauon bet,wecn sxaf f charactensucs and staff pamcrpauon in developmem

»acuvmes and i
. 8 . /: -

C. to help wnh the explanauons of srmllanues and drf ferences found in the srudy

r Part A Program Charactenstics Seiecuon of the vanables used to dcsmbe rhe‘staf f v
developmem program at NA‘IT wa\s gurded by (l)( the re\hew of empmcal studncs presented m"'

vChapter I1; (2) the revnew of theoreucal perspectwes of staf f developmem presemed m_.‘ ;

o Chapter III and (3) the two models proposed in Chapter I11. Part H of the quesuonnalre was“?_}

b' - structured (l) to prov1 data for describing ‘the general characterrsues of the smf f :
.‘d»v 2) to derermme the program dnemauon on selected vanablcs‘
Thus. usmg the proposed two perspecnve model f of. descnbmg staff developmcm (anure 3 1

- page’ 68)zgnd the vanables 1denuf 1ed m Table 3. 2 on ‘page 13 2} items were developed Tor- '-.‘
‘ obtamrng daﬁa to descnbe the followmg four aspects of the program (1) alms of the program; N

(2) pohcres and fundmg, (3) benefns and rewards and (4) strategm and acuvmes The 21

' ‘. “‘Ub \
£

*
ifﬁms were grouped ‘mto two sections.

VAT LE R
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Section A consisted' of 9 items ‘lhal described the policies and funding of the program.
The parameters used were (1) staff -dc;a"elopmem benefits, (2) staff obligations; (3) activities
permitvled; (4) cost sharing: (5) source of un‘ds; and (6) organigational reward system. Section
B consisted of 12 items which described the stritegies and activities used for implementation.
The parameters usedtve‘re‘h(l),‘pwds assessment; (2) goals of the program; (3). types of

activities: (42 homan resoorccs used; and (5) involvement of externaﬁ_ agencips'.v

For both sections of ‘this pért of the questionnaire, the respondéms indicated, on a

five-point scale Lheir percepu'ons of the extent to which the ilems aéplied to the staff

l

development progr\am at NAIT. The first poml on the scale was used to identify those

respondems who were uncertain of the extent thal the items described the program. The

x,

remammg f our pomts on the scale (never applles seldom applies, generally applies, and always

apphes) were used to determine the extent to which respondents perceived the items 10 describe
the program at NAIT. The "uncertain" responses were excluded from subsequent data analysis

* because they could not be depended upon for am accurate description of the prografﬁ

characteristics. Consequently, for analytical purposes, each item score in these two sections
was reduced by one uoit, resulting in a four-point scale. |

. The 21 items also provided fhe data for deterrpining the balance in the orientation of
theﬂ:prograrfn between meeting insu’tutionall reguirejmems and addressing indiviq‘\fhls"' personal
neeos The oriemation' of the program was described in terms, of three main {co?racteristics:
purpose managemem comrol and actwmes used. /~ : -

grt 1191 Pempngns of Program Effectlvgnesg One purpose of this study was also to

* assess’ tj;e effecuveﬁess of the staff development program at ‘NAIT as percexved by the

academic staff. "Hence, Part 111 of the survey‘questnonnalre was des:gned to obtain the relevant

© - data faf that purpose 'I'he selecuon of assessment dxmensxons and parameters was based on

the revnew of 'research in the following areas: (1) orgamzatlonal effectxveness (2) program

-i,rnplemem‘auon; (3) perspecnves of staff development; and (4) assessment of staff

development programs.

e,

-~
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JMsing the assessment model discussed in ’,Chapter 111, various dimensions and mndicators

were identified and organizéd as presented in Table 3.2, page 73. Frorn the dimensio.‘ns and

" indicators listed in the Table, 56 items were developed and structured into six sectiorns.

Section A had § items to asses€ the extent to which program def’ inition and objecrjvcs were clear

to the staff. Section B. also with 8 items, measured the extent to which input variables

(leadership, resources, incemi‘\‘r'es, f a‘vourablc .climale) were present in the implementation of
the program. The 10 items of section C were used to ascertain the types of activities and
approaches used to implement the program

Secuon D consisted of 14 items used for assessing staff pe'rcepuons of the outcomes of

the program. Sections E and F had 8 items each and they were used to identify rmplcmemauon

factors. While Secuon E sought 1o identify facrors that promoled the provmon and

implememau‘on of staff develo{pmem Section F identified possible factors that obstructed

rmplemcntauon For all items in this part of the questionnaire, the respondems indicated. on a

: f ive-point erert @ the degree to which they agreed an item represented a true stalemem or

reflection of the program at NAIT.

~D. Research Protedure and Administration of Questionnaire DR
¥ -

When the research topic was’i‘demif ied a discussion was held with the Manager of Staff

1

Trammg and Personnel Development at NAIT with regard to the potemral benefits of the sjudy

A and t)\le feasrbllrty of conducnng the study at 'NAIT. Followmg the- drscusern a five-page

. proposal that outlmed the purpose and rcsearch qpproach was., submmed to the of ficer after

clearing w\ﬂr the supervisor /of this study in the Departmem of Educatronal AdmmrSlrauon

The fi 1vp page roposal was later drscussed ata meetmg wrth the Drrecror of Research

and Academic Bcv opment and the Manager of Staf f Training, both off f icers at NAIT Whrle‘

the two offrcers mdrqated therr mmal mterest in the study they advrsed that an zfpproval o

carry out the study g},NAI?Was to be grven by the managemem of the Inslrtule_. .

4
.



»

Permission and Formal Apprgval

The management gave approval to the study in principle, though it was not in writing

inftially. Nevertheless, the initial approval gave the investigalor access (0 the lnsluute S
documents on staff development. Also the Director of Research and Academic Development at

NAIT was identified as the contact person for the study.

F@wing thﬁ initial contact made at NAIT, a formal application for permission was

submitted through the Department of Field Services of thé"Faculty of Education, University of

A

Alberta. Consequently, writiés ;J)errr;ission was given by the management of NAIT and the

study became an accepted project at both the University of Alberta and NAIT.

The Pilot Study

The draft questionnaire was tried' in a pilot Sl‘ud)’. Respondents in the pilot gtudy
consisted of six instructors. and four instructional supervisory staff from the target population.

but were not part of the sample for the actual study (Tuckman, 1972:196). To achieve a

- representative sample f or the pilot study and at the same time to ensure a high return rate in

the pilot study, the selection of the individuals 1o participate was done in consultation with the
14

]

Director at NAIT.

+ The 'respondems in the pilot st’udy were re&uested to res\p,ond to all items as ’they
ﬁn’fhcr;tood them. In z;ddi}ion, thcy were ‘lhvitcd to submit éommems gnd'suggésiion's for
improving the qniéstionnaire, on a specially designed form as shown in Appendix A .4.3. Nine of
~ the 10- questionnaires distributed in the pilot'stﬁgly were .corflpleted and returned with detailed-

and useful comments. .
R --“\\ . . . - -
N . A Ul o ) - ke

S N

Use of the Pilot Study L Vo

The purposq of the pilot study included (1) to determine the clamy of the items, (2) to *

l

determine the distrit "on~ of responses to the items in order to examine the dlscnmmable
. T oo T ! . e ' L.

probability of ihe'i s, (3) .to assess the comprehensiveness of the questiomiaire, and (4) to

o

.,
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respondents did not check the same number on the rating scale. Fourth, changes were madc 10

" 84

determine whether lh‘c items were meaningful in relation to the language of 1!\1@ organization
‘(Tuckman, 1972:199:; Lawler et al., 1980‘:332)A Cor;scquenll)'. a number of changes were made
to the questionnaire following the pilot study. First. one item thal requested information about
the control of bpdgel for staff development was deleted because only onc of the ninc.
respondents answered the question. While three others did not respond to the item, another
five stated they did not know. In this case, it was obvious that the sléff were not awarce of. the
budget control. This conclusion was confirmed in an interview with the Director of Rescarch
and Academic Development at NAIT. y

Second, more items, one on student evaluation of .instructors. the other on the "June
in-ser\}ice” at NAIT, were added as a result of suggestions made by respondents. Thus, the
total number of items used in the actual ;urve)' was 90 instead of the 89 items used in the pilot

study. Third, the responses o each item were carefully examined lo ensure that all the

a

14

the wordirig of some of the itéms that were commented upon by the respondents.

ahdlty of the questionnaire. The individual items on the quesﬁonnaire were designed
1o assess specxfac facts or opxmons of the academic staff. -Therefore, it was not possnble 10
determine the construct validity since dxf ferent sections of the instruments ‘addressed different
issues (Sax 1968:169). Similarly, szausueal analysis could not be tsed to estabhsh content
validity because it was not possible to establish criteria for content analysis and companson
Nevertheless, other approaches were used to ensure that the content of the msuumem was valid

for t.he study. These approaches included the use of interviews, the exammauon of documents. .

a

and the pilot study using respondents selected from the populauon but not mcluded in the

. G
PR w

actual sample used for the study (Tuckman, 1972: 199) .

" According to Morris . and Fxtz Glbbon (1978:31) the four concems of instrument
. / .
validity for measuring program implem'ematién are aceuracy, relevance, representativeness, and

completeness. For-this study, the cbn(_:ems of accurac_y and relevance were addressed by the

many inputs that were patt of the development of the questionnaire. These were (1) discussion
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’ L ' "
with NAIT personnel, (2) examinaﬁon of relcvam‘ocumeets’_ and (3) incorporation of
comments and suggestions received in the pilot stud_y. The concerns for representativeness and
completeness were also addressed by the use of : the stratified samples for both the pilot study

-

and the main study, as well as by the many items (90 items) used in the questipnnaire. In
.addition. individual items were examined mainly for clarity because Tuck?nan (1972:199)
argues that "item aﬁalyscs are eol as critical for the refiAnemem of questionnaires as they are
for the refinement of lests .. . (and that) ‘quesfionnaire itemns are usually reviewed for
clari_gy and distribution of responses without necessarily running an item analysis.”

Reliability. Tin;e constraints ( the’lns_titule could not commit more time and instructors
1o the study because they had 1o prepare for the end of the academic year evaluation) could not
permit the administration of the instrument twice. As a result, "test-tetest” and -"alternate

’ >

form™ methods for deteffhining reliability were not possible (Sax.1968:158). The method of
"split-half " reliability could not be used either bec_ause individual items measured different
aspects of the sleff developrﬁem program. Commenting on sucim problems in connection with

instrument reliability, Morris and Fitz-Gibbon (1978:138) argue that it is dif! ficult to determine

the reliability of implementation measures because of the problem of situational instability. in

this respect, Lawler et al. (1980:322) observe that "relfability is a necessary, but not sufficient,

condition for a measure (of organizational assessment) to be useful and valid.”

Administration of the Ju nonna re

The names of the mdmdual members of the academxc gtaff at NAIT randomly
selected to participate in ’tlﬁstﬁcjy.were wriuen on remo_vable s'élf-—sti"ck pac}s. The pads were
attached lo‘ copies of the questionnaire -‘a_-nd then packed in eneelopes according to departments.
Tﬁe envelppes belonging to the same inetruc.lional 'divisioﬂs were enclosed in one larger
envelope. | |

The larger packages for the three dmlsxons were dehvered to the Director of Research

and Academlc Developmem who distributed them to t.he Deans of the divisions at a NAIT

-

ot

.
.



Executive Council mcetiné,. The Deans passed on the packages 1o the respective dcparm%cm
chairmen as indicated on the envelopes. The department chaumen ‘finall_v distributed the
qucslionn&i;eA 1o the individuals identified by names and programs on the rémovable stickers
attached to the questionnaire.

A covering letter, attached to each copy of the questionnairc (Appendix A 41 and
A 4.2). outlined the purpose of the study and the benefits to the Institute. The letter also
directed that the completed questionnaire must be returned to the department chairmen who
"would forward them to the Director of Research and Academic Development. Thus all
complcted questionnaires were channelled through the Director to lhe 1nvcsugalor

The procedure adopted to administer the questionnaire proVed to be effecuvc in two
ways First, the return rate of the completed qucsnonnalrc turned ou{ 10 be Teasonably high
(73 percent), perhaps because the staff secmcd to have assocxalcd lhc usefulness of the study

»

with the involvement of management in the dlsmbuuon of lhe questionnaire. Second. the

..

procedure assured that copies of the questionnaire were dehvered to the actual mdlvxduals
included in the selected sampfe. lnifa this respect, true represenmmqness of the sample, as

e

randomly selected from the Institute’'s Calendar, was maintained. This condition of
maintaining true representativeness, was important because of the stratified sample design used

for the study.

. s
- E. Treatment of the Data™
/
The pf‘tl;rpose of this étudy was o provide a profile of the perceptions of the academic

staff at NAIT regarding the characteristics and effectiveness of their staff developmem'
program. Hence, the data were orgamzed 10 addrcss the f oHowmg (1) to provide data for
comparmg staff. characterlstxcs among the various sections of the lnsmute (2) to describe the
program as perceived by the various staff grqups. in Lerms of t!‘w 1denu'f ied variables; and (3)

to determine the effectiveness as perceived by the various staff groups.

\



Staff Characteristics

Part I of the questionnaire was used to coliect data on staff characteristic$ including
their position in the organization, instructional ~oivision_ department, age, educational level,
formal teacher educauon <completed, teachmg experience, work experience, and current

participation _in dev?lopment at’uvmes The analysis for this part of the data involved mostly

%

descriptive statistics of frequencies and percemagcs The characteristics of the staf f were also

compared agross divisiols  u positions.

. Program Charagtenstlcs

~ .. ) The data used for the descrlptlﬂft of the staff development program at NAIT were

(A
AN

those obtained with Paris I and ,ll of the survey questionnaire; from the interviews with the
: 4 - -
e NAIT ofﬁcers and from. the exammauon of documents. Section A of Part 11 of lhc

‘questtonnalre was lsed 10 descrrbe thé poltcres f undmg and rewards system of the program.

»

Sectron B was used to descrtbe the strategres and activities for 1mplementauon The data

analysis was__‘carrieq out to determine: ., -

] R . N
» N v‘ N ) . -

1. the awareness of staff .rega@jngthe items used 10 describe the program;

.,'

2. towhat eitem the rterns used in. the qﬁestlonnatre described the program; and

- -

3. the onentauon of the program On “the wo perspecuves mstttutronal and mdmdual
v competence '

o

The responses to the 21 1tems of Part 11 were

- ,F ) ! ] ‘vx "‘ N
Lo f irst classif 1ed into wo categorres (1) uncertam that an 1te§n descrrbed the program and (2)
® q, \ R s )

responses that ;ated the items on any of the remammg f ohr responses of the scale For each

Py

q,v ® .
1tem,t tpe number and percentage of fespondents rating the xtem Were reported f or, thé total

L. ) . N .

r_f"gg am ,gharacteristics. The characteristics of,.-the‘ prOgram"wére describeq in terms

a

5 . 4» . - - ) X - . 0ﬂ
o R * ' . "r)

. L3 ; s . . c
. o .o B .
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7 : :
7/ "uncertain” responses were excluded from the calculations of the mean scores for these items.

This approach was adopied in the analysis because it was assumed lgal those who selected the

item "uncertain” response were not sufficiently acquainted with that aspect of the program o

»

rate its applicability to the NAIT program. It was felt the "uncertain” responses could not be

depended upon as an accurate description of the program.

Hence, to determine the extent to .which' the items~were pe“rceived 10 dcscr"{be the
program, the scale values in Part Il were recorded on the basis of >1he following numecrical
’values: 1 = never applies; 2 = seldom anplies;» 3 = generally applies; and 4 = always
applies. The mean scores, co‘rnp.}ued by excluding the .".uncerlain' resppnscs.*were called

"Mean Awareness Scores (MAS)" and were used as indicators to describe the various aspects of
the program. . . . ‘ )

il

An item with an MAS value of 2.50 and -above (on a four~poin'g scale) was gencral.l-y
considered 10 apply to the sta’ff develqpn1en1 progfam at NAIT. An item with an MAS valuc‘ ,
below 2.50 wasl rai’ely.EOnsidered o apply le NAIT. The 1-test anal)g,gis was used in
detem;nir{g signif icam‘ differences in the MAS between the instructdrs and supernisors; analysis
of variance was use‘d in’ deter[nining’signif ieant differences in the MAS among the divisions. -

} Program orientation ' lTo de(ermine the balance inb the orientation of the program.

between meetmg mslnuuonal Tequlrements and addressing individuals' personal needs, the

Va

responses of xhose who rated these 21 items (that is, excludmg Lhe "uncertain” reSponses) were.

Bl

faclor analyzed. The factor analysis resulted in five factors whxch were used to describe the |

T

' prOgram onentauo}\ (pa.ses 121 and 123) "The ﬁve facjors were (1) institution- focused (2)

voluntary pamdlpauon (3) personal development; (4) resource control and (5) tradluonal
> .

pracnces The onentauon of the program on a factor was assessed by the MAS value of the

>

items in the. f actor



Program Effectiveness

The items in Part 111 of the survey questionnaire were used 10 coliecl data for assessing
the effectiveness of the staff development program at NAIT‘as perceived by the academic staff.
The program effectiveness was considered with respect 1o the following areas: approaches 10
staff development; outcomes of “the program; factors affecting provision; and relationships
between program effectiveness and input variabies.

Anproac‘hes to staff development. Sections A. B. and C of Part ]I of the

instrument, altogether 26 items, provided the data for assessing effectiveness of .the approaches
1o staff development at NAIT. The response categories on the five-point L‘ike‘n scale were
assigned the following numerical values: 1 = comple{ély disagree; 2 = mostly Aisagree; 3
= pérll_\" agree; 4 = moslly. agree; and S5 = completely égice. Mean scores were calculated
for lhé individual items. A mean numerical value of 3.50 or greater was considered to indicate
that the respondents mostly agreed that such an approach was eff ecliv‘e: A mean value beiween
2.50 and 3.50 indicated a partial agreement on the eff ectivenes‘s ;)f the approach, aﬁd a mean
_value below 2.50 indicated disagreement on the effeclivencss of the approaches. The staff
development approaches were assessed on six dimensions: (1) clarity of objectives; (2) needs
. assessment; (3) managenal pracuees (4) organizational chmate (5) relevam and useful

P

activities; and (6) achieving the objectives. .
Program outcomes. | The 14 items of section D of the questionnaire were used 1o’
" examine staff perceptions regarding some of the outcomes of the program. Based on lhe
five-point sc'ale gsed in the questionnaire, a mean value of 3.50 and above was cqngxdered to
iridicalev that the fespondems mostly agreed the program had influenced the identified
outéomés. A mean value between 2.50 and 3.50 indicated that the program partly influenced
the identified outcomes, and a mean value below 2.50 indicateq disagreement that the program ' -
had inﬂuen.ced outcorﬂcs.

Fag;og_g aﬁ"ggtingv implementation.  Sections E and F, respectively, identified factors

perceived to promote and impede the provision and implementation of the program. Using a
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five-point scale, a mean value of 3.50 and above in both secrions indicated that the respondents
perceived the factor to have high effect on the implementation of staff development at NAIT.
A mean value between 2.50 and 3.50 indicated a moderate while mean below 2.30 indicated that
the factor had little effect.

A

Relationships among the studv variables. To assess the strength and usefulness of the
assessment model used in selecting variables for the study. the relatiorrships amorrg lhe‘pmgram
outcomes and the input variables were examined. The variables included in the examidalion of
relau’ons‘hips were as follows: (1) the six dimensions used in assessing approaches; and (2) the
fourteen measures of outcomes identified in Part 111, seclion D of the questionnaire. Because
the data for these variables were measured on interval scales and the purpose was merely 10
explore possible linear relaLionships between sclected pairs of varisbles. the Pearson
preduct -moment correlations were used for the analysis. The corrciation coefficients provided

Asure of the linear relationships between pairs of variabics. |
In addition, a multiple regression analysis was performed. using a forward -seleclion_
stepWise rechnique, in order to predict the rrrajor sources of variance&é that affected the
‘outcomes Thrs technique allowed the independent variables (the six- approaches) to- be
mtroduced into the computation sequentially depending upon their eXplanatory power (Nic et
19759) )
Companson of subgrouns A t-test analysis was carried outl to determirrc significant - '

"differences between the responses of the instructors and the supervisors. A one- way analysis of

‘variance was used to test for signifi icant dif| f erences among the three instructional divisions,

The Open Ended Questions ‘ . )
" In addition to the forced-choice items used in the questionnaire, the respondems were
allowed to stale three comments that they consrdered to be rmponam regarding the staff

-developmem program at NAIT These comments were coded to generate a number of items

ref erring to ‘various aspects of the program. The items generated were catcgorrz,ed into the six

,



9

9]

dime.asions used in assessing approaches 1o the program. Thus, b‘y using f rcquen/?y counts Qf

the responses, staff comments from the open-ended questions provided additional information
!

for assessing program effectiveness.
Summary ’ N

This Chapter QCscribcd the population and selection of the sample. Tl{e sources of the
data were identified. The chapter also presented the design and development of ;he survey
questionnaire, including comments regarding the valfdity and feliaxbilily of | the instrument. The

S

final section of the Chapter outlined the procedures followed to administer the questionnaire

and the various data analyses.



;

~ Chapter V

DESCRIPTION OF THE STAFF DEVELOPMENT PROGRAM, AT NAIT

Th,g purposes of this study were to describe the slag“ { _dévclobmcn‘l program at NAIT -

and to assess the staff perceptions of the program effectiveness. This chapter déals with the
f irst purpose. The first section presents the dcmographic variabl&é of the respondents in

relation to f acully participation in development activities. The second descnbcs the program as

>

perceived by the staff. In the third section, the orientation of the program is examincd with

2

the two-dimensional model presented in Chapter 111.

A. Demographic Variables . o ‘

To address the research question as to how the characteristics of the instructional staff
affect the staff developmem program at NAIT, certain demographie variablcs of. the

‘ respondents were examined. | The factors considered in this part of the data’ analys1s were (1)

composition pf the respondem group; (2) characterxsucs of the respondems: and (3)

participation in continuing

Composition of the Res

otal responses. The responses to the‘questionnaire by the total samplc, departments,

staff posmons and divisions are presemcd in Table 5.1. The-table shows thal 110 of lhe 150.

quesnonnaxr&s were ¢ mpleted and returned. ThlS represemed a return rate of" 73 percem

De_@rtmentg responses. Table 5.1 shows that’ ‘the rate of return of the questionnaire

/{

was over 50 percent for thirteen of the 15 ﬂepaﬂ?nems of the Institute. The two de‘panmcmsr

with ratés 6f 'retum below 50 percent were Héaltﬁ Sciences (44 percent) and Civil and

Archxtectural Engineering (42 percent). In general the rates of return of the qucsuonnanrea

Y.

. were.highest among the departmems of the Industnal d:vlsxon o , o

;e
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Representation by p@itions‘. The data presented in Table 5.1 show that while 86
‘ L
percent of the instructional supervisors responded (o the questionnaire, only 68 percent‘“ of the

instructors completed the questionnaire. A further examination of the percentage distribution

-

of responses showed that while the proportion of supervisors was fairly evenly distributed

among the three divisions (between 80 and 94 percent), that was not the case for the instructors

L

( between 49"and 100 percent) That is. all the instructors (100 percent) of thc Industrial
division responded to the questionnaire, but only 53 percent :esponded ffom the kngmecrmg
Technology drvrsron and 49 percent responded from the Business and Applied Arts d’rvrsnon

Dmsronal résponses. Table 5.2 presents the drstnbutron of the respOndents for the -
three principal mstructronal divisions at NAIT. Thrs tabie shows that the respondcnts tonsrsud

’

of 26 peicent from the Business and Applied division, 44 percent from the Industrial division
- and 30 percent from the Engineering Technology division.
Table 5.2

Distribution of Respondents According 10
Divisions and Staff Positions

-

Instructors. T Supervisors Total
'?F.y;:k
Difsion 1 "N % N % N %

" Bus & Ap Arts 17- 236 12 316 - 29 264 s
Industrial « 37 s14 . 1l 289 4. 36, 5
Te@hnology 18 25.0 15 9% 33 300

Total 7 1000 - 3% 100 10 1000
®
Y |
Discussion on the Respondent Group S T N

For the purpose of companng the interest and percepnons g‘ the drf ferent groups of

_ instructional staff at NAIT, a stratif 1ed sample was L\SOd The‘.composxtlon of the sampk: as
presented in Tables 5.1 and 5.2, indicates that all the sUbgroups were reprcsented In this case,
1t s _possible: to generalwe some of the findings of the study to the populanon of the

mstructronal staff at NAIT For example the rauo of responses between ‘the supervrsory
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subgroup (38 resfondcms) and the instructor;' subgroup (72 respondents) is close to the
original sample ratio of one to two; s0 that comparison between the two groups can be made.
The data also showed that there were nine females in the sample rcpfcsenting 8 percent.
Although the sex variable was not controlled in this study, the result does no_t"dif fer too greatly
from the population figure of 14 percent female in the tbtal academic staff at NAIT (NAIT, A
Profile; 1984:6).

Rate of return by total sample. ‘The rate of return of the quéstionnaire by the total

sample (more than. 73 percent) indicates that the concern shown -.by‘ facu'lty for staff
development is encouraging. Ho“{cver, the rate of return does not necéssarily reflect the
interest of the total siaff. /:n indepth study of the data revealed that the rate of return was hol
the same across different groups. In this case, the return ’rate cannot be explained only be staff
interest. The other explanalgn,)h can be attributed to greater staff awareness because of the
~

lnﬁxilule"s induction program ’(Lt]e August in-service program) which is an émployment
requirement for all newly recruited instructors. -

Variations in the subgroups.  The return of the questionnaire by each of {he three
pri'glcipal divisiéns wh§ 5»8 percent or more (Table 5.1), however, there were some Lg}ponam
Avarifations in the responses that seem to have implications for the groups' inletééi and the
planning of staff development at NAIT. The return rate of the Industrial ‘division was

substantially higher (96 perceﬁt) as compared to the other .two‘divisions -~ the Business and
. , B €

'Applied Arts division (58 percent) and the Engineering Technology division (66 percent) Two

\ . ° N

cx-planations may, be proposed. S S

First, the way‘;the,diff erent divisions handled the questionnaire could be a factor. In
the -case of the Industrial divisionv.v the -completed questibnr;aires were co_llecgied at the
departmén;;l levei.. whereas for the other twd divisions, individuals retuﬁed completéd
@estionnairés directly to the office of the Direcibr of Research and Academic Devélqpmém at ..

NAIT.__lThus. the expectations set by the'Industrial division seem to have been higher than in

the remaining two divisions.
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Second, the variations in the return rates tend 10 support‘ the findings reported in other
studies and, ;vhich seemn (o be confirmed by this Sludy,.lhat the interest and participation in
staff development at technical ingtilutes are not the same across subject areas. For exampie.
Chestey (1983:62A) concluded f‘rom‘his st.hdy that "the community cé\{lcge faculty is not a

psychologically homogenous group . . . an(i that this is an imporiant factor that should

benefit those responsible for faculty development when designing programs.” l—‘ordhag;_»énd
: - : . i

e

Ainley (1980:60) also found that interest and participation inldevelopmem acnvil.ics was rather
low for staff in the fields of business studies and general studies, ln. ‘this study, Au‘xe
departments that showéd the least interest in respoeding lo the questionnaire included the
Business Administration, Health Sfry}ces_ Academic Studies. and ‘Civil and Architecture (Table

5.1).

-
¢

Characteristics of the Instructional Staff ' V "

The characxcrislics of sti?f ’-“‘f':onsidered for examination in this study were age.

educauonal quallf Jcauons and work expencnce

jes. According to Table 5.3 the mstrucuonal staff in the sample fell into
“ three age categories. Thirty-five of them, or 33 percem, we}e in the 30 to 40 years category,

. , 9 ; ) . ..
46, or 43 percent, in the 41 to 50 years category; and the remaining 26, or 24 percent, werc over

50 years of age.

. » | . Table 5.3 R
Distribution of Age Categories of the Respondems
‘ Accordmg to Staff Positions

Instructors ' Supervisors Total
Age Category N % N % N %
30 - 40 years B VR 8 229 35 2.8
4] - 50 . 3] 43.1 15 429 46 ' 43.0
Over 50 . 14 19.4 12 344 26 24.2
. ‘ — ‘
Total 72 100.0 - 35 100.0 107 100.0
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Educational qualifications. Presented in Table 5.4 are the educational qualifications
reported by the respondents. The Table shows that 45 instructional staff. or 42 percent @f 4he
108 respondents who reporied their educational qualifications, held the journeyman certificates
in the various trades. The qualifications of the remaining 58 percent were distributed as‘
follows: 9 percent college diplomas; 32 percent bachelor degrees; 2 percent graduate diplomas;
and 16 percent graduate degrees. The graduate degrees were maifly master’s degrees in a
variety of fields of studies with o;rte doctorate degree.

Table 5.4 also shows that the distributjon -of educational qualifications within the
,super.v‘isory and instructor’éﬁfa subgroups differed. Wh'ereas 53 percent of the instructors reported
having journcyman certificates as their highest qualifications. lcsS than 20 percent of thcl
supervisors had these as their highest qualifications. According to Tables B'.S.l and B_5;8 in the
Appendix, the staff of both the Business and Appllied Arts and the Engineering Technology

-_

divisions had much higher qualifications than did the staff of the Industrial division.

Table 5.4, .
Distribution of Educational Qualifications
According to Staff Positions

Instructors Supervisors Total

Qualification - N % N % « N %
% ourneyman 38 52.8 7 19.4 45 4.7
College Diploma g8 - 111 2 5:6 10 93

. Bachelor Degree 17 23.6 17 47.2 34 315
Graduate Diploma -1 14 -1 2.8 2 1.9
Graduate Degree ' 8 11.1 9 25.0 17 15.7
Total 27 100.0 36 1000 108 100.0

" Teacher _education cbmn'leted. The type of teacher education cOmpleted by the
respondents is presented in Table 5.5. Of the 102 who responded to the item, 77 percent had
only completed the NAIT in-service program and another 13 percent had the Bachelor. of

Education degree. Whereas. only two percent reported having graduate diplomas in education
. . - ]

»
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studies. five percent reported the Master of Education degree. Another four percent indicated

they had other teachers’ certificates, but they did not specify.

J

Table 5.5
Teaghcr Educaiion Compieted by the Respondents
. According 1o Staf? Positions

Teacher . Instructors Supervisors ) Total

Education ' — SR

Program N % N % N %

NAIT In-Service - * 55 80.9 23 67.6 78 76.5

B. Ed. 9 13.2 4 11.8 13 12.7

Grad Dip 1 1.5 1 3.0 2 2.0

M. Ed. 2 2.9 34 8.8 5 49

Other (Cert) 1 1.5 3 8.8 4 39
Tal 68 100.0 34 100.0 102 100.0

Length of service at NAIT. Table 5.6 presents the length of service at NAIT reported

by the respondents. While 19 percent indicated 3 to 5 years service, 28 percent had between 6 10
10 years service at NAIT. It was found that more than 52 percent of the total respondents had
10 years or longer service at NAIT. The Tablé als6 shows that 89 percent of the qucrviso.rs
had worked at NAIT for ten years or moﬁ:. In comparison, only 33 percent of the instructors
had a similar Iengthﬁ of service.

>

{
Tahle 5.6
Length of Service at NAIT According to Staff Positions
Instructors Supervisors Total
Years of —
Service at NAIT N % N % N %
3 - 5 years 19 26.4 2 5.4 21 19.3
6-10 : 29 40.3 2 . 54 3] 28.4
Over 10 \' ;24 . 333 33 89.2 57 52.3

Total 7 100 3 1000 109 1000,
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Relevant work experience. Only four percent ‘of the respondents (Table 5.7) reported
that they had not worked in a job related to the courses they were teaching. The following
'duralions of related experiences were indicated by others: 4 percent had less than one year: 2
percent had one 10 two years; 1‘7 percent had‘3 to 5 years; and as much as 74 percent had ov)cr 5
years work -related experience prior Lo cmployrr;em at NAIT. | ,

Whereas 81 percent of the instructors reported more than 5 years work -related
experience. 62 percent of the Supcrvisofs reported similar experience. Table B.5.7 in the’
Appendix shows that 94 percent of the staff of the Industrial division reported over 5 years
work - related experience. In comparison, 68 percent and 52 percent of the Business and‘Applied
Arts division and the Engineering Technology divi;ion respectively reported over 5 years
work -related experience. The results of the analysis of variance (Table B.5.12 in the

Appendix) shows that the work-related experience of the Industrial division was significant}y

higher than that of the other two divisions.

Table 5.7
Length of Related Work Experience According to Staff Positions
Instructors Supervisors Total

Length of Work
Experience N % N % N %
Nil 2 2.8 2 5.4 4 3.7
Under one year 3 4.2 1 2.7 4 3.7
1 - 2'years 1 14 i 2.7 2 1.8
3-5 8 11.0 10 27.0 18 16.5
Over § 58- 80.6 23 62.2 . 81 74.3

Total n 100.0 37 100.0 109 100.0

Discussion of. Staff Qarg’ cteristics

| Qua!i_‘figgtion%. Thg: qualifications and experiences reported by the respondénts tend to
“confirm the Institute's prix'fcjpl-e of using one's knoWlédge in subject matter and previous
experience as crijeria for thé employmént of instructional staff. The Tesults also suggest that

gle August in-service at NAIT ~§vés‘ the main pedagogical training relied on by most
@ ‘ 3
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instructional staff. This was true for all three divisions (Table B.5.2 in the Appcndix). Twod
speculations are possible here. First. the rewards and benefits of stafl development efforts may
not be clear to the staff. Second. those who seck furthcr educational qualifications. seem 1o do
that in order to acquire university degrees which they associate with higher salary at NAIT

The latter r:ay account for the high involvement in formal continuing educational programs by
the instructors as a group and also by the staff of the Industrial division (Tables 5.8 on page
101 and B.5. 3 in the Appendix).

Length of service. In this study. the average age of the rcspondcm.s was found to be
between 41 and 45 years. 1t was also found that below 20 percent of the respondents had less
than five years length of service at NAIT (’Table 5.6). ‘In fact. more than 50 percent of the
respondents reported ten years or more service at NAYT. These two findings, which are related
to age and long service al NAIT. suggest two areas for reassessment of staff development
needs.. One is that most of the staff appear to have completed their formal training some ycars
ago, suggesting the need to upgrade their knowledge in their special fields. The o’lhcr concerns
‘ the rapid technological changes. Hence, as suggested by Fordham and Ainley (1980:18), it is
necessary to design development programs that assist staff in maintaining an ongoing
knowledge of chyr technologies, The suggestion implies a program that will encourage staff 10
go periodically to industries to become acquainted with Charxges in techriology.

Participation in Continuing Fducation v

Enrolmont i:1 gontinuing educatio_q.’,]' able 5.8 sl’i0ws that as many as 76 respondents or
70 percent reported they were not involved in any.formal continuing educauon programs o
the remaining 30 percent entolled in formal ¢ )n’lmumg education, 6 percent were cnrollcd in
~college programs 18 percent in bachelor's degree programs and 6 pcrcent in graduate programs

)
at the university. Eighteen of the 20 bachelor's degree programs and all of the graduate

-

programs, reported by the respondents, ‘were in Faculnes of Education. ' -
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Educational leave. Table 5.9 presents the leave of absence granied to the respondents

for educational p{rposes Seventy<Tour or 68 percent of the 109 respdndents réporlcd they had

not been gramed cﬂhcauonal leave smce they were fxrsl employed by NAIT. The durations of

) lpavc of abscnoe reported bx the Temaining: 35 or 32 percem varied from a few weeks 10 as. long '

)

.as 1welve momhs Less than 6 percent of thé to&al respondéms reported more than IMonths

lcave f or cducauonal purposes As many as 82 percent of Lhe mslructors reporled that they had
: o »
[

xpt been gramed educauonal lcave In comparison, the percentage of supervxsors that repbrtcd

lhey had not been gramed edutauonal leave was only fifty. <
~ Table 5.8
Enrolment in Formal Centinuing Education by the.
Respondents According to Staff Positions
Confiritélﬂ Y . lhstructo_rs Supervisors v’ . Total
Education L st - . .
Program ‘ o N % N % Vi %
None T 66.7 8 15. 76 69.7
College program M 4 56 2 54 6 5.5
Bachelor's program 16 222 ¢ 4 10.8 20 ° 183
Graduate program ‘ 4 5.6 , 3 8.1 7 6.4
Total ‘ 72 1000 .“-’ 37 lOO._O 109 1000
N()T E : Twenty- five of the 27~degreeuprogr§'ns are in education studies.
- * Table 5.9 '
Leave of Absence Granted to the Respondents for Educauonal
- Purposes According to Staff Positions -
,.. s _ o Instructors : _’ Supervxsors “Towl
Durauéh of beave L N % N % N %.
@N" ¢ . - 9 8Ly 15- 503 4 67.9
‘Under 'one month 1 - 14 1T 27 -2 1.8
L,, $months -2 - 28 5 135 ‘ 7 - 6.4
.. 6-12months -9 12.5 11, 299 20 18.3
“?" Over 12 months . 1 14 5 13.5 6 - 55
CTewl (M 1000  -37 71000 109 . 1000

9

-
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lnddstrial experience leave. The data in Table 5.10 show that a total of 85 instructional

— .

staff or 78 percent of the respondents reported they had never been granted leave of -absence
for industrial experience or activities. Durations of industsial leave rcporledme remaining

24 -respondents ranged from one month to more than twelve months. Below 3 1 of the

respondents reported over 12 months industrial leave. The data show that"82 percent

instructors indicated they had not participated in this type of*development actifitics? For the

supervisors, 70 percent had not participated in these activities. but they feported longer

durations {6 months or moré) than did the instruclprs.

Table 5.10
Leave of Absence Granted to the Respondents for Industrial
Purposes According to Staff Positions F

2

Instructors Supervisofs Total

Duration of Leave - N % * N % N %
Nil 59 82.0 26 70.3 85 8.0
Under one month 3 42 3 8.1 6 - 5.5
1 - 5 months 6 83 3 8.1 9 8.2
6 - 12 months <3 4.2 3 8.1 6 5.5
Over 12 months Lo 1.3 2 5.4 3 2:8

Total ». T2 1000 371000 109 1000

stcussnon of Parthlpatgon in Continuing Education

About 30 percent of all the respondents reported [hal they were mvolved in formal
continuing educauon “This level of faculty participation in deVEIOpmem acuvmes appears
encouragmg for the Institute as a whole. However, a f urther analysis of the data showed that
as many as 21 of the 33 staff (64 percem) involved in the formal conunumg educauon were
from thc Indusmal dmston (Table B.5.3 in the Appendix). The remammg twelve respondents
were dxsmbuted between the other two divisions as follows five from the Businsess and
Applled Arts dmsnon and seven f rom the Engmeering T echnology dw:sxon

- 0
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It is important to note that more staff of the Industrial division, which offers
programs in the 1radi1ional trades such as automotive, building. construction, power
lransmission and ‘machine shop work. were more involved in continuing education. The
technology in these traditional lrad‘es tends to be relatively stable and generally slow to change.
In contrast, relatively fewer staff of the other two divisions participated in continuing
education, even though these divisions offer programs in such fields as electronics, computer

sciences and medical sciences where, according to Fordham and Ainley *'(1980:18). the effects

_of technology changes are greatest. In this respect, the higher level of participation found

among the staff of the Industrial division tends 1o corroborate other research evidence that
faculry members most involved in development activities tend to be those who want 10 improve

themselves rather than those who generally require regular upgrading in their fields (Konrad,

1983:22).

However. further study of the data suggests lhz;l differences in the level offducalional
qualifications also tend to affeclt faculty participation. in developme_m .lactivities. The data
revealed that the level of educational qualif icerions of the staff reﬂec{gd’rhe courses offered by
lhe divisions. The staff in the divisions that off cred trade courses tended to have Joumeyman 2
Jcertifi icates as therr hnghest qualifications, whrle those of the divisions that offered lechnologrcal

courses "-tended to have. university degrees. Therefore, the currem level of educational

quahﬁcauons of the staff of the Industrial division may explam ‘their hlgher involvement in

» umversuy upgrading. - As reponed in Table 5 8 on page 101, 22 of the 27 staf f mvolved in

university degree programs were enrolled in Faculties of Education. It was also f ound that 15

of the 20 staff pursuing the bachelor s degree programs were in Faculties of .Educauon. In

/!

hat the participation of the staff.in continuing

education was more of a desire to fmeet individual personal needs than to- improve the

organization. as a whole. In this case )it was tye deside to obtain university degrees which. were

efits, rather thah with techmqlogical updating which would

t
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B. Characteristics of the Staff Development Program,

In this section. the aim is to answer the research question: what arc the’ main

characteristics of the staff development program at NAIT?  To answer the main question.
J

data are presented to address the following specific questions: (1) which categories of the
instructional staff show awareness of the various aspects of the program: (?) what aims arc
emphasized in the program; (3) which policies and funding strategies arc used to promote the

program; (4) what benefits and rewards are provided for stafl participation: and & which
. A ’
approaches and activities are uscd to implement the pro;ram'.’ The data used to answer the
above questions were derived from the responses to the 21 items of Part Il of the
. questionnaire.

Staff Showing Awareness of Program Characteristics

As previously indicated in the methodology in Chapter 4 on page 87. the responscs o
the 21 itemns on this part of the quesuonnalre were dlchowmlzed into two calegones (1) the
} uncertain” respo{ses {considered as unawarencss) and (2) the responses on the remaining

four points of the scales (consrdered as mdrcatmg awareness). Two reasons prompted this

approach. First, the uncertain or unawareness responses were excluded f rom the calculation of .

mean sCores used to describe the program in order to improve the accuracy of the dcscrnpuon

: Second the dichotomy provided information for comparing groups. I.hal showed awareness of
| “various aspects of the program \

Comparlsons of the groups' awarcrress are presented in Tables B.5.14 and B.5.15 in the

Appendix From Table B. 5"14 'Lhe chi-square analysis shows a significanedifference bclwccn

the supervrsors and the instructors regarding pohcy and funding issues such as allocalxon of

~

funds and cost sharmg Olher aspects of lhe program where the supervnsors showed more

awareness than the instructors were related to (1) the role and involvement of the mstrucuonql

departments; and (2) the use of the expertise of the individual staff members.
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Among the three ins;rucUonal divisions, no significant differences were found regarding
the level of awareness of program characteristics with the exception of policy issues. This
exception related to the policy that placed the obligation of professional development on
individual staff members. According to the dai,a., staff of the Industrial division showed more
awareness in this area than the staff of the other two divisions, and this can be explained in
terms of the differences in the groups’ cducalional"qualificalidns. Because the staff of lile
Industrial division had a comparatively lower level of academic education, they believed it was
lhcir responsibility 10 improve themselves. . |

It may be coﬁcludcd from the above observations that two factors that tended to affect
faculty awareness and imcfesl‘ in staff develppment were one's position in the organization and
‘onc's educational quaiiﬁcalions. " Staff in supervisory positions and those with lower
educational qualifications tended 10 Show more awareness and interest than those with higher
qualification; or lower positions in the organizational structure. The reasons for the interest

shown by the supervisory staff may relate to organizational performance and those of the

individuals with lower qualifications may relate to both social and economic factors.

Description of Specific Aspects of the Program
Based on the argument that the "uncertain” responses could not be¢ depended on for
accurate description of the program, they were excluded from the calculations of the mean

scores which were used to describe the various aspects of the program.

Mean of awareness scores 1MA§[ as descriptive indicator In view of the reasons / .

presemed above and the deta:led explanauons gwen in Chapter 4, the extent to wmch the items

. described the program was measured by the mean scores calculated on the basis of the following

numencal values assigned to ‘the remaining four response categones , 1 = never applies; 2

= seidom applies; 3 = generally applies; and 4 = always apphes ' ' | %
The mean score, computed by excluding the "uncertain " respénses, v;'as calle& the |

"Mean Awareness Score (MAS)" and ‘was used as an in‘dica-tor’ for deséribing the following
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characteristics of the program: aims, policies. benefils, and activities. Hence. on this

. four-point scale. an MAS value of 2.50 and above for an item. was considered to indicate that
the rc_spondcms generally perceived the item 10 apply to that aspect of the program. An ilem
with an MAS value below 2.50 was considered to indicate that it rarely applied 1o the
chararclerislics of the program. Table 5.11 shows, according o the four main characteristics,
the percentage of instructors, supcrvisdrs and total respondents indicating awareness of the 21
items; the mean of responses to the items; and the rank order of the means, The corresponding
data for the three instruclionzrl divisions are reported in Table 5.12. The findings are presented
below. ‘

Aims of the program. As shown in Table 5.11, more than 70 percent of the total
respondents rcporled awareness of the two items (items 5 and‘15) describing the aims of the
program. Also the MAS values for the two items were above 2.50, indicating that both
objectives were perceived as characteristics of the program. But the ranking of the 21 items
suggested that the aim related to knowledge and skills development was more emphasized (the

"rank of item 15 was 4.5) than the aim addressing personal development (itemi 5 was ranked
155. Both Tables 5.11 and 5.12 show that there were .no significant differences among the

‘ subgroups rcgarding their perceptions of the two items. o
| Policies and funding . Accordmg to Table 5.11, between 70 and 79 percent of the total

‘ respondents indicated they were aware that f our of lhe 5 items, dcalmg with issues of policies
and funding, described the program. These four (items 2, 3, 4, 7) concerned policies of
released time and cost sharing. In comparison, only 51 percent indicated t@ were awarc of ‘
the fifth item (item 6) concerning allocation of program funds. . However, the MAS for ali five .
items were above v2‘.50 (from 292103.17). In _addition. the items anked high}, suggesting that
the reSpondenrs were not only very much aware of such policies.. but they also r;crccivcd them
ali to descnbe generally the characteristics of the program |

Chi-square analysrs (Table B.5.14 in the Appendxx) f or comparmg the groups, showed

that the percentage of supervnsors indicating awareness of nems 6 and 7 was sngmf 1canlly higher
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than that of mnstructors. The two items described sources of funds. However, the comparison

i of the means (Tables 5.11 and 5.12) showed no significant differences between the supervisors

and instructors. nor among the instructional divisions for any ef the five items. These findings

. . i ' ¢ o .
suggested that the supervisors appear to-be more informed about fundin} policies than are the

instructors because of the former's higher positions in the organization.
Benefits and rewards. Three items were ysed to describe these 1ssues as shown in
Tables 5.11. While 81 percent of all the rcspon)iénts indicated they weré aware salary was used

as a rcwafd (item 8). only 70 pc-;rce"m thought that promotion was also used as a reward (item

toy )

9) at NAIT, “The percentage indécé’ling awateness of item 1 (pol\icies describe benefits) was still

smaller 68 percen'l The MAS Tor iiems 1 and '8 were above 2.50. but that of item 9 was_below

a
2.50. Thxs cv:¢encc suggests that whereas sa]ary mcrcascs were pefceived generally as a reward
o

for mslructor development, p:omouons were nox perpewcd 1o be so It also suggests that

members of staff appeared ta be well mfﬁrmed abOul pphcncs regardmg financial rewards than
non monetary rcwards and bene[ns Accordmg 10 ";atdes 5 11 apd 5. 12, no significant

differences were f ound among the subgroups BRI -

§,t_rgteg1es ang acuvgug Table 511 shows/ﬂ;gt with u}e exceptipn of item 20

’ (umVersxty pcrsonnel paruc:patt’ m workshops) “77 percem or more respondents indicated

v

e i awaremess of the other tcn nems used m descnbmg program stratcgles and activities. Only 72

pprcem mdncaled aWan;ness of nem 20 whxcfl also had e lowest MAS. value of ».96 and a rank

R Aw . N "

,"of 2§ Seveh wems(IO 12, 13,14, 16, l? 18), dealmg ‘with foqnal activities, had MAS values -

o above 2. 50 mdlcaung mé& descnbed the general charactensues of the program. Three of the

seven itgms '$12Y5 13?}6). that specifically referred lo»Insutu-te-focused activities such as

EEY : . . .

departmental involvement, received the highest MAS values of above 2.80. The remaining three

of eghé 114tems (11, 19, 21), related to informal approaches, received MAS below 2.50, and

»

they also ranked’ vcr)*; low (from 17 tg 20). That js, informal approaches were rarely used on
.. & . R
L ¢

the program. N
s , .

R Y
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The chi-square ar;alysis (Table B.5.12) showed that the percentage of supervisors
indicating awareness of the formal and Institute-focused activities (items 12 and 13) was
significantly highcr' than the percentage of instructors. A significant difference was also tour'l‘d
between the means of supervisors and instructors for item 13 (departments determine needs)
These results suggést that the supervisors appeared to know more about the role of the
instructional departments in the instructor development efforts than the instructors  ln
addition, Table 5.12 shows significant dit"(‘ercr;ccs ‘among the three nstructtonal divisions
" regarding xwo.ilems (items.11 and 21) that described informal impiementation strategies. For
item 11 (staff dgvelopmcnt unit assists individuals), the MAS value Qf the Engineering
Technology division was significantly lower than that ofgilhe other two divisions. In the casc of
item 21 (personnel from industries participale in workshops). the MAS value of the Business
and Applicd Arts division was significantly greater than that of the Enginecring Technology
division, ‘ |

The significant differences reported above suggest that staff perceptions of the use of
informal approaches reflected not orllly.onc's position in the organization, but also one's

e

supervisors and the staff of the Business and Apphe(f Arts division knew more about the

educational qualifications and the field of specialization. In this respect, it seemed t

informal approaches used on the program than the other subgroups, especially the Engineering

Technology division.

Rank Order_of the Items. The mean scores af the 2] items uéed for describing the
characteristics of, the progrém were ranked in order and ihe Spearman rank order correlation
coefficients (rho) were computed to determine whefher any diff érences existed in the raniﬁin‘g
. of the items. by the different groups. The results are preseméd in“Ta;ﬂ-e. 5.13 and they show that
the values of rho were -all'sigr'lificant at the .01 level. That is, \@hq subgroups substantially
agreed in the ranking of the items. All thé subgroups rated ‘ihe _items\'on policies and funding as
frequently applying and rated the items describing strategies and activities'as ihf requently = - '

applying. in the case of.item 6 (funds are allogated 10 departments), however, the supervisors
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rated the item third and the instructors rated it twelfth. The chi-square analysis also showed a

statistical diﬁcre,nce in the percentage of awareness between the two groups for the item. Such.

a finding suggested that staff positions al NAIT appeared to be a factor in determining the

‘nature and amount of information on staff development that a faculty member had. .

Y

. ' Table 5.1:3
Spearman Rank Order Correlation CoefTicients Between Subgroups
For the 1tems Used in Describing the Program

-

a

No. Subgroups compared ' ‘ Value of Rho
. Instzuciors and Supervisors ' 76
2. Business and Applied Arts and lndusrrial divisions ‘ 3%
3. Business and Applied Arts and Engineering Technolog) divisions é’]%‘&é)&
4, Industrial and Engmg r/ Tec o]ogy divisions ' .69**
** Significant beyond .01 level B

Discussé“ﬁn of Program Characteristies

Aim of the program.  The evidence indicated that more instructighal staff considered

the aim of -the program -as enabling them to develop'necessary knoﬁwledge;v ski}gs‘and attitudes

= for their work In c’omp"arison a relatively smaller number of staff seemed tl"con'sider'the aim

-

of the program as helpmg rhe mdrvxdual staff members 10 rmprove themsglves. This finding

o suggest;s that the mstructronal staff tend t0 vxew the primary obJecuve of the program as

4

4

managemem efforts 10 meet the Insutute S requrremems As a. resulr the objectrve for ‘

'S

addressmg mdrvrdual personal needs is percerved to be secondary

Policies gnd fgndlng The fmdrngs of this study mdlcate that the respondents as a

whole appear 1o knpw more about matters concemmg cost sharing policies than they know

about marters dealmg wrth sourccs of f unds-for the program Thrs finding may be explamed by

™
e
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evidence that, in recent years, postsecondary institutions seem to be giving increased attention
. .

to policies on staff development (Collit. 1977:140: Centra. 1978b:160: K%aa_ 198324 and

Adkins. 1983:24A). -

. ' . ) : Al .
The Institute's records show that regulations governing staff devclopment were first.

N

_intréduced in 1972 (In-Service Program File. 2A6, 1972). However, the substance of the

regulations has improved over the years and some aspects have now been worked 1nto the

[ 4

ecademic staff collective agreement (Collective Agreement, 1984-86 - Sections 18, 25, 31. 36).
‘In this respect, it was not surprising to find that the policies which appear 10 be well l;nown 10
the wtaff deal with contracts relating to matiers of cost sharing and released time for
parlicipaling in professional development activities. For examplc_ according 1o Tables 5.11 and
5.12 on pages 107 and ll(')~ respectively, it was very clear among all the subgroups that the-costs
for undertaking part-time studies ‘al the universities and\olhcr educational institutions a;rc
individual members' responsibilities.

It is evident from lhié study, as well as the one reported by Bailey (1983:757A). that
the supervisors appear 10 be better informed of financial policies and resources for
individualized develppment activities than are’ the faculty members. The‘ Institute’'s documents
further indieetethal two main sources for funding the prqgrem are from (1) institutional
budget ahd (2) the individuals' personal contribution (Collective Agreement, 1984-86)..
Finally, it appears that the cost elements of staf f development at NAIT are denoted by: (1)
leave w1th pay (2) leave wnhoul pay; (3) tgition T ee for some Institute's courses; (4) released

time; (5) fees for. membershlp of professxona] associations; and (6) maintenance of benefits

while on study leave (Collecuve Agreemem 1984 86: Sections 25 .26, 35, 36)

—

Benefits and rewards., While most, of the respondents mdlcated that salary appeared to -

be a reward for staff development efforts, they did not seé promotion to be s0. Several
.spechaLions may explain this indihg. The data, reported in Tables 5:4 and 5.6 on pages 97 and

98, suggest that staff posmons are positively related to both educational qualifications and

-

length of ‘service ‘at NAIT However, ‘it also appears that [the salary structure at NAIT is
: /
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attached closely 1o both educational qualifications and length of service. As a result of these
~complex relationships arnong the three variables -- salary, promotion and educational
qualifications - - some respondents tend 1o associate higher qualifications with increased salary

’

rather than with promotion.

The results further i;ndicerre that lh’e Ilwo main incentives provided by the Insutute for
staff participation in development activilies‘arc financial assistance and professional leave. In
conclusion, the staff seem nqt to be well informed of explicit policies regarding benefits and

rewards as they are about cost sharing policies. [

Activities emphasized. The objectives of the formal and institution-focused activities

appear more clear o the staff than the objectives of the informal and individualized

development aurvmes The respondents tend 1o believe that the formal and institution-focused

LIPS
L~

aclivilies generally help 10 dcvelop relevam ‘knowledge, skills and attitudes related to the
ins(ruclors work. In contrast, the evidence suggests that informal activviries‘ and others.
classrﬁed as pcrsonal development activities (Berquist and Phillips, 1975; Toombs, 1975;
/mra 1978: Konrad, 1983), are not receiving sufficient attention in the program Such
agtrvmcs mclu_de. as reported in Table 5.11, personal assrstanco, instructional evaluation, and
professional conferences. The strong associafion of formal activities with the program tends_ to
reflect the attention given by the cornmum'ry colleges in western.Canadav 10 oriemaric/m
programs '(Konrad. 1973r48; Collin, 1977:171; and Weleschuk, 1977:102). This is especially
true for NAIT because most of the newly rccruired instructors tend not to rrave previous
pedagogical training. As a result, the August in‘service program at NAIT, which was
“introduced in 1967, eventually became an employment requiremem‘ for“newly recruited
instructors in 1972 (Regulations, 1n Service Frle 2A6, 1972) Consequemly, the staff would
naturally take this program more senously and would tend to remember more aspects of it.

g The Augxst in-service program has also proved to be a well organized and ef fective program at

/

NAIT because it has gone through a. number of evaluauons and revisions, since it was

introduced 18 years ago.

.
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Implementation _strategies. The findings suggested that. because the varnous

instructional departments were encouraged 10 identify and address their spcgial staff
development needs, the members of staff saw the involvement of the .l nsmul’c's' prol'essi0|1al
development unit to be minimal in the areas of instructional skills de/\clopmem, 1t was also
found that NAIT has a Staff Development Committee composed of two members of the
academic staff association, (wo chief academic~ofﬁcers appoiuxed by the President, and tht
Vice-President. Instruction as chairman. This committec is responsible for the approval of
applications for staff development leave (Collective Agreement, 1984-86. Section 25.03). On
the one hand, the 've idence refie‘cls those repo.rled by Land (1984: 1941A) and Campbcll‘
(1983:1652A} that techuical institutes lend to use committees for thandetermination of staff
developmeul needs and ap\iproval of ‘funds for.personal development activitics. On the Ollhcr
hand, the composition of lhe Slaff I)evelopmem Committee, as stated above, and the control
exercised over the msutuuon based activities by the Institute’s professnonal develomenl unit
appear 1o support the comemion, expressed by Yorke (1977:167) and }-ordham and Ainley
(1980:54), that the organizations of technical inslilules tend to be centralized in the
decision -making arrangeniems.. |

In this eor:;meclion, the \iindiugs suggested that ‘me following two implememalion
- suategieé are not reeeivi‘r_lg sufficieui‘ attention: (1) communication of information; and (2) the
effective use, of human resources éiudilable within the Institule and'thev community. The
concern of madequate uulxzauon of . t{xe expertise of the lnsmulc s staff was expressed most
oftcn by three subgroups the supervns\ors the Busmess and Applied Arts dmsxon and the
Engineering Technology division. Bul the concern that the human resources available in the
. umversmes were not being utilized adequa ly was expressed equally by all subgroups

Differences _in perceptions of subg\ roups. - Although the SUpervisors as a group
gener’aliy rated the items higher than the ingfructors did, the correlation analysi$ showed that.

the two groups substantially a the extent to which the iteins described the various

characteristics of the program.

-

owever, the| difference in the rating (and also in the ranking)
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of item 6 (funds are allocated to departments) was significant between the two groups. _Such a
resull sugéesls that how much the individual staff members know about staff development
matters depends upon the nature of the organizational structure and the flow of information.
In general, the supervisors demonstrated they were more informed about the various aspects of
‘the staff development program than did the instructors. Thus, jt may be argued thal no
stal-isljcal perceptual differences were found among the instructional divisions because the
information available to staff depended moré upon one's poeition in the organization than on

one's field of specialization.

C. Orientation of the Staff Development Program at NAIT

One purpose of this_study was to determine the orientation of the staff development
program at NAIT in meeting ‘béh the institutional requirements and the-personal needs of the
indivieual staff . Therefore, in this‘seclAion, the two-dimensional mode! deveioped in Chapter
11}, Figure 3.1 on page 68, is used to examine the orientation of the program on the three

selected characteristics of purpose, control and activities.

Factor Analysis of the Items

A correlation matrix of the 21 items, which were used to describe the program, is
shown in Table B.5.13 in the Appendix. Many of the items were substantxally intercorrelated

' suggesung that Lhe items could be grouped in some ways to produce a few basic measures for

describing Lhe staff development program at NAIT. Hence, a prmc1pal componems factor

analy51s with varimax rotation was computed. The computauons were done for three to sgven

factors. The three-factor solution : was rejected because it accounted for only 49 percem of the
total variance. Also while the four-factor solution accounted. for 60 percent of the -total

" variance, the factor loadings were not strong enough and hence it was also rejected.
‘8 .



Table 5.14
Highest 1.oadings of the Items Used 1o Describe the Staff Development
Program on Orthogonal Factors

ltem Orthogonal Rotated Factor
‘No. Item Description Fl }2 F3 F4 F5
o
Factor 1: Institution-focused : o I

§ Salary increases are used as a reward - 68, 18 .09 l 40J 202
11 Staff Development unit assists individual staf{ 91 ] -.04 .08 - .00 -100
12 Program heads assist individual staff 70 10 -.16 15 .56
13 Departments determine their needs .67 .14 .34 .27 .25
14 Expertise of the staff is used 81| -.28 .10 24 -1
15 Program develops knowledge. skills. attitudes 8 -.08 13 -.05 -.23

Factor 2: Resource Control .

6 Funds are allocated to departments 1_46] .55 ‘ [ _4_61 -1 -.16
10 %ccds are determined by Management -.04 86 .03 15 -.17
16 Various activities are used 38 70 . 19 .04
21 Industry personnel participate in workshops . .14 -.52 J:%J 4 29

‘o
Factor 3: Traditional Practices f'\ -

3 Policies describe cost sharing .09 .26 .61 [_421 .27

4 Policies specify individuals' obligations -.01 D4 .83 24 -19
20 University personnel participate in workshops 25 -4 611 -.16 - .12

s Factor 4: Voluntary Participation

2 Poicies specify reledse time 14 .27 .25 19

5 Policies specify personal improvement .14 .06 A7 -.05

7 Individuals bear continuing education costs .02 24 0 -27 .08
18 -Suaff discuss conference attendance | 11 05 -.03 .26

Factor 5: Personal Development : o

1 Policies describe benefits ‘ .39 .29 A5 -.07

9 Promotions are used as a reward -29  -02 .08 | 47 l
17 Depariments review instructional programs 36 25 -.08 -.15
19 Instructors attend other instructors’ classes -12 -.09 38 -.06

PercemagéTotal,Vén‘ance _ 225 103 7.7 149
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The six and seven-factor solutions were rejected, not Eocause of the amount of
variance they accounted for (74 and 80 respectively) nor the strength of the factor loadings,
but because the results showed only one ttem in some of the faclors: Thus, the five-factor
solution, shown in Table 5.14, was ~adoptcd because it accounted for 67 percent of the total
variance, and it also resulted in a minimum of three items in any—of the five factors. The
cut-off point used was .40. Where a single item ioaded on more than one factor, the item was
- reported on the factor where ;I had the highest loading. as indicated by the rectangular boxes in
Table 5.14. Those which exflibited the characteristics qf “double loadings on factors included
items 3, 6, 8.9, 12 and 21. In the case of item 7, the highest loading was .34, suggesting that

the item was not very suitable fot describing the program or it might not have been clearly

understood by the respondents.

Definitions of the Factors

The definitions of the five factors were based on three considerations: (1) the items
included in the factor; (2) the factor loadi‘ngs of 1;1e items and (3) ehe cerrelation coefficients
of the items in the correlation matrix] "Hence, the five factors derived from the factor analysis

{

were defined as follows:

Institution-focused (F1) : The degree to which the institution uses its own financial and human
resources to achieve institutional improvement.

Resource contfol (F2) : The degree to which the funding policies and allocation of resources
give control of staff development tog:central unit.

Traditional practices (F3) : The degree to which the strategies and activities used for staff
development reflect those of the traditional practices that rely mostly on grants and
professional developmem leaves.

Voluntary participation (F4) :.The degree tq'which funding policies are based on individuals'
motivation and initiative to participate in development activities.

Personal development (FS) : The degree to which the program incentives Qnd the activities help
to-attract and 1mprove the perf ormance of the’ mdwxdual members. ‘



_ The above definitions imply that the first three factors or derived mecasures
msliluFion-focuscd_ resource control, and traditional practices -- address conditions for
meeting institutional requirements. The remaining two factors - - voluntary participation and
personal development - - address personal needs

The results of the factor analysis showed that the three factors which addressed
conditions for meeting institutiona! requirements explained more than 40 percent of the total
varhiance. In comparison, the two factors addressing the conditions of individual personal needs
accounted for over 26 percent of the total variance. The institution-focused factor alone
accounted for over 22 percent of the total variance indicating that this was the best factor for
describing the orientation of staff development on the institutional diymension. The sccond
factor for describing this dimension (resource control) accounted for over 10 percent of the

-
total variance. The traditional factor was weak in describing staff developmcent on this
dimension as it explained only 7.7 percent of the total variance. Each of the two factors used
to describe the personal dimension of staff development explained more than 10 percent of the
total variance, with the voluntary participation factor being the better descriptor (it explained
'aboul 15 percent of the total variance) of the two f actors-.

Orientation of the Program. In the factor analysis, the "‘uncertain" responges were
excfuded for reasons ‘sLaled in Chapter 4 and also in this chapter on paée 105. As a result, the
degree of orientation on the five factors was assessed by the MAS values (based on the
four-point scale défined on page 105) of the items in the factor. Table 5.15 sho;avs the five
factors, their MAS values, and. the assessed orientation.: On a four-point sca;le. an MAS vz;lue
of 2.50 and above was considered to indicate that the program orientation was high on that
factor. An MAS below 2.50 was considered to bindicate a low emphasis on the factor. Thus,
Table 5.15 shows that the 'pro.gram‘ orientation was high on thé first three factors (MAS values
from 2.59 to 2.83) which related to institutional requirements.

The MAS value for the fourth factor, voluntary participation, was 2.83 indicating. that

the program orientation was high-on this measure which addressed personal needs. However,

»
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the MAS value for the fifth factor, personal dcveloﬁmém‘ was below 2.50 indicating that the

emphasis of program orientation appears to be low on this factor of personal needs.

-

-
\ Table 5.15
Orientation of the Staff Development Program*at NAIT
Described by the Five Factors
;’aclor . MAS* Indication of Orientation
Institution - focused 2.74 High on Inélitulion requirements '
Resource control 2.83 High on Institution requirements
Traditional practices. 2.59 High on Institution requirement
Voluntary participation 2.83 . High on Personal needs v
Personal dcvelopmer;l 2.44 Low on Personal needs

*  MAS value of 2.50 and above is :considered to be high in orientation and below 2.50 is
considered 1o be low on a 1 to 4 scale.

Implications of the Findings

The respondents perceived the program orientation to be high on all three of the
measures addressing institutional requirements. In contrast, it was only in the case of one
ineasurc of personal needs, .voluntary participation, that the respondents _perceivea ‘the
orientation to be high. The staff perceptions of the program orientation on personal

P velopment was low. Thus, the staff development program at NAIT is perceived to emphaéize

‘more of the institution’s requirements than the individuals' personal needs. These results.
justify a conclusion that the program tends to be a management effort to achieve effective
organization. In so doing, management defines objectives and activities and it provides the

" control necessary to improve efficiency and organizational performance.
N

The findings reported in. this section of the study tend to be consistent with those

¢

“ reported in the previous ‘sections of this chapter (pages 115 and 117). For example, the

»
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-evidence is clear that the respondents viewed the institution-focused acuvities & the most

| crﬂphasiled aspects of the staff dcvelopmem‘ program al NAIT  These perceptions may have

“been inﬂu\},'.ng'g‘:a by the August in-service program which appears to be the major componc.ﬁ;o!'
‘ lﬁe staff dc;yéiopmem program at NAIT because it 15 an employment requirement .

BEY [ ?

\ \ ;‘Bjut‘th‘\‘le program addresses persomal needs of individual staff members as well. One
such‘ ‘\i"r}::liicat’idn is the higt? orientation of the program on the dimension of voluntary
pafll;ci'p;’izti‘lon, fAs reported by O'Comnell (1983:673). faculty participation 1 development
- aclii_i;iés :lcn;l; lo_ be dctermiped mostly by inncr-mo‘livau‘ons. Hence. the findings suggest that

™

the Institute relies on the initiatives and inner-motivations of faculty to achieve involvement in

‘ ~de'vclo'pmcpl activities.

\ .

il

could -'be argued that the five factors (rcf)’orted on page 121 and by Table 5.15 on page 123) are
suila\ble forL describing the program at NAIT. However, any generahzation of using the l'acklor.s
10 c']éscribe staff development must be made with caution because of certain limitations. First,
the 21 items used in this study were inadequate to cover all possible dimensions of the concept.

_ Second. the items on the questionnaire were carefully selected to be relevant to NAIT. Third,

the definitions of the factors were chosen such that they were meaningful for this study.

Consequently, the number of factors and their definitions could vary slightly whexg a different
set of dgta is used because of the overlaps found in thé factor loadings for some iterfis.
Nevcftﬁeless, the findings and the methodology confirm two important cogsigrations
or perspectives for analysing staff development. One deals with institutional requirements and
the other the needs of individual members of the organization. The method&ogy also shows
that the program orientation can be fneasured on -a number of scales that describe the
characteristics of the program. In/ad'di}ion, the methodology indicates that factor analysis can

.

be a useful technique for exploring these scales.

¥ .

Despite the limitations stated above, an indepth study of the. resuls (factors

contribytion to variance combined with the MAS values) suggests that four of the five factors

:

Because the findings of this study are consistent regarding the program orientation, it ’
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appear (0 be useful scales for assessing the orientation of staff development on the (wo
perspectives: orgamzau'onal and individual éompelcnce, Thev are: institution-focused;
resource control; voluntary participation; and personal dcvelo;;)rriem. Each of these five factors
aai;ée The fifth factor. traditional

accounted for no less than 10 percent of the total vari
Y

praclices, appears not 1o be a strong scale. An examination of the data revealed that there were
only three items in the factor and item 20 (University personnel participate in workshops) was
rated in Table 5.11 on page 10 as not being a characteristic of the program.

&% &g D. Summary of the Chapter
|

\
This chapter presented findings\regarding the staff perceptions of the characteristics of

the staff development program at NAIT and also a discussions of the findings. The staffl
characteristics were presentéd and discussed in relation 1o heeds and faculty participation in

development activities. Staff awareness of the various aspects of the program was discussed in

terms of the total sample and the subgroups. il' he general characteristics of the program were

presented and described in terms of the aims, bblicics and funding, benefits and rewards, and

strategies and activities used for implementation. Finally, five factors were derived for
describing the orientation of the staff development \Yrogram at NAIT regarding meeting

institutiomral requirements and a,ddrcssf\{?g individual perso}\al needs.

\\

|
|
|

o
I
I



Chapter VI

STAFF PERCEPTIONS OF PROGRAM EFFECTIVENESS

-The previous chapter described the charactensues of the s(z;f"t development program at
NAIT as perceived by the mstrucuonal staff. This chapter provides an assessment of staff
perceptions regarding the effectiveness of the program. The chapter 1s organized anto five
sectrons. The first provides the findings regarding the effectiveness of the program approaches,
and. in the second, the findings are discussed. The thurd section examines staff perceptions
regarding thexoutcomes of the program, whereas in the fourth section the factors consndcrcd 10
either promole or impede implementation efforts arc described. The fifth.and fial secuon

«

explores relationships among the variables used 1n assessing effecuveness.

A . Assessment of the Staff Development Approaches

The research question ;ddressed in this section is: to what extent d& the instructional
staff perceive the staff development approaches used at NAIT 1o be effective?” These
approacﬁes are assessed from six perspectives: (1) clarity of obje;ctivcs; (2) nceds
assessment: (3) managerial pracli_ces; (4) organizational climate; (5) rclevant a;nd uscful
activities; and  (6) achieving the program objcc}_i.ves. The data obtained from Sections A B
and C of Part 111 of the instru;ncnl (éb items ) w.c-‘:re used in answering the quésu’on.

Table 6.1 shows, for staff positions, the mean scores and standard deviations of the
~ responses to the 26 items. The items are grouped according to the six assessment dimensions
specified above. Table 6.2 shows the corresponding vélues for the three princivpal instructional
divisions. Using the five-point scale (1 = completely disagrée: 2 = mostty disagree; 3 = partly
agree; 4 = mostly agree; and 5 = completely agree), a meari‘ score of 3:50 or gteater for an

itern on the five- point scale was considered to indicate that the rcSpbndenls mostly agreed the

Kl
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t

approach was effective. A mean value between 2.50 and 3.50 indicated the respondents agreed
.
in part }hQr the approach was effective. When the mean value was below 2.50. the approach
was regarded as being ineffective according-to the perceptions of the reéondems.
The values of the standard devAialions for the individual itcmsvwcre used to.indicate the
level of consensus in the responses. When the value was less than 1.00, it was considered to
indicate more con;cnsus or less variation in the responses; and a value greater than 1.00

indicated less consensus or greater variation.

Clarity of Program Objectives
Total sample. As reported in Table 6.1, the mean scores of the five items used 10

. t

assess this dimension were all between; 2.50 and 3.50. This indicates that, from the perceptions
of the respondents, the program definition and objectives were only partly clear to them. All
the standard deviations were greater than 1.00, suggesting that there was cpnsiderable variation
in the perceptions of the respondents regarding the clarity of the program.

Subgroup comparisons. Table 6.1 also shows that while the supervisors’ mean scores
_ were above 3.00', those of the instructors were below 3.00 for all five items. But signif’ icant
diff erc;nces in the means between the two groups were found for only two items: item 3 (clear
about the activities constituting the prograrn) and item $ (clear about expectations from the
staff). Accordmg to Table 6. 2 Lhere were no significant diff erences on any-of the five rtems .

.. e

among respondehts of the three instructional divisions.
Needs Assessment

Total sample. Table 6.1 shows that the ‘mean score for item 17 (individual staff
members determine their proféssional needs)-pwas above 3.50 with a standard deviation below
1.00. But the mean score for item 18 (needs and objectives determined by cooperativé

approach) was between 2.50 and 3. 50 wzth a Standard devrauon above 1 OOQThus there

' appeared to be consensus among the respondems regarding the eff ecuveness of the strategy that



134

permiuo(i individuals to determine their professional needs. But concerning the cooperative
approaches used for needs determination. the respondents perceived those to be partly
effective. The data showed that there was also a considerable variation in the staff perceptions
regarding the latter approaches.

Subgroup comparisons. Both Tables (;.l and 6.2 show that none of the differences

among the subgroups was significant for the two items.

Managerial Practices

Total sample. All six items used in assessing this dimension received mean scores
between 2.50 and 3.50 (Table 6.1). That is, in the perception of the respondents. the
managerial practicels used by NAIT to implement staff development was only partly effective.
However. it was only in the case of two items (item 6: the objectives of staff development kcep
changing and item iO: resources are gvailable for implementation) that the standard deviations
wére below 1.00. For the remaininé four items (items 9, 14, 19, 20) the variations in the staff
responses were considefable (standard deviations above 1.00). especially for item 20
(management assists with industrial experience, with a standard deviation'of 1.21).

Subgroup comparisons.  Although the supervisors’ mean scores for five of the six
items were higher than t.he mean scores of the instructors, none of the differences was
significant. But. Table 6.2 shows significant differences among the instructional divisions. A
signif icant difference wés founq between the mea;1 scores of the Business and Applied Arts
division and the Engineeﬁné Technology ‘diviéion fof item 6 (program objectives keep
- changing), with the 'mear} of the former group being the higher. The mean scdre of the
Business and Applied ‘Arts‘ division for item 20 (management assists with industrial é_;pgrience)

was also significantly higher than those of the other two divisions.

-

[
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Organizational Climate

Total sample. This dimension was assessed with five items. Table 6.1 shows that only
item 15 (relevant university courses are recognized for rewards and incentives) rcceivéd a mean’
score above 3.50 but it also had the greatest standard deviation (1.12). yThe remaining four
items received mean values between 2.50 and 3.50; and three of the{n (items 11, 12, and 13
which dealt with orgam‘zalionali struca;es) hgd standard deviations below l.‘OO. This suvggeslsl
~that the respondents perceived the organizational decision-making structure at NAIT 10 be
partly effective in promoting staff development. Also there was a fairly high leve} of consensus
among the respondents on this issue. In contrast, there was little consensus as e the
effectiveness of tfle Institute’s rewards system, even though the practice of rc;warding
“university credit courses appeared to be an effective system. |

Subgroup comparisons. Whereas the means of the supervisors and the instructors dici
not differ statistically. for any of the ‘five items, the data in Table 6.2 show a significant
difference between the means of the Industrial division (3.94) and the Engineering Techno]ogy .

Q
division (3.20) for item 15 (university courses are recognized for rewards and incentives). The

- L.

data showed that there were greater variations in the resf;onses of the Engineering Technology

division than there were in the other two divisions.
P

- Relevant and Useful Activities . o, ’
Total sample. As shown in Table 6.1, item 24 (August in-service develops

| understariding of the Institute's goals) received the highest mean _scbre of 3.68. Two other
iiems ‘(2‘5~ ar;d 26). which'”,receivéd mean »score,é beiween 2.50 and 3.'5‘0,1,alsc; related to the
usefulness of NAIT in-service alctivi‘tigs. The two items.with mean Scores belowwz.;() Gwem:
item 22‘(eyaluati6n by students forms part of thé program) and item 23 (staff dgvelopmem is .
- used to evaluate staff). -With the exception of item 24, With a standard deviation of 1.00, all
o'ihér ite’ms had standard deviations g_rt;,ater than 1.00. This indicated a considerable v‘ariationh

in the pertchtions’ of the respondents regarding the items, especially those dealing with staff
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evaluation.

Subgroup comparisons. The supervisors’ mean scores were significantly higher than

’

l/hasE‘Uan(Tn’sfruclors for the 1wo items (24 and 25) related to the usefulness of the August
. /

in-service actjvities{ Table 6.1). But all the standard deviations of supervisors were Jower than

\
those of the instructots for the itéms of this dimension. And in the case of the three items,

related to in-service activities (items 24, 25, 26) all 1he supervisors’ standard deviations were

'below 1.00. A significant difference was also found between the means of the Business and
Applied Arts and the Engineering Technology divisions regarding item 24 (August in-service
develops understanding of Institute's goals). Table 6.2 shows that the mean of the former was

significantly higher than that of the latter.

Achieving the Objectives

Total samgl Table 6.1 shows item 21 (university credit courses arc regarded as part

of the program) received a mean score of 4. 04 and a standard deviation of 1.00. This indicates

a
- 1

lhere was consensus that lhe program was meeting this objectwe of university upgrading. In
comparison, the mean soores for the remanmng two- ncms .- nem 7 (program emphasizes
r msutuuonal requrremcms) and item 8- (program addresses mdmdua‘ls needs) - were 3.35 and

3.02, respecuvely Whrle the standard devrauon for nem 8 was below 1.00, that of itein 7 was

Y

above 1.00. . .. ‘

~ -

Subgroup g_qmnansons The’ supemsors mein score (4 27) for item 21 dif fered

‘: sxgmfrcantly from xhe mstructors (3 .91) mean, score (Table 6. 1) ln addition, the standard

IS kN

deviation of supervrsors for the item was 0.61, whrle:that of the instructors was 1.03.. That is,

there was greatcr consensus among the supervrsors that umversuy upgradmg f ormed part of the

program ‘than there was among th'e msrmctors Bul accordmg to Table 6.2, no stausucal
drfferences were found among the mstrucnonal dxvrsfons for any of the lhree items used in

: assessmg‘_thls dimension. * .. . .o . -
. & ’ S . ' _ N l - L. . -'.\
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Staff Comments from the Open-Ended Questions

The issues identified in the open-ended quesuions, as requiring managﬁqenl allenuon, -

WEIE categorized into six groups to conform with the six dimensions used in assessing the
St ’

program approaches. The results are reported in the Appendix in Tables B.6 1 for staff
positions and B.6.2 for the three instructional divisions. These issues were used in the

discussion of the effectiveness of thé program approaches presented in the following settion.

~
- . -~
P

B. Discussion of Effectiveness of Approachés to Staff Development

~

The results of this study showed that lhere was more agreement among the subgroups

ES

regarding the effectiveness of the various approaches to sla[f development al NAIT than there

_were differences. Between the supervisors and instructors, statistically 51grﬂ‘fu.am dxfferenw& H

perceptions were found in the areas dealing with clarity of objectives and the dse of refevant -

concerning managerial practices, organizational climate and the use of relevant acjvities. The
’ -

-~

specific findings age discussed below. : R o 3

Clarity of Program Objectives . 5
The total respondents were only partially clear regarding the objectives a.xid activities of

staff developinem at NAIT. This assertion is based-on the résponscs to the forced-choice items
£

activities. Among the instructional divisions, significant differences exfsted on issues

reported in Tables 6.1 and 6.2, as well as the comments made' in the open-ended questions:

presented in Tables B.6.1 and B.6.2 in the Appendix. The Institute's definition “of - staff,

.

developfncm was an aspect that many staff appeared not to be clear about. The following
cominents from the open-ended questions are indications of the réspondems' lack of clarity ‘of
the program definition:
* "] do not fully understand the mandate of the staff development program. Perhaps
an info package would help.”

-* " Obviously I know nothing about the staff development program.”
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" 1 am not familiar with the staff development program; 1 am noOl aware enough of
the staff development program io comment.”
These comments were nol unexpected because stafl development s a omplex
phenomenon. For example. Toombs (1973:710) nol(;,d that “the ysual preocCupation with how
1o do it tended to neglect attitudes. values and ways of conceiving the facully member's role
and functions in staff development.” The findings also reinforced the observation by Kontad .
(1973:50) that the major problem facing western Canadian commumty colleges regarding
fe_xcully development, was "the program concerns that related to the desigNing and availability ‘
of suitable and imaginative p‘rograms to meet the specific needs of a faculty.”
hm faEu_h)f development projects réporAled in connection with the Assoctation_of
American Colleges Project in 1979  (Bowen. 1980:24; Carlberg. 1980:27: Sicgel, 1980:139:

-

Voelkel, 1980:6)  Suggesled that the clarity of a program’s purposes ¢Ontnibuted to its

. success " Success was defined in terms of faculty ownership, parucipation and satisfacuon.

Where differences in clarity of purposes were found in this siudy. instfuclors reported less
' clarity with the program objectives than did supervisors, and the s1aff of the Engineering

Technology division than the staff of the Business and Applied Arts and Industrial divisions

\

(Tables 6.1 and 6.2 and Tables B.6.1 and B.6.2 in the Appendix). These WO subgroups were
also least inv’o‘l;.'ed. 'in‘.d§v§10pmenl activities (Tables 5.8 on page 101 and BS3 in ‘the
Appendix). 1n this _respecl..thc findings suggested that NAIT, like otlher postsecondary
+_institutions; could impréve -faculty participation in development activities lhfdugh efforts 10
-clarify and comn-mr;ica\fe staff development purposes to faculty. Clearly defined objectives and
ac'tiv‘i.ti;.s do not necés;aw imply a rigid program. Aé reported by Siegel (180:140):

'}:laving a clear purpose did not necessarily mean having an unaltesable cause. Again,
success seemed to evolve from flexible, adaptable programs which were designed to
meet specific needs. and not from unyielding attachment to particular Ways of doing
things. -

* Thus; a-clearly defined program can be ﬂexible if the’ purposes are redel’ ined regularly to meet

: {
changing situations.
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Needs Assessment )

The respondents as @ Whole appeared 10 be sausfied with the Institute’s needs
assessmENL strategies thal gave Opportunity to individual faculty members 10 determine their
professional needs and pursu¢ them. But the lack of a leam approach fér dctermmmg comrr;on
goals led 10 dissatisfaction among the supervisory staff of ;hc Business and Applied Arts
diviston as well as the Engineering Technology division (Tables B.6.1 and B.6.2 in the
Appendix).

\The evidence seemed 10 Suggt;S{ that the staff of the Industrial division were satisfied
with the institutional leadership and the support services provided on needs assessment by the
NAIT professional development unit. As such, the findings tended 1o SUPPOIU the view thal
administrative Jeadership is required for some activities that will benelit the orgam‘zallol;
(Yorke. 1977. Nelson. 1980: Siegel. 1980). Arguing for assistance in identification - of
development needs. Fordham and Ainley (1980:37) state that while technical instruclors may
be aware of a general requirement for further education, those without previous teacher
education may not be aware of their specific requirements. In this connection, the suggestion
by Nelson (1980:148) that leadership is required in areas where fz;culty~ are reluclani, to take
initiative may explain the ‘'satisfaction expressed by the Industrial division. This category of
staff. because of their.previous education (Table B.S.l). generally wanted 10 pursue unijversity

degrees OT 10 become professional teachers. As a result, they perceived the favourable attitude

of management toward university upgrading as helpful.

Managerial Practices

The da[av repor;ed for this dimension of the program indicated that the respondents

%

were only partially satisfied with the management of the program. Whereas a number of the
respondents indicated some satisfaction with management efforts to encourage staff inijtiative
- and 10 acquire resources for implementation, other staff, mainly from the instructors' group

and the Business and Applied Arts division, were less satisfied with communication and

* 5

N
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guidance provided by pregram leadership.

In particular, the respondents would like to see more leadership and guidance reparding

arrangements for industrial leave and pracuical expenience. The [indings support Bailey's

p
(1983:757A) conclusion that instructors are generally less sausfied with managenal pracuices
than are program heads. That is, while policies and objectives of the program may be adequate
and f}ivourable_ faculty members are usually not as aware of | or familiar with, the policies as
are the program heads.

Another important finding was that the subgroups that reported less satisfaction with
managerial practices (the Business and Applied Arts division and the Engineering Technology
division, as reported in Tables 6.2 and B.6.2) were also the groups that were least involved in
development activities (Table B.5.3). Two explanations are possible. One 1s that those who
complained could be the individuals who were generally not interested enough 1o commit their
time to professional development activities and, therefore. tried 10 blame the management to
justify their actions. Another cxplanaﬁon is that these individuals refused o participate in
order to show their dissatisfaction and to register thcivr protest to bring about a change.

While the first explanation seemed to describe the behavior of the instructors of the
Engineering Technology division, the second explanation tended to describe the behavior of the
instructors of the Business and Applied Arts division. That is, whereas the former group
consistently rated tow most of the items for measuring effectiveness, the latter group's ratings

showed a great deal of variation (Table 6.1). In addition, the Engineering Technology division -

‘ u‘%ted a greater lack of awareness of the program, but the Business and Applied Arts

division made s$uggestions for improvi‘ng the organizational climate and subsequently .for
improving implementation. -

The following proportions (percentages) of thc. respondents identified Lhe following
issues that required management auemuion in the open:ended questions: (1) wo‘rkload and
timetabling problems (11%);  (2) better cqm}nur;icalioﬁ régarding approved activities

(8%); (3) ;Sroviéion for more funds and resources (7%); \(4) negotiation by the
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management (o enable the University of Alberta to offer credit courses at NAIT campus (4%);
and (5) inadequate use of the experuse of the Insutute staff to 1mplcme1:11 staff developmrent
activities {(3%). According to Table B.6.2 in the Appendix, three of the (-our respondents-who
raised the issue of tlmvcrsily credit courses were staff of the Industrial division. This
strengthens the findings reported on page 139 that most of the NAIT 'Slaff,. who sought further

education, generally aimed at getting university degrees.

Organizational Climate
The findings indicated that the Institute’s reward structure for staff development-.
tended to be linked to university upgrading. Thus. some respondents expressed the coﬁc;trn that
"far too much emphasis was placed on university upgrading which tended to neglect upgrading
of knowledge in the technical field.”
Another important finding of this study was that the instructional staff appeared to
experience job satisfaction. One respondent commentéed that "NAIT is p{lcasam_ and our
program head is a positive note in all areas.” This comment, togethcr with the low rate of staff
turnover, reported earlier on page 100, provided cv1dcnce of job satisfaction among the
instructional staff at NAIT. The results seemed to corroborate the study reported by Riday, et
al., (1984:48) that community college faculty tended to express's.atisfaction with their jobs.
The results also suggested the need for N‘AIVT to explore the use of alternate incentives,
other than salary increases, for participation in staff development activities. The following
comment by one of the respondents summarized the commehts made by fnany others:
Instructional staff at Salary Maximum (F-10) on grid have no monetary incentive to
pursue further education.. These tend to be the staff with the longest service and as a
result the least with recent industrial experience or educational training. The current
structure encourages those with the most up to date knowledge to get mote; and those
-with the most outdated knowledge to do nothmg »

The concern for alternate incentives was expressed mostly by the supervisors, staff of the

Business and Apf)lied Arts division and staff of the Engineerii;g Technélogy division. Thus, it

illustrates the frustration of these relatively well qualified staff wifh the reward structure at

’ 2
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~

NAIT. It also points 1o the weakness in the system that links rewards and 1RCENLIVEs maip)y (o

untversity upgrading.

Relevant and Useful Activities

-

The findings of the study seemed to highhght the important role of the August
Im-service program axl NAIT. The Junc in-service activity was also perceived by (1hC staff 4 pe
relevant and useful.” However. a goodly number of the respondents complained about (he 53(1
timing of the latier because of timetable commitments (Table B.6.1). That 13 of the 18
complaihing about the bad Limjng were from the Industrial division, who were alsothe hlgmy
involved group (Table B.5.3). 5uggcsls that the com;)lamts were genuxpc cm)usmx |

Two othér matters mentioned by the respondents comefncd upgrading 1n lht lechncal
fields a;nd adequacy. of the content of the August m-servnce program. In ‘t‘OYmCCHUn with the
former: the }cspondenls indicgled that upgrading in technical ficlds had been neglected beeause
the emphasis was usually on university upgrading in the Faculty of Education. ngatd'nng the
latter. the contenlion was thél the development activities often weré directed more al\mcv
technology programs ax;d tended to neglect the needs of the apprenticeship programs.

” Finally, the findings revealed thatl instructor evaluation was nol ‘an imporiant
consideration in the staff development program at NAIT. O'Connell (1983:663) observeq (hat
"differences of opinion pre\;ail concerning the importance of the degree of integraijon of
faculty development programs into a coliege's evaluation and rewards system.” He fyrther
concluded from his study that "no support has been found for either the argument that fagyjry
development activities oﬁgh; to be separatéd from the evaluation and reward syste€m or for {he

< . - .
argument that the twa ought to be integrated” (p. 671).

Evidence in this study also appeared to be inconclusive. The respondents seemeq 10
agree that the program was not emphasizing staff evaluation. In addition, the data showed no
significant differences in the pérceptions of _the different subgroups regarding this jssye.

However, three respondents in the open-ended questions indicated that instructor Ob_servmons
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and students’ rating of instructors must be increased. In this case, it could be argued that the
items on staff evaluation received low ratings because of the misconception or negative attitude

often associated with the term evaluation.
. e

Achieving the Objectives

Responses to both the f orced -choice itetns and the open-ended questions showed that

the major objective of the staff development program at NAIT, as perceived by the
T ' ta .

respondents, was universit_y ‘upgrading., This perception was held by all the subgroups and,

(%

especially, by. the supervisors and staff of the Industrial division. However, it is evidept from

e following comments that the program is not-meeting-fultyatt-thedesired ‘objectives:

s . lnslructors tend 10 use their leaves for educational purposes due Lo the potential for
f mancral gains.”

*  "Equal cregdit should be given for industrial leave as it is for educational leaves. For
industrial mstructors (trades) industry contact is of top priority. , .

v

* "Emphasis for staff development of the Industrial division should be a lot more
indu$fry related. Tradesmen are taught in this division therefore more credit should be
given to industrial oriented. updatmg and upgradmg cdourses than it is given at

. present.” : . ,

. These comments, coming from the highiy participative groups idéntified in this study (the

!

Industrial division and the supervisors), suggest that'-the objectives emphasized 'by the prograth

appeared not to be the ones most desu‘ed by the partrcrpants

Another obJective of staff. development that seemed to be absem from the program at

o vNAIT was career development For example one respondent noted " thmk staff

| 'development should tnclude the opportunity for staff to move toa dtfferent area of mterest
Another respondent commented provrde a. mbre collegral atmosphere with more opportuntty to

' take on admmrstratrve duties as a one- year assrgnment rather than the current srtuatlon where
’ ERIPRY S
g

'there appears/to bc qurte a separatton between teachmg and ,admrmstration

R N . L.
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C. Perceptions Regarding Outcomes of Staff l)evelopmém

This section addresses the research question: to what extent do the instructional staff
associate staff development efforts with the selected outcome measures?  The fourteen items

in Section D of Part 111 of the questionnaire were used for assessing the perceptions of the

>

~ respondents regarding the outcomes. Tables 6.3 and 6.4 preserit the mean scores for the ratings -

to the items by staff positions and divisions, respectively. Using the five-point scale, a mcan
of 3.50 and above indicates that the program was perceived to have influenced the identified
outcomes. A mean score between 2.50 and 3.50 indicates the program had a moderate effect on

’the outcome, and a mean below 2.50 indicates little effect.

The Findings

Total sample. Table 6.3 shows that-the mean values of the 14 itéms WL\‘rc all between
2. 50 and 3 50, mdlcaung that the outcomes were percenved 1o be affected modcralcl) by lhe
program. The items that received the hxghest mean scores included item 2 (staff knowlcdgc)
‘ item 3 (staff conf 1dence) and item 4 (teaching performance) The items with Iowesl scores

included item 8 (team work); ltem 6 (environmental awareness); and nem 10 (staffl

interaction).

Subg[oup compgnsons It was found that the supervisors'.mean scores were higher

~ than thosé of the mstruclo.rs for all 14 items. But accordmg lo Table 6. 3 the mean scores of

“the two groups dlffcred significantly beyond the .05 level for only two of the ncms. item 10

‘ (staff interaction) and item 12 (c.areer development). Table 6.4 shows sxgmf icant differences
T means among the instructional dmsnons for three of lhe items. In lhe case of two of these”
items -- item 2 (staff knowledge) and ltem 7 (Insutute goals) -- the means of rcspondems in

the {ndustnal dms:on were sngmflcantly higher than the means of respondems in thc

- 5’.’3

Engmeenng Technology dmsnon For ltem 4 (teaching ffomance) the mean of rcspondems
W [

" in the Engmeenng Technology dmsnon was st..usucally lower than those of the other two

dxvxslons.

B . » :
. ) . . /
¥ . A .

»



Table 6.3~
N ‘ Staff Development Qutcomes According to Staff Positions

145

3.29

Instructors Supervisors Total
(1) (2)

(N=T72) (N=37) (N=109)
ltem Sig of
No. Program Qulcomes Mean Mean - Mean 1-tesl Means
1. Student learning 3.15 3.43 3.25 -1.44 N.S.
2. Staff knowledge 3.37 3.62 '3.42 -1.24 NS.
3. Suaff confidence 3.2§ 3.51 3.35 ¢ -1.18 N.S.
4. Teaching perfor{nance '§.l7' 3.54 3.29 -1.77 NS.
5. Professional awawness 3.23 3.54 3.33 -1.42 NS-
6. Environmental awareness 2.67 2.95 2.77 -1.20 NS.
7. Institute goals 2.86 3.19 2.96 -1.57 NS,
8. Team work 2.65 2.73 268 -0.37 N.S.
9. Job sassfaction 2.81 3.19 294 -186 NS
10. Staff imeraciion 2.61 ‘3.22 i 2.82 -2.81"“ 2> 1
1f. Teaching methods 2.94 3.25 305 -149 NS
121.‘ Career development 2.79 3.24 294 189 2>1
13 Professional status 3.07 3.49 321 .19 NS.
14\. Institute image 304 . -171  NS.

2.9

. R .. - . .
*¢ Significant at .01 level
*  Significant at .05 level

‘ A ‘
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Table 6.4
Staff Derelopment Quicomes According to Instructional Divisions

Bus/App.  Industrial Eng Tech /
oy (2) (3)
(N =28) (N =48) (N =33)

Item Sig of
No. Program outcomes Mean . Mean Mcan F-ratio  Mcans
1. " Student learning 3.32 . 339 2.96 2.06 NS
2. Staff knowledge 3.54 3.65 369 3ose 2>
3. Staff confidence 346 3.46 3.00 1.51 NS,

‘ 4. Teaching performance 354 3.44 2.8% 4_1‘2‘ 3 < 1.2
5. Professional awareness’ 3.18 3.52 3.19 1.26 NS
- 6. Environmental awareness 2:79 2.93 2.48 1.54 N.S.
7. Institute goals 3.00 3.21 2.54 3.6 2> 3
8. »Team work 2.9 2.73 234 2.63 NS
9. Job satisfaction 3.18 289 279 . 1.16 NS.
10. Staff interaction 3.04 2.83 263 0 1.07 N.S.
11. Teaching methods 314 7 2 1.63 . NS.
12. Career development '3.00‘ 3.04 2.75 0.60 NS
13. Professional status- 343 331 28 © 206 NS
14. iﬁéiitute image =~ - . ‘3.1‘8 313 2.81 1.02 N.S.

~*' Significant at .05 level
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Discussion of the F indings

The results reported above indicate that in total respondents perceived the staff
development efforts at NAIT to affect moderately the effectiveness of the lnsLiiuLe_ The effect
of the program was perceived to be strongest in improving the performance of the staff in their
instructional duties. The weakest effect of the program ¥as in the development of human
relations skills and personal development. This finding may be explained by staff
characteristics before employment at NAIT and the bolicy of the Institute to make the August
in-service pro’ﬁram an employment requirement for newly recruited instructional staff.

As previously reported in Table 5.5 on page 98, more than 76 percent of all respondents
hgd’{bf;ly comp/lelcd the*August in-service program as the main formal preparation in teacher
education. Consequently, these staff saw the program as having provided them with vital
know./lcdgc and skills for their jobs. The staff of the Industrial division also perceived the
August in-service program to be useful in providing them with 'i{1§lructional skills because most
had no previous pcdagog‘ical training before obtaining employment at NAIT.

‘ 5 e

In contrast, the staff of the other two divisions, especially the Engineering Technology
division (as reported by Table B.6.2 1{1 the Appendix), ‘considéred the August in-sefvicé )
program as not meeting their specific needs. It appeared that the staff of these two division.s
favoured informal ahd individualized activities because their educational backgrounds were very
much different from the staff of the lndust‘rial division'(Table B.5.8 in the Appendix). 1n this
éonnection. respondents did not ;)crceive the staff development program to contribute as much

-lo ‘meeting the needs of the individual staff members as it did to overall staff performagce in

_instructional duties. The program was also perceived to have failed in improving interaction

-
'

arhon-g faculty. ‘ ' ) N . ‘ .
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D. Factors Affecting Provision and Implementation of Staff Development

Another research question investigated wars: what factors were considered to influence
the provision and implementation of staff development?  Sixteen factors were presented in
Sections E and F of the questionnaire and rated by the respondents on a five-point scale to
indicate. in their opinion, which of the factors either promoted or impeded staff development
efforts at NAIT. The five-point scale was assigned the following numerical values: 1 = no

effect; 2 = slight effect; = moderate effect; 4 = high effect; 5 :f'f‘yery high effect.

Factors Considered to Promote Staff Development !

Table 6._5 reports the frequency, mean score and rank order of responses by the
instructors, supervisors and total respondents to the eight factors considered to promote the
provision and implementation of staff development at NAIT. Table 6.6 presents corresponding
data by the instructional divisions. A mean value of 3.50 and above was considered to indicate
that the factor was perceived to promote provision and implementation. A mean value below
2.50 indicated a sﬁght or no effect. .

Total sampl As shown in Table 6.5 only one of the eight Tactors had a mean score
higher than 3. 50 ‘and that was factor 3 (changes occurring in industry). The mean scores of
tf‘e remammg ’ seven factors were between 2 50 and 3.50, indicating that the respondents
perceived the identified factors as moderately promoting rmplementauon.

Banking of items by ;ubgroupg To examine the’ differences in the rankmg of the
'factors among the subgroups; Spearman rank order correlation coefficients (rho) were
computed. As shown in Table 6.7, rho between the instructors and the supervisors was
srgmf icant at the .05 level, in "contra'st' none of the rho values between the divisions were. -
srgnnfrcant This fmdmg suggests that Supcr\usors and mstructors ranked the factors in the
same order of jmportance but there was no strong agreement in ne rankrng of the factors by

the divisions.
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In this respect. both the supervisors and instructors ranked high factor 3 (changes
occurring in industry) and factor 4 (availability of resources). Those they ranked low were

factor 1 (changes in student enrolment) and factor ¥ (emphasis on the August in-service).

—

Among the instructional divisions. differences in the ranking were found for factor 2 (changes

in the Institute's program); factor 4 (availability of resources); and factor 6 (the structure of

rewards and incentives).

Table 6.7
Spearman Rank Order Correlation Coefficients Between Subgroups
For Factors promoting Staff Developmend

No. Subgroups compared Value of Rho
1. Instructors and Supervisors \ 63%~

2. Business and Applied Arts and Industrial divisions .40

3 Business and Applied Arts and Engineering Technology divisions .45

4. Industrial and Engineering Technotogy divisions & .50

#

* S;gnrficant at .05 level

Subgroug comnarisons. Eiaminalron of Table 6.5 shows that not only were the
supervrsors .mean scores on all of the eight factors hlgher than those of the instructors, but
theu mean scores were 3.50 or hrgher on six of the factors. In contrast, the mean scores on the'
same six factors for the instructors ranged between 3.0 and‘3.50‘. Also, the mean scores for
four of the factors differed significantly between the two groups, The four were:.-factor 3
(changes occurring in'industry); factor 4 (av‘ailability of resources to implemen{); factor 5 (a
cooperative attitude among the staff) and f actor 6 (the structure of rewards and incentives).

According to Table 6.6, srgmf icant dxfferences in means ‘were also found among the

[N

divisions for three factors. The mean of the Engrneermg‘ Technology drvrsron was statrsuaal.ly

lower than the means of botl both the Busmess and Applled Ans dmsxon and the lndustnal division



&

6 ) However none of th@differences were staustlcally signifi

152

for factor 1 (changes in the student enrolment). For the other two factors -- factor 2 {changes

in the Institute’s program) and factor § (emphasis on the August tn-service) - - the Business

and Applied Arts division recorded significantly higher means than did the Enginecring
hY

O

Technology division.

Factors Considered to Impede Siaff ‘Developmem

The frequency. mean and rank order of responses to the eight factors c’onsxdcrcd 1o
impede program impleme]malion are reported in Tables 6.8.and 6.9. A mean value above 3.50

was considered to indicate that the factor constituted an obstruction 10 program

-implementation.

Total sample.  As shown in Table 6.8 four factors with mean scores hfghcr than 3.50

were: factor 1 (inadequate communication); factor 2 (lack of relevance to mdividual needs);

factor 3 (lack of flexibility); and factor 5 (bad timing of @&evelopment activittes). The
remaining four factors in' Table 6.8 received mean scores above 3.00 but below 3.50. The least
perceived <;bslruction was factor 8 (lack of cost sharing policies), ‘followcd by factor 7
(emphasis on organizational rcquireméms).

Ranking of items by su.bgroup_s. Table 6.10 shows that the values of the Spearman
correlaliofx coefficients between the instructors and Lime supervisors as well as among the three
divis;ons were significant. Tl-lis means that all the subgroups tended to perceive the relative
1mportance of the 1mpedmg f actors in the san‘Qvay |

Subgroup comgansons Withi the exception of factor 4 (ipdif ference 1o introduction

of new ideas), the supervisors mean scores were high€t than those of e inQ@ructors (Table

t. Acco'rding‘ to Table 6.9,
s1gmf1cam dxffcrences were found between the means of the nduslrial and £ngineering

'I‘echnology divisions for factor 4 (indiffgaence to mtroducuon of new ldeas) and factor § (bad
o

timing of developmem Activities). In both cases, {he former rved hlgher means than’ dld the

latter. .

s

aa

-~
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Table 6.10
Spearman Rank Order Correlation Coefficients Between Subgroups
For Factors Impeding Staff Development

L4

4

No. Subgroups compared Value of Rho

1 Instructors and Supervisors J9*e
2. B;sxness and Applied Arts and Industrial divisions 78
3. Business and Applied Arts and Engineering Technology divisions R-X et
4 Industrial and Engineering Technology divisions _79?"

LY

** Significant beyond .0l level

Discussion of Implementation Factors
The above findings indicate that the Tactors perceived by the total ‘respondems to

contribute most toward the provision and -implementation of .staff development at NAIT

A

included : (1) changes occurring in industry; (2) availabiiity of resources for implementing new

‘ideas: (3) structure®of rewards and incentives at NAIT; and (4) changes in the Institute's

“‘programs of studies. In contrast, the factors considered by the staff to constitute a miajor

e Xabstruction included: (1) inadequate communication; (2) lack of flexibility in the timetabling;

.z

7 (3) bad timing of development activities;-and (4) lack of relevance to individuals’ needs
Perceptual differences.  Examination  of the Spearman rank order correlation
s coefficients reported in Tables 6.7 and 6.10 on pages 151 and 155, respectively, shows that both

instructors and supervisors pcrce_iv\ed the relative importarice of the factors affecting

5

implementation in the same way. However, differences in perceptions among the divisions were
N - » ‘ / ’
found regarding the factors that tended to promote implementation of staff. development. It .

seems the differences in perceptions reflected the previous education, areas of specialization,

and particular needs of the faculty ‘m'eml;ers. For example, the Business and Applied Arts
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division tended to view changes in “the student enrolment. indusiry. and n the Institute
programs as important facilitaung factors. In effect this group tended to focus or factors that
would lead to changes o1 improvement in managenal practices as well as in the™brganizational
climate. As the group that paruicipated most in industrial leave (Tabtes B.5.6 and B.5.11 in the
Appendix), they also considered changes occurring in industries as the most important
facilitating factor. ’
\ @
In contrast, the Industrial division appeared to view clearly defined ‘pohcies as a

facilitating factor. In their perception, bad timing of activities and inadequate ¢6mmunlcal10n

consu’tuy obstructions to implementation. 1t seemed that the insigyctors in this group tended

to assaeiate staff development with conunuing to pursid¥ antversity degreey and. therefore, they

appeared to be more concerned about how they would achieve) pis with sulport from

management.

N The Engineering Technology division ,appcaﬁd to be a rather "neutral” group that .

showed little imcreSI in staff development activities. Hence, the factors they perceived 1o be
important facilitators were the basic input variables such &provnsnon for resources, rewards

and incentives. Thls‘oup was also highly trained in lhcnr specialized subject areas (Tablcs

i

B.5.1 and B.5.8) but tended to underrate the humanistic aspect of organizations. The group '

seemed to exhibit the type of mstructors characlenshcs which led Welcs«.huk (1977 112) to

conclude thal‘ “college instructors tended 10 | consxdcr themsclves as p,mfessnonal

1

malhemaumans plant scxcnusts radnologxsts elc. rather than prof¢ss,10nal mstruclors

Another 1mportant abservation f rom the f mdmgs was that nonc of the subgroups in the

!

study considered changes in the student enrolmem 10 bma majdr f acxhtatmg f aclor in lhe staff -

l

developmem efforl at NAIT (Table 6.5) evcn Lhough 'Ua‘e dxrfercnces _m ‘the divisional
responses wete mgmflcam Hence, in comrast lo the’ cmhmon behe’f that ;he commumty
colleges gengaally adapted their programs to "meet fh¢ needs.of a changmg socxely (Harlachcr

1969:3; cited by Bate and Mclmosh 1972 17) the fmdmgs. bf thrs study seemed Yo indicate

. that technical institutes, mstcad provxded estabhsbed ‘progralhi especxally in the trades to
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equip individuals with skills needed 10 be in tune with technological practice.

. E. Relationships Among the Study Variables
+ " : N
- : A . ;o
On the assumption that staff development is a complex phenomenon, another pur\pose
of the study vas 10 e‘xblore* possible relationships amor;g some of the variables used'for

assessing efftjcuveness of lhe _program. ln thns case, it was possxble to comment on the
usefulness of the assessment model tsed for lhe smdy " The Pearson product moment:'
correlauon coefflcnents were compuled mmally to examine the linear relationships between

selecled pairs Qf vanables The varlables méhrded in lhe computatnon were: (1) the 14 items
4 4. .
used 1o assess program outcomes and'(2) lhe sﬁ dlmensmns used to assess approaches to staff

. . i s

developmem The &rmer wére consxdered ‘as the dependent vanables and’ ‘the laner as the

mdependem vanables However to predict ther major sources of varxauons #n ‘the outcome

2 \ ,
bl ‘ measures. -a muluple regressan analySrs was done usmg the forward selecuon stepwrse" )
technlque (Nxe etal., 1975: 9) S - o o .

Resgltsof_meCorrglatlons'\'-"/'_-'. . | IR

The Pearson corx‘elauon coeﬂicxents between selected paxrs of vanables are reported in

Table 6 11 Only four of the coef f 1c1en1s shown 1n Table 6 11 were srgmfrcant at the .01, level o

»

f/ :_ all others were sxgmflca‘m at the 001 level The four lowel' correlauon coefflcrents ‘were

between needs assessmem as an mdeﬁendem vanable and the foIlowmg four outcome-
L s

“,. measures (1) mcreased staff knowfedge (2) mcreased ;ob sansfacnon ampng staff (3)._;

-

ngproved :meracuon among stafT and (4) unprovecl teachmg methods

T ' - e The relatwely h‘igher coeffxcnents (r > 60) were among the outcomes and the fonowmg -

: ,f_ri,two dunensmns of approaches 41) managenal practrces and (2) relevam and useful actmues

meYollowmg tyo mdependent vambtes (I)
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! - . a . . -
program objectives. The other two independent variables, clarity of objectives and
organizational climate, showed moderate relationships with the dependent variables.

Prediction_of sources Of variation. In view of the positive significant relationships

found among the dependent and the independent variables, a multiple regression analysis was

_ done using the f orward-selection stepwise technique. This techni\que allowed the independent

variables (the six approaches) to be introduced sequentially depending upon their explanatory

| power (Nie et al., 1975:9).
The results of the multiple regression analysis are reported in Tables B.6.3 to B.6.16 in

the Appendix for the 14‘ oulcome measures. The “tables show the multiple correlation
coefficients (R)Ycoeff ivcients"‘of" multiple determination (K?): and the .gain in variance for the
b approaches which predicted the various outcomes. The mdependent variables were entered into
"the computation sequentral]y for multtple R values at 05 level of significance and beyond.

' That is, an mdependcnt vanable wrth multiple R value below the..05 1evel of significance was

" Pi

not em,ered mto the computauon because its e)tplanatpry power in terms of the outcome

measure was conSrdered 1nsrgmf icant. For purposes of mterpretauon the results reported in

the 14 Tables in the: Appendtx are surq&named and presented as Table 6 12 In this tabte the
\

coeffrcrents of multiple determmauon (R’) attrlbuted to the mdependent variables

‘ (approaches) that were entered in the stepwrse computations at the .05, level of sramf icance and
beyond are teported f of each of . the 14 dependent vartables (outcomes) The total R? (or total -

fvarxance) in each outcome measure as a cntenon thAt was explamed by the mdependent
R o

‘varlables are also reported in the last cotumn of Table 6 12. - S

Totgl vanggce gxplgmed Table 6. 12 shows that the tOtal variance explamed ‘by the‘ '

.’approaches that were entered m the stepwrse computauons exceeded 50 percent in 6 of the 14
. outcome measures These were teachmg performance (61%) staff knowledge (60%) student ‘
learnmg (56%) staff conf;dg (52%) teg;n work (52%) and teachmg methods (52%) “For - - |
" another 6 outcomes the total vai‘rance explamed by the approaches ranged from* 4;1 to 48:

éj.}nase'(@%)_;.staff interactio (44%); cn#ir.o'nmental awarensss
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' (43%): job satisfaction (42%). professional awareness (41%); and career development (41%).

In the case of the remaining {wo outcomes. the total variance explained in each case by the

_indépcndem variables was below 40 percent: professional status (36%) and lnstitute goals.

i -

Explanatory power of the independent variables. According to Table 6.12, relevant

activities and managerial practices frequently showed up as the predictors of the outcome

~

* measures. Relevant activilies. as a predictor, contributed to the explanation of the variations in

12 of the 14 outcome measures. This independent variable explained over 40 percent of the

total variance in each of the following four criteria: teaching performahce (49%); SIAff
. »

~ confidence (45%); teaching methods (41%). and lnstiwie's image (40%). For another three

outcome measures, it explained over 25 percent of the variation in each- case, namely,
professional awareness (33%); staff interaction (31%); and Institute ifffels (26%).

The proportion of, the total variance .in the \other outcomes that were explained by

relevanl activities ranged from 11 to 3 percent. They were: staff kﬁo'w.ledge (11%); student

b »learning ( 8%); team work (8%); environmental awateness (5%); and professional status (3%).."

«

The only two outcomes ‘that relevant acuvmes appeared not to predlct were jOb satisfaction and
career development

Rd N N '

Managenal practnces explained over 40 percem of the total variance in Tour cmerra

‘

studem learmng (45%) staff knowledge (45%) team work (41%) and career development

&
(41%) It ‘was the only prednctor vanable for career developmem lt also contnbuted 10 the *

_explanauon of the vanauons in the followmg four outcome measures job samfactxon (39%

L E

envuonmental awareness (33%) professxonal status (28%) and staff conf 1dence (7%)

Orgamzatxona] chmate was the thxrd most f requently xdentlf 1ed predxctor vanable of the :

. "outcomes It contnbuted to the explanamns of the t’otal variance in 7. of the 14 outcomes‘

, However the proporuon of variance explamed by tlus mdependent vanable.exteeded 10 percent

<

only three criterion vanables sta,ff mteracnon (11%) tmchmg methods (11%) and .'

teachmg per{onnance (10%) ; It also oonmbuted to the explanauon of the vanauons in the |

Lé followmg Insm.ute goals (9%) professnonal awarencss (8%) lnsmute s 1mage (8%) and -
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environmental awareness (5%).

As a predictor. achieving objectives contributed lo the explanation of the variance 1 six
outcome measures. But lhe proportion of the variance.explained did not exceed 5 percent in
any case. The six oulcomes. were: professional status (5%); staff knowledge (4%); student
learning (.3%).; job szrtisfacrion (3%): teaching perfprmance (2%); and staff imeract.ion (2%)_

Needs assessmem cohrribuled onl)r to the prediction -of the varmi‘oné,in tedim work
(3%). But the independefit vasiable., clarity of objectives, did not appear'ro contribute to the

0 R s
explanations of the variations in any of the 14 eutcomes. *»

Discussion of Relationships Among Variables ’ -

Correlation coefficients, as noted by Borg and Gall (1979:477).- "canpot be’ used lo\
. . S : . N
determine cause-and-effect relationships. although they may be Tsed to cxf)lore or predict

relationships between wo variables " Thus, in this study the correlation coefficients were

. < .

computed for the purpose of measuring the degree of relationships among the variables used in

«

the assessment of effectiveness and to predrct possrble sources of variations that can later be

. &ty

. tested. in an experimemal design. Any generalization or predrctrve mLerpretatron of the -
- e »

relauonshrps found in the study must be made wrth caution.

> o L ra
e

Implication of the relatlonshrp The results of the Pearson correlauon mdrcated rhag 4t 5

LY . -

posmve relatronshrps existed between the outcOme rpeasures as dependem varrables and t,he srx

»

dlmensrons used in assessing, ef fectrveness of approaches as the mdependem variables The . .

multrple regressron “also demonstrated some "degree of linear dependence of the mdmdual

) outcomes on the six mdependent varrables or approaches (Nre et al 1975 331) Such
L
' relauonshrps suggest the strength and usef ulness of the assessmem model (presemed in Chapter

v

_.' III on pages 7 and 73) used for selectmg the vanables and- drmensrons f or the study Further . :

4— a’

~ exammauon of the relauonshrps fevealed that the- gams in muluple correh!uan coefT 1cfems a

(Tables B. 6 3 to B.6.16 in the Appendrx) over the brvanate correlauons (Tab}e 6 11) weré’ nor

(R ’

4 substannal suggesun% tha‘ the mdepcndent varmbles tended to correlate wuh one another—(Sax

-

B S =
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1968:325).

Qutcomes related to the approaches. The proportion of the total variance in the

individual outcome measures explained by the independent variables exceeded 35 percent

indicating that the six approaches appeared to be relevant for the exf)lanation of overall

effectiveness of staff development. A further study of the data revealed that the approaches

o
”

tended to contribute ‘more to the explanation of outcomes related to development of knowledge
and instructional skills than they did to outcomes Telated 10 development of attitudes and
human relations skills. This observation appears to support the findings of the study that the
induction program and the university upgrading~programs were considered by the staff to be
the two effective components of the staff deveIOpment program at NAIT. .

" Important predictions. ”The analy’sis' ;h'o,wed that; relevam aetivities' and‘ managerial-
praetiees were the two main sources for predicting the wvarniations in 'rthe outcomies of staff
development. This result ‘was similar to the report‘ oy Siegel (1980:137) _Lhat‘.program

management contributed "56 percent of the variance to the overall sucgess scores” of faculty

developmcnt Needs assessment was found to show weak relationships wi'th the outcome

-

. measures It was only:team work where it accounted for 3 percent of the total vanance Thrs' :

also reflected )he f mdmgs of Siegel that no statrstrca'lly srgmf icant’ relatrons'fnp exrsted between

' 'overall 1mpact of staff development and the plannmg and preparatron of actrvmes .

any of the 14 outcome measures Thrs f mdmg differed from one: reported by Sxegel (1980 137)

; that clanty of purpose of faculty development explamed 3 5 percent of the total vanance m thet

overall success The hterature on mnovauon also rdenufred cIanty of objectrves as ;'nu

' 1mportant factor in 1mp1ementauon (Gross et al., 1971 Fullan and Pomfret 1977 Dal}n
V1978) This fmdmg of. the study, which appeared to dtffer frotn evrtlence m the professronal‘

luerature may be eXplatned by two factors It seems that the rnstmctors at NAIT knew more.

-~

S .
' about the atms of the program than they knew about the variety of actrvrues used because the "

o InStrtute s onentauon program is an empl/oyment requtrement Another factor Wthh relates“"";* E

S U

However, clamy of objectrves did not.-contribute to the explanation of the variations in
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to the first, could be a problem of interpretation of the items used 10 assess this dimension of

* r

approach. 1t may have been difficult for tHe respondents to differentiate between clarity of ©

‘

objectives and clarity of activities used to promote the objectives of the program.

\ ) i ~ 4

Summary of the Chapter

‘The assessment of staff perceptions regarding the effectiveness of the staff
develop_rhem progiam at NAIT was discussed in this chapter. The assessment was considcred in
three“areis,h namely (1) adequacy and appropriateness of the staff development approaches;

(2) the nature of program outcomes; and (3) the factors considered to affect provision and

b

impiementation of the progrém.
Approaches to staff development were+examiried on six dimensions: (1) clarity of -

objectives; (2) needs assessment; (3) management practices; (4) organizational climate: (5)

_relevant and useful activities; and (6) a;hieving’the program objectives. In assessing the types

~

, g

of program optcomes, respondenls Tated fourteen items listed in the questionnaire. The:
g v t ‘ . 2 T
imﬁle;q)eméilion factors were examined from two perspectives: the facilitating factors, and the

o
v ot A

factors considered to constitute obstruction to the ,program. Fipally; - relationships were
‘determined between some of the;variables used in assessing program effectiveness. <

‘
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Chapter VII

SUMMARY, CONCLUSIONS AND IMPLICATIONS

Thls 1chapu:r summarizes the study. The first section provides an overview of rhe
methodology used for the study and in the second, the important findings are presented. The -
findings aﬂr?e“discussed in the third section. Conclusions are presented in‘ llle fourth section
while the fifth and final ’secllon assesses the implicalions of the study ard offe‘rs some
suggestions for further research. . . . |

4 \J

.A. Purpose and Design of the Study

a N

Purpose of tlie Study

The five purposes of this suldy were (1) to describe the characteristics of the staff

“ ,

y } : '
development program for the instructional staff at NAIT; (2) to determine Ehe pragram's

- R

balance Q&emphasis between meeting-institutional requirements and addressing the needs of the

» b ~ . )
individual members; (3) 10 assess the effectiveness of. the program as perceived by the staf f,

A}

4) to determme whether drfferences exrst in the percepnons of the program effecuveness
L]

mong the - drf‘ferem consutuencres within the mstrucuonal staff and (5) to explore the
/E

[2

elationships between percerved effectiveness and the existence of certain input yarlables. .

<
A o

. . '
' - .
" \ . e .
. ‘ ~
. s -
- . .o

Conceptual Frgmgwork' - A : : ' ™.

' Two models based on concepts of systems theory were deve10ped and employed as

.

f ramemrks for the assumpuog; and drrecuons of thé study One model was an adaptauon of *

‘the, Getzels and Guba (1957) soc l' sysrems theory wlnch“ pfc{vrded the framework fdr
ia

B A CED N

companng the emphasrs of the two perspecnves on the sl:aff development program at NAIT

' msutqﬁonal requlrements and nwds bf the. individual members The second model ‘was s based

M v

'_on the open systems conoept and served as the framework for selecung the vanables used mil_'

( .\_ - ' ﬂ.‘ . .v . 165 .“.. N

a
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describing the characteristics of thé program and in assessing its ef fectiveness. .

[N

The Methodology

The study was based on a survey questionnaire distributed 10 a stratified sample

’ - T - . ’
randomly selected from the instructional staff at NAIT.
v ' -
The sample.” The stratification of the sample was based on threc factors: (1) the two
2’ }
k
categories of instructors: and instructional supervisors: (2) the three principal insrrucuonal
- ° ;

[y

divisions of the Institute; and (3) the fifteen instructional departments. The original sample

e

’ ' ~
consisted of 105 instructors and 4S5 instructional supervisors which yielded a return of 73
. . . . »
percent, consisting of 72 instructors and 38 supervisors.

Data sources. The data for this study were collected with a survey questionnaire
- -
consisting of three parts. Pagt 1 of the questionnaire was used to gather essen ial biographical

informarien on the respondents. Part 11 was structured 10 provide data fof describing the
characteristics of the staff development ;Srogram at NAIT, and Parn 111 was used 1o assess the
perceptions of the staff regarding the effectiveness_of the program: . Institutional documents'
-were algo evxam-ined f or additional inf ormation. | '

S N 7 . .
o . ~ B. Major Findings From he Study -

o . . L
In relation to the 'purpose of the study, the main findings are summarized below

»

dccording to the characteristics of the respoxidents, characteristics' of the staff development -

program, and the perceived effectiveness of the program. - - S

*

. , - ' 5
. - o0 = - @

-

. Characteristics of the Respondents .~ - - &

A knowledge ‘of the charactenstrcs of ¢ orgamzauonal members is essenllal for the

plannmg of staff developmenL Therefore the followmg relevam characlensucs of the

-

f

respondents are presented _ S I . Y

G

R '.‘-.\i"
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* Composition of respondent greup. The respondent group consisted of 44 percent from

the Industnal division, 30 perccm from the Engineering Technology division, and 26 percent

~
from the Business and Applied Arts dmern While 86 percent of the supervisors responded to
! -
the questionnaire, only 68 percent of the instructors responded. It was also found th_at the

proportion of supervisors was fairly evenly distributed among the three instructional divisions,

but that was' not the case for the instructors. All the instructors of the Industrial division (100
B B

percent) responded, whereas 53 percent from the Engineering and Technology divisiog, and 49

percent from the Business and Applied Arts division, responded. . .' .
’ ?

These findings suggest that interest in staff development was not the same across the

e !

subject ,)ﬁelds, nor -for the different instructor positions’at NAM . The high interest shown by
the staff of the Industrial division tends to reflect their cghcern or desire to obtain university

degreeS ‘which are highly recognized for salary gradving by the Institute. However, the findings

&

_also appeared 1o indicate that the supervisors’ interest in the program was ‘aimed at the two

~

" purposes Of staff development: mzeting individual personal needs and improving the

performance of the organization. In this respect, it is speculated tlrat the tnterest shown by the

non supervisdry instructional staffl‘ in development activities related more (o satrsfymg thetr

.

personal needs than with improving the organlzation.’ _That is, the findings suggest that the
. L ‘

program was not r7ecting its twin goals as management would tend to believe, - ‘

Demographtc variables. 'I'he, reSpondents fell into tl"xree:age cateéoriee: 33 percent in

30 toA'40 years .calegory, 43 percém in 41 t0 50 years category«; and 2;1 pessent were o:;eruSO g/ears

of age The educatlonal quahftcauons reported were 42 percent journeyman certificates; 9
. \

' percent college dtplomas 32 percent bachelor s degrees; and l'I .percent g)aduate drplomas and

"degrees. The f ollowmg teacher qualtftcatrons were also reported 77 percent had completed

only the NAIT i;“semce program 19 had completed umversrty programs in teacher educauon A

‘and 4 percent had completed other f ormal teacher s oertlf icate programs

More than 52 percent reportea 10 years or longer servxoe at NAIT The supervrsors

reportf‘d longer serv,oe 89 pereem as compared to 33 percent of tnstructors had 10 years [+

W -
¥ . .
. - . :
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. more service. Whereas 74 .percent indicated thev had 5 vears or more working cxperience in
) : ,
’ jobs related to the courses they taught at NAIT. only 4 percent reported no working experience
-
before employment at NAIT. Most of the staff with more work -related expenience were trade
}‘ 'y A e S

H 1OrS. LY

The above reported statistics about the sample have implications for the ‘program
- ‘management inygegard to needs assessment and choice of development activities. ‘Because many
instructors completéd their training some years ago, they require informauon and assistance

- from the program management to enable them .to determine their professional development
Y ' . D
% neéds, Also the fact that about 80 percent of the respondents have no formal teacher
<. ! ' . ‘ )
education, except thg Augusl orientalion program, suggests that the program management must

. ' \ '
continuously assess the needs for instructional development. These needs ought 10 be addressed

. \ . ~

through the variods @n-Sfrvice acuivities such as the June in-service program. -

However, this _bsufxdy revealed two weaknesses in the June progrdm which must be
carefully'considerod in future pl:iuming. One concerns the timing of the prog’ram to avoid
clashe\s with timetable commitfnems In this regard - July may be a suitable period for the

program Another consideration is 10 have scparate or different sessions of the program for

4

‘the main in§tructional divisionse or groups of msuucuonal departmems The olhcr wcakncss'

£ - / -

+, A

PR provnsxons for mdxvxduahzcd prOJects ThlS xmphes that the content of in-service activities-for
the already employed staff must not be a repetmon of the August orjentation prografn used for

- .. "ewly ergployed mstmctors lnstsad the f ormer must have a«gréater vanety ‘of activities lo
meet the various needs -of the staf f S . .
+

’

© »  identified with the -June in- servxce pgogra.m is in-connection with relevam activities, cspecnaﬂy .

amclpat;on in gevelonment agtmtlg 'I‘hirty pcrcen't- Of.' the respondents were )

- enrolled in t ormal continumg educanon and all were at Faculties of Education. As many as 625

¢ .

percem of those. mvolved in contmumg educauon were staff frbm the lndusmal dmsnon )

v
+ e

sﬁgesung that tliese mdmduals were conunumg thexr educauon because they wamed {0 obtam

university degrees or to becom_e,professxonal teachers.. It was found that while }2 percent of

i
.
.

[
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the respondents indicated they l’?d been granted various durations of educational leave, only 22
percent reporied industnal leave. More supervisors reported taking leave of absence than did
instructors for both educational and technical upgrading.

It appears the high percentage of journeyman certificates reported by the respondents,

-

may explain the relatively higher number of* the program participants being involved in
. - . w B
upiversity upgrading. But the results also showed that, although leﬁhnolOgical changes were

rapid. instructors’ participation in technical upgrading was low. It is evident that the interest
- )

and level of participation of staff in development activities do not reflect %0 much the needs of

-

the Institute as they do the needs of individual instructors. @s a technological institution, it

was expected that staff upgrading could have taken place in faculties such as Science.
Engineering. Agriculture, Business, J.aw, and Home Economics where tesearch in the
. T

‘instructors’ subject fields is the major concern. Instead. the results of this study indicated that

-

staff upgrading was done mostly in Faculties of Education. Thcsé.findings may be explained
partly by the In,sl\ilule's policies on rewards and incentives that tend to favour university
degrees. Another explanation fnay lie in Lhé universities’ admission and program polic’ies which
probably make it easier for the instructional staff to enrol in ihé Faculties of Education than

they are able to gnrol in the other university faculties. ' .

*" Characteristics of the Program s P
e "The characlerisiics of the staff development program at NAIT are summarized bglow in .
_ terms of its aims, policies, { undmg rewards activities and xmplememauon strategles ‘ .

gronvam aims. The. respoudcms 1ended to view the pnmary objectives of the pgogram

as managemem efforts 10 meet the lnsmute s requuemems and, theref ore, they tended to see

Lhe objecuves addressmg ind:vndual personal needs as secondary The staf f probably déveloped
-.such an amtude toward . Lhe program because of twspecxal attenuén given 10 the August

' m servwe acnmy by m;program maqagement. fI'he unphcation of tis ﬁndmg 1s that staff -

devglppmem at NAIT requ;ms redefinition m_ its objectives and ‘acuvmes 0 xreﬂect bpth_
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1nsmuuonal requirements and persgnal needs of sislf. T -
2 . . .
. Gy - X
Policigg‘ The study revealed that NAIT has pohcies®io*® govern uaff dcvc]opmc&x.

But because gost of the policies are worked into the academic staff collcctrv.c agreement_ they

tend to emphasize issues ofp released time and conditions for professional development leave,

Consequently . the policies do not address sufficiently the types of activities that,should be used
to implement the program objectives.

Funding. The two main sources of funds are from (1) the Institute’s budget and (2)

©

individuals' personal Contribution of time and money. The results tended 10 suggest that the
cost of studying at the univeﬁilics and other educational igstitutions was mainlér an individgy

member's responsibility. But the ﬁndings also revealed that the organization contributed to

-~ L3
staff development cost by granting stody leave with or without pay: by arranging Tclcascﬁmme

ang by organmng in-service activities al no cosr to staff. -

-

Rewards.  Salary increases are the: main rewards for parucipation 1a dcvclopmcnr

activities. Promotions are at times used as a reward but how {Mat sysiern operates seems not 10

o,

- be clear to many -staff,  especially the instructors.- Another incefitive is the maintenance of -

[

employment_benefits while on study leave. It is evident.that the Institute’s reward s

3 &

which is closely re,lated to formal qualifications, is very traditional or con\t

result, the reward system appears to mﬂuence the Insmute s staf f d velopment

’ ﬂ

" determines lhose who are lrkely to benefn most and which acuvmes wilt resull in higher

rewards. These two factors tend to. explarn the hlgher enrolmcm of staf f of the lndusmal. .

\

' division in the university degree programs. Therefore, -to encourage pamcrpatron-of all staff in

developmem acuvmes managemem should: explore the use of other reward systems One

Lo

possxbﬂrty is.t0 recogmze a non f ormaI mdrvrduahzed praject for rewards. Another is to search .

, [y

~

for ‘non-monctary- rewards‘. suth.as creating various role posmons in the organrmuon Lharvar.c o

é ~

not relateq 10 promouons This could help erode the tradmon of monetary rcwards as it may‘

.

be satrsf ymg for some staf fto rmpmve rhemselv;ln order 0 be in lhese status role posmons

e LI

1

.t
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Cost_elements.  According LO':lhe staff collective a'grcemem' the cost of staff

~a

development at NAIT is described-in terms of the following elements: (1) study leave with or

. . .
without pay; (2) releaséd time; (3) exemption from paying tuition fees for certain Institute
courses; and (4) fee for membership in professional associations. One cost element which

apipeam to be missing in ihe program is support for ‘individualizéd projects such as research.

\Qie/rssults of this study suggest that such deyglopment activities could promote the interest and

participation of those staff members with relatively higher educational qualificatjons.

Needs assessment.  Generally, individual faculty members were given the opportunity

' to determine their own pg)}essional needs and to pursue them, as far as individual upgrading

was concerned. But the needs for formal and Institute-based activities appeared to be

. 3
N

determined by the program management or in consultation with the instructional departments.
o - .

)
. ' 2 :
When individual faculty members are competent to determine their own professional needs it is

appropriate 10 encourage them to do so. However, those faculty members who have no teacher

education or who have been out of formal education programs fof a long time, usually require

guidance and counselling 1o be able to make such decisions effectively. The findings suggested

that these services were not available. This might have contributed to the low participation of
staff in those developmem activities where the needs appeared to be greatest.’
Types of activities. ~ Formal and Institute-based  activities were the main

characteristics of Lhe program, while informal and individualized activities were rarely used.

- The August in-service acuvnty is assoc:aled highly wnh' the program because of ‘the mrajor role

it played for two Teasons: (1) it was an employment requiremem and (2) as an orientation -

‘

’ program,* it provnded essenual knowledge and SklﬂS 10 the mstructors without teacher

educauon*. Although the June m-servncefp'rbgram was also considered usef 'ul it -was not vnewed

.<

‘1o be as successful as the August in-service acuvxty " The former ‘was also crmcnzed for its .

timing: some felt that it clashed with Ume table commnmen;s

Program coordination. Sta*f deveIOpmem is - the responSIbihty of the Insutule $

' professiotfal development unit b ed by the. Manqggr. -of Staff Traimng .and’ .Pcrsonnel» '
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Development. There is also the Staff Developmem’Comrr}mée, of which the Vice-President,

Instruction, is the chairman. The commirlee is responsible for the approval of applications for

prof essional development leave. Nevertheless, the findings showed that the respondents tended

to see the role of these two bodies 0 'be minimal in program implementation. lnstead,.‘
implementation was identified more with the instructional departmems and the Academic Staff

Association. The former is involved in instructional skills development. and the latter

_ negotiates policies relating to revuards and benefits.

The above f iudings suggest twecissues of concern for policy development and program
planning. First, linking policies to collective agreements tends to emphasize rewards' and
benefits. Thus little attention is given to policies concerned with what sh‘o)uld constitute the
activviliesvof' the staff deveIOpmem program. Second, as the program management becomes
preoccupied with control of resources and implementation of formal attivities, it tends to lose
Sighl‘ of the importance of rr;eeu'ng individual differences. But in .‘ technical educational
insritules; these individual differences are a significant concern because great variatien exists
among the mstrucuonal staff in terms of educational and professronal skill levels

Human resources. The respondems indicated that the expertise of the Insutute s
~ personnei was not bemg uuhzed adequatelyjm program implementation. Similarly, the results
indicated that lhe program management was not makmg f ull -use of resources and facilities
av:ulable in the umver‘smes. The first was a concern expressed mostly by the staf f members
'with relatively hig‘her qUalif ications a'nd" Lhis suggested thAt they disapproved of the existing

1mplememauon strategles The! second was a geéneral concern whrch as 1nd1cated by the results
of the study was related to umversny programs, research facnlmes and peisonnel. - These
vf rudmgs suggest that the: level‘of staff par:ﬁcnpallonils lllrely. to improve if -staff become mere
invelved in the planning and iruplementaiieu of the program. c | | k‘ o

Q. rientation of staff dgvelopnrent at_NAIT The erient‘a.tion'of the program was |
assessed en five fdctors_derived from the study. The. results shewed hiéh orientaiioni on all
'rh'ree ’facter's, addressing idsritutional requirements, namely. inst'itution-focused,iv resource

~

~

-
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control, and traditional practices. The orientation was also high on one of the|two measures of
personal needs, ’Lhal 1s, voluntary participation; but 11 was low on the Plhcr -- personal
developrpem The results suggested _that the staff developmem program at NAIT emphasized
more of the institutional requirements tha‘n the individuals’ personal needs.

I Comparing this finding with the other findingé of "the study, regarding the highly
participative group and the types of activities they were involyeg in, suggests that there was a
discrepancy between what the program was achieving and the expected goals of l:hc program.
In terms of panicipation‘and interest, the progfam was not mesting the aim of ;)rganizalional
1mprovemem The findings also sh‘owed that, in the percepuon of the staff, the program was
nol aimed at helping them meet their individual personal needs. This discrcpancy bctwgcn the
perceived and expected goals tends to indiclale‘ lh‘al the prbgram was hol'meeu‘ng its goals as

expected by both mahagemem and staff |

.

Perceived Effectiveness of the Program /
- i

How the respondents perceived the effectiveness of varidus aspects of staff

“development at NAIT is summarized below.

Effectiveness of approaches. "The study showed that the respondents were only'_ ‘:

partially glear about the definition and objectives of the program. It also revealed that on the

Ri

whole r§Spondems appeared to be satisfied with -the strategies that providéd opportunity to

1nd1v1dual faculty members to determme their own professxonal needs and to pursuc them.

Gowever‘the general vxew was that the cooperative and team approaches for delermmmg group

needs could be 1mpreved Despne the ‘staff approval for determmmg thelr own professnonal

needs, thxs study indicates® ‘hat the strategy 'has not produc6 ef‘fecuve and usef ul results as

.

management tends to believe. The 'reasoxi» is that there ate some faculty who, because they have
Been oul of formal education programs for a long ume or who ‘have no teacher cducauon

rcqulre admmxstratxve leadershxp and guxdance in assessing their developmem needs. But it
L 4

‘appears these individuals did not receive,much guidance from lhe program managemenl. As a

e

-~
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result of lack of such guidanjc,e, the program tends 1o emphasize university upgrading in teacher

education and seems to give less attention 1o upgrading in technical fields where the greatest

needs appear (o be,

A

The results further indicated that the respondents regarded the‘ oyerall organizational
structure and the climate of the Institute to be favourable for implementation of the program. .
That is, t‘he‘involvement of the instructional d\partment; and the organilational arrangements
pro\ided by the Institute's ‘'management for staff development weLe satisfa_ctory. But -
management of the program itself was perceived to be ouly' partiaily et"fective. The role of the

" program management was considered adequate’ in®the acquisition of pHysical resources for -

implementation, bul respondents weére legs satisfied with the assistance provided by
b, 3

manaéement for upgrading their knowledge in thwhniml fields. In this respect, the system,.

»

which mainly provided for rewarding university upgrading, appeared 1o be satisfactory 1o some

members. ‘There‘were others, however, who wanted (o seeethat upgrading in the technical fields ]
- . . . . - R ‘)

was rewarded equally. ‘
Another f indiné was that the formal and tradim’onal‘ activities or approa;;hes used for
implemenung the‘program were considered to be effective. In compatrison, the infonrral and
_individualized approaches were seen —to be less effective. Examples .of the former weére
in-service programs workshops and study leave; and of the latter mdustrral leave and™™~——s
_ instructor observatron -In this regard, the major obJectrve that n( program was percetved to
‘be pursumg eff eculvely included university upgradiag and provrdmg basic mstructronal skrlls 10

newly recrurted mstructors In contrast, personal development objectlves such as leanp?g
|
human relatrons sktlls and upgradmg in the ‘technical frelds were seen to be pursued less
R . 'n . A
_effectively. o ' S

é

The above findings serve to identify issues that recire management attention in future = '~ " _
plam;ing. Ifirst, individual differences must be taken into consideration at all stages of
/ .
plannmg and 1mplemcntanon Second there should be more vanety in the actwmes used to

promote staff development. The third, and most drf frcult 1ssue to resolve. is to develop

'
. . . P Lt
. o - ’
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alternative and/or additional reward systems. Salary incteases alone have their limitations. By

accepting that inner-motivation contributes to participation in development activities, some

form of non-monetary reward or benefit could also be used. For example, if stafl could be

—

assigned short-term administrative roles in areas where they have acquired new knowledge or

training it could bring personal satisfaction. The strategy could have mé ac,ld’itional ad,r'anlagc
of testing aptitude for future prgmotion. ‘ . ‘ .
Prograrrr’outcomes. In the opinion of the respondents the most _impqrj.am fp.prcomes
‘ - .
of the staff development program at NAIT included: (1) improved staff . knowledge: (2)
. . , . ] ‘

improved s(taf f confidence; and (3) improved teaching performancc. Where i;he effect of the
.

program was perceived to be the least included : (1) promoting teant work; (7) achrcvmg

mteracuon among the staff and (3) creating sufﬁcrem awareness of socxal angl ccon»omnc

P

Y
Ea

fdctors thal affect ‘the work of the Institute. 1t is evident that lhe mstructidnal staff krc aware
of the impact of the formal in-service activities, especially the August in-service program,
because it is an orientation program. But the findings also indicate that thé program is more

directed at developirrg instructional skills than it is helping with the developmem of human

ot

oy . . {

Factors affecting implementation. - The factors perceived by the respondents to

promote‘theﬁpro‘gram included: (1) changes occurring in industry; (2) availabjlity of resources

for implementation; (3) structure of 'rewards and incentives; and (4)'fchanges in the Institute's

‘program of ﬂudres The factors percerved Lo 1mpede the program mcluded (1) madequale

commumcatxon (2) lack of flexibrlrty in. Umemb)mg, (3) poor ummg of development acuvrues

and (4) lack of relevance to mdmduals needs These f mdmgs reveal that whereas the lnsutute

has prowded adequate facrlmes for staff developmenl the rmplememauon strategnes are not

‘adequate to reahze the‘desn'ed ‘goals.

' Differences in p_erceptions among the subgroups. There were stansucally srgmf icant J

- diff erences in- percepuons of program effectrveness among the suhgroups, regardmg sgn}e of '

the program approaches Between the supervisors and mstructors dlffcrences were found in
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percepti}on of clarity of purposes of the program and usefulness of the August in-service

activity. The instructors reported less clarity of purpose than did the supervisprs-. 'Similar‘ly',
they corrsidered th'e August in-service acu’vity 10 be less usef ul than':did the sup;crvisors.
ngmflcam differences also existed among the mstructlonal chvxsrons on 1ss\ues _concerning
management practices, reward systems and use of relevant acuﬁﬁes The Busmess and

Applied Arts division_Mmed to have a belrer understanding of the role of the

program management than did the other two divisions. The staff of this division also found
s ? - i

- the Aué’ﬂst in-service adivity’ more useful than the Ehgiheeriné Technology division. The

-

‘Industrial dmsxon reported sausfacuon with ‘rewarding umversuy upgradmg whxle the oﬂrer '

lwo divisions seemed 10 be less satisfied with the system. Instead, they wanted to see the use of

N

°

other rewards that were not an.ached 1o salary increases.

‘ ’ - . - .

There were no differences in per{:eplions among the subgroups regarding the main

factors impeding implementation: inadequate communication and lack of relevant activitjes.

. However, there were. differences .among them regarding [t}ﬁ factors that tended to promote

! " -

implementation. For‘example, the Business and Applied Arts division tended to view charrges

in~student enrolment, in industry, and in the Institute's programs of studies as the important

facilitating factors. The Industrial division considered a well defined policy as a facilitating

<

- factor. The _Engineering Technology division considered, as facilitating factors, the following

_ input vanables physxcal resources rewarcLs and incentivés. These differences appear to rela{e

to the prevnous education of the groups which, in turn reflect in their expressed prof essronal

'developmcm ‘ieeds. Consequently. the program managemem must take account of’ Such

»n

0.
K dxf f erenoes when assessmg nwds and choosmg activities f or the program.

R‘l tionships- the assessment vanables The Pearson correlauon method

showed srgqf lcantly (at the .01 level and beyond) posmve relauonshrps among the 14 measures

of outcomes (as the dependeru vanables) and the six dunensrons of approaches (as the

mdepetr}iem varrables) used in- the study, Further analysrs with the multiple _regresern

technique revealed that m’anag_erisl "practieeS/?‘;d relevant activities were ‘the two major sources

. -\ . ..‘ S e

o
¢eo
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for predicting the variations in the outcames of ‘staff development. In particular, management

o 4 o,
practices accounted for greater proportions oﬁ most of the variance’in the important outcomes.

such as student learmng staff knowledge 1qam work; career development; and job satisfaction.

Organizational climate also contributed to explain the variations in-7 of the 14 outcomes; but it

’

was not as important as the "above-mentioned two approaches. Needs assessment contributed

only to the explanau’on of the lotal variance in team work; and clarity of objectives did not

’ comrxbute to the explanauon of variations in any outcome measure.

Two reasons mxght explam the failure of the vanay/clamy of objectives 10 contribute

10 the explananon of the _ganauons in the outcomes. Respondents could have interpreted lack

Y

' of clarity of objectives to,-fmean lack of clarity of program activities. Second. becausc of the

degree of awareness created: by the Institute’s induction or orientation program, it appears lhe

staff know more about the goals of staff development tha%hey do aboul the lypcs of activities

u§ed 1o aehleve the goals. This is likely to create some @bnfusion in.the minds of the staff

regard'ivr'lg the px,jlrpose"of ihe program.
y 5 N :

.

C. Discussion of the Find_ing's .

3

=g 0

: .,_-?"

Slaf f developmem as an approéch to 1mpmye orgamz.auonal ef fectliveness s 50 complcx

“that no smgle study can cover all its aspecls ThlS study focused on staff developmenl ai NAIT '

4 . »

o and S0 ‘the- fmdl\gs have relevance mamly for 1mprovmg the program at the lnsmute Bui

-some of" the fmdmgs extend beyond pracuces at:NAIT. The discussion which f oIlows addresScs

'

- these two conmderauons by focusmg on four areas: (1) the effect of f aculty characternstncs on

"\

-staff developmem (2) the role of the orgamzauon (3) currem pohcy issues; and (4) the

usef ulness of the models used in the study : - '

" ) e LR

Effed of Fagglg gg’ iracteristig ‘, s . " o v

‘e 3 ¢

: TEIS study mdlcat‘es that the charactensucs a‘faculty affect staff developmem in
|

educqponal orgamzanons The .most unportam chatact.ensuc that appears to\: af fect‘

% .
o . . L ’ . o Lf ;- °
* i oo e . B A
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participation in, and the nature of, activities is the difference in educational qualifications of
the staff. Staff position in the organization also appears to relate to the interest shown in the
2

~ .
program and the individual members’ knowledge of various aspects of the program.

/‘ -
Differences in educational gualifications. The importarice of differences in the

educational qualifications of faculty as a factor in the planning and implementation of staff
development -s supported by other studies ( Weleschuk, 1977, McLauglin and Marsh, 1978;
Fordham and Ainley, 1980,;‘Cht$ley, 1983). In this study, the data revealed that even the
diff erences“in participa{tion across the instructional divisions were due to differences in the level
of educat‘ional qualifications. Trade instructors were involved in university upgrading because
" fewer of them had universily degrees than the instructors of technology and),vvice programs,
vThislsuggests that differences ln dualif ications are of particular importance to the planners of
staff development m the community colleges and technical institutes since the composition of
the staff in these institutions tends to be more heterogeneous in terms of educational
backgrounds than the staf f in other institutions such as the liberal arts colleges and universifies. ‘

However, the rnﬂuencc of the factor of educatronal qualifications can Jead to both
‘pesitive and negative outcomes. On the one hand, if the goals, objectives and activities are
perceived by a group of staff to meet their individual special needs, that group tends b exhibit
high interest and pamcrpatron On the other hand, if the program becomes identified strongly
\ylth rmprovmg educattonal qualifications, there is danger of losmg sight of Other desirable

fl
obJectrves of the program

Examples of both effects were"evrdent in this study. The staff of the lndustrral ;

L

~ divisiog’ “were more_involved because the program emphasis met theﬁi(r needs for pursuing

university degrees. But ‘the staff of the other-two diVisions.fel; their special needs wer

- neglected; as a result, ‘the latter grou'p did not Show as‘much interest as the former group. :

> St ff- Mrtton; in the organization. - . Studies of faculty development in umversmes and

lrberal arts colleges indicate that the relauonshrp between pamcrpatlon in development actrvrttes,

and status_of faculty members is not clear (Konrad, 1983; O'Conneli, 1983).,» The findings of -

’ L o - Toa . .

s
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this study are also inconclusive on the relglionship between participation and Staff position.
However, 1t was found that the supervisory staff tend 10 show higher ifiterest in the program
and have more knowledge about the program activities than the non-supervisory staff do. In

other words staff position in the organization tends to affecl awareness of, and interest in.
: a : ! .
faculty development. In this case, the supervisory staff are in a betier position to receive more

information. Because of their position in the organization, supervisors tend to feel that it is

their responsibility to improve teaching and learning and. therefore, they be¢kome more

concerned about staff development issues.

Role of the Organization

The r10le of efr'eclive management in acl’fieving successful staff development is
Emphasized in the professional litera[fxre (McLauglin and Marsh, 1978; Siegel, 1980; l\’danarella.
1980; Campbell 1983). But the role of the program lead& is found to be evén more crucial.
For instance, Sx_egel (1980: 143) reported that the management of the program in particular
;eerrls to be even‘more critrcal for faculty development success than the general management of
the institution." Other organizational variables that seem important, as evident from this

\

study, are"communic_at"ion and the provision of varied program activities. o .

| Program 'leadership. ~ The resxﬁls of the sfody indicate_ that while the gencral
organiz_alional climate may bej favou-rable for promoting -the prograrn_ the degree ,of |
e%fe’ctivenesg ‘usually “mirrors the staff’ perceplions of the. role played by the p{rograr/rr
"m:{h‘agement';;. The data revealed that m;anagemen_t.pr_actices contributed 1o the explanatio‘n of
the variations in -the most importam oﬁicc)mes suc‘h as studenat learning staf’ f 'knowl/-edge team
Awork ard job sausfacuon Such pracnces accounted for 41 percent of the total vanance in

career development These fmdmgs suppon the professronal lnerature wmch holds that .

' ef fective program managemem is absolutely &ssentxal for the success of staf f. del/elopmem

*

The above drscussnon raises an issue. concerning faculty pamcxpauon in* the planmng

and iinplememauon of the program. .The findings of the _st‘udy suggest that the level of

e . B ’ ) oo
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participation in assessing development needs and in pursuing those needs. depends upon the

background of\ fagulty, such as the type and ievel of edycation as well as previous experience.

In other words, for some categories of staff the opportunity provided to make their own

decisions without much assistance is helpful. But for others, guidance and direction(by the

program managemen! are necessary to enable the individual to make appropriate decision

iiommunicétion. To achieve effective communication in social organizations, such as

" educational institytions, involves a complex_process. The professional literature indicates that
o

individuals at different developmental stages handle information differently (Hunt et al., 1974;

Schiffer, 1978;‘ Bents and Howey, 1981). This should be of concern to administrators in

postsecondary education, e.specially in the community colleges and technical institutes where

» . .

greater differences exist in the backgrounds of the instructional staff. As is evident from this
’

srud) the dlfferences in the processing of 1nf0rmat|on among the different categories of staff
are reflected in perceptions of. program effectiveness regarding: (1) the role of management;
(2) what constitute the important aspectsrof the program; and (3) criteria for assessing
effectiveness. Using various strategies to communicate information about staff developmenl is
essential. Such strategies could ‘ii’i‘c}ude: pubh‘shod‘ reports; group discussion for value
clarification; individual consulta‘tion;\and* the usual oireulars and directives of the organizat.ion'.
Another factor which poses a problem-{n;?:dmmunication relates.to the strueture of the
organization. .As found in thisstudy and supported brr other evidence (Yorke, 1977; Fordham
and Ainley, 1980). the hierarcnieal organizational strueture of techr_n'cal education affects the
nature and effectiveness. of communication and rhe incentjve system. In such a structure

. 8
seniority and standard’ procedures seem to dormnate But hrerarchrcal structure does not always

have a negatrve effect. For msr.ance it can encourage supervrsory staff to, accepr more. .

responsrbrlmes for program 1mplementauon as \was evrdenced in this study. In this respect, the

interest and concern of supervisors can be used to achieve ef f ective staff developmenl because

of their influential positions in the organization,

ot . ,
| ' : . -
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: . .
Provision for variety. One of the findings of this study was the lack of diversification

in the progiam activities. The current state of the economy. which is affecting the job market,
is bringing various categories of inslructors/iéto the organizations of postsecondary education.
This situation highlfght.s the importance of cndcévouring to meet the special needs of the
differert groups of instructors. For instance, it was found that whilé one group of slaff‘
consid.ercd the induction program at NAIT to be useful. another considered the program to be
unsuitable; suggesting tﬁal'institulions must consider a variety of' induction programs (0 suit
the different groups of faculty." ’

The findings ;)f thi$ sxudy\also suggest that the traditional ,view of staff development as
a means to correct deficiencies in the instructor is not always valid. The level of qualilnc;nl:onQ
of the present instructional staff suggests that there is opportunity now for collcécs and

technical institutes to promote staff involvement in research and innovative activities 1o make

4

those who are good even better. .

.

B

Evaluation of instruction appearé to be missing or underutilized in the staff
development” program at NAIT. While such a finding may sound surprising, the body of

knowledge in the professional literature seems to support it (Donald, 1978:45; Mazzarella,
N

1980; O'Connéll, 1980). The reason for low emphasis on evaluation, according to O'Connell, is

that the role of evaluation is not clear among faculty because of the two uses of inf ormation
. e ® , . ’
from evaluation: formative and summative. The latter usually meets with negative attitudes

from facuity. This means that the formative aspects of evaluation should be-emphasized and

. . .
’ ! E]

developed.

Policy Matters : ' L

The findings suﬁpdrt the'tiena“repprtéd iln.vth_g staff developmemdliteralure that faculty
aésoc’iations are increasingiy becoming involved in iniiialing and” &evcloping policicsl for
professional development. This process for developing policies has both advantages and

" odisadvantages.
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Concerning the advantages, the move provides the opportunity for faculty iivolvement
in decision making which is an importa‘m factor in successful program implemefitation.
Faculty associations usually negotiate improved incéntives and rewards_. and these are likely to
improve the level of participation in development activities. Tnc overall effect may be to
achieve a more aA'ppropriale balance between organizarional and individual competence building
activities-in the program. | ~ ) .

p Bnl _il 1s evident from this study-and others reported by Adkins (1983) and Bailey
(1983) that facully' associations are usually involved mainly in making p;)licies on staff
benefits. Consequently, little attention seems to be given to policies on other issues, such as
what activities are useful for instrucu'onal improvement, and which approaches should be used
to evalualte instructiofi? In other words, as the policy making becornes attached too ciosely to

-,

collective bargaining, the risk of deviating from the main purpose of staff development -- 10
improve instruction - - rises. ’ ‘ ’ -
Non-monetary rewards. Lytle (1983:30) has queslioned the role of salary increments

as a reward for participation in development activities. Other research evidence indicates that

inner-motivation of faculty tends to move them to seek professional improvement (O'Connell,

19%3; Morgan, 1984). The results of the study show that the Institute’s reward system for staff

development is of the traditional type that is, attached to formal quallflcauons and salary :
increments. Such a system tends to f ayour mdmduals erh lower educauonal quahfrcauons
and new faculty members at the beginning of the salary strucwre It does not provrde’ :
equivalent incentives fi orgmhj_ with relatively higher gualif icatxions' and Obhers at the maximum
point of thc salary structure. ‘ , .

Variations in the backgr'onnds; ex;:)eriene_e' and qualifications of instructors in
postsecondary education raise the issue of ajternate rewards and‘incemivcs. other than salary
increments. Edncau'onal' administrators should also recognize- that education has entered a

period of environmental scarcity -- declining enrolment, fewer resources, and decrease in

faculty mobility -- and that such scarcity can serve as an opportunity for innovation and

N , -
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adaptation. Two suggestions are worth consideration in this respect. One is lo provide
short-term administrative roles to serve as career development incentives. Another 1s 10 involve
other institutions and agéncies in staff development on a cooperative basis. That is. exchange

programs and collabpral_ive efforts in research and projects could lead to effective staffl

development.

The Models Used in the Study

Two models were developed and employed 10 provide the frz.1mewqugs of assumptions
and directions for the study. One model related to lth.c two pcr.sﬁec'tivqs of (1) mecting
organizational requirements and (2) addressing the needs of individual members. The other
was an evaluation model used in the selécliori of variables f?r ’dcscribing the characteristics of

»

the program and for assessing its effectiveness. =

The-two-perspective mggg. Two main assumptions form the basis of this modcl: (1)
that staff developmgnt must simul%ancously addréss ’or'g;ip;imtior;:l requirements and the needs
of indiyiduals;z and (2) that the; two components“can be analyzed in terms of the three
characteristics of the’ program@ aims, control, and activities. When the variables used in

v

describing the, three program characteristics were factor analyzed, the analysis produced five

~ factors describing the orientation of the program. The factoss were: institution-focused;

resource coxitrbl; traditional practices; volumary participation; and personal development.
Q

’ - -

These rcsults seem to support the proposmon that, orgamzauon and individual

o8

~

“competence are two perspectives for describing staf’ %everpmem since the two components are

IR
a

reﬂeeted in thc five factors The data revealed that the two components are interactive. The

. fxve factors together accounted for 67 percent of the total variance. The institution-focused

‘ fac_tor alone explained over 2 pe.rcent of the total variance suggesting that it is the best factor

1 il
for describing the orientation of staff development. The proportion of total variance explained

-~

by each of the remaining four factors were. voluntary pém‘cipatioh {14.9%); personal

déyglopﬁlem (11.5%);‘resourcc control (10.3%); and traditional practices (7.7%). 1t seems that
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were involved. .

" on.the two components of msututtonal and personal competé‘nce
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the traditional practioes factor s weak (in comparison with the others) in describing program

‘N
orientation. - - L
4 . . " .

>

) Examination of the orientation of the program at NAIT shows that the emphasis is on

“

institutional requirements. This finding is consistent’ with other results of the study that the

: ' y
program develops instructional competence. The results also show that voluntary participation

.

is an important characteristic of the program; supportisg thé assumption that faculty.who are
inner-motivated are moyed to seek professional improvement. Thus, the mode: used in

assessmg the prog[am onenw’tlon has confirmed the presence of the two perspectives of staff

u

Y

development institutional and personal competence

However, there seems 10.be a d’iscrepancy between the perception of the staff regarding
by ,

P

the orientation of the program toward personal development an/qA’he types of activities they

identified as being importam'components.of the program. The high involvement in university

dcgrec programs by instructors in the In‘austtial division suggested a high orientation on the
personal development factor. But'the assessment of staff perceptions of the program showed a

low orientation on the personal f gctor scale’ This dlscrepancy could be mterpreted 10 mean that

0
-

‘the activities preferred by, the staff at NA’ITtw_ere not necessarily the activities in which they

P
% »
. -

-~ A

o ¢ . - ' .
In view of-the conf irmation of the mddel, it can be concluded that the two-perspecti've

model is relevant and useful for descnbmg the onentatton ‘of staff deveIOpmcnt Within the

v

hmttat:ons of the study (only 21 ttems °were used and few 1tems loaded on ‘more than one

¢ ~

factor) 1t. can be satd tl'iat the factors at least the four wh:ch accounted for more than 10

~
’ ©

percent of the total vanance are relevant for descrtbmg the two perspecttves of staff

»

developmentﬂ'l‘he f actors also seem to prowde suxtable scales for assessmg program ortentatton '
't‘ .

-
FO

L . N
The gessment mode The stfength and usefulness of the assessment model were.

e
»

indé m'terms of the relanonshxps found among the s:x approaches to staf f development

v
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showed that all pairs of dependent and independent variables correlated significantly at the .01
level or beyond indicating that all the variables selected with the help of the model scem to
reiate to staff development. |
The results of the multiple regression analysis indicate lhar managerial practices and
'
relevant activities were the two most important predictors of the variations in the 14 outéome
measures. Managerial practices explained the hig}rest proportion of the total variance in most

of the important ou‘lcomes: student learning (45%): staff knowledge (45%); tcam work (41%);

career development (41%); job saLisfaclion,‘(a39%); and environmental a\warenes\s (33%).

Relevant activities also accounted for more than 30 percent of the variations in the following

-outcomes: teaching performance (49%): staff, confidence (45%); teaching methods (41%:
Institute's image (4&1%); professiopa] awareness ('33%)5 and staff interaction (31%). '

These findings agree with research evrdence regardmg the variables that contribute to

d 4

success of . facuh) development (Siegel, 1980) and thus conﬁrm the apphcabrhr\ of rhe

. assessmem model. "The result which showed that needs assessmem as an mdependem variable

explained 3 percent|of the total variance for only team work is also com%i’slem with Siegel's

findings. However the data r'evealed that clamy of objecuves used as -an independent
L]

variable, dxd not predrct any of the 14 outcomes. This result examined m’relauon with olher

N A

research in the literature on mnovau'on (Gross et al., 1971) seems to be comrddrcfory Sicgel
(1980 137) found ‘thar clamy of purpose explained 3.5 percent of the total vanante in the
. success of faculty developmem An attemnpt to reconcrle thc dif ference is necessary. f*rrsr a
close exammauon of the rLerps used to assess this drmensron reveals that Lhey may descrrbe
program characterrstrcs more than purpose If thls is so then it rs possrble that the Atems were
not mterpreted by the respondents 1o ref er lo clamy of purpose but somethmg else such as
clarrty about the .:\ypes -of activmes Second- the respondents pe,rceptual differences betwecn

v

real and expected goals could also explam the result. That is, the staff expect a srrong program

- on personal gevelo;_)mem while the Ingti Ute's program emphasiaés' or'ganizational deve’lopment.

A



/ ‘ 186
]

t
t

Despite this slight variation in the findings, it can be concluded that the ralidn.ale of the
model is appropriate and the model is useful in assessment of the effectiveness of siaff
development. It is important to noie that the structure of the model is ﬂexibie aﬁd so it can be
used for any kind of staff development program.

/

D. Conclusions

Based on the findings of this study and the foregoing discussion- the fo.llowi(mg
conclusions are reached régarding the program at NAIT and staff development in general.

Instructor Characteristics and Development

The characteristics of the respondents reported in the study tend 1o lead 10 the
. ' . Y
following conclusions regarding instructor development. .

1. The proportion of the subgroups that responded to the” questionnaire revealed that the

interest and participation in staff development were not the same across instructor .
: i

positions, instructional divisions and subject areas. This suggests that the program was not

.’

meeting equally the needs of all the subgroups. Therefore, the reward system and activities -

currently used for the program must be examined and improved to meet the needs of all

P
faculty. ' - N

2. The qualifications reported by the respondents tended to confirm the Institute's principle

of employing instructional staff on the basis of their subject matter knowledge and t_heir

—— K"

previous work experience. That is, teacher education was not a criterion for employment

at NAIT. This finding draws attention to the value of a strong o;ientatidn program like |
that provided through the August in-service gctivity‘as-an employmerit . requirement 'fo; .
riewly recruited staff. VHowev'er, the study shows that, the 6bjéctives and activities of- the

© August ih'-sewice plfogrénzl‘must be réviewed regularl'y_ because the qualif’ ica£i0n5 of new

- staff appear to be improving in recent years.

o 3. The type of continuing education reported, that is, upgi‘ading in Facultiés of Education,
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and ihe calegory qf staff'mvolved .(thosc‘withoul degrees) implies that barlicipalion in

fofmal cominuin‘g education was more of a desire to meet individual personal nceds than to

improve the organizau‘pn. ln‘this case;, it ;vas a desire 1o obtain university degrees becausc

they are adequately rewarded by -the Institute’s salary structure.

4. hile the upgrading of individual staff was ’mainly al the Faculties of"Edua‘alion. the age
and length of service of the respondents demonstrates the desirability -of encouraging (t.m
upgrading of instructors’ kngwledge in technical fields as well, wher:e there arc rapl’d

1

changes.

Some Characteristics of the Program

jThe results of the study indicaled that s‘laff development is an important organizational
consideration at NAIT. Both the Institute management and the Academic Staff Association
atjach importance to it. The former demonstrates its commitment through structural
arrangements within the organization and also policies regarding the provision of resources and

centives. The latter pursues and improves staff development provisions through negotiations

v

10 the collective agreement.

In view of this institutional support, and based on the f_indin& of this study, the -
‘following conclusions were reached regarding certain characteristics of the program. ot

1. The instructional staff at NAIT appeared to be more aware of matters ¢oncerning cost

sharing policies than they \;/cre about matters dealing with sources of f unds. This fflects

the increasing role of the Acadpmjé Staff Association in negotiating staff development

Iy a

L benefits. This is a trend that is growing in postsecondary education and which requires

e

careful attention by édministrators so that staff dével’opmem does not deviate from its
basic bufpése of improving instruction and learning. |

2. The respondents tended to bcliéye that the fonﬁal and Institute-focused aclivi;ies' generally |
helped them to develop relévant kdowlédge, skills andv ‘atiitudes related to ‘their ‘

instructional responsibilities. - This favourable attitude toward formal activities is an

-
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outcome of the August in-service activity which is seen to provide the necessary orientation
fo newly recruited staff who often do not have teacher education. In contrast. informal‘
and individualized activities were not seen as characteristics of the program Nor did the

instructional staff know much about the types of informal activities that were accepted for

rewards. Consequently, they tended to view the program primarily as management effort

to achieve et:fective organization through defined objectives _‘and‘ac(ivm’cs which are

controlled Iﬁréugh the allocation of Tesources.

3. The results showed that all the subgroups tended to see the relative importance of the
various characté:;istics of the program in the same way. That is, they all rated high the
items on policies and funding and tated low the items describing strategies. Howcver;
differences were found between the supervisors and instructors regarding the level of
awareness of certain aspects of the program. " The supervisors appeared to be'l Better

. 2
informed of financial! policies and resources for individualized development activities than

.

were the instructors. Thus, the difference in level of awareness was more a result of
structural characteristics of the organization and the flow of information than of one's

field of specialization. One's position in the organization lends to determine the amount of

information that was available to the individual.

Q
Perceptions of Program Effectiveness -
S Effective approaches. | The following conclusions were deduced from the findings:

1 De§pifé the.h,atténtioﬁ g{ven 0 guiff development at’NA'IT a number 2f{ st_aff did not
pﬁnicilbapé in any development altivities for various reasons. Thes¢ reasons included (a)
not being clear about p,rografn objecﬁv‘e‘s and activitieg,v‘(b) pobr timing of Institl;te-based
in-service ﬁrogiams, and (c) lack of ‘opportunity for informal and indiVid/ualized acliv'ities'. .
Thus, the groups least involved in development activities also reported least clarity
regérdihg the program objectives. : | |

2. Although the pr,ogra{n was considered to be meeting the objectives of university upgrading

L ‘ . 7
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and institution-based in-service programs. there were other desirable objeclives that it did

N

. . . ‘
not address adequately. These include upgrading of knowledge ‘in the iechnical fields,

career development, and other individualized activities such as research projects and

instructor observation or evaluation.

3. The rewards provided by NAIT for participation in staff gevelopmcm were main'v in the

l?A JJ *

form of salary increases 1o the individuals. But the lack of consensus regardmg the
effectiveness of the approach indicated a weakrress in the Institute’s reward system.
Because Lire system wes attached closely to university upgrading it tendgd 10 neglect
upgrading in the teohnical_'-' fields which was an equally imporr.zani‘gspect of instruéior
development. The reward system also seemed 1o create {ristration and: thercby
discouraged those staff members with longer service and those with relatively higher

[}

qualifications from participating in development activities. .

Program outcomes. Because most of the newly recrilited instructional staff du not
have teacher education, the August in-service program was perceived 10 provide vital
knowledge and skills required for the instructors’ job. In this connection, the most important

- , )

outcome of the program was perceived by most staff 1o relate to improvement of staff

performance in thek instructional duties. In contrast, the staff who had previous teacher

education and others Yvith relatively” higher educational qualif ications, conéidered the effect of

" the program t¢ be weak in developmg human relations skills. The program also farled 10

.

provide adegpate opportunmes for meetmg individual . personal needs related 10 career

development/ 1t should not be overlooked, that the August in-service program offers only

-

introdu'cto preparatlon for instruction. At best ‘it is ‘only a beginning and subsequent

developmental acuvmes ought to be developed and made available.

The most important f: actors consrdered by the respondents 1o

promote implementation of staf f development at NAI T were technologrcal changes and rewards

“

provid to parucipams. But the fmdmgs mdlcated that lack of program information,

guidance, and limited diversification in the mformal approaches constituted obstructions to

P
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" program implementation. The facilitating factors -- technological chapges and rewards for
participation -- imply that staff upgrading in their technical fields could be encouraged by
restructuring the reward policies 10 recognize attendance at non-formal programs. The results

further imply that management could improve program effectiveness through diversification of

L .
. activities. Similarly, staff participation could be improved by providing adequate information
{

v

on the objectives and achievements of the program.
Constituency differences. The study showed that there was more agreement among
the subgroups regarding the effectiveness of various aspects of the program than there was

V4
disagreement. ‘But the differences are important for the manning and implementation of staff
dévi:lopn}enl.because they shov: up in staff positions (whethc; INSTIuclors Or Supervisors)
within. the organizational structure and in one's field of specialization. Whereas the major
diffcrénccs between the supervisors and instructors existed in the clarity of purposes of the
program and usefulness of in-service activities, the differences among the instructional

-divisions were related to concérns of program management and the reward system for
participation. |

- The findings give rise (o two issues that require management attention. First, it
appears that the instructors dq!not receive as much inf ormation on staff development as do the
superv:sors Therefore, management needs to improve communication str;uegxes Second
asscssmg developmem needs management must take into consnderauon tl'/ € previous educatlon

and training of the map{;}»mstrucu\nal .groups of the Insmutc In other wéfds the specxal

{ . v

needs of mdmduals and groups should be given more attention.

~ The Mgels Used in the §tud1

’

* The results suggest that the two models that prov:ded the conceptual frameworks for

the study were relevant and usef ul. ‘ -~ , S
The two-perspective model. Th.e‘ findings reported from the two-perspective model,

®,

_ that the staff development program at NAIT emphasized the institutional requirements rather =
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than personal needs. v)erc consistent throughouli the study. This indicates that staff
development can be analy.zed from (wo perspectives: institikional requirements and ir;dividual
pefsonal needs. The results also indicate that the two components can be compared on a
number of continuum variables or scales which describe the three basic characteristics of the
program: putpose, management comrol.. and types of activities. Five such scales were derived

as: instiiution-focused; resource control; traditional practices: voluntary particjpation; and

A ‘ .
perscal d'e'vc;lopmenlh The first three scales address institutional requirements and the last two
- C : . &

- emphasize individual pérsonal needs. The institution-focused £actor was the strongest seale for

>

describing the program orientation and the traditional practices factor was the weakes; of the °

five. . ae e

~ v "

The assessment _model.  Positiye relationships, were found among the outcome

measures and the dimensions used in assessing effectiveness of approaches. The results of the
study also showed that managerial practices, relevant activities and organizational climate were

the major. sources for predicting the outcomes of staff development. Needs assessment and

&

clarity of ob)ccllvcs were found to be poor predlclors of the ouicome measures. Such

relauonsmps which appcar 1o be supported by evndence in the literature, confirm the strength

ang;usef ulness of the assessment model used for selectmg the variables and dxmensnons for this

study ‘\ . ‘ ’ ' \;'

2 .

E. Implications and Suggestions - ,

a

‘This study focused on staff déve_lopme’ﬁi at NAIT. In this regard the findings

results have both practical and theoreuml xmphcanons For msLance the f mdmgs on (1) the

effect of differences in staff qualifiéat‘ions; (2) restrucugrin'g of Arewarg systems away from

attachment to formal qualifications; and (3) the_need for . diversification. in development
activities are of prime concern to scholars and those responsible for staff development. But

they also provide useful information for improving the program at NAIT.' The Institute

_ comnbute to the viewthat research on staff developmem must be context specxf ic. Bul the

¢
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management should also be cognizant of the fact that while instrucu‘on‘al,impr0vemem is the
main purpose of staff development, the study revealed that evaluation of instruction was not

included as an important component of the program.

Implications for Future Practices : ‘

It-is evident from this study that staff development is receiving al(eneion by both the
Institute’s management and the _Academic Staff Association of NAIT. Because staff
developmem is a complex phenomenon, a study of this nature is likely 1o reveal some concerns
that can assist the ﬁanagemem and program coordinators to improve upoﬁ their préclﬁces. The
following implications are advanced for the'consideration of the man.agemem at NAIT.'

1. An effort to develop a more comprehensive definition of staff development seems to be

N

necessary. Such a definition must not only address the goals, objectives and activities ‘of
the program, but it must 1ake i‘mo account the effecl of the low rate of staff turnover,
general technological change;, differences in individual needs, and the necessity for career
development or enhancement withiq the Institute. In other words, the two components,

' organizational and individual competence, should be considered when identif ying objectives
B 3

~

as well as when ‘selecting activities and control strategies.
2. The dif fcrences in the perceived neede among 'the instructional staff and the variations in
the Ievei of interest and participation tend to suggest that more variety is required in the
activities for which inceﬁtives are offered and for which r‘ewards may be gained. This

. suggestion is 1mportam pamcularly for the staff who have completed three or more years
' of service at NAIT. The two aspects worth senous attention in this regard dre (a) the use

r

of informal activities and (b) the attemps to increase the number of staff taking industrial !

leave. . L o

-

3. The average age of the instructional staff and the low rate of staff turnover at NAIT are |

indicators that a number of the staff completed their formal trlainih‘g in the technical field

some years ago. Although _technologicdl changés are rapid, upgrading in the technical
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fields and industrial leave are the development activities least used by the staff at NAIT.
One reason 1s that these activities are not recognized and rewarded adequately . compared 10

obtaining a upgiversity degree. There is a need 1o rectify this situation by encouraging

A

interest and participation of staff in taking industrial leave. One way of doing this would

be to develop policies and guidelines for rewarding successful industrial leave so as 10 be &5

comparable to university upgrading. Addmonal approach is for the Staff Trzm;mg and

Personnel Development unit at NAIT 1o coordmale and assist with arrangements for

-

industrial leave.
The fact that relatively highly qualified staffe members questioned the suitability of the

August in-service activity asuthc only orienlation program for all newly recruited staff,
" )

must prompl managcmcm o conslder reappragsg’l'&thc program. The expansion in the

o %

Institute’s programs of studies and ihe state of},he economy, cspeciall_y as it affects the job

3

market, suggest that the qualifications of prospective employees are likcby 1o improve in

the coming years The mﬂn’o?emem will occur in both technological knowledge and

’

mstrucnonal competcnce Therefore the orientation program requires a review regardmg ,

ontem and ‘strategies for 1mplcmentatxon That s, it may be necessary {o
provxde‘ different programs to meet the needs of dif ferent groups.

A way of improving individual performance as well as to improve the sysitem as:; wholeYs
through rescf,aréh activities. This study found that the staff. with higher educational

qualifications, such as master's degrees, complained about the lack of variety in the

' development activities at NAIT. Some of these staff haveyal,ready developed research skills

from their previous training. Therefore, it would, be of great benefit to them and to the

Institute if they were encouraged to design and carry out research projects that related to

their work. Such an approach will not onhly improve organizational performance, but it

will also increase the interest and participation of staff in development aclivities. An initial

" step toward implemémation of this activity would be to develop guidelines for the

submiséion, approval and support of research projects. .

" -




194

.

There appeared to be a demand from the staf{ for greater involvemnent in the determination
of needs and implementation of the Institute-based workshops and in-service activities.
Such a demand could be met through the use of departments and program units as the |
centers for needs determination. Also, by acting as the coordinating and resource unit, the
Staff Training and Personnel Development at NAIT could locate appropriate resource
= . [y
personnel within the Institute as well as from other external agencies to aid in
implementatiors Such external agencies include business, industries. and other adult and
* N

1

higher educational institution of organization.

The results showed l;at the number of staff from the Industrial division that participated
.in develop;mem ac}iﬂﬁté was higher than the number from the remaining twé divisions - -
the Business and Applied Arts and the Engineering Technology divisions. This situation
may demonsirate that the program emphasis tends to favourdhe needs of the staff of the
Industrial division more than the needs of the other ir;slruclional staff. Therefore, the
program definition ought to be broadened and diversified to provide for the needs of all
instructional staff. This requires that both formal and infgrmal activities be encouraged’.
That is, while f onﬁal programs, such as university upgrading, will provide f or the m;gds of
~many staff from the Industrial divisio}x; informal activities, such as individual researcil A'

projects and practicum in business and industry, will provide for the needs of many staff

of the other two divisions.

Canmunication of .informalion is typically a problem in human sérvice organizations.

Management must, therefore, make sure that specific information géts to the members of

t'he or;ganization who will be required to use tha¢ information. Thus, all information on

staff development must reach the individuél staff members. In this respect, it is ﬁ;oposed :
that annyal Ieports on staff deve_iopmem be distributed to all faculty. These reports could

bomain information on (a) any changes in the def inition and objectives of staff

develbpment at NAIT; (b) foﬁnal and informal activities that have been used during the

year to promote staff development; (c) study leaves granted to staff for either eduaatifﬁal

v
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purposes or for industrial purposes; (d) research and other projects approved during the
year; and (e) conferences attended by instructional staff .

9. Since this study applies specifically to NAKT, a copy of the thesis will be given 1o the
Director of Resea{ch and Academic [)evclo%mem. The Director should make the thesis
available 10 any interested groups and individuals. It is further recommended that copies
be mad\c'of the final chapter, especially the section on f{indings and implications. for the
members of NAIT Executive Council that approved the project; the Manager of Staff
Training and Personnel Developmem;) and chairmen of deparuments. ln addition. the

members of the Staff Development Committee and of the executive of the Academic Staff

Association should get copies of the final chapter.

Suggestions for Further Research

Unlike many studies in this field, that examine staff development needs. this study was
concerned with the assessment of effectiveness of the program at NAIT as perceived by the
staff. Two models were developed: One provided a framework for examining the balance'in
the orientation of the program belweeﬁ organizational and individual competence. 'The other
provided a rationale for selecting assessment variables. In order to improve upon the validity
of the models the f ollowing arez;s must be considcred‘f or further study:

' 1. A replication of this study a-I NAIT with the same models and -similar /assessmcnl
in'dicalors,’af a later date, woyld contribute to the validifty‘and usefulness oQih/e models.

2. A similar study in communityv colleges wduld be useful to test the gene;li{izabilily of some
of the findings of _;his study and might also show the ‘diff'erenccs in staff development
approaches between dif fcrenf types of institutions.

3. | One topic that appears not to have béen studied ad'equalely is the relationship betwﬁen
inputs to L/he staff development program and the oh-tcomcs of ‘the effort. Thié study has

explored and found some positive relationships between some of the input an‘d output ’

variables. For example, managerial practices, relevant activities and organizational climate

~
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were found to be the major sources for predicting the outcomes of staff development.
While this study only explored the possibility of linear relationships between the dependent
and independent variables, the results indicate that it might be useful to explore the use of
expeﬁmemal,des_ign to determine possibl\c cause-and-effect relationships between some of
these approaches or input variables and the outcomes of staff development. Such a study
would be beneficial 10 both organization.theorists and practitioners in their attempts to
improve organizational effcct.jvene'ss. In addition to the above suggestions. some
important relgtionshx‘ps between the variables, as revealed by the study, can be su‘bjected to
further investigation. The most impontant of such relationships are stated below in the

4

.form of hypotheses:

a. Hypothests no. /:  An increase in the level of form.al education of faculty decreases
faculty pa‘rLicipau’on in formal development activities.

b. Hypothesis no. 2. An increase in the institutional responsibility of the staff member
increases interest in staff dcvlclopmenl‘

C. Hypothesis no. 3:  As involvement of the faculty association in staff development
increases the number of policies related 1o monetary rewards increz;ses.

d. Hypothesis no. 4: The effectiveness of ;taf f development is dependent upon the
leadership of the program. ‘

N

e. Hypothesis no. 5:  The effectiveness of staff development is dependent upon the
relevance of the activities used.
f. Hypothesis no. 6: The effectiveness of staff development is dependent upon the

overall organizational climate. ; .

v F. Concluding Statement

The ultimate aim of staff development is to improve organizational effectiveness.
Accordingly, staff development becomes a continuous process since each situation and each

individual can probably be made better. Thus, as shown by the assessment model used in this

ad
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study, management must redefine regularly its approaches to staff development to reflect the
changing needs of individual members and the requirements of the organization as a whole.
This stud'g’suggesls two approaches that can be useful in addressing this concept of conunuity
in staff development. One approach is to develop a definition of staff development that is
comprehensive enough 10 embrace various characteristics ana dimensions of the _phenomenon.
Such a definition should address the perspectives of orgahizalional and individual competence.
The other is to conduci a periodic assessment of the program so as 1o ensure ils conspnance

with current realities and future probabilities.
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APPENDIX A 4]

Department of Educational Administration
University of Alberta

Edmonton, Alberta

T6G 2GS

April 1. 1985

To the Academic Staff Member of NAIT

-

COMPLETION OF THE ATTACHED QUESTIONNAIRE

I have attached a copy of the "NAIT Staff Development Program Questionnaire” and
I am asking you to complete it. You will nced about 25 minutes to answer the questions

The purpose of the questionnaire is 10 collect information from the academic staff of
NAIT about their perceptions of the strategies. implementation, objectives and outcomés @f the
Institute’s staff -development program. Your completion of the questionnaire is CS\(.nlld] for
the success of this study since the study is based on a randomly selected sample.

The responses will be analysed and reported only in the form of group statistics so that
your anonymily and the confidentiality of your individual responses will be protected. The
results of this study should provide valuable information for staff development planning at
NAIT as well as data for my thesis at the University of Alberta. This project, of course, has
been approved by the senior administration of the Institute and your co-operation would be
greatly appreciated.

Therefore, 1 am requesting you to complete the attached questionnaire and return it to
your department chairman by April 19, 1985. Should you have any questions regarding the
study or the questionnaire please call Les Morgan at 471-7006.

Your time and co-operation to participate in this study is greatly appreciated.
. _ : 3
.

Yours sincerely,
L4

1

. | o Nicholas Aidoo- Taylor
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APPENDIX A 42

QUESTIONNAIRE FOR A ST
STAFF DEVELOPMENT FOR THE ACADEMI

3

- - PARTI :

BIOGRAPHICAL. INF

Y Of
STAFF AT NAIT

MATION

The purpose of this part of the questionnaire is 1o collect relevant information on the

academic staff at NAIT as it relates to staff development needs.

Please indicate your responses

by checking ( X ) or writing in the spaces provided.

1. What is your present position at NAIT?
( ) a. instructor

( ) b. instructor senior

( ) ¢. program head

( ) d. other (specify)

i

3. State your department and program below !

a. Department

2. Which is your Division?

( ) a. Bus and App. Arts

( ),b. Industrial

( )¢. Technology

( ) d. Other (specify) .

b. Program

4. What is your age category’
( ) a. under 30 years

()b.30-35

{)c.36-40

()d.4] -

()e.46-50 ,
() f.over 50 years .
( ) g. Prefer not to answer

6. What is your sex ( ) a. Male

() b. Female

5. What teacher education
programs have you completed?
()a. B. Ed. '
()b. M. Ed.

() c. Post Grad Diploma
()d. Ph. D.

( ) e. NAIT August In-Service
() f. Ocher (specify)

( ) c. Prefer not to answer

7. State in the appropriate spacés below your highest educational qualifications as applicable

in the following four categories :

University Degree(s)

College or Technical Diploma

Journeyman's Certificate(s)

Qo ow

Others

8. Are you currently involved in continuing your educauon" If you are, prowdc

the following information:

University degree pursuing

!

University department enrolled in

College/Technical program pursuing

an o

Year of jbrogram enrolled (circle one)

[

Y

Y

1st 2nd 3rd 4th
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9. Including the current academic vear, check below your experiences as an instructor/teacher:

Years of Teaching PA})CIICDCC At NALT In Total
a. Uptlol year
b. 1 - 2 years
¢.3 -5 years
d. 6 - 10 years
¢. over 10 years

o~~~ o~
P .
— N e e

10. How many years of work experience in industry/business do you have” Please idicate
vour answer below:

Years of Work Experience In a Job Related to the Total Work
Courses You are Teaching ) Expernience

a. Under ] year () o ()

b. 1 - 2 years () ’ ()

¢.3 -5 years () ()

d. 6 - 10 years () ()

¢. overlQ years () ()

11. Indicate in the appropriate spaces below the numbcr of moMhs of lcavc gramcd to you for
staff development purposes since employed by NAIT:

Duration of lL.eave Educational ° Industrial “Work
Leave Leave Experience )
a Nil () () () N
b. Under one month () () )
c. 1 - 5 months () () ()
d. 6 - 12 months () () ()
e. over 12 months () () ()

3

12. Do you combine supervision of instructors (or administrative duties) with teaching task?
If you do, specify the proportions (in percentages) of your working time per week
m the following two areas :- .

‘a. Percemagéibf time per week for classroom teaching
b. Percentage of time per week for supervision/administration

)

13. Do you spénd time beyond your regular work hours per week at NAIT for teaching and/or
supervision? If you do, state below the average n/ur’nber(s) of extra hours per week :
\
a. Extra time for teaching ' /

b. Extra time for supervision )\




.,

—
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PART II: PROGRAM CHARACTERISTICS

“This part of the questionnaire consists of TWO SECTIONS. Each section fepresents a
selected dimension for describing the staff development program at NAIT.

SECTION A : POLICIES AND FUNDING OF THE PROGRAM

Read each item carefully and rate it on the FIVE-POINT SCALE by drawing a circle
arpund. the appropriate number to indicate the extent to which the iteri applies 1o the staff
development prograrﬂ at NAIT.

RESPONSE KEY :
-
4

1 = UNCERTAIN; 2 = NEVER APPLIES; 3 = SELDOM APPI}}ES;
4 = GENERALLY APPLIES; 5 = ALWAYS APPLIES

. Yhe staff development.policies at NAIT describe the benefits to be 12345
- gained by stafT participation in the professional development activities C
2. The policies specif'y conditions of release time for staff o 12345

participation_iu{of essional development activities

3. _The policies describe costs sharing procedures for staff ‘ ‘ - 12345
participation in professional development activities - ‘ % &
4. The policies specify obligations of the individual staff in their . 1234
| contribution to the improved performaice of the Institgjte ‘
5. The policies of the staf f development program specify some conditions . 12345
for personal 1mprovement of the individual sfaff member ' .
-6. The staff development f unds are allocated 1o the various _ . 12345
dcpartments and units of the Institute ‘
7. The éﬁts __f or undertaking part-t_ime studies at the, universitiesand other o= 12345
educat'iohal institutions are individuals' responsibilities ; W
8. Salary increases to the members of staff are used as a reward - ° n 12345
T for Jhe staf f development ef f orts at NAIT ' . » '
9. Premotions Withm the Institute are used as a reward ' ' 12345

for the staff development ef it orts at NAIT -

[ Yo L
.ig&.._ﬂ Fere

P



10.

11.
12.
13.
14.
15.
16.
17.
18.
19.
20.

21.

~
’
7

+
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SECTION B : STRATEGIES AND AleITlEﬁS FOR lMi’LEMENTATlON

The statements listed below describe the strategies and activities that may bedised
to conduct the staff development program. Draw a citcle around the appropriate n. :nber

to indicate the extent to which an item is applicable at NAIT.
*

RESPONSE KEY : ‘e

1 = UNCERTAIN; 2 = NEVER APPLIES; 3 = SELDOM APPLILS;

4 = GENERALLY APPLIES; 5 = ALWAYS APPLI&S

The staff development needs at NAIT are determined by managément
The Manager of Staff Training and Development and his staff provide
individual assistapce to all the instructional staff throughout the year

The program heads provide individual assistance to their staff
on instructional - related matters

The various departments at NAIT determine {heir
specnal staff development needs

The expertise of the staff. members of NAIT is used in the '
implementation of the staff development program

The staff development program at NAIT is used to develop
knowledge, skills and attitudes in a’variety of areas X

The staff development program at NAIT is provided through the use of
various in-service activities organized within the Institute o

The staff of a departmem review periodically, as a group their
instructional programs '

An individual staff member who attends a conference outside the Institute
reports on the conference to the staff in his/her program

An instructor attends another instructor s class in order
to provide feedback and to exchange ideas

Personnel-from the universities are invited to participate in workshops
at NAIT and 1o share their experbtise with the staff

Personnel f rom industry and’ busmess are invited to sharg
their expertise with the staff at NAI T

L4

12345

12145—
12345
12345
12.345
12345
12345
12345

12345

12345

12345

12345

/,
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PART I : PBRCEPTIONS Of THE PRgQRAM

e

; . . s
This part of the qugstionnaire consists of SIX SECTIONS for éssessing the perceptions
of the stafl regarding the state of the staff development program at NAIT.

SECTION A : OBJECTIVES OF THE PROGRAM

Draw a circle around the numbeT that corresponds to the extent Yo which you AGREE
_with the following statements about the staff development program at NAL
RESPONSE KEY : ‘ '

1 = COMPLETELY DISAGREE; 2 = MOSTLY DISAGREE; 3 = PARTLY AGREE;
4 = MOSTLY AGREE; 5 = COMPLETELY AGREE

1. The Institute's definition of staff development is clear 10 me 12345
2. The aim of the staff development program at NAIT is clea{ lo me ' 12345
3. The activities that constitute the staff development 12345

program at NAIT are clear to me

4. The role and responsibilities of the Institute in the impl.emcmalion' ‘ 12345

of staff development at NAIT are clear to e - \\\
' 12345 :

5. The expectations and the involvement of the individual staff members
in the staff development efforts at NAIT are clear to me N

6. The objectives of the staff development program at NAIT keep 12345
changing to meet the requirements of the Institute

- 3. The emphasis of the staff development program at NAIT is to 12345
address the requirements of the Institute

8. The staff development program at NAIT _addxesses the needs 12345
. of the individual staff members .




12,

- of the staff development objectives
13.
14.

15.

16.

SECTION B : PRESENCE OF INPUT VARIABLES

Draw’a circle around the number that corresponds to the extent 10 which yOou
AGREE with the followmg statements aboult the staff develepment program at NAI'T,
RESPONSE KEY

1 = COMPLETELY DISAGREF; 7 = MOSTLY l)lSA(,le 3 = lfAR'.l'l,\'
AGREL;

4 = MOSTLY AGREE; 5 = COMF{],ETH,\' AGREE
N\

The management at NAIT communicales the objectives and other relevant 12345
information on staff development to the instructional staff

. Resources are available to staff for practising the new ideas and skills .. b2345

they have learned from in-service activities

. The structure of the instructional departments at NAIT promotes F2vas
imple tion of the staff-development objectives
The decision-making structure of NA}T promotes implementation - Frias

The commitment of lhé‘: staff to the goals and objectives of NAIT 12345
promotes implementation of the staff development objectives

The budget for staff development activities at NAIT compares 12345
favourably with the budget for other areas of activities

The rewards and incentives for the staff development ef f orts do 12345
recognize relevant university, course work

I
The rewards and incentives £or the staff development efforts do 12345
recognize work experience in mdusmes :




17.

18.

19.

20.

21.

22

23.

24.

25.

26.
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’

SECTION C : STAFF DEVELOPMENT ACTIVITIES

The statements listed below describe some approaches that are used to carry out the
objecyves of staff development. Draw a circle around the appropriate number 1o show-the
extent to which you agree with the following statements about the staff development
program al NAIT.

RESPONSE KEY :

"1 = COMPLETELY DISAGREL; 2 = MOSTLY DISAGREE; 3 = PARTEY

AGREE; _
4 = MOSTLY AGREE; 5 = COMPLETELY AGREE

Individual staff members determine their professional needs and pursue them 12345

A co-operative approach is used to determine needs and objectives 12345
of the staff development program at NAIT ‘

Injtiatives by éroups and individuals towards staff development 12345
cf[‘orls are encouraged at NAIT - ’

The managemem assists the staff members 1o arrangc 12345
for industrial work experience

Relevant umvethy credit courses are regarded as part of the 12345
staff development efforts at NAIT

Evaluation of the inslructional staff by the students is regarded - 12345
as a part of the staff developmert program at NAIT

The staff development program at NAIT is used for the v 12345

evaluation of the instructional staff -

The August in-service at NAIT helps to develop an understanding ' 12345
. of the goals and practices of the Institute

The August in-service at NAIT helps todevelop‘ teaching, skills | " 12345

The June in-service at NAIT provides an opportumty to the mstrucuonal : 12345

staff to improve their teaching skills




around the appropriate number (o indicate the extent

SECTION D : POSSIBLE QUTCOMES

4

217

In this section possible outcomes of staff developmeni efforts are listed. Draw a circle

development program al NAIT has influenced these outcomes.

RESPONSE KEY :

1 = NO EFFECT; 2 = LITTLE EFFECT; 3 = MODERATEL EFFECT;
4 = ADEQUATE EFFECT; 5 = CONSIDERABLE EFFECT

to which you belheve the staff

10.

11.
12.

13.

‘14,

Has improved learning among students at NAIT

Has increased the staff’s knowledge of éoncepls and skills
related to their teaching

Has increased confidence of the staff in dealing with students
Has improved the teaching performance of the academic staff

Has increased staff awareness of the need for professional growth
and continying one’s education

Has inq;ased staff awareness of the social and economic conditions
that affect the work of the Institute

Has provided the staff with greater understanding of
the work of the Institute » v

Has developed in the staff a team-work approach toward
achieving the goals of the Institute

Has increased job satisfaction among the instructional staff
Has improved interaction among the instructional staff

Has contributed to the continuing use of the Institute's acceptable
teaching methods among the academic staff

Has prepared individual staff members.for future positions and
responsibilities in the Institute

Has improved the professional status of the instructional staff

Has improved the image of NAIT within the community

12345

145‘2

—
]

12345

17345

12345
12345
12345

12345
12345

12345
12345

12345

12345,
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C SECTIONE : FACTORS LIKELY TO PROMOTE STAFF DEVELOPMENT

The factors listed below are likely to promote the provision and implementation of the
staff development program at NAIT  Indicate the degree of contribution by each factor.

RESPONSE KEY :

1 = NO EFFECT; 2 = SLIGHT; 3 = MODERATE; 4 = HIGH; = VERY HIGH

DEGREE OF CONTRIBUTION

1. Changes which occur in the student enrolment 1 12345
2. Changes which occur in the Institute 's program of study ‘ 12345
3. Changes taking plz;Ce in industry and business | 12345
4. The availability of resources to staff for implementation 12345
5. A co-operalive attitude among the staff of the Institute ‘ 12345
6. The rewards and incentive structure at NAIT 12 3 45
7. Clearly defined policies for staff .development at NAIT 12345
8. The emphasis that is placed on the August In-service at NAIT » 12345
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SECTION I : FACTORS LIKELY TO IMPEDE STAFY DEVELOPMEN']

The factors listed below are likely to impede the provision and implementation of the
staff development program at NAIT. Indicate the degree of obstruction by cach factor.

RESPONSE KLY : !

1 = NOEFFECT; 2 =SLIGHT; 3= MODERATE; 4 = HIGH; 5 = YERY HIGH

DEGRLEE-OF OBSTRUCTION

1. Inadequate communication with'in the Institute 12345
2. The program lacks relevancy to the nec¢ds of the individual staff members 12345
3. The lack of flexibility in the Institute’s time -table 12345
4. General staff indifference to the introduction of new ideas 12345
5. Inappropriate timing of staff developr_ncm acu‘vil?es 12345
6. The staff development efforts rely 100 much on university credit courses . 12345
7. Too much emphasis is placed on organizational requirements 12345
8. ‘The lack of policies on cost sharing for continuing one’s education 12345
| )
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GENERAL COMMENTS

Please list THREE comments or suggestions that vou consider to be imporiant
regarding the objectives. activities and implementation of the staff development program at
NAIT.

y

iy
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APPENDIX A 43

VALIDATION OF A SURVEY QUESTIONNAIRE IN A PILOT SIUDY : f
A FORM FOR RECORDING COMMENTS AND SUGGESTIONS = SHEFT 1

Please record your comments and suggestions for the various parts of the questionnarre
as indicated below. lIndicate NIL if you have no comments or suggestions for any parnt of the
questionnaire. Also feel free to use the back of the sheet when necessary.

PAKT 1 : BIOGRAPHICAL INFORMATION

PART li : PROGRAM l)ESCR-lP'I'lON

-

SECTION A : POLICIES AND FUNDING OF STAFF DEVELOPMENT
. ‘ ¥

‘ jk

f
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VALIDATION OF A SURVEY QUESTIONNAIRE IN A PILOT STUDY
A FORM FOR RECORDING COMMENTS AND SUGGESTIONS ~ SHEET 2

. -

PART 111 : PERCEPTIONS OF EFFECTIVENESS Ol"%ﬂf‘AFP DEVELOPMENT ~

)

SECTION A ; OBJECTIVES OF THE PROGRAM

2,
S A

L 0

. ) -
o b {",;‘ e

e ) 9 [ \. *

SECTION B : PRESENCE OF INPUT VARIABLES

SECTION C : STAFF DEVELOPMENT ACTIVITIES

SECTION D ; POSSIBLE QUTCOMES OF THE PROGRAM
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Table B.5.1
Distribution of Educational Qualifications
According to Instructional Divisions

Bus/App Arts Industrial ' Eng Tech

Qualification N ¢ % N % N Jo
Journeyman 7 259 - 34 70.8 4 12.1
College Iiploma 3 11.1 4 83 3 9.1
Bachelor Degree 9 333 7 14.6 18 54.5
(Graduate Diploma 0 0 w2l 1 30
Graduate Degree 8 29.7 - 2 42 -7 213
Total T 27 1000 .48 1000 33 1609

. ~
Table B.5.2

Teacher Education Completed According 1o Instrucuonal Divisions

B

Bus/App Arts lﬂd‘uslriék\ Eng Tech
Teacher Education - A
Program Completed N % N g\ N, %
NAIT In-service 22 78.5 37 823 21 . 617
B.Ed 4 14.3 4 89 -5 16.1
Graduate Diploma 0 0 1 2.2 1 3.2
M Ed. 2 7.2 1 2.2 2 6.5
Other 0 0 2 44 2 6.5
Total 28 100.0 45 100.0 31 100.0
F
, Table B.5.3 .
Enrolment in Formal Continuing Education * ,
According to Instructional Divisions '
Bus/App Arts Indixstrial Eng Tepli
Continuing -
Education Program N % . N % N %
None - 23 82.1 27 56.3 26 78.8
College Progzam 1 3.6 4 8.3 1 30
Bachelor's Program 1 3.6 15 313 4 12.1
3 10.7 2 4.1 2 6.1 =*

Graduate Program

Total

A



AN
Table B.5 4
Length of Service at NAIT According to Instructional Divisions
Bus/App Arts Industrial Fng Tech
Years of Service - - ——— i
at NAIT N % N % N %
3 -5 years 3 10.7 12 250 6 182
6 - 10 years 8 28.6 17 354 6 182
Over 10 years 17 60.7 19 39.6J 21 63 .6
Total 28 1000 4% 100.0 33 1000
7 ——
Table B.5.5
Educational l.eave According to Instructional Divisions
Bu*/App Arts Industrial Eng Tech
Duration of 1.cave ) N ‘Z; N % N %
R 45
Nil 19 67.8 34 709 21 63.5
under one month 0 0 0 0 2 "6l
1 - 5 months 5 17.9 0 0 2 6.1
6 - 12 months 3 10.7 11 <229 6 18.2
Over 12 months 1 36 3 6.2 2 6.1
Total - 28 1000 .48 1000 . 33 1000
Table B.5.6
Industrial Leave According to Instructional Divisions .
Bus/App Arts *Industrial Eng Tech
Duration of Leave N % N % N %
Nil 16 57.2 43 89.6 26 78.7.
Under one month 1 3.6 3 6.3 2 6.1
1 - 5 months S 17.9 2 4] 2 6.1 -
6 - 12 months 4. 14.2 0 0 2 6.1 |
Over 12months 2 .. 7.1 a . 0 1 3.0,
28 100.0 48 100.0 33 - 100.0

Total




Length of Related Work'Experience According to Instructional Divisions

/'

Table B.5.7

~

226

: ) Bus/App Arts Industrial Eng Tech
Léngth of
Work Experience N % N % N %
“Nil ] 3.6 1 20. 2 6.0
under one year 1 3.6 0 0 3 9.1
1 - 2 years 0 0 0 0 2 6.0
3 - 5 years 7 25.0 2 - 4.2 9 27.3
Over 5 yzars 19 67.8 45 938 17 51.6
Total 28 . 1000. 48 1000 33

100.0

~
-
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 Table BS8
One-Way Analysis of Variance of Qualifications
Significantly
Different
No. Groups N Mean S.DD. F-Ratio Groups
1. Business & Applied C 28 286 163  16.22°° V>0
: Industrial 4 1.60 109 ' and
3. Engineering Technology 33 312 1.22 - 3 >v/7
** Significant beyond the .01 level
Higher mean value indicates higher qualifications for the group
-

. Table B.5.9
‘One- Way Analysis of Variance of 1nvolvement
in Continuing Education

Significantly
‘ ! Different
No. Groups ' N Mean S.D. F-Ratio Groups
1.  Business & Applied’ 28 18 39 3.89° 2> 1
2. Industrial . 48 4 - 50 . and
3. Engmeermg Technology 33 .21 42 2>3

* - Significant at the .05 level

Higher mean value indicates higher mvo]vmem in commumg educauon

by

™



228

Table B.5.10
ay Analysis of Variance of Educational leave
Vs
1
Significantly
Different

No. Groups ‘ N Mean S.D. F-Rato Groups
1. Business & Applied 28 1.64 1.45 .38 None

. Industrial 48 1.88 1.55
3. Engineering Technology "33 197 142
Higher mean value indicates higher involvement in educational leave

Table B.5.11
One-Way Analy \is of Variance of Industrial Leave
Significantly
b . Different
No. Groups N N Mean .S.D. F-Ratio Groups
AN '

1.  Business & Applied 28 193 161 6.44° 1>2
2. Industrial 48 1.02 .60 :
3. Engineering Technology / 33 145 1.06

" ** Significant beyond the .01 level C\
Higher mean value indicates higher involvement in industrial leave
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N
Table B.5.12
One-Way Analysis of Variance of Work Experience
Slgniﬁcanil_\
, Different
No. Groups N ‘Mean S.ID. F-Ratio Groups
1. Business & Applied 28 3.86 1.24 §.2°° 2>
2. Industrial 48 4.54 87 and
3. Engineering Technology 33 3.45 1.56 2 >}

** Significant at the 01 level
Higher mean value indicates. longer related work -experience
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Table B.6.3
Muluple Regression for Predicting Student Learning as Criterion
With the Six Approaches as the Predicting (1ndependent) Variables
Using the Forward -Selection Stepwise Technique

Independent Variables Multiple R R’ Increase in R*

Managerial practices 67 .45

Relevant activities 73 53 08

Achieving objectives 5 .56 03
Table B.6.4 .

Multiple Regression for Predicting Staff Knowlcdgc as Criterion
With the Six Approaches as the Prediling (Independent) Variables
Using the Forward-Selection Stepwise Technique

’

’ .9
Independent Variables Multiple R R Increase in R¢
. A
Managerial practices ‘ .68 45 :
Relevant activities 5 .56 1
Achieving objectives 7. .60 .04
Table B.6.5

Multiple Regression for Predicting Staff Confidence as Criterion
With the Six Approaches as the Predicting (Independent) Variables
Using the Forward-Selection Stepwise "Techm'que’

Independent Variables - Muliple R~ R? —lncrease in R’

Bed

Relevant activities - 67 © 45
Managerial practices 73 .52 077
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Table B.6.6
Multiple Regression for Predicting Teaching Performance as Criterion
With the Six Approaches as the Predicting (Independent) Variables
Using the Forward-Selection Stepwise Technique

Independent Variables Multiple R R’ Increase in R’

Relevant activities .70 49

Organizational climate 7 ' .59 10

Achieving objectives 78 61 02
Table B.6.7

Multiple Regression for Predicting Professinal Awareness as Criterion
With the Six Approaches as the Predicting (Independent) Variables
Using the Forward-Selection Stepwise Technique

ol

. ‘l;‘bl ; -

Independent Variables Multiple R "R? Increase in R*
Relevant activities 57 33

Organizational climate .64 ' 41 .08

Table B.6.8
Multiple Regression for Predicting Environmental Awareness as Criterion
With the Six Approaches as the Predicting (Independent) Variables
Using the Forward-Selection Stepwise Technique

Independent Variables - MultipeR R’ - Increasein R’
Managerial practices i 57 33
Relevant activities .62 .38 .05

- Organizational climate .65 .43 .05.
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Table B.6.9
Multiple Regression for Predicting Institute Goals as Criterion
With the Six Approaches as the Predicting (Independent) Variables
Using the Forward-Selection Stepwise Technique

Independent Variables Multiple R~ R? Increase in R®

Relevant activities .51 .26

Organizational climate .59 35 .09
Table B.6.10 . N

Multiple Regression for Predicting Team Work as Criterion i
With the Six Approaches as the Predicting (1ndependent) Variables
Using the Forward-Selection Stepwise Technique

Independent Variables . Multiple R R? Increase in R?

Managerial practices .64 .41

Relevant activities .70 49 .08

Needs assessment . 12 52 .03
Table B.6.11

Multiple Regression for Predicting Job Satisfaction as Criterion
With the Six. Approaches as the Predicting (Independent) Variables
Using the Forward-Selection Stepwise Technique

l\ndepérident Variables Multiple R R? -Increase in R?

M'énagerialv practices .62 .39
Achieving objectives 65 _ .42 ‘ .03




Table B.6.12
Multiple Regression for Predicting Staff Interaction as Criterion
With the Six Approaches as the Predicting (Independént) Variables
Using the Forward-Selection Stepwise Technique

Independent Variables : Multiple R R Increase in R’

Relevant activities .56 31

Organizational climate .64 42 11

Achieving objectives .67 44 .02
Table B.6.13

Multiple Regression for Predicting Tcaching Methods as Criterion
With the Six Approaches as the Predicting (Independent) Variables
Using the Forward-Selection Stepwise Technique

Independent Variables Multiple R R? Increase in R?

Relevant activities .64 41

Organizational climate .12 .52 11
Table B.6.14

Multiple Regression for Predicting Career Development as Criterion
With the Six Approaches as the Predicting (Independent) Variables
: Using the Forward-Selection Stepwise Technique’

2

M ~

Independent Variables Multiple R R? . Increase in R?

+>

Managerial practices . .64 .41
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-

. ‘ Table B.6.15 ‘ .
* Multiple Regrgssion for Predicting Professional Status as Criterlon
With the Six Approaches as the Predicting (Independent) Variables

Using the Forward-Selection Stepwise Technique .
lnde"pendeﬂl Variables " Muitiple R R! " Increase in R’
- Managerial pra(ftices : .52 .28 ’
Achieving objectives .57 .33 .05
Relevant activities .59 .36 03
, Table B.6.16 -

Multiple Reg,ression for Predicting Institute’s I mage as (;n'lcrionv
With the Six Approaches as the Predicting® Independent) Variables -
Using the Forward-Selection Stepwise Technique

A

-

Independent Variables Multiple R - R? Increase imR*
Relevant activities ' 63 - T 40
Organizational climate 69 “L) 48 .08
- > .
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