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ABSTRACT

The purpose of this gtudy was to field test an
actjion research spiral (Kemmis and McTaggart, 1985, p.8)
in an educational context by generating data on how
monthly staff meetings could be improved. The project
sought answers to the following questions:

l. Could a group of secondary school educatc~s success-
fully implement the action research spiral as a means
to enact change in a specific school practice?

2. What would be key considerations for use of the
action research spiral in an educational context?

3. Could this research model enhance democratization of
communication among educators about their practice?
Monthly collaborative group meetings, journal entries

as offered by collaborators, summations of monthly

cOllaborative meetings, field notes, rating scales, and
interviews with collaborators constituted the instruments
for data gathering in this research endeavor., Analysis of
the data occurred through identification of recurrent
questions or themes raised during the collaborative
process and through the personal interviews,

The number of collaborators engaged in monthly

collaborative group meetings varied between five and eight

iv



educators, two of whom were administrators, Final

interviews about the collaboration were conducted with

five of the collaborators,

The results of the study with respect to the
specificity of the collaborative context can be summarized
as follows:

1. A collaborative group of educators were able to enact
positive changes at monthly staff meetings through
use or an action research model. Major changes were
related to establishing compulsory attendance, to
pacing items on the agenda, to establishing a clear
communicative purpose for each agenda item, to
sharing food, and to fostering professionalism.

2. Essential considerations for use of this research
model in an educational setting included the lengthy
time frame needed for collaborative action, 1limiting
communicative factors such as the ATA Code of Ethics
and the nature of the school year, and the varying
context of the model as the action research evolved,

3. The fragility of the model in an educational setting
was demonstrated by the 1loss of the collaborative
principal at the end of the school year which led to

closure of this action research endeavor,
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CHAPTER I

INTRODUCTION TO THE STUDY

Background of the Research Problem

The technologizing effect of bureaucratized
institutions is that it objectifies human
intentions and interventions subject to
behavioral evaluation; it erodes the personal
aspects of professional techniques, skills, and
ethical tactfulness; it directs accuuntability
downwards and responsibility upwards in the
institutional power structures, and it makes
possible the centralized bureaucratic and
political exercise of interest and control

(van Manen, 1984, p.5).

My research endeavor evolved through an interactive
process., The first element determining my definition of
the research project was that I was enrolled in a course
in my M. Ed. program that required me to engage in an
action research endeavor requiring collaborative action,
As 1 started to formulate the question that would lead to
a regearch action, I first looked at my own agenda. What
was I hoping for?

1. I wanted to complete requirements for a university
course,
2. I wanted to find a non-confrontational way of acting

that would enhance my relations with my teaching



peers and adnministrators,

3. I wanted to define a research problem that would lead
to improved communication and to improved morale
amongit ~ur staff,

4. I hoped to demonstrate to other staff members a model
for action/change that was non-authoritarian and
participatory,

5. I hoped to encourage my colleagues to reflect more
about our practice and to share thoughts in an
atmosphere where discourse would be encouraged.

6. I wanted to become a catalyst that would result in
some significant change in our school,

7. I wanted to empower myself as a teacher,

I had many concerns about the nature and implications
of using an action research model to resolve a research
question, It seemed that I might be manipulating mnmy
colleagues to suit my own agenda.

1. How would I be able to present my concern in such a
way that it was not only a personal concern, but
also, a concern of other teachers?

2. Would I be able to accept a collaborative decision
(the general will) if it did not agree with ay
personal vision? What is the nature cf ‘vision' in
collaborative research?

3. How would I find true collaborators and later, how

would we realize the collaborative action?
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4. How would requesting my fellow teachers to act on my
research gquestion affect my collegiality with them?
5. Would I have to use my status at the university to
qain credibility as a researcher with my colleagues?
6. How would I ethically choose to act if the results of
this pruject .ed to discomfort or closure with some
ct the collaborators?

As I struggled with thegse questions, I thought of the
subtleties of the words ‘action research', giving
prominence to the first word 'action' or 'act-on'.

Remember that strategic action is your way ¢to

improve practice and your understanding of

apparent and real constraints on change (Kemmis

and McTaggart, 1982, p. 18).

Research questions require ‘'acting on', Something
had to be changed,. I wanted this project ¢to direct
educators in a way that would lead to emancipation.

What is required is the development of a form of

communication which is free from the distortions

imposed by a false consciousness and unequal
relations of power amongst the participants

(Carson, 1985, p. 9).

I sought a research project that would enable
educators to reflect upon our practice, to raise
questions, and to act upon our questions, I hoped this
would lead to identification of:

1, new iceas for educational practice,
2, hidden assumptions embedded in current practice,

3. our own teaching practice,

4. people with whom I collaborated in this project,



S. understanding of administrative practice,

6. my own theoretical context, and

7. hidden perceptions that interfere with collegial
relationships among staff members,

I hoped that laying the Juestions open to a group of
educators who were willing to reflect, and who then acted
upon their gquestions, would help answer my quest, I hoped
we would all benefit and act in terms of the Greek phrone-
sis, praxis, guided by a moral disposition to act truly
and justly.

Third, policymakers believe that it is

sufficient to cause something to occur by

legislating that it should occur (Wise, 1977,

p. 49).

A second factor which led directly to the context of
the research question, how to improve staff meetings,
began when the principal of my school issued a directive
that required all teachers to submit a list of students'
names to the administration.on a monthly basis. These
students would then receive a letter from the principal,
naming them as 'Student of the. Month', No discussion
concerning implementation occurred at the staff meeting,
other than the principal's affirmation that positive
reinforcement to students would lead to improved school
morale and a more positive lea~ning climate in our
classrooms.

After hearing the directive, my first concern was

what criteria I would use to choose the ‘'Student of the
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Month'., Would I use marks only, attitude and behaviour,
or a combination of these? Would it be 'legitimate' to
yive a poor achiever who was a hard worker such
recognition? What would I do to classroom morale if I
missed recognizing a student who felt deserving? Would
this recognition lead to resentment? When was I going to
find the necessary time to give this seemingly simple task
the thought it required to result in appropriate action?

A second issue occurred to me, Was improvement of
student morale the only intended outcome of this
directive? I thought not, The principal, having recently
replaced his predecessor under some very negative
circumstances, was also trying to establish his role in
the school and in the community, The letters would
possibly be a means to assert his leadership.

Feeling confused concerning the lack of direction
about how to choose the 'Student of the Month' and feeling
manipulated by the principal (whom I perceived was using
my efforts to achieve his own ends), I decided to talk
first to my colleagues, and then, to the principal,. My
colleagues seemed as uncomfortable as I was concerning the
criteria to be used for choosing the 'Student of the
Month', It appeared that each teacher would determine his
or her own method of selection. None of the teachers to
whom I talked questioned the intended objective of this

innovation and seemingly accepted that it was just another



task to be completed.

My next approach to relieving my acute discomfort was
to talk to the principal., I explained my discomfort with
the open-ended nature of the selection criteria for
'*student of the Month', My principal said that as long as
I chose what the criteria were and wrote these down, he
would accept them, He also arqgued that positive
reinforcement was obviously of value. He did not seem to
understand why I was questioning implementation of this
practice, At this meeting, I did not feel enough trust
existed in our collegial relationship to raise the
questions of manipulation or of possible negative effects
for those students who felt 'left out', Nor did 1 raise
the issue of why, as an educator, I had to subscribe to a
positivist model of behaviour for my students, Why was
being a successful student not a reward in and of itself?
As an educator, I wanted to encourage intrinsic motivation
in my students.

The communication situations that resulted from the
'‘student of the Month' directive caused me to feel a great
sense of malaise, both with my colleagues who seemed to
accept without questioning, and with my principal, who did
not seem interested in really hearing my point of view,

since interest-free knowledge is logically

impossible, we should feel free to substitute

explicit interests for implicit ones (Reinharz,
1985, p.17).
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So, my research question arose from a seemingly
logical and simple administrative directive issued to
teachers at a monthly staff meeting. This directive added
another responsibility to my teaching duties, Because
this directive had been given at a staff meeting, and
because the procedural nature of the meeting did not allow
for adequate thought or deliberation of the issues raised
in that no time was allowed for adequate discussion, I
began to question the value and purpose of having staff
meetings., Specifically, I began to question the 1lack of
power 1 was experiencing in decision-making related to my
teaching responsibilities,

It occurred to me that in twelve years >f teaching
practice in five different school situations, I had never
met any teacher who 1looked forward to staff meetings,
Teachers seem to regard monthly staff meetings as of
minimal value to their practice and often as ‘'something
that has to be endured’. My reflective questioning
started to focus on how this perception could be changed
within this school's context.

How could I wuse an action research model to
democrc*ize the decision-making that occurs at staff
meetings? Would my research agenda be shared by other
collaborators? How would I introduce such a political
agenda into my school? Would this be possible, given the

current bureaucratic, authoritarian pattern of school



administrative practice at staff meetings? I 1looked to
Carson (1985) who argues that:

...action research experiences based upon ideals

of rational communication, just decision-making

and collaborative action will expose the

distortions, the injustices and the coercions of

the institution (p.14).

Refining the actual research question proved to be
difficult, It required 'acting on' - something had to be
changed, I wanted staff meetings to be venues for
discourse about our educational practice., I wanted staff
meetings to encourage an atmosphere of friendly
collegiality, I wanted staff meetings to be a means by
which our staff became united in aim and purpose, I
wanted staff meetings to help me improve what I do in the
school context, I wanted staff meetings to matter to me,
I wanted other staff members to care more about their
practice., 1 wanted.... My research gquestion became a
synthesis of all my 'I wants',

Although the initial impetus of the research question
was to focus on how to improve staff meetings and improve
communication, the contextual nature of the collaborative
action led to a duality in the research endeavor, As the
project unfolded, I became aware that I felt a tension
about the research model itself. It seemed 8o important

to me that I document the collaborative process, as well

as the data generated about staff meetings,. I had two
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distinct agendas: one to improve staff meetings, and the
second to interpret and reflect on the action research
model used in this study. The dominance of an analysis of
the action research model occurred almost unwillingly,
The richness of experience that we collaborators gained
through the collaborative process simply could not be
ignored, 1In this way, the context of my research endeavor
expanded to include both data generated by the research

question and data generated by the research model.

Purpose of the Research Project

Knowledge emerges only through intervention and

re-invention, through the restless, impatient,

continuing, hopeful inquiry men pursue in the
world and with each other (unidentified quote

froT A THESIS PROPOSAL by Sue Leighton, 1986,

p.l).

Monthly staff meetings provide a forum for discussion
amongst administrative and teaching practitioners, They
also provide an opportunity for changes to be introduced
and discussed by everyone affected by such changes,
Consequently, I chose to use an action research model as a
means to have educational practitioners evaluate the staff
meetings that were occurring at our school, This
collaborative action led to two 1levels of inquiry: one

about staff meetings and the second, about the action

research model and our collaboration.,
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Staff Meetings

One objective of this research project was to uncover
the unstated, underlying assumptions of current
educational practice at monthly staff meetings, A second
intent was to arrive at a collegial perception of whether
such staff meetings are necessary. If so, a third
objective was to enact changes at these meetings which
would lead to improved practice at these meetings. A
fourth intent of this research project was to democratize
the communication that occurs amongst the staff, This was
to be accomplished by using a model that allowed for more
equitable reflection/participation in decision-making
about educational concerns.

The Collaborative Action Research Model

The introspective nature of this reflection and
description coincides with what Habermas (1971) referred
to as "hermeneutic sciences":

...reality is interpreted according to a specific

grammar of world views and of action.... They grasp

interpretations of reality with regard to an
intersubjectivity of action-orienting understanding
possible from a given hermeneutic starting point

(p.195).

Experiences are interpreted with a goal of improving
existing practices "within existing consciousness and
values from which a sense of 'right' is utilized to guide
action® (Tripp, 1984, p. 12). The language framework from
which this project is written, stems from an

hermeneutic/interpretation type of inquiry.
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This thesis focuses on the changes that occurred as a
result of the action research project, their consequences,
and their applications to staff meeting practices in
general., I will also present «critical reflection about
the effectiveness of the model used for the research
project, The data for an analysis of the research model
were gathered through a rating scale completed by
collaborators after every second c¢ollaborative meeting
(See Appendix V) and through an analysis of journal
entries, A final analysis of the research model was
conducted upon completion of the research project through
individual interviews with each collaborator,

I am also hopeful that the reflection about the
action research model that was used in this study will
encourage further questions for future researchers, The
‘teacher as researcher' within his or her own school
context is a relatively new concept in research design.
One of the purposes of this study was to design a research
action endeavour and evaluate it, both in terms of data
and function., I am hopeful that my analysis of the action
research design wused in this study will identify
techniques, strengths, and weaknesses of my experience for
the benefit of those educators who later choose to use an
action research model,

In choosing to use action research within the context

of a single school, I was not attempting to achieve
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generalizable results, Through description and critical
reflection of what is, this research project will attempt
to allow the reader to identify similar assumptions of
practices which are familiar to the reader,. The reader
will then have the opportunity to explore these
assumptions or practices, critically reflect upon them,
and enact change as required by the reflectic in her or

his own practice,

Definition of Te. as

Unless specified as otherwise, the definitions of
terms are as found in the Random House Dictionary of the
English Language, New York: Random House Inc., 1983,
ACTION RESEARCH - a plan of action which allows for the

trying out of new ideas in practice as a means of

improvement and as a means of increasing knowledge
about curriculum, teaching, and learning,

(McTaggart, 1981, p. S). The aim of action research

is to involve participants in communication aimed at

mutual understanding and consensus, in common action
towards achieving fulfilment for all (Carr & Kemmis,

1986, p. 199);
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BUREAUCRATIZATION - activity whereby there occurs
excessive multiplication of, and concentration
power in administrative bureaus or administrators
(p. 198);

COLLABORATIVE INVOLVEMENT - the research process is
extended towards including all those involved in or
affected by the action (Carr and Kemmis, 1986,
p. 199);

COLLABORATOR - one who co-operates, works with one another
willingly; to work in partnership as opposed to being
a mentor - a trusted advisor (p., 289);

COLLEGIAL - in relation to an organized association of
persons having certain powers and rights, and
performing certain duties or engaged in a particular
pursuit (p. 209);

CONSENSUS - the act of participating in a discourse, of
attempting discursively to come to an agreement about
the truth of a problematic statement or the
correctness of a problematic norm, carrying with it
the supposition that a genuine agreement is possible,
The outcome of the discussion will be the result of
the force of the better argument and not of
accidental or systematic constraints on discussion

(Carr and Kemmis, 1986, p. 143).



14

DECONSTRUCTION - an intellectual strategy and a mode of
reading that identifies in the teaxt the rhetorical
operations that produce the supposed ground of
argument, the key concept or premise (Culler, 1985,
p. 86);

DEMOCRATIZE -~ to make or become democratic, in accordance
with the principle of equal rights for all, i.e,, a
democratic decision (p. 384);

EMANCIPATION - the act of freeing from constraint or
restriction by custom, tradition (p. 465);

EMANCIPATORY ACTION RESEARCH - a form of action -research
where the practioner group takes joint responsibility
for the development of practice, understandings and
situations.... This involves an understanding of the
dialectical relationship between individual and group
respongibility, in which neither individuals nor the
group are the sole arbiters of policy or practice,
and in which a process of collaborative action
research is employed in an open-minded, open-eyed way
to explore the problems and effects of group policies
and individual practices (Carr and Kemmis, 1986,
pp. 203-204);

HERMENEUTICS - the art, skill, or theory of interpreta-
tion, of understanding the significance of human
actions, utterances, products, and institutions, It

is a mental discipline that is concerned with methods
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of human studies that seek an understanding
(vergtehen) of their essentially meaningful
subject-matter (Bullock and Stallybrass, 1983,
p. 28l);

INTERSUBJECTIVITY - involving or ocurring between separate
conscious minds (p., 600);

ONTOLOGY - the nature of being or existence as such
(p. 1007);

OPEN - unreserved, candid, or frank, as persons of their
speech (p. 1008);

PHRONESIS - the disposition to act truly, rightly,
prudently, and responsively to circumstances, This
term incorporates a time-honored view of the role of
the teacher dating back to the ancient Greeks. It
treats education as a practice which is guided by
complex, sometimes competing intentions, which are
themselves modified according to circumstances. (Carr
and Kemmis, 1986, p. 37);

PRAXIS - action with and for the critical development of
understanding and commitment, The action researcher
sets out to improve particular practices,
understandings and situations by acting in a
deliberate and considered way in which understandings
and values are consciously expressed through action

(Carr and Kemmis, 1968, p. 192);
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SUBJECTIVITY - relating to or of the nature of an object
as it is known in the mind as a thing that |s

distinct from a thing in itself (p. 1415).

Limitations

The results of ¢this research depended upon the
quality of the collaboration among the teaching and
administrative participants, At times a lack of trust
between the teachers and administration hampered ‘'the
laying open of the question' so important to the success
of this project, Some teachers felt that if they openly
expressed their concerns, the administration of the
school, might react in a negative fashion when preparing
the teachers evaluations or timetables.

A second limitation was the 1link between the
principal of the school who ran the meetings, and the
regearcher, me, We provided the impetus for critical
reflection about current staff meeting practices,
Whenever a breakdown occurred in our communication,
further collaborative action was nullified. The principal
was empowered to make changes on a school-wide basis,
Teachers were not empowered to do so without a sharing of
power by the administration,

A third limitation was that the collaborators were

not representative of the teaching population of the
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school, As participation was voluntary, only teachers who
shared a particular orientation chose to become involved
in this research project, Those teachers who chose not to
become involved might have a different conceptual
framework, or perhaps the nature of collaborative action
presupposes interaction among people who 1like to share
publicly, rather than remain private,

A fourth limitation was my own theoretical construct
in analyzing the research data.

The dissolution of the reader into codes is a

critique of the phenomenological accounts of

reading; but even if the reader is conceived as

the product of codes - a product whose

subjectivity, Barthe writes, is an assemblage of

stereotypes...(Culler, 1982, p. 33).
In accordance with a deconstruction strategy, my telling
of this research story meant that I necessarily gave
dominance to certain codes of data which were compatible
with my own theoretical construct, In accordance with
Habermas, (1974, p. 44) 'knowledge-constitutive interests'
that are the outcomes of conditioning by historical and
social conditions framed my reading of the action resgearch
endeavor. Perhaps the data I chose not to include in the

analysis would have laid open new areas for critical

reflection,
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Assumptions

That collaborators who volunteered would con-
tinue to do so until completion of the project,
That collaborators would be candid and articu-
late during reflection sessions, during inter-
views, and in any notes or journals that became
data for this project,

That there would be a commonality in the themes
that arose from the interviews, reflection
sessions, notes, or journals, or that a
commonality might be found, 1n commonality
would allow us to arrive at sharec perceptions
of the assumptions we hold about staff meetings
and how we would like to see them change,

That the research project would continue in ac-
cordance with Kemmis' and McTaggart's action

research model (The Action Research Planner)

until the collaborators agree that the project
had been successfully completed, or could no
longer proceed because of attrition of the
participants,

That the basic model for this project would be
an action research spiral based on the

hermeneitic ontology of subjectivity.



CHAPTER 1I

LITERATURE REVIEW

The Teacher as Researcher

The kind of educational system we have today is
contributing to the kind of social future we
shall have tomorrow, At the same time, the
educational system is embedded in the current
social fabric, 1Is it reasonable, therefore, to
expect much dramatic change on society to be
effected through the educational system?

(Berghofer, 1977, p. 6).

If one accepts the premises from which Berghofer's
question arises, it is clear that educational researchers
must pay attention to what sorts of beliefs about people
and the world lead to the construction of a ‘curriculum'?
Curriculum is a way of organizing a set of human
educational practices., It is a cultural construction and
a reflection of a particular social milieu arising out of
a set of historical circumstances (Grundy, 1987, p. 6).
Where are we coming from?

From Aristotle, contemporary educational practice has
inherited the notion of praxis, At that time, praxis
referred to the sphere of human action, It focused on
maintaining an order of virtuous conduct (the good and
just life) among the citizens of the polis. For

Aristotle, the life proper to men was primarily a life of

19
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virtuous action,

For Hobbes, the problem of the virtuous life of the
polis was transformed into the technical problem of
regulating social discourse to ensure the well-being of
the citizens of the state. Hobbes declared human behavior
to be a legitimate object of scientific knowledge, giving

2 to a Positivist philosophy or an empirical-analytical
epistemology of knowledge (Grundy, 1987).

In the social sciences, the Positivist philosophy of
empirical-analytical research implies that learning is an
accumulation of skills and knowledge that can be taught
and tested separately, Another premise of a Positivist
research approach is that if experimentation 1is carried
out with sufficiently large numbers, the results may be
generalized for a wider population or formulated into
'laws governing human behavior', Experience has shown
that what is true of one individual or group of
individuals in one context proves inapplicable to others
in other contexts (Goswami and Stillman, 1987).
Nonetheless, this model for research has dominated
educational inquiry to the present, Habermas sheds some
light on why this remains so,

Habermas' (1972) theory of knowledge-constitutive
interests discusses the fundamental human nterests that
influence how knowledge 1is constructed. FPurthermore,

Habermas holds that there is a fundamental orientation of
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the species towards preservation of life and knowledge (or
rationality)., The way in which that orientation works
itself out in the 1life structures of the species
determines what counts as knowledge, Habermas identifies
three basic knowledge-constitutive interests: the
technical, the practical, and the emancipatory (Grundy,
1987).

The technical interest strives to control and manage
the environment through an empirical-analytical experience
of the world. The form of action that results from the
technical interest is poietike, the action resulting from
the idea or image or pattern of what the artisan is trying
to make, This curriculum stresses the importance of plans
or programmes as in Tyler's model of behavioral
objectives, The range of «choice (freedom) is always
restricted by the eidos (idea) of what is to be created.
This model of inquiry allows us to predic ind to
anticipate based on our experiences of today so that we
can formulate rules for action based on regularities,
Knowledge is seen as power resulting in predictability and
control., 1In education, the technical interest performs
the reproductive function of maintaining existing power

relationships of this historical moment., Strategic action

means correct evaluation of possible alternative choices

within the existing power relationships (Grundy, 1987).
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The technical interest implies a hierarchical
relationship between theory and practice, or between the
researcher and practitioner, Practices exist to bring
certain plans to fulfillment, Ultimate power resides with
the one who forms the objectives eidos and who uses
knowledge as a commodity. Knowledge becomes countable,
measurable, and impersonal, with the result that theory
directs, confirms, and legitimizes practice {Grundy,
1987).

Krawchenko, Paradis, and Sommerfeld (1985) argue
that:

Curriculum is in the end, what people act out on

the basis of their own understanding and at this

level there exists a whole underworld of process

which are not captured by data of the factual

sort (p. 2).

They further state (1985) that it is one thing to
learn about what intentions are expressed on paper,
mandated to committees and wrapped up in a curricular
package, yet another problem to mediate between a
documented curriculum and the lived one, Something quite
different from the original curriculum eidos emerges when
practitioners share their perceptions of how policy is
acted out, of how change is enacted in their classrooms,
and of what shortcomings they find in the development
process, If this is so, the research task requires

uncovering and resolving problematic areas posed by

praxis. Krawchenko, Paradis, and Sommerfeld (1985) say:
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But perhaps, in a radical re-interpretation of
curriculum, we should place the subjective
factor squarely at the centre of our-3%3VTﬁ§§
and conceptions, predicate our development model

on this centrality and acknowledge a whole new
set of tasks in the process (p.6).

Stenhouse (1975) has also argued for
teacher-research, He argues that improving educational
practice requires teachers acquiring a deeper
understanding of their own work, claiming that using
research means doing research ., He implies that teachers
need to go beyond being reflective or <critical users of
research knowledge produced by other regsearchers,
Stenhouse asks teachers to form communities of
teacher-researchers who develop the educational knowledge
that justifies their educational practices.

Carson (1987) also speaks about a gap between
researchers and practitioners, He states:

Researchers and teachers live in two different
worlds, speaking languages that are unfamiliar
to one another, and seldom ‘'communicating’, In
the world of the researcher, educational
phenomena 1is (sic) 1isolated into individual
factors such as; intelligence, motivation,
achievement, and a host of others, These are
properly investigated by sampling widely, so
that one can make broad generalizations that
will be true regardless of particular contexts,
In the world of teaching these factors do not
appear as isolated phenomena, but they come
together during the course of the day to day
work with young people. esssSOCial reality
unlike physical reality, is humanly constructed,
This means that reality is interpreted and
actively created (p. 1).

How do teachers interpret their reality? This leads to a

discussion of how subjectivity and interpretation lead us
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to a reconstruction of knowledge about our historical

moment,

Subjectivity and Interpretation

One of the basic things we observe about man is
that he constantly gives meaning to things: he
is forced to define the ever-changing situations
of which he is a part, to classify things around
him, to shape his perceptions, to interpret his
experience, to anticipate the actions of others,

and to interrelate the past and present (Werner,
1977, p. 8).

Subjectivity is acknowledged as a valid premise for
regearch in interpretive studies grounded in hermeneutics,
The most significant feature of an hermeneutic ontology is
the notion of *'subjective meaning', Actions can only be
interpreted by reference to the actor's motives,
intentions, or purposes in performing the action. To
identify these mctives and intentions is to grasp the
‘subjective meaning' the action has to the actor, Carson

(1986) has stated:

The world discloses itself to us through
language, 80 the conduct of research using
hermeneutic conversation asks us as participants
to be attentive to the language we use while we
speak of our intentions and practices as
teachers and consultants (p.119).

The notion of subjectivity is grounded in the 'nc n
of the practical'. Aristotle identified and analyzed
form of action as being dependent on human judgemen »ege

on the basis of an interpretation of the meaning t a
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gsituation, Practical action is different from strategic
action in the technical interest in that action resulting
from practical judgement stands to be evaluated on its own
terms, rather than by the degree to which it implements a
particular idea, Deliberation (reflection) is an
essential element of practical action which seeks
improvement in a subject or situation, Phronesis gives
rise to practical judgement, which is centered on making
the right decisions about 'what ougnht' to be in any given
situation (Grundy, 1987).

The practical interest, implies the right of
particpants to be seen as subjects, not objects, with the
right to determine 'authenticity' of meaning to his or her
capacity, Michael Polyani (1962) indicated that there is
a structure of tacit knowing that serves as a foundation
for the more explicit types of activities practitioners
usually talk about, Gadamer (1977) acknowledges the power
of reflection as being that of bringing to consciousness
that which is implicitly and unquestionably accepted
(p.38). The practical interest has at its base the
understanding of the meaning of the situation by the
practitioner, It arises from reflective deliberation upon
the situation, upon previocus action and upon theoretical
explanations which may assist interpretation,

According to Habermas, the basic orientation of the

practical interest is toward understanding the environment
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80 one is able to interact with it, Understanding of the
meaning of the situation is required to produce knowledge.
This kind of knowledge is to be judged as to whether the
interpreted meaning assisted the process of making
judgement about how to act rationally and morally

{phronesis). Action is reproduced as a text so it can be

interpreted,

Confidence in an interpretation relies upon agreement
with others that such an interpretation is reasonable,
There is a democratic principle inherent in interpretation
which requires consensus in interpretation of meaning
(Grundy, 1987). Because an individual's identity is so
closely related to the values, beliefs and attitudes
inherent in the language of his or her own thinking,
alternative interpretations of the situation will be
resisted by the individual, Deliberation through a
collaborative process arriving at consensus, allows the
individual practitioner to effect change, Schwab's work
on the 'practical' and 'practical deliberation' reaffirms
that deliberation is needed when considering alternate
courses of action in a given situation and which courses
of action most fully express the purposes and commitments
of the educator,

In research with an interpretive orientation, a text

is created wherein the practitioner engages in a dialogue
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with the researcher, The text attempts to clarify
motives, experiences, and common meaning, The researcher
and practitioner(s) enter into an inter-gsubjective
dialogue within the research situation from which each
hopes to come to a deeper understanding of the meaning of

events being experienced in their education practice,
Critical Reflection, Collaboration, and Emancipation

As we attempt to analyze dialogue as a human

phenomenon, we discover gsomething which is the

essence of dialogue itself; the word, But the

word is more than just an instrument which makes

dialogue possible,,.there is no true word that

is not at the same time a praxis. Thus to speak

a true word is to transform the world (Preire,

1972b' pp. 60-61)0

For Freire, integration with the world is possible to
the extent that humans utilize their power to reflect not
only upon their actions, but also upon themselves as the
subjects in whom decision-making is seated. He claims
true knowing is possible when people attain a state of
'critical transgivity', a state of consciousness in which
they think as subjects. Consciousness goes out to
reality, examining it, exploring it, and questioning it,
Critical transitive consciousness is achieved through a
process called conscientization,

Conscientization is a basic dimension of human
reflective action which expresses the knowing process in

which oppressed individuals and classes become subjects,
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Liberation comes about through conscientization when
people 'take possession' of reality, demythologize it and
act upon it, A consciousness fully intent upon the world
is consciousness that combines reflection with action for
human liberation, Preire says that one truly knows when
he or she moves toward reflection and action upon the
world (Collins, 1977).

For Habermas (1972), as well as Preire, the
emancipatory interest leads to autonomous, responsible
action based upon prudent decisions informed by a certain
kind of knowledge., This autonomous action i8 concerned
with empowerment arising out of authentic, critical
insights into the social construction of human society, A
critical social theory arises out of the problems of
everyday life and attempts to pose solutions for them,
The solutions are derived through a process of
collaborative discourse which leads to rational consensus.
Habermas (1974), affirms this when he says:

Critique understands that its claim to validity

can be verified only in the successful process

of enlightenment, and that means in the

practical discourse of those concerned (p. 2),.

Later, Habermas (1974) describes the interrelationship of
emancipatory theory and practice when he states:

Decisions for the political struggle cannot at

the outset be justified theoretically and then

carried out organizationally. The sole possible

justification at this level is consensus aimed
at in practical discourse, among participants,
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who, in the consciousness of their common
interegt and their knowledge of the circum-
stance, of the predictable consequences and the
secondary consequences, are the only ones who
can know what risks they are willing to
undergo,and with what expectations (p. 33).

Prudent decisions will require that one acts, not only in
agreement with critical theory, but also in accord with
the possibilities of the given situation, Praxis assumes
a process of meaning-making, where the meaning is socially
constructed, not absolute, Aoki (1978) describes this as:

In critical inquiry the researcher himself

becomes part of the object of inquiry. The

researcher, in becoming involved with his
subjects, enters into their world and engages

them in mutually reflective activity. He ques-

tions his subjects and himself. Reflection by

himself and participants allows new questions to
emerge, which in turn leads to more reflection,

In the ongoing process which is dialectical and

transformative, both researcher and subjects

become participants in an open djalogue (p. 13).
Action 1is taken in light of a developing critical
consciousness about a given social construction, Praxis
always combines reflection with action to create the human
world ct ideas, symbols, and language. Mere
intellectualizing or action for action's sake is
alienating because each lacks human commitment and makes
dialogue impossible (Collins, 1977),

Habermas (1974) says that the distorting power of
ideology is such that distinctions between the cultural
and natural are not easily discernible. Preire (1972b)
holds that empowerment flows from the recognition that the

cultural world is a human construction and is capable of
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being recreated.

Through processes of reflection, a group of people
may come to a consensus that the critical theorem provides
them with authentic insights into the interests which
determine the organization and operation of the group,
This is what is meant by enlightenment (Grundy, 1987),
Cosgrove (1982) also recognizes that negotiation agrees
with the democratic priaciple "that people should have the
right to help determine the activitiea in which they will
participate® (p, 46). The principle of involvement is of
equal value as the aim of improvement. Consensus must be
freely arrived at while recognizing that in any situation,
only the participants themselves can construct the risky
decisions of human action.

Smyth (1986) further develops this argument. He
says:

So much of what teachers do in schools appears
to be habituated and to originate from social
conditions over which they are effectively
prevented from exercising deliberate control.
Because teachers are embedded in their actions,
they are often blinded to the kaleidoscope of
events and issues and may become unaware of many
of the unintended consequences that arise from
these ideological distortions. It is uncovering
the fundamental contradictions within their
practice that it becomes possible [for teachers
to see how their intensions are thwarted and
become unrealisable (pp. 27-28).

Emancipation (empowerment) does not necessarily
follow from enlightenment. Emancipation 1lies in the
possibility of taking action autonomously, Action

following from enlightenment must become a matter of free
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~hoice (Grundy, 1987). Michael Apple (1979) comments
about this:

...one of the fundamental conditions of
emancipation is the ability to 'see' the actual
functionings of institutions in all their
positive and negative complexity, to assist
others (and to let them assist us) in
‘remembering' the possibilities of spontaneity,
choice, and more equal modes of control
(p. 163),

Action Research

Schumacher (1975) has called for throwing
decision-making back onto local groups, recreating a sense
of local community and an ability to solve problems at a
local 1level. He sees that a major implication for
educators is to accept more responsibility for everything
they do.

Carr and Kemmis (1986) affirm this belief:

To transform the ideology of our present
society, characterized by forms of work which do
not provide access for all to an interesting and
satisfying life, forms of communication which do
not aim at the achievement of mutual
understanding and rational consensus among
people, and forms of decision-making which do
not aim for social justice in which people
participate democratically in making the
decisions affecting their lives, we must
transform our current practices of work,
communication and decision-making (p. 193).

They further suggest that "by changing his or her own
practices, understandings or situation, action research

reminds the practitioner that he, or she, is in some small
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way, changing the world®" (Carr and Kemmis, 1986, p. 193).

Carr and Kemmis (1986) propose the development of
action research as a critical educational science that is
oriented toward the development of teaching as a ‘"pra;is
in self-reflective communities of educators®, A basic
assumption of this orientation holds that practice
determines the value of any educational theory, rather
than that theory determines the value of any educational
practice, The active participation of practitioners in
the research enterprise is a necessity.

Action research is defined by Carr and Kemmis (19€-
as:

a form of self-reflective enquiry undertaken by

participants in social situations in order to

improve the rationality and justice of their own
practices, their understanding of these
practices, and the situations in which these

practices are carried out (p. 162).

The ‘'methodology' of action research requires a
self-reflective spiral of cycles of planning, acting,
observing, and reflecting as originated by Kurt Lewin,
(1946), As outlined by Kemmis and McTaggart (1982), the
plan must prescribe action, Recognizing the risks
involved in social change, the plan allows the
practitioner to go beyond present constraints and to act
more effectively as an educator, As a part of the plan,
participants collaborate in a discourse which builds a

language for analysis and understanding of the situation,

Improvement as a result of the plan is a problematic
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notion within the action research model. Improvement in
‘the situation' by the participants is intertwined with
the participants' understandings of the meaning of that
which 1is currently occuring, Thus improvement in
understanding is 1linked with improvement in action.
Praxis becomes both thought and action guided by
phronesis. So action, the second phase of the spiral, is
always fluid - requiring current decisions about what is
to be done, The 'action moment' shows the exercise of
'‘practical judgement' to obtain improvement of
understanding, improvement of the situation in which the
action takes place, and improvement in practice.

The third phase, observation, provides the necessary
documentation for subsequent reflection. Its subject
matter will be the action, its effects, and the context of
the situation in which the action must be taken.

To conclude, action research attempts to improve and
involve, Carson (1985), affirms this purpose:

True collaboration requires a genuine and active

solidarity based on a voluntary co-action of

regearchers and practitioners, where the
practitioners themselves become researchers into
their own practice, and where the researcher is
committed to helping both this process and the
overall goals of democratic school improvement

(p. 11).

Praxis emanating from collaborative action research
seeks also to improve the ~ritical consciousness of the

participants to act in ways which enable them to be in

control cf that situation, Praxis assumes a process of
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meaning-making which recognizes meaning as a social
construction, Praxis derived through collaborative action
not only changes the situation, but also the understanding
of that situation, This leads to the research action of

how staff meetings could be improved,



CHAPTER III

THE RESEARCH PROJECT

The practice of monthly staff meetings and the
underlying bureaucratic assumptions about these meetings
were examined by a group of collaborators who are
educators at the school in question, We endeavored to
reflect upon current assumptions and methods used to
govern staff meetings, We planned and implemented changes
in our practice and then, reflected on those changes,
implementing further changes as required. 1In so doing, we
laid open questions leading to a greater understanding of
the intent and consequences of monthly staff meetings,
Collaborators also engaged in a self-reflective process of
identifying their own theoretical frameworks, This
identifying of frameworks was implemented through
collaborative discussion, through critical collaborative
analysis of personal journal entries, and through analysis
of tapescripts of the collaborative meetings,

The collaborative group attempted to enact change
only where group consensus agreed that the current
practice should and could be improved. These changes were
further reflected on after implementation occurred at the

following staff meeting,

35
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The collaborative discussions and often the journal
entries focused on the improvement of staff meetings. My
own field notes from spontaneous discussions, journal
entries, and rating scales (Appendix V) completed by
collaborators generated data about the research model. 1In
analyzing these data, I thematically analyzed t he
discussion group meetings (Appendix 1I) and selected
collaborators' relevant remarks from the personal
interview transcripts (Appendix I1) concerning the
research model. The personal interview remarks were
selected if they supported themes identified in the group
discussions, or if they commented on the research model.
The purpose of this research project was dual: to improve
staff meetings and to field test an action research
design, The selection of thematic and individual items of
analysis reflected this duality. The process used for the
analysis of data generated by this research project will

be clarified later in this chapter,

Collaboration

Finding colleagues who would be willing to
collaborate with me on the research question was my first
task after defining the research question, This involved
a process of negotiation (discussion) with colleagues., We

negotiated time, We negotjiated the meaning of the
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research question, We negotiated their loyalty to the
administration and their commitment to the enhancement of
their teaching practice, We negotiated their commitment
to improved morale in the school. We negotiated their
trust in me. We negotiated their professional conscious-
ness, We negotiated continuously throughout the research
endeavour,

This negotiation of meaning throughout the discussion
group meetings and interviews became a dialogue wherein
the research subjects (the collaborators) were active
agents empowered to understand and change their
situations, Negotiation of meaning moved beyond the
personal 1level to an emancipatory experience where
self-reflection and deeper understanding led to
questioning of taken-for-granted beliefs and of
administrative authority, The negotiation of meaning and
acceptance of the equality of participation in the
collaborative action meant that consensus became the
mediator for change rather than authority. This led to a
sense of empowerment, not only as individuals, but as a
group acting as a catalyst for change. The research model
provided the collaborators with a means to enact change
without challenging authority. Since the administration
was an integral part of the collaborative action, a sense
of 'us' ~merged which de-emphasized normal authoritarian

patterns of communication,
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Achieving equality of participation in the
collaborative action required extensive negotiations
between the administration and myself. This meant meeting
on a one-to-one basis to clarify our mutual intentions.
This negotiation to clarify concerns that were resulting
in frustration with the research project continued
throughout the research endeavor and often created
tension, as I was frequently placed in the role of
mediator between one of the administrators and the other
collaborators who sometimes disagreed about the
communicative process, Since my personal commitment to
this research endeavor was obviously greater than that of
the other collaborators, I was always expected to draw the
group together at times of dissent or conflict,
Occasionally it became necessary to remind the
collaborative group that one of our purposes was to
improve communication amongst educators in our school.
This would only be possible if each collaborator could
candidly offer his or her opinions, In this sense, 1
assumed a leadership role throughout the continuation of
the collaboration.

The nature of collaboration is such that the
reflection always lays open new questions, Some of these
questions seemed unimportant to my personal agenda as a
collaborator. This created a need for me to critically

reflect on whether or not I had any right to manipulate
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the collaboration by refocusing the reflection on issues
relating to my research., Having initiated the research
project, I realized that my personal agenda had already
played a definitive role in the research endeavor, The
question of emancipation or manipulation seemed to bother
me less as the collaboration continued. This was because
the loyalty of the collaborators to their collaborative
purpose dominated the discussions., There was a commitment
to the collaboration that seemed to override the need to

express personal agendas,

Collaborators

The collaborators in this project were five to eight
practising teachers and two administrators from one
composite high school with a staff of fifty-six teachers,
Participation was on a voluntary basis with no
distinctions being made about age or gender, Because of
the nature of the community where this research occurred,
participants were from a middle socio-economic background,

Because current staff meeting practices were being
determined by the school administration, two of the three
school administrators were invited and agreed to become
collaborators. They became 'key collaborators® because
their approval was required before any changes could be

implemented, In the case of the administrators, I
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actively negotjated with them to become involved in the
research project, Because my agenda was emancipatory
action research, I manipulated the research question to be
improving staff meetings so the administration had 1little
choice but to become involved as collaborators,.

Areas of expertise were not a variable of selection
for the collaborators as the research question impinged on
all educators at the school to some degree, It is
acknowledged that teachers of a certain orientation
(academic subjects) chose to become collaborators; whereas
teachers in other subject areas chose not to become
involved. This, admittedly, narrowed the focus of the
research data, Perhaps this occurred because of my
personal affiliati n with academic teachers, rather than
with teachers of other subjects, Since I initiated this
project and invited all staff members at a general staff
meeting to become involved in the collaborative action, I
must wonder why only certain people chose to commit
themselves to this research endeavor, I am convinced that
a contributing factor in their commitment was a sense of
loyalty to me on a personal level,

Early in the collaboration, 1 mistakenly assumed that
one of the administrators had decided not to attend a
discussion group meeting. His absence would have meant
closure of the collaborative action, As this became

clear, the loyalty of the other collaborators to my agenda
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wa. expressed as follows:
We have a major problem., (name of administra-
tor) is downstairs talking to (name), waiting
for people who aren't here to come, And I just
mentioned to (administrator) that we were
waiting for him and he said, 'Well go ahead
without me.'
Is there any purpose in doing so0?
He's just standing there, They're not here,
Should we fold this project with a letter about
why?

What does it do for your research?

I did not expect that, with the exception of the
principal of the school, all collaborators would
necessarily remain constant throughout the research
enterprise, I hoped that there would be a core of
collaborators who participated for the duration of the
research project, while other collaborators would offer
data on an ‘interest only' basis. The research plan
allowed for this to occur,

‘Core' <collaborators remained with the research
project to closure, They offered data through the
discussion group meetings, personal journal entries, and
through personal interviews, Other staff members offered
their reflections through conversations which I recorded
as field notes, or through written articles which were
transcribed and presented at the collaborative discussion

group meetings for further reflection,
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Data Gathering

Following is a brief description for each of the
data-gathering sources, I will provide a brief outline of
how each was used either in relation to the enactment of
the research endeavor or the analysis of the research

endeavour for this thesis.

Reflective Discussion Group Meetings

The major focus for the collaborative action in this
research project occurred through discussion group
meetings, Collaborators met once a month at lunch hour in
a classroom in the school for the period of January, 1988,
through to the end of May, 1988, Five of these discussion
meetings occurred, during which collaborators raised
questions relating to current practices at school staff
meetings. Questions were laid open for critical
reflection., When there was a group consensus to act, a
plan for change was implemented at the following staff
meeting., This change was then further reflected on at a
subsequent discussion group meeting and changed again if

necessary,

Typewritten Synopses of Reflective Discussion Group
Meetings (Appendix III)

After each collaborative group discussion meeting, I

provided collaborators with a three-to-four-page synopsis
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(see Appendix III) of the questions and issue3 raised
during the meeting, Each synopsis proved to be an impetus
for reflection in the personal journals and at the
subsequent discussion meetings,

I attempted to summarize the major areas of
discussion at each meeting in short paragraphs,
Collaborators preferred this medium compared to
transcriptions of the whole meeting, because the synopses
required less reading time and still highlighted and
reminded them of reflective concerns raised during the
previous discussion group meetings. These synopses were
also distributed to a small number of individuals on staff
who did not attend the discussion group meetings, but who

showed an interest in the research project,

Journals Or Notes As Offered By Collaborators

Each collaborator was asked to maintain a written
record in a journal or on separate notes of reflections
about the research gquestions: staff meetings and the
research model. These reflections were given to me on a
monthly basis, and entries were then transcribed to ensure
anonymity of authorship. The journal transcriptions were
distributed to collaborators on a monthly basis, along
with the synopses of the previoux discussion group
meeting. These journal entries afforded the collaborators

with an opportunity for candid communication that did not
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necessgsarily occur at the collaborative discussion

meetings,

Field Notes

Oral feedback acquired from any staff member at times
other thar reflective discussion group meetings was

recorded as field notes.

Rating Scales Focusing on the Collaborative Action
(Appendix V)

A rating scale was presented to each collaborator at
the end of every secon’ discussion group meeting. I wused
these to determine tre ' crceived success and emphasis of

the collaborative dia- .Jn group meetings.

Transcriptions of Taped Interviews with Individua

——

Collaborators

At the conclusion of the research project, 1
interviewed each collaborator who remained involved with
the project about her or his perception of the project as
a collaborator and of its effectiveness in resolving the
original research question, The focus of this interview
was the collaborative process. The transcriptions from

these interviews provided data for analysis of the

research model.
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The Action Research Spiral

The concept of action research originated in the work
of Kurt Lewin (1946) whose work featured the premise that
those affected by planned changes should have the primary
responsibility for deciding on courses of action and for
evaluating the results of strategies tried out in
practice, Lewin described action research as a spiral of
steps consisting of planning, action, and the evaluation
of the result of action (Kemmis and McTaggart, 1982),
Kemmis and McTaggart (1982) have defined four moments of
action research as to plan, act, observe and reflect
collaboratively.

The plan in this research endeavor was strategic in
that it attempted to make monthly staff meetings more
important to teachers by providing the staff with a model
for change based on participatory decision-making. The
plan was always provisional, flexible and open to change
in light of questions laid open during the collaborative
action, Collaborators engaged in building a language
whereby they cculd improve their understandings of the
situation through a continual analysis and reshaping of
the plan,

The second moment of the research model was action.

Action was grounded in prior practice, but relied on
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practica. judgement about what needed to be done to make
improvements, Most of the action in this research
endeavour focused on minor changes in practice (such as
recording absenteeism) as the collaboration proceeded
cautiously until a context of trust or loyalty was
established. The action moments showed collaborators
improving their understandings of themselves individually
and collaboratively, and improving the situation which was
monthly staff meetings. Collaborators shared their
understandings with each other, making their tacit beliefs
explicit and negotiable, The ensuing negotiatioa of
meanings and arrival at a consensus of meanings served as
a catalyst for improving communication individually and as
a staff. The action moments occurred only after consensus
had been achieved,

Observation documented the effects of action, The
rating scales (Appendix V) provided an instrument for
evaluation of this research plan, Observation provided a
basis for critical reflection, the fourth moment in the
research model,

Reflection dominated this action research project,
The reflection sought to raise gquestions, make sense of
and reconstruct the meaning of what was occurring through
the collaborative action. Reflection occurred through the
journals and reflective discussion group meetings and

suggested ways of proceeding with the plan,
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Data Analysis

The first attempt to analyze the data occurred when I
summarized the discussion group meetings as presented in
Appendix III. T looked for gquestions or areas of concern
that had been focal points for the collaborative
discussion, or that raised concerns requiring further
deliberation by the collaborative group. I recognized the
subjectivity and intersubjectivity that this form of
summarization implicitly requires. Collaborators d4id have
an opportunity to ask for change in the synopsis if they
felt my summary did not accurately reflect the essential
concerns of the previous discussion group meeting,

The journals and field notes were analyzed without
having been thematized, After thematically summarizing
the transcripts of discussion group meetings, I simply
selected passages from the journals or field notes which
supported the discussion group themes, These passages
were presented as supporting quotes in thic thesis.

In analyzing the transcriptions of the monthly
discussion group meetings, 1 established eleven themes as
the focal points tc be discussed in this thesis, The
data, as presented in Appendix I, were generally organized

in the folliowing categories:
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equality and emancipation,
frequency and duration of monthly staff meetings,
professionalism,
the agenda for the meeting,
administrative concerns,
the collaborative action,
the research model,
social aspects of staff meetings,
communication,
the ATA corgonent of staff meetings, and

attendance and other commitments teachers have,

These themes will be further discussed in the subsequent

chapters, Chapter IV will focus on those themes (1, 6, 7

and 9) related to the collaborative action research, while

Chapter Vv will focus on the themes (2, 3, 4, 5, 8, 10 and

1l1) related to improving staff meetings,



CHAPTER IV

A THEMATIC ANALYSIS OF THE ACTION RESEARCH

Communication

Early in the research endeavour, a collaborator
reiterated the basic premises for collaborative
discussion: candidness and trust, This comment displays
the committment to self-expression in a non-threateninj
context that is necessary for true collaboration to occur,

...but what I am saying is we have to address
our communication in such a way that we can
accomplish what it is that we want to
accomplish, without having people drop out
because they feel persecuted, I guess, and
threatened.

I have trouble with that because, well, through
my life I have not been a very diplomatic
person, Being the person that I am, I can tell
people what I'm thinking, but if you have ¢to
start pussy-footing around and make innuendoes
and implications about things, then you might as
well throw your arms in the air and kiss it
good-bye.

You mean it's not worth your time then?

It's not worth my time if I have to imply
things, coming around through the back door,
We're supposed to be making changes,

It soon became evident to us that the communication

possible at discussion group sessions was disempowered by

the ATA Code of Professional Conduct, in particular the

49
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clauses noted below, quoted from the ATA Members'

Handbook, ®In relation to colleagues":
13. The teacher <criticizes the professional
competence or professional reputation of
another teacher only in confidence to

proper officials and after the other

teacher has been informed of the criticism,
and

16, The teacher recognizes the duty to protest
through proper channels administrative
policies and practices which the teacher
cannot in conscience accept; and further
recognizes that if administration by
consent fails, the administrator must adopt
a position of authority (p.8)

Clause 16, in particular, proved to be a gigantic
hurdle to overcome in the collaboration, given that
several administrators became members of the collaborative
group. Administrators are responsible for teacher
evaluation in current educational practice, so the fear of
reprisal was ever-present amongst teacher collaborators,
The following quotation supports this thesis:

...what I am saying is we have to address our

communication in such a way that we can

accomplish what it is we want to accomplish,
without having people drop out because they feel
persecuted, I guess, and threatened,

Collaborators used the anonymity of the journals ¢to
express their views about administrative practices that
they questioned. As the research instigator, I was
approached by the administration and reminded that if some

of the journal comments continued to be critical of the
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administration, the administrator concerned would discon-
tinue the collaborative action, I negotiated this
possible hiatus with the other collaborators as follows:

I mean I was called in privately and told that

this was becoming very threatening, We have to

proceed very cautiously, from that point of

view, or else it will just drop in our laps,...I

mean I've been told things 1like the word

professional ethics, and so on, have come into

our conversations in the journal writing,

This particular incident created great discomfort for many
of the collaborators who felt that if they could not be
candid in their remarks, the project would be betrayed. A
process of negotiation followed between myself and the
other collaborators as to how we c¢ould best achieve our
research goal by circumventing the difficulties imposed on
us by the Code of Professional Conduct and administrative
authority, We never did succeed in resolving this problem
in our discussion group meetings, Rather, people
reflected more candidly in their journals where anonymity
of authorship was guaranteed.

During the interviews with individual collaborators
upon closure of the reflective group meetings, the
following comments were offered as a response to whether
the communication was at a level that allowed for freedom
of expression,

Oh, I think I could safely say that the

communication was not at the level I would like

for the simple reason that as a teacher, we are

bound by a professiona! code of ethics and

you're simply not at liberty to say the kinds of
things you might deeply teeli.... So I think it
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sheds, or it almost puts a filter across all
forms of communication,

There was also a consensus that the journal writing
allowed for more freedom of expression,

Do you think the code of ethics, the
professional code of ethics, in any way filtered
the communication process that occurred?

Probably. I think it's filtering everything we
do. I suppose I never gave it much thought at
the time, but it certainly makes you careful
about what you say and the way you say things,

Does it prevent you from saying anything that
you feel is vital?

It didn't prevent me from wri~ing anything,

So that came out in the journals then, You had
more freedom to express yourself?

I felt that.
The disempowerment of communication because of
administrative authority was shown in the following

quotes:

So you don't think anything was being filtered
other than through the fact that you were
fearful that there might be repercussions, Is
that what you're saying?

Long-term repercussions, yes,

or

Although I think it's also fair to say that
there were some people that held back because of
the presence of [superintendent of schools].
You know, his comment that, 'Feel free to come
and see me, I will never reprimand...', or
whatever, I think was taken as coming from a
particular source, because we do know that
certain staff members have spoken out and were
reprimanded for doing so. I don't think that
added anything to the amount of input he is
going to get,
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or
I think it should be noted, also, that probably
the reason why all this freedom of speech, and
what not, is surfacing at this point is that
there was not a principal at our staff meeting.
[Name) was there, but he announced that he was
not going to be principal next year, so that
renoves the fear that any staff member might
have that there's going to be serious
timetabling, or who knows what else, repercus-
sions based on what somebody might say at that
meeting,

Some of the collaborators stated in their personal
interviews that a benefit of the action-research model has
been that it gave them an avenue to express what they
thought were problems or concerns relating to the research
question and the school,

Sure, it gets people used to the fact that these
sorts of things can be talked about, rather
than, maybe behind people's backs, And also,
that increasing just the general awareness of
the fact that what is happening on staff, in all
areas, I think that it was a contributing kind
of influence there, where as you say, with
people asking about what are we doing at our
meetings, It makes them even stop and think for
a moment about, 'There are people meeting here
who are interested and concerned about what's
happening', and as a rub-off effect, it's going
to filter down to them as well,

An element of hope that upon conclusion of the research
project, communication would remain democratized was
expressed, Patti Lather (1986) supports this viewpoint:

By resonating with people's lived concerns,
fears, and aspirations, emancipatory theory
serves an energizing, catalytic role. It does
this by increasing specificity at the contextual
level in order to see how larger issues are
?mbgdded in the particulars of everyday life
p.267).
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Collaborators seemed to indicate that this
democratization was given legitimacy because the research
program was sanctioned by the administration of the school
and the district, This leads to a discussion of the next

theme, collaboration,

The Collaborative Action

When it was discovered that a new principal would be
coming to the school for the following school year, the
collaborative group discussed possible discontinuance of
the collaborative group meetings, Without the sanction of
the new principal, the group felt it would have been
subversive to continue the collaborative action, The
following comments offered by collaborators support the

perceived neec for legitimacy.

Well, this got started basically as a result of
a project that you are working on at university,
and I think that lends certain license for us to
meet and discuss things as a group and talk over
the way things go. Although I agree with you,
there is certainly nothing wrong with teachers
meeting to discuss how things are going in
general, I think without the auspices of your
project, it takes on a totally different hue,

or,
Do you want, do any of you want to continue just
sort of a talk session to air some of our ideas
and perhaps make suggestions to the staff? Is

there a need for that kind of group in the
school?

Are you saying irrespective of whether the new
guy...?
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I mean, that's another possibility too, That a
group of whoever wants to can come, sit and talk
about various things that we can do, and make
recommendations to the staff, They can accept
or not accept, but there is no avenue to do that
at the moment,

That would be rather a subversive activity if
ever I saw one,

...But frankly, the fact that I can't meet with

you and discuss what goes on at school, I don't

buy that, 1If that's subversive, then we're in

deep you know what,

The collaborators found some difficulty with the
open-ended commitment of the collaboration in this
research project, The following comment was made after
the discussion group collaborators concluded the research
project,

One thing that I found a little bit odd was it

was kind of hard to have a meeting one day with

everybody there, and the next time, if one or

two people are away, it really does change the

complexion of what you say and how you say it

and everything that goes on in the meeting....

I feel our discussions could have been more

consigtent and carried perhaps a 1little more

nicely from one meeting to the next if everybody

who was at the previous one was at the
subsequent one,

This quote reflects anxiety about the varying context of
collaborative research, Each discussion dgroup meeting
required a renegotiation at a personal level of the
collaborative interaction, depending on which collabora-
tors were present, This concern was never raised when the

research model was designed. It focuses attention on the
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need for the presence of trust and acceptance among the

collaborators which a varying context does not permit,

Allowing staff members who were not present at
collaborative meetings to submit ideas through articles or
written notes also varied the <collaborative context
significantly., A certain cohesiveness appears to have
evolved among the discussion group collaborators that made
this a 'we' group with a united purpose, One reflective
comment illustrates this,

I was rather surprised tc find that there were
other people who were participating in this that
weren't at the meetings., I wasn't aware of this
at first and it kind of surprised me when a
couple of things that came up in the journals
were mentioned in our group, and 1 couldn't
figure out how this was possible if everybody
was stating a cectain thing. 1 didn't know
which of the people were saying one thing and
writing something else, It kind of took me by
surprise,

Another collaborator offered:

The air of secrecy, the fact that there were

people who were participating, but not known to

the others, seemed somewhat, I found, rather odd

in a way,

One of the benefits attributed to the collaboration
by some of the collaborators was that it had positive
effects on their own morale,.

Personal benefits?

Well, you mentioned an opportunity to talk with
some of the other members on staff,

Yes, I suppose that's professional and personal
in a way. Just to know that there were more
people than just one or two that are concerned
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about some of the things that are happening, I
suppose was a benefit,

In that it gave you moral support, you felt?

That too, and we were thinking along the same
lines, You don't feel that you're the only one
that maybe thinks that there is something wrong.

So, it diminished the sense of isolation you
were feeling?

Oh, I suppose so,
Another collaborator offered the following comments:

Personally, I liked to be in an environment
where people are sharing, where my colleagues
are sharing with one another, I just feel that
it's just that much more professional to talk
about the way things were run, and to figure out
solutions to problems, and to discuss things
openly. I think it really helps that, the whole
relationship between staff members and helps the
school run more efficiently. Personally, as
well, it maybe clarified a few things in my own
mind. Maybe I also found agreement with a few
things that I was thinking, And also, they
opened up my eyes to a few things that I hadn't
thought of. So, that sort of helped.

As for myself, I found having other people involved with
me in the collaborative process proved to be a tremendous
source of support and stability. This was particularily
so when there was tension between achieving my own
research goals and seeming lack of co-operation on the
part of an administrative collaborator, The following
exchange between myself and another coilaborator
illustrates the stabilizing effect the collaborator had in

this situation,
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me: We have a major problenm, (name of
administrator) is downstairs talking to
(name), waiting for people who aren't here
to come, And I just mentioned to
(administrator) that we were waiting for
hig and he said, "“Well go ahead without
me®,
Is there any purpose in doing 8o0?
me;: Well, let's talk about it, What can we do?
I mean, number one, I take exception to
somebody scheduling a meeting for 11:30
wvhen he knows this one starts at 11:40,

Did he forget?

me:; He's Jjust standing there, They're not
here, Should we fold this project with a
letter about why?

What does that do for your research
project?

me: Well, I've got enough data....
How about just waiting?

me;: He's a core collaborator and we all know
that,

I suggest we postpone this for a month and
see if that doesn't help.

As a researcher, 1 must address the question of
representation, Did the data collected from meetings with
this group of collaborators reflect the majority view of
teachers in this particular school? Was that a goal of
this collaboration? What about the views of people who
chose not to get involved in this project? Why did they
choose not to become collaborators? This raises a
question for future research, Perhaps doing a profile of

people who choose to become involved in collaborative
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research projects would make explicit a collaborative
consciousness, What is to be learned from hypothesizing
the an .wers to these questions?

This collaborative group did not represent the
school., As one collaborator stated:

No. I think it represented a number of people

who care a lot and maybe that just take risks a

little more. They tend to be a little more open

about their thoughts, There are a lot of people

who just don't say anything, and maybe a lot of

people that are more apathetic that just don't

care to be involved, And some that I think are

harboring a lot of feelings, but they just don't

feel free to say it openly.... We're all kind

of, more or less, a particular kind of person,

This research focused on a specific question relating to
improving staff meetings, Change <c¢ould be implemented
without the concensus from the staff as a group, so it was
not critical to be representative of the entire staff. In
other areas of collaborative work, the interests and focus
of the collaborators could and necessarily do 1limit the
range of data. This subjectivity 1is intrinsic to the
research model,

A final consideration was my dual role as
researcher/collaborator. There was a tension between my
responsibility to my research agenda and to the agenda of
the other collaborators, One of the collaborators noticed
this tension,

I sensed a real separation between you and what

you were trying to organize,... I felt that

there was a sense of, 'How come he's not here

this time? Well that's really going to make a
difference to our meeting' and that tension,
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which is rather unfortunate that you had to be
working with people who seemed somewhat
reluctant to get involved,

I also felt an enormous responsibility about the
success and continuation of this project, No doubt, I
communicated this intensity as I negotiated with my
colleagues to become involved in -’ esearch project as
collaboratcrs, and as we encountercy difficulties at our
discussion meetings, Because I had initiated the project,
the other collaborators looked to me for leadership when
the communication or collaboration became strained and
unfocused, This conversation elicits this point,

When we really didn't know which direction to

go, you would provide us with some piece of

information or some statement that would perhaps

set us off in a particular direction which we

would then feel free to vary from 1if we felt

like it,

Because of this duplicity of my role, I was
consciously using this research project to help
collaborators understand and change their situations,
Emancipatory research is political and engulfs its own
tensions, The collaborators, while active subjects, were
also parts of my research agenda., 1 asked the question of
whether my role imposed meaning on this research
situation, rather than negotiated meaning with the
research participantsg, Lather (1986) proposes a solution
that includes the dialectic of this tension,

Following Fay (1977), 1 propose that the goal of

emancipatory regearch is to encourage
self-reflection and deeper understanding on the
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part of the persons being researched at least as

much as it is to generate empirically grounded

theoretical knowledge (p. 263).

This project succeeded at both levels, Our
collaboration led to empirical data for improving staff
meetings and to increased self-reflection and conscious-
ness on the part of the collaborators, This research
allowed praxis-oriented inquirers to engage in ideological
critique and in transformative action 1leading to a
theoretically guided program of action, This leads me to

a discussion about research praxis and the action research

spiral.

The Action Research

The four moments of action research as outlined by

Kemmis and McTaggart (1982) are:

l. to develop a plan of action to improve what is
already happening,

2. to act to implement the plan,

3. to observe the effects of the action in the context
in which it occurs, and

4, to reflect on these effects as a basis for further
planning, subsequent action, and so on, through a
succession of cycles (p. 27).
The plan in this research project evolved as

negotiated between myself and my university peers, and
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myself and my teaching colleagues. The plan to have group
discussion meetings with teachers and administrators at a
particular school emerged with a dual purpose: to improve
monthly staff meetings and in so doing, to improve
communication between teachers and administrators. Both
goals involved risk and constraints,

The largest risk this plan had to overcome was the
participation of the principal of the school as a
collaborator, The collaborative group could not have made
changes without the approval of the school administration,
Therefore, it was critical to the success of the project
that the principal interact with the project as a
collaborator, rather than as principal of the school.
Before the principal joined the collaborative group, he
had to commit himself to the research goal of improving
communication amongst the staff, The action research
model required a collaborative process. This meant the
pPrincipal had to agree to relinquish his authority while
participating in the research endeavor. Convincing the
principal to do this required extensive negotiation on my
part as the researcher before the group meetings could
actually begin,

The risk of attrition of the principal during the
research project imposed constraints on the plan and
therefore, on the outcomes of tne research project, Many

of the collaborators did not ‘Lrust that the principal
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would assume a collaborative role during the discussion
group meetings, particularly at the initial meetings.
Therefore, they planned with constraint and caution,
Major issues were not tackled in the initial stages of the
project as collaborators were not sure of the
communication context (trust level) at that point, They
were in a sense 'testing the waters' to see how the
administration would react to subtle changes before they
engaged in more difficult ones,.

The collaborative plan allowed for one change at each
staff meeting with reflection about the change after
implementation, One such change was to formalize
attendance at the staff meeting by noting absenteeism in
the miautes. Another example of a change was
categorization of a,enda items according to their
communicative purpose, The outcome of the implementation
was then observed and then discussed at subsequent
discussion group meetings or through the journals, 1f
further changes were required, they were planned as a
result of the outcome of the initial change.

The action research moment that dominated this
research endeavour was that of reflection., The dominance
of the reflection moment in our collaborative action
placed restraints on the outcome of our research, This

group met for one hour periods over five months and
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enacted only three changes at staff meetings during that
period., Most of our meeting time focused on negotiating
and interpreting the meaning of shared experiences, The
reflection moment was very time-consuming as collaborators
elaborated on an understanding of meaning without time
constraints, Sometimes several meetings were necessary
before a consensus was achieved on a single lissue, This
has implications for future use of this model in a school
context.

My first suggestion is that the nature of the school
year places cons-raints on the action research plan. In
the case of this project, I did not define the research
problem until early December. Negotiations for
collaborators and the Christmas vacation consumed the
remainder of December, making it January before we
generated research data as a collaborative group, 1 would
suggest that anyone attempting to implement the action
research spiral plan to begin earlier in the school year
and/or meet more frequently than once a .onth., This would
allow adequate time for the reflection that is so vital to
the success of this type of research, as well as for
sufficient changes (the acting on) to make a noticeable
difference in the practice being examined by the research.

Furthermore, by May, the nature of the organizatjon
of the school tends towards closure,. It would be

difficult to implement any changes in practice at this
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time period given that the focus of the school 1is ¢to
finish, rather than to begin,

A final constraint posed by the school year is the
attrition of collaborators, who perhaps choose to leave
the schoo? for another position, This circumstance
profoundly affected this research endeavour as it was the
principal who decided not to return to that position in
the following year, 1In fact, when the collaborative group
discovered in May that he was leaving, it was mutually
agreed upon that the action research project would have to
draw to a conclusion,

Let's come back to the question of the gap, the

gap between one leaving and the other coming,

What can we, as a committee, do 1in terms of

helping the staff through that? Be it through a

meeting or whatever?

Well, I think the first thing we should do,

since we have, as a group, discussed the staff

meetings several times now and probably given

more thought to it than many other members on

staff, arrange to meet with our new principal as

soon as possible and just invite him to a

general little meeting where we can outline some

of the things we were doing and see if it can

fit into something he wants to start, or he

wants to continue, or something he wants to stop
or whatever,

Emancipation

Many of us, at that moment (the principal had told us

he was not reapplying for his position and yet,

communication at the 1y meeting had been candid) in our
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research project, did not want to see it end. However, we
realized that the ambiguit of the changed collaboration
made it impossible to continue until further negotiations
occurred with the new principal, commencing in September
of the following school year, These comments show some of
the concerns relating to the new context,

You have to be careful, too, because we're going

to be - we might be perceived by Central Office

that we're a group that is trying to drum this

guy into a pool cf influence,

Yes, you have to be very careful. It might be

conceived by himself that we're trying to tell

him what to do. I think that would be

dangerous, We have to think about this.

The collaborative plan for continuation of this research
endeavor was to have one of the collaborators, an
administrator, approach the new principal regarding the
collaborative group and its purpose,

Yes, the key is to leave it very much up to him

to ask for it, Just say, 'This is what we've

done. If you want to continue with this or get

any extra information on it, please feel free to

just see me', And leave it at that, No

pressure, no nothing,

Once this was done, and I had submitted a research
report to the district office and new principal, no
furthe action ensued regarding the collaborative project,
The context for the research endeavor had changed
requiring the <collaborators to renegotiate from the
beginning in order to continue work on the original

research question, The energy and time required to begin

again were prohibitive, so no action occurred,
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As a researcher, I felt that the bureaucratic nature
of administration had succeeded unintentionally in
subverting the democratization of communication in that
particular school., At our general staff meeting in May,
prior to concluding the discussion group meetings, a major
outbreak had occurred in the communication where people
began sharing their viewpoints on a particular topic in a
more candid way than had occurred at any of our other
meetings, One collaboration remarked about this,

Now, had that been discussed all the way long,

openly, there would have been no need for this

outbreak of discussion, And I think, if these
outbreaks happen, fewer and fewer people won't

get involved in doing something in some dark

little room for fear that someone is going to

find out and they'll be faced with ‘'having to

face the music' at a meeting,

Perhaps that people felt comfortable enough to
express their views openly at the May meeting meant that
our collaborative group had opened a channel for
discussion to occur by changing some aspects of the staff
meeting format, As collaborators, we all wanted to

believe t'at we had some positi.e impact on improving the

communication at that meeting.



CHAPTER V

THEMATIC ANALYSIS OF ISSUES RELATED TO
IMPROVING MONTHLY STAFF MEETINGS

Professionalism

Attendance of staff members at general monthly staff
meetings was one of the first issues raised by
collaborators at the monthly reflective group meetings.
One of the collaborators affirmed:

Well, I think an issue that came up was this
business of attendance at staff meetings. I
think it should be a common belief that staff
meeting is part of your regular working day.
It's part of your professional duty, unless you
have other commitments,

The comment appears to be grounded in an historical
framework., I offer several quotes from collaborators to
support this viewpoint,

Normally, with other staffs that I've been with,
that's listed first -~ the roll, It's noted
right at the beginning of the minutes, but it's
not actually part of the minutes,

But I was surprised that the attendance wasn't
noted in the minutes of the meeting: those who
were present and those who weren't, Because any
company you work for, any outfit you work for,
if there is a meeting held and if you're not at
that meeting, it's noted,

...we're getting school time off to have a staff
meeting,

68
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It is required. No question about it,

The reflective group decided to implement a change at
the regular monthly staff meetings. Rather than noting
attendance, the group decided to note the names of people
on staff who were absent from the meeting, with the hope
that it would bring pressure on those who weren't
attending meetings to do so, The following dialogue |is
rather revealing,

If we implement this change, what are we hoping
it will do? That's the other gquestion,

Make people more conscientious,
What we're assuming, the underlying message I'm
perceiving is this, is that by making the

absence public, it will bring peer pressure. I8
that sort of what we're saying?

Personal pressure,

Both,

If the same individuals are missing, just

showing up for the minutes of the peeting,

something's wrong., When it happens, everyone

sits and looks at each other and You can tell

what they're thinking, I'm here. Why aren't

they? That's what they're thinking. But you

can't stand up and say it, Yyou're npot just
going to challenge somebody.

To conclude, the jimportance of attendance was
formalized by making it a part of the written record of
the meeting, It was also agreed that those gtaff members
who would be unable to attend a meeting had a professional
obligation to notify the administration of the school in

advance.
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...it's required that you attend staff meetings

and 1 would appreciate it if you would contact

me before hand if you're going to be away.

I think you're only being professional if You

know you're going to be away to sgsee you in

advance and say, 'I'm not going to be there. Is

there something 1 should do to compensate, oOr

can you give me some informatjon that Will

help?'.

After several meetings, where abgences had beep
recorded, the reflective group perceived that attendance
was more regular than it had previously been. I Obseryeq
that this change in attendance pattern may bhave a)lgo
reflected other changes that were jimplemented in the
meetings making them flow more smoothly and perhaPsS, more
effectively.

Another issue rajsed through the reflection groyp
discussions was that of the ATA (Alberta Teacherg?
Association) portion of the general staff meetings, The
group agreed that the current format, whereby the ap,
component came at the end of the deneral staff meeting,
severely hampered effective communication, The foOllowing
comments support this point of view,

See, our problem too is that, and I've discussed

it with the ATA, is that we have our ATA meeting

after the staff meeting. One suggestion that

was brought up was to have the ATA meeting

first, I'm willing to do that, but if the ATA

meeting goes to 4:;30, is everyone going to Stick
around for an hour?

How long does it take for ATA?

Well, they run through it very quickly. eeel

suggested maybe we should try a separate meeting
for ATA because ATA doesn't get much time. It's
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always a rush to get through and everybody is
always very conscious of the time, And yet, I
think the ATA has some important things that
should be discussed.

The suggestion that a separate ATA staff meeting be
held, perhaps at noon hour or every third Wednesday of the
month, rather than at the same time ags the general staff
meeting, received serious consideration by the reflective
group.

But why, for example, couldn't they just have

one noon hour set off per month just for ATA? I

think people would drop in if it were at noon,

It's a shame to have the two meetings together,

I mean, YOu take the ATA format alone and

probably tie up a whole meeting with things that

are relevent and important to teachers.

See, maybe the ATA meeting should be a different

date, My personal view is that it should

because I don't think ATA people should have
their emphasis cut by the other meeting.

All you hear |jis,.. Any questions? Okay,

meeting dismissed, ATA is more jimportant than

that. It's our professicnal organization, 1I've
always felt that our ATA meetings get very low
priority.

So discussion isn't occurring that might occur

if the meeting were at a different time or

formatted differently.

Although the group never achieved consensus about this,
the most concrete recommendation (although implementation
did not occur because of the closure of the s8chool year)
was that the ATA meeting be part of a second monthly

meeting, whose focus would be to foster professionalism.
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Like it would be nice to be able to take another
meeting, have two regular mee .ngs a month, and
at one meeting do the kind of stuff we're doing
now., It would be shorter, of course, because we
wouldn't have the ATA component, Anéd at the
other one, do a little bit of inservice during
our schoo. time off, if we could get a half hour
or ~hatever, and then follow that up with an ATA
component,

It was also considered relevant that ATA representatives
make some effort to inform staff members of discussion
items before the meeting to provide adequate time to

consider the items,

One of the things that I'm going to suqgest to
those ATA people too is that they pass on the
information to us, rather than passing it out
there, because you don't have time to read it,
you don't have time to think about it, It
should be in »sur mailboxes a day or so ahead of
time as well, 1 believe,

Finally, it was planned that if a separate meeting was to
be implemented, including an ATA component, it should be
held in advance of the ATA Council meetings.
...We have a geparate second meeting, let's say
two weeks apart from the regular staff meeting?
Providing that tits in with the ATA. Like we
really should consider that if we're going to

use the ATA component in there, it should be at
a time appropriate to gather information for ATA

Council,

A third professional consideration that the group
reflected on was implementation of an inservice or
professional development component at staff meetings.
This suggestion came from current practice,

Just for a PD (professional development)

component at our staff meeting - something we're

learning., 1 think maybe the voc, ed. part was
leading in to that, a component where you're
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spending fifteen or twenty minutes learning
about other areas of the program. The comments
about that have all been really positive,

If they are Joing to be professional meetings,
then it should make a difference ¢to them that
they're not there - to their practice or
whatever,

Now, I'm saying that maybe the whole nature of
what we consider to be a professional meeting
isn't what occurs at our staff meetings,

Oh, I have a personal view that I would like ¢to
see more PD presented at the staff meetings., It
does give a forum where that can be done. of
course, that again would make the staff meetings
end at lease a half-hour later,

The group reflected on and planned several ways to
facilitate encouraging professional development as a
component of staff meetings. One of the major plans for
implementation that the reflective group seriously
considered was to have a small committee established to
organize three or four half to three-quarters of an hour
presentations at either a regular monthly staff meeting,
or in conjunction with a separate ATA meeting, should the
latter e realized in the following school year.

A PD activity group, you want it to be very

positive, You know, if the people see it

happening once ,.. you want to be part of the

action ,., they'll find that it's exciting and

you can rejuvenate, Each profession has methods

of rejuvenating interest and keeping yourself

going, 1It's a trick, You do things to keep

yourself going,

We can try to keep our meeting down to half an

hour or three-quarters of an hour and allow

another three-quarters of an hour for a PD

speaker to come in or whatever is going to
happen,
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If you want to be successful, you want to start
small, Maybe set a goal for this coming year of
four little sessions,

Because this plan was considered toward the end of the
school year, the reflective group decided to delay
possible implementation to the following school year, It
was also planned to have input about the implementation of
professional development activities at staff meetings
coming from the staff as a whole at the September or
October meetings,

I think to start now in May o in June, it is
just too hectic around here., Everybody's burne
out and then the're into exams, We're ending up
the year,

An interesting discussion amongst the reflective
group members ensued concerning the dilemma of
professional obligations and time conflicts to attend
meetings.

If you get a teacher, well let's say, trades and
services, and tne meeting all starts while
they're on supervision, what if the teacher is
also coaching soccer or volleyball or basketball
when it’'s in the heat of the season when they're
either having pract.es or whatever? There's
all tnese other -.ings, you know, you can say,
'Well, which is ngore important?’

I think that's a professional activity that
should be followed up and if a teacher chooses
to do whatever: sports, yearbook, or whatever;
if that is more important than subject matter
and the important decisions focusing on that,
then I think that should be noted. Because 1
quite frankly think that my most important jJob
goes on right in my classroom and all the things
that affect that, The other comes secondary,
important, but secondary.
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The dialogue illustrated the tension resulting from the
many demands placed on a teacher's time. One of the plans
that the group proposed to offset the time demands was to
implement a calendar of meetings or events that would be
set in September, This would allow teachers to schedule
their time more effectively than was currently being done
with meetings being called on short notice,

What would be a very interesting thing is to

have a committee of teachers struck, say three

teachers .,.that set up a time line and an event

calendar for 1988-89. 1I've seen schools do it

and I think it works good.,

What sorts of issues do they deal with?

Well, they deal with everything, What are we

going to do? See at our school, you would put

all your sports there, you would put everything

you're aware of and then you'd say, 'As a staff

social committee, are we planning anything this

year? What are our events?' You'd talk to your

social committee and say, 'What are you guys

planning? Three events, two events?' and you

put this all on the calendar, Then, when you

start in September, you have an overview of

what's happening each year. It keeps everybody

a little bit on track.

You can plan a lot better, too.
Implementation of such a calendar did occur beginning in

the subsequent school year,
Administrative Considerations
Part of the discussion of the reflective group

focused on the purpose cr nature of monthly staff

meetings, From thz dialogue insertions that follow, it is
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clear that the current format for general staff meetings
has emerged from an historical context where the
administration guides the direction of the school,

Do you think a staff meeting is the place for
participatory democracy?

I don't think it's the place for the ideal form
of participatory democracy, where a decision to
be made is a matter of the majority or not, I
think much of what has to occur there is not the
type of thing that is handled best by that
method, Some things are, but I would say the
majority are not,

Where has the whole notion of the type of staff
meeting that we have now and that I've
experienced in every school 1I've been in, in
Alberta. I mean we're not unigue here, Where
does that come from and why is it so?

I think you have to look at the purposes of the
staff meetings to begin with,

...the bigger meetings, you've got to meet with
the whole st :f%, 1It's probably the easiest way
to dissemina.+ .aformaton and to get feedback -
to identify issues, So, I think there's a need
for that kind cf meeting,

The administrative purpose of staff meetings was further
defined by the following comments made by the school
principal,.

The point is: the reason that I bring up some
of the items from SAC minutes is because I want
to make sure they're emphasized or I need some
feedback or somebody to respond to some question
that involves the school.

Also, you have to wunderstand that sometimes
we're looking for feedback, we're not
necessarily looking for a motion to be passed or
not passed. Sometimes there will be a case when
the staff meeting may show feeling one way and I
will make a decision if I disagree with if
because of other reasons or other information
which I may have which I can't divulge.... I
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mean that's the ultimate administrative
responsibility and that is always there,

A further comment offers:

The staff meeting should be a forum for the

administration to explain their rationale for

the decisions made during the month, for seeking

quidance on new directions they are

contemplating..,

This means setting the visions for teachers,

bringing a side of our past into our future - a

tough job. Administration should not get too

bcgged down in day-to-day stuff, They forget to

remind us of where we are heading in the next

year or the next five years,

I think .- ties into what you are saying, that I

think it's my role as an administrator to

estabiish priorities for the sc' .ol.

The collaborative group accepted t role of the

ranistrater in establishing priorities and an agenda for

the school through ;taff meetings., This group, however,
also recognized the need for the administration to use the
meetings to achieve staff consensus ¢ issues related to
the entire school. The statf as - whole, throuah an ATA
survey, requested that goal setting for the school year be
a priority on the agenda for the September staff meeting,
This seems to defend the position that to ‘'realize a
dream, you have to take ownership of it',

Another consideration relating to the administrative
aspect of the meeting was the importance of the chair in
determining the agenda or order in which items would be

discussed,



78

The present system of all principals' meetings
is to be chairman and principle speaker, giving
them more advantages in terms of agenda setting
and importance placed on different items,
Letting chairing of the meet_.ngs alternate
between the two vice-principals will show how
important that chairing of the meeting is as a
means of control,

This suggestion was countered with a comment drawn from an

historical context,

It's not an issu2 as far as 1I'm concerned,
because really wken I think about it, I don't
know what difference it makes who sits up there,
I can't remember when it was that the chairman's
point of view swayed anyone else's wh:n it came

to a meeting, If there was son - -hing

controversial, we voted on it, T-¢< only ..ing

that is going tc change is the voi @ *h=t's up

there starting the meeting,

Si'ce «current practice in the =« ' .,l was that
administrators could a. ~ .1r suggestions to the agenda
at weekly meetings, a-: * staff could also have items
added to the agenda o. request, the reflective group

agreed that the meeting agenda was being determined
through an open process, They saw no advantages to the
communicative process through ~s“iaring the chair. No

change was implemented.

The Agenda for Monthly Staff Meetings

One of the plans which was implemented successfully was
that a final agenda for the meeting was set a week or four

days before the staff meeting,



A further advantage to setting the agenda and making

At the same time though, .f somebody is going to
be using up my time along with sixty other
people's time, it certainly isn't asking too
much of them to think far enough in advance to
discuss it with the administration and have it
put on the agenda,..,. I don't appreciate my
time being taken up by trivia that I have no
concern about at all and I'd 1like to see the
administration decide if it's important enough
to spend sixty people's time on it,

available to staff before the meeting is staff then

ample time to preparv thei discussion points,

One

The purpose of having the discussion at staff
meetings about those issues is to get different
opinions and ideas, or whatever, I think that
if people haven't taken the time to read them
the day before, then what kind of input are they
giving you?

One of the questions is don't give things at the
last minute because then we ca..'t prepare, For
example, the superintendent, becaus2 nobody knew
he was coming, so we didn't have any questions
to ask,

of the major changes in the agenda that
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it

have

Wwas

successfully implemented as a result of the .aflective

discussion group's deliberations was categorization of the

agenda items. This change arose from a meeting item

the nature of the communication suddenly adopted 1

serious tone,

...e€verything prior to that had been gene.al
discussion, I think that it changes the tone of
the communication when suddently someone says,
'Let's make this a motion ,.,'. So in a very
subtle way, it adds lended importance if some
things are made a motion and other things
aren't, 1It's what we call hidden communization
because up to that point, everything had been
discussion,

when

very
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..si€t it be clear which things are going to be
dealt with through dis. ission and wh:.ch things
will be dealt with through a motion, and the
staff can also put forward a motion on the
agenda, so that there is a clear wunderstanding
that these are just general discussion items and
these things you better think out because they
are important,

What about having three categories on the staff
meeting as you go down the agenda: it's either
something for feedback, (which means I just want
to get some information about how you people
feel about this); or it's for discussion, (which
means that it's a .roblem that's been brought up
and something we have to talk about, but we
won't be dealing with it in a motion form today,
but we could later); and then motions.

A categorization was implemented which added increased
clarity to the communicative purpose of each agenda item,
Feedback items were handled through a discussion; whereas
items affecting the staff or school as a whole were dealt
with through motions -~ an attempt to achieve consentual
agreement of t ose present at the meeting, Formalization
of the Ja allowed staff to prepare for discussion, as
well as to realize the significance of each item.

For example, the item on the exams, you wanted

the staff as a whole t- say, 'Yes, this is what

we want', didn't you? By putting it into a

motion form you wanted 31 definite decision made

by the staff.

1 guess so.

In this procedure, then, what would happen is
tinat if someone made that kind of a motion
without prior notice, would we table it to the
next meeting so that people have time to think
about it and discuss it?2 That would eliminate
that railroading comment,
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Duration and Frequency of Meetings

A consideration that the reflective group considered
relating to the communicative process was the length of
the staff meetings and how time affected the quality of
input,

I *aink we're witnessing a very practical

problzm here, and that is, when I go in and 1

see wnatever, maybe twenty-nine items on the

agenda, I'm not going to talk because I don't

want to .e there until six o'clock, After two

hours, I'm sick of it,

How lcng should the meeting run?

Defiri::ly no later than five o'clock,

In ny spinion, after a whole day of teaching,

anvtaing after an hour and a half is really

poiniless, Three to four-thiry is when I think

you get the best input and after that it really

degenerates,

People may even have an item that they want to

talk about so they just drop it, unless it's a

real concern,

But you don't get the input and the discussion
that *“he question merits,

The group discussed various proposals to ameliora‘e
having lengthy meetings. One change that was successfully
implemented was the chairperson monitoring and controlling
the pace at which items were introduced. This was a
subtle change, but it gave the meeting an atmosphere of,
‘Let's get down to business and not waste each other's

tire’, No group consensus was achieved about a definitive
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ending time for meetings, but a recommendation that two
meetings per month be held was proposed for the following

school year, as previously discussed in this paper,

Social Considerations

Embedded in an historical tradition was *he notion of
sharing food when people gathered together. Although, 1in
previous years, cake had been shared at the end of each
general staff meeting, the practice had not been in effect
throughout the current school year, The reflective group
Jdecided to pose the question of food at the staff meet ing
to the whole staft who agreed that sharing food improved
the 'tone' of the meeting,

And we already have a social committee in place,

so if people are in favor, and the social

committee agrees to take care of it, then that's

where it ends, I think,

Since implementation occurred on a voluntary basis
for the remaining two general staff meetings, the issue
needed to be readdressed with the opening of the next

school year.



CHAPTER VI

FINAL THOUGHTS ABOUT THIS
ACTION RESEARCH PROJECT

As a collaborator and a researcher, I feel a sense of
powerlessness. This action research project was subverted
by an authoritarian model of leadership. This is because
the new principal decided not to use the cl..anges suggested
or implemented by the reflective group. There are no
avenues open to us collaborators within a professional
context to implement our recommendations and vision, This
project bears witness to the problem- «ature of
implementation of research in the schools. One premise of
the action research model is that all opinions or comments
are of equal value, The reality of the school 1is
hierarchial where the principal has more power or
authority than the teaching staff, This 1is a serious
ccnstraint for this research model to overcome.

Loyalty and trust were key elements fostering open
communiction through a process of negotiating meaning in
order to arrive at a shared interpretation, The
communication context also relied on the degree of
candidness that occurred in the communication among

collaborators, Interpreting the context so that it

83
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permitted each collaborator to share his or her concerns
or thoughts in an equitable manner was critical to the
action research project,

A problematic area with this research model was that
it set apart the collaborators into what was perceived by
other staff members as a 'particular camp' of individuals,
That perception signified that this collaborative group
was not representative of the whole staff, This i3 an
inherent difficulty with the nature of collaboration,
which seeks participants who share a mutval concern. It
defines the parameters of this type of research as being
specifically intersubjective and not transferable.

I acknowledge as a researcher that my bias is a
significant factor determining the analysis of this
research data. Although I attempted to focus on the
shared perceptions and assumptions held by the
collaborative group, my personal preferences were
operative in selecting which data would be used in this
document, A consideration worthy of refl.:.ction was the
danger of this collaborative group assuming an elitist
stance - as being the group that knew what was best for
the remainder of the staff, A commitment to the four
moments of the action research spiral prevented this from
occuring because this collaborative group was not
suggesting final solutions, but rather, possible changes

open to further reflection and change, The action
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research group itself always remained open to suggestions
from other staff members. We recognized that any changes
regulting from our collaborative group decisions required
staff acceptance and implementation based on phronesis;
that the suggested change seemed to be for the practical
good of all.

[t is very difficult to assess the project, The
ratring scales enabled me to assess the momentum and
success of the collaboratijon, but not of the changes we
implemented in the monthly staff meetings. I suggest that
this is a weakness in the research design. Small changes
implemented at meetings as a result of the collaborative
action wer~ assessed by the group, but not by the entire
staff, 1In many instances, assessment was a subjective
judgement based on whether the collabourators perceived a
more positive 'tone' at the meeting. Much of this
subjective evaluation was grounded in an historical
context of how staff meetings have been conducted. As a
result, perhaps entirely new directions or formats for the
meeting were not considered to be valid alternatives by
the collaborative group, This was so because the group
acted from current practice, seeking to transform the 'is'
to the ‘'aught' within the parameters of the larger
hierarchical school organization. For example, the
siygestion that the meeting Le organized in the same

manner as a parliamentary session was generally considered
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to be ridiculous for the school context. Caution pervaded
the implementation of change,

The collaborative group agreed that the communication
varied significantly between staff meetings held earlier
in the school year as compared to those at the end, stafe
expressed their viewpoints more candidly and frequently at
the end of this project than at the beginning, It is
certain t~at the context of a staff meeting is dependent
on many variables. Therefore, as a researcher, 1 cannot
ascertain, with any conclusiveness, the effects our
collaborative action had on monthly staff meetings.

1 was not attempting to achieve any generalizable
results with this research project, However, through
description and critical reflection of what 1is, this
research project attempted to allow the reader to identify
similar assumptions of practices which are familiar to the
reader. The reader then has the opportunity to enact
change as required by reflection about his or her own
prac*ice,

In May and June, the focus of teachers, including the
collaborative group, was closure rather than implementa-
tion of novel ideas. The plans for implementing several
changes were intentionally delayed to September, acknow-
ledging that the time of year was not propitious for max-
imum effectiveness in implementation. By September, the

context for the collaboration had changed so drastically
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that it was impossible to continue, This necessarily
interrupted the action research spiral.

Although this prcject did improve commuaication
between the administration and staff during the duration
of the project, it is clear from the data analysis that
the school still operates in a hierarchial, authoritarian
paradigm, Teachers in the collaborative group did not
challenge this administrative model, but rather, looked at -
ways to improve it, As Wise (1977) stated:

In turn, the response of the schools frequently

is to accept these new procedures without

altering the procedures which already exist,

The result is the proliferation of procedures

and the appearance of change, But because the

existing procedures are not altered, progress

has not occurred (p. 54).

I feel the overall success of this project was that
teachers gained an understanding of some of the factors
preventing effective communication, By coming to an
understanding of ourselves, we collaborators moved from an
attitude of dependence to one of autonomy. We Dbecame
active agents rather than passive ones, transforming
practices and structures that frustrated our ability to
communicate in an equitable manner. As Freedman et 21,
(1983) have stated:

Teachers must recognize how the structure of

schools controls their work and deeply affects

their relationships with fellow teachers, their
students, and their studens' families, Teachers

must feel free to express these insights and
publicly voice their concerns (p. 299).
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As a researcher/collaborator, I feel this project has
emphasized the tension between what is and what |is
possible, The Newtonian paradigm 18, and the nes paradigm
is yet to unfold. As I conclude, I feel the tension
between despair and hope. The project promized so much
and left so much to be resolved, Still the questions have
been raised, and we have all been changed. Fay (1977) has
stated this function of action research so well:
The point... is to free people from casual
mechanisms that had heretofore determined their
existence in some important way, by revealing
both the existence and the precise nature of
these mechanisms and thereby depriving them of
their power, This is what is meant by aiding
people who are objects in the world in

transforming themselves into active subjects who
are self-determining (p. 210).
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A’PENDIX I - EXAMPLE OF THEMATIZATION DONE WITH
DISCUSSION GROUP TRANSCRIPTS

Feb. 23, 1968 RESEARCH MEETING 2 TAPESCRIPY

A key and an example for thematization of transcripts
of collaborative dlscussion group meetings.

Key of themes as shown by numbers:

equality and emancipation

frequency and duration of monthly statt meetings
professionalism

the agenda

administrative concerns

the collabozative action

the research model

social aspects of monthly meetings
communication

the ATA component of staff meetings

attendance and other commitments teachers have

0 WA IO NE WM

"

-~ We have a limited amount of time, so what 1°d like to do is msaybe (f?
spend fifteen ainutes or so on the last aseting —-just on the changes
that we instituted st that meeting. When 1 was typing up the notes,
the thres major things that we discussed when we met last time were
the length of the meeting, and I think we had decided to be finishad
by 4130 {f possible. We talked a lot about whether ATA should be or
how it should be handled. | don’t think that we ever resolved thst ’
judging from the notes.lt was just sort of leéft kind of open-ended.
Than the third one we dealt with was attendance. Now,some things that
1 noticed that came out of the type-written notes was that one of the
things that one of us had asked for is that it be clear to the staff
that attendance would be taken. If you remember, at the last seeting
there was mention msde that all pecple should attend, but no one ever
openly said that attendance was being taken and would be noted. Now,
if we go back to waht we wanted at the meeting, that was supposed to
have been clearly established.

= Well, 1 sort of got the impression that attendance was being taven ,
but what threw me was that when we got the minutes, we decided that

anyone that wasn’t there or who left sarly, would be noted on the
minutes and nothing was there.

=~ Well, did we sake meantion of the leaving sarly ones being recorded?
= They’re supposed to have been.

- 1 know that there were people leaving early , but well, | guess we
don’t know what was recorded do we, because we didn’t get any copies .

~ Yes, we did.
- Yes those minutes were out.

- The minutes were out, but there was no mention made of who was or CZ)
who wasn’t at the meeting.

- Everyone except { nese)d.

= but, it wasn’t on there who left early .

- So do we want that recorded and added to the record? And how dons
everybody fesl? Do all staff mesbers know that it is recorded?
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= Well 1f they don’t, {t must be ~'sted Clearly at the next merting, 1
sappIee 90 that they are clesr as 3 whath'sg happening.

Wall miyhe we ahould epeal ¢ (name) and aal that thig be done. O
19 1t Nt tmportant? D7 we not want the whole staff to be aware of 1e?

- Well 1f {t's going to be done, they shou'd Fnow #%aut it.

= i was the location in the minutes the problem? Mavbe attendancs
showild he right at the beginning of the minutes.

- Well, | missed that, 1 didn"t see it.
- 1 didn’t either.
- 60, 1l was done.

S Normally, with other ataffe that 1’ve been with, that’'s listed
Firat- th 1oll. It’s noted right et the beginning of the minutes, but g
it*s nut actually part of the minutes.

- What does the principals’ association do ?

We’ve sart of spent the first fifteen ainutes talking about things
that came out of ocur last meeting and...l(buzzer) we just were
wondering if it should be mentioned to all staff that attendace is
being tarken. Certainly, they were told that attendance was important,
but | was wondering if all the staff knew that if they wern’t there ,
it was being noted. And also, will we know if and when people leave?

- Some teachers will wonder how far you want to go . 8o, for the first
meeting we didn’t.

Well, do we want to start maybe with just attendance and see if that
matkes any difference or is the coming and going even a problem?

- Well , obviously if we have someone taking the minutes trying to
teep track of what’'s haapening at the meseting and track of that - you
know, how far do you want to take it? | guess ay question would be is
what is reasonable and what ie fair and what becomes a little bit
ridiculous. [f we have someone who is waiting for a phone call or who
is taking phone calls or whatever, and they’re in and out of the
mmet1ng fFour or Five times, do we want to record that every time ?
Ferhaps three or four people do that kind of thing , but maybe a
hetter way is to look at it and say that okay, if there is a hassle
with somebody constantly going out , then it’s up to the
administration to look into it.

- Ur perhaps we should do what they do with the Principals’Association
minutes . Like {f you're gone like , | can see for a phone call, that
really dossn’'t bother me, but like if you're staying , like 1’°d guess
you'd have to set an arbitrary tise , 1 suppose, and then just put
“{in part” attended like the principals’ association . Like I have no
idea ...

- But it’s the difference, (namel), of looking out for seven people
versus fifty,

- Yes, that’s true. As you say, the secretary is supposed to be
recording the minutes, they’re going to have trouble with all this,

- And | say let’s look at what we’re doing . Let’s look at the reason
and if we start becoming really picky then it’s going to look as if
it’s really picky and that becomes a judgesent decision.

- Do you think maybe the reason that this thing came up was becasuse

it’s the same people doing this all the time and the staff have

noticed this for a long , long-time? And | think still gt's the same
people coming and going all the time. It makes a person der why

every time there 1s a staff meeting, the same people hdve to come and
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Qo fifteen times. 1 think that {f we pay attention to that, we will
see that is what’s happening. 80, | suppose that becomes a probles.

- Well, 1’m optomistic that as we stresaline 1f that’s what we can

all it here, our steff meetings, 1ike we kept It tO 4)30 last time, ¢“
that pecple are geing to realize that every topic that is cuvered

there is important and that they should be there for {t. | think that L”?
1f staff maetings start to drag on , pecple get tired of sitting there

and are going to look for ways to get out of it . They are going to

plan for appointments and this and that . Thay’re not goiny to be

afraid to mies {t because it’s not a pleasant experience .

-~ kay, 1 think (name) has Liought up two putnte 1§ 1 Can paraphraso
+ou. Numbar one is if this is a big enough problem that we really need
to worry about it, Nusber two is that administratively it is & very
difFFicult thing to monitor. ls what we gain by it worth setting a
system up that will be awkward to set up?

- 1F again we're using 90% of someocne’'s time for 3% of the problem ,
it "s ineFfectiva. And you know there are some adeinistrators who take
the view that people you have to ¢#ight that hard to Qet to a mesting
,what is the benefit to be gained anyway? They’'re going to be okav.
They’ll look at it and say ( unclear on tape).

- The thing is that i you observe the staff asstings , theare were a
lot of peocple at the last staféf meeting . There asn’t very many people
missing the staff meeting. Either it's just filtered down that
attendance was being taken and that ones just showing up, Just don’t
bother showing up , which s lot of people do .

- Yes, that’s true . but 1 like the idea of sttendance baing taken .
On the other hand, you get too picky as we’'re talking about . You
turn it into a negative effec. on staff,

- 1 would rather see, in all Fonesty, our staff meetings becoae 2
liitle more , well, 1 have & leaning towards more professional . (3)
development. 1°d rather sese staff asetings becose taportant to p .
This isn’t th first tise that 1°ve tried to keep it to 4:130. I've
always tried to keep meetings to 4130 . We went really over once. 1
would rather try and esphasize the positive . Certainly there s
certain housekeeping that we do on the negative that (unclear on
tape).The other thing that 1 sdvise you is that you're never going to
qet a staff of fifty- five, Fifty-six pecple 2 perfect staff meeting.

- 1 was going to say 1 think we should forget about the partiel
attenders and concentrate on those that aren’t there at all . 1f the

partial attenders develop into sose kind of a probles , wa’ll desl
with it later.

- Well I'm not going to divuige anything further, but I have a problem
right now with & staff mesber and 1’'a going to have to decide what to (?)
do. I1t’s a bit of a hard one to know what to do. S0 you know that'’s
someting we have to think of. Shauld the whole ostaff ... (uncleer)

Should we bring it up at a formal stafé seeting? How far do you go?

- Then you're operating on the fear principle.
- Yes. Everybody( no clear on tape).
- 80 are wve Okay with attendance now? That we'll take attendance. It
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will be noted, and just leave it at that.
-~ Sure. I problums arise, problems will be dealt with individually.

. About five more minutesonany of those other issues end then let’s
move on to to some of the things that ceme out of the journals.

- What's this attendance.
- That was what we just talked about.

1 think that it was positive , that everybody was positive , in terms
of the 4;30 ending. | don’'t know that anybody was Qoing to complain
about that.

~ There were two comments ih the journale relative to the length of
meeting. One is on the board . Nuaber two , sotion on students was
railroaded because there wasn’t tise to discuss it, Somasone else said
they thought the pace was too fast . It was obvious it was being
rushed. Now, [ don’t know how most of us felt during that meeting, as
you say, there is & compromise . You want to be out of there , we have
to move.

- 1 think that’s the fear 0f setting a time limit is that pecple are
yoing to look at their watches and sey “Gee, 16 ! Wring up this topic”
{that could be important) and thay leck at their wateh end say it’s
close to 4130, they’re geing to feel like a terd bringing it up at
that tise because it’s gaing to run the sseting past 35100 .80, 1 don’t
know that we should stress that we want to be done at a certain time
or 1f we should try to live with the time , but 1 don’t think that we
should make it @ priority so that we are leaving out itess that might
be discussed.

~ One of the suggestions that also case up from the writing that was
handed in to me was that an agends, & ¥inal agenda, be set a week
before the meeting, or four days before the sseting . The pesrson who
made the suggestion aleo said that this would sllow the administration
to contact those people about how long the discussion would go, the
order , the importance - something like that. 8o that there could be
some determination ofwheter we need two asetings versus one .

- 1 personally can’t see that that would sven be a problea because
those thiongs that are bropught up as sdded itess sren’t ususally very
long to begin with. 1¢ they are, then usually they say that they want
to be put on the sgenda. It could become a pain for everybody.

- At the same time though, if somsbody is going to be using up my timse
slong with sinty others pecple’s time, it certainly isn’t asking too
such of thee te think far eneugh in sdvance te discuss it with the
administration and have it put on the agenda at the time or in the
typed-in section , rather than sitting back and saying, “Oh yah, now
I ressmber something that | probably should have done , or now l've
got somehting that we can talk about.” You’'d eliaminate that. ] don®t
sppreciaste my tiae being taken up soastimes by & bunch of trivia that
1 have no concern about at all and 1°¢ like to see the adainistration
decide if it’s imaportant enough to spend sinty peeple’s tise on it.

- Well, perhaps they could just mention it to the adainistration even
the day of the meeting . To try and get it done four days ahead or a
week Jn“ (gexble) .
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It seems to a8 another comment that came up was One or two things
1ike 8~ noligies. You know, when we get the handeut two or Rivee days
shead of time , and yet, we'll spend time at the meetinge talking, or
rather re-resding it and than talking ebout it. One of the commeits In
the journals was that it’'s the stafé members’ responsibility to read
thom , 80 why are we taking time at the meeting to du that™ Why not

just say are there any commente Or questions and asume that everybordy
has read thes .

and

- Agere
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APPENDIX IT - AN BXAMPLE OF ANALYSIS OF A PERSONAL INTERVIEW

Commants were used to support: themes arising from the

thematisation of discussion group meetines in Appendix I
- Interview ® 2 - Juned2, 1966

=~ Okay, I think i°d really like to leave this really open-ended. Try
avoid using names for obvious reasons. Let’'s start off with how you
felt with whare the ressarch went. Whether it was beneficial to the
school , first of all., How you feel about it personally.

- woll I think it did help out the staff meetings with the

ni . Some of the mestings that we had tended to
® tense when pecple took personal offence to something
thqt wasn’t addressed personally at them. And, 1 felt uncomfortable
with that and’because of that , it took a while to get back into , a

few meetings , to get back into being more open again. 1t ghut ;htng:
down for awhil of on guar

ANYWaYS. o W appe ’
¢ﬂ¥!ﬁcF tack, in my mind anyuayl.

- Do you think, then , the communication wasn’'t as open as you would
have liked it to have been?

- Y.'a

- Yo what degree do you think the professional code of ethics
prevented that from happening?

i really don’t think the professional code of ethics prevented it from

happening. 1 thought i1t was the _intigldation £AGLAL that prevented it
from happening.

So, you don’t think anything was being filtered other than through
the fact that you were fearful that there might be repercussions. Is
that what you’re saying?

- Long term repercussions. Yes.

- Yas.

1 don’t particularly have an open, trustworthy ¢feeling amongst those
kinds ~f people.

- Do you think that there is anyway that the research model could
have overcoas that?

- No, ! th r rn like you didn’t
have to eak out, [ ]

- So the journals helped make up for that deficiency?
~ Yes, 1 think so.

~ Do you have any othar comsents ,othar than just the structuring of
the staff mesting, about somse Of the positive or negative things that
came out of the research project? Like outcomes?

- Oh, l onjoyod thoo in the ilhoo thlt



102

- The . | was expecting it to be kind of more focused on more open
.type mestings where we could kind of perceive some other possible
change.

=~ You don’t think it accomplished that, eh?

- Nu.

- Okay. Can you think of any ways things could have been done
differently so that could have been accomplished?

- Not really. See, you had it set up well, in the sense that
everybody, the main people who conducted the staff mneeti gs were
there, and thay got to say their input, and we got to see their side
of the story and why they do things the way they do, which was done
well. And you had it set up well with having them there. and then our
journals being able to be written.

= A secondary focus of t
was to try tg {
he schoo t was certainly a focus of that

research groups’ mesting. Do you think in any way we accomplished
that?

y 48 we set it up

- Perhaps marginally, in comsunication you have to have the
communicators accepting what the others say.

- Right.

- And 1 don’ The minor points that
really dlln't -aééor ’ iino,you Enou,c l!ttlo bit of control to this
station to make pecple happy.The major points were .....(can’t make it
out,)

=~ Do you think that what we did had any practica! implications for
other school problems or teaching problems or anyhting like that? Like
do you see that that type of a model could be used generally speaking
in schools or say, if you had & teaching problea in your classroom
and you wanted some input about it, that you could use that kind of a
model with students,even? Or with other teachers teaching in your
area?

= 1 could see it with other teachers in the area because (f you had a
colleague come in to see your clasroon, one you’d have to be on goud
terms with them and you’'d hve to respecy thes, so he could speak
openly and honestly to you so you wouldn't take it as a personal
affront ,but the students, I don’t know. You'd have to train tham ’
firet of all, to be looking for ....(can’t make it out).

= you Jjust sajid have o trust. Do you think that's a ma jor
problem wit 2Ave RPFOCOES? Bg the Prot ’ I'm
understanding oy 1 g ' the major problems with

) - > _ -
our collaboration was that real tru;t never had a chance to develop?

- 1 believe so.

= Okay. Do you think we represented the majority of feelings of
staff in the school?
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APPENDIX III - A SYNOPSIS OF A DISCUSSION GROUP MEETING
~a Summary of Major Issues Raised During the Mseting

Research Projects 7
How Can Sta¢éf Meetings Be leproved”?

Znd meeting: Feb. 23, 1968 A Synopsia

1. 19 mint rethinking changes instituted al February wmeeting.

4. meeting should finish by 4130 p.m., if pussible

L. How should the A.T.NA. part of the neeting be handled 7 Thic item 315
still to be discussed as no rosolutlion has yet been achievad.

c. attendance - Is it now evident to all stafd mumbers that attendon e
is being noted? We decided not to worry about keeping a recar! of
people who left the moeting early, lt was felt that abaances should be
claarly noted at the baginning of the minutes fur each meeting.

d. Consensus achieved that {f{ we streamlinao the meeting tu entwre
that every {tem discussed is impartant to most of the szsLaff,
attendanco will cease to be problematic.

Outcomass

1. Agreement that the prrablem was baing dealt with .

2. From an administrative point of view, attendance ix difficult to
monitor. .

3. Suguestion that if we had a professional de-elopnent componart in
the meetings, they would becoma more (mporlLant to staff and encour age
participation. ( Not concluded at this meeting)

4. Raminder to the group that it would bLe very difficult to please
all, given the large staff at this school.

5. Consensus that everybody at the wmeeting felt positive about
finishing at 4130 p.s..

2. Discussion ensued about the length of time alloted for discuznion,
given that the meeting should conclude by 4:30p.m..

Was the pace of the wmeeting too fast in order to accommodate the
finishing timae?

3. A suggestion was made that a final agenda be set about A weck
before the maeting to help to determine the length of time needed tor
the meeting. Most group members +felt thin was not necassary. It was
agrred that setting an agenda several days ahead of the meeting would
suffice.

4. Discussion ensued ahout going over SAC minutes at the mnetings. The
administration felt thal an awarenass of certain items by all staff
members required inclusion of these wminutes at our staff wetings.
Also , it allows the adeinistration to arrive at an understanding of
how stafé feel about the various items. Alternatives were wi:pluor-el,
but the group agreed that™the present practice was probably Lhe most
beneficial to all concerned.



S. Froblem raised 1 Why aearen’'t all staff members motivatad or
concernad enough to read BAC minutes bLafore coming to theo slaft
meeting? Some items need to be carefully thought ocut in advance.

4&.0umestiont Why wasn’'t statf notified (n advance of a visitor al the
ntafé mesting? This would have permitted staéf to prepare ttems of
concern {for discussion., Was there a hidden agenda on the part aof the
administration in inviting the guest that the staff was not aware of ™
Was the intention of the visit made clear to the staff?

7. Question raived about mirutes as“...just another piece of paper in
my mailbox, 80 1'm not going to read them."” What does this statement
indicate to us about the nature of cur Jjobs and the efficiency of the
communication syten that is currently in place in the school? ls il
perceived to be effective or not? Do staff members read or not read

what is put in their mallbones? 1f not, why not? What alternatives are
there?

8. It was noted that the "Voe. Ed. Prosuents” werae viewed as boing vory
positive, It was suggested that as Lime proyresses, other arvas be
encouraged to do the msame eo0 that all members on staff

Lecame
khowledgeable of the school’'s programs.

9. Visibility of all staff members at meetings was raised as an. issve
of concern. This lead to agresment that receiving phone calls in the
staffroom during maetings was to be discontinued.

10. Discussion occurred related to following wmore of a business
meeting format as per Robert’s Rules of Order. Tho adminigtration
felt that the current format allowed ample opportunity for people to
present their views. How doess changing ¢rom a general discussion to a
motion change the tons of the comsunication situation. 1L wae
suggested that the motion {formalizes the communication - renders the
tone more serious. What then determines {f a question will b dealt
with by discussion or by motion? Is this of any concern tu our g oup?
The administration response is that wmotions are called for when the
decision affects school policy. This +formalizes the decision being
made. This brings to light a tension between poli:y and practice. Whatl
will occur §if practice doss not concur with the policy? Does tho
staff know that the decision is being considered as a school policy™

11. A sugyestion was mado that futuru agendas clesrly indicate which
items would be for goneral discussion and those that wuuld ULe

considered through wmotions. Thiu suggestion was accepted by the
Qroup.
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17, Iho tension between the authority of the adminiateralion  and Lae
cuonsentual decision - meking of wtalfl wmeetings came tou Light,
Confidentiality sometimes requires the administralion <o overr Je

staff decisions. Would thic be the only reason for the administration
to overrule a staff decision, or are thare mure eituations whare Lhe
administration would chose to make decisions unilaterally”

13, Dres the order that items are placed on  the agendx have ey
impacl on the outcome of the wmeeting?™ Should items requiring staff
input be dealt with at the beginning of the neeting™ This quaation
was not resolved at this meeting.

14. Cuncern expressed by dsome group maembers about whether what we
were deciding ta change reflected the will of the rest of the staff.
We returned to the nature of this action resesrch moiect. The
rescarch model encourages us to return Lo questions , ‘o abserve , (o
roflect, to act. We can always look at what practice i1 sgain nd
again. This expresses the HOPE intrincic in this kind of rescarch,

Outcomest

t. Thal the agenda be morc categorized.

2. That if something was to be a dealt with thraugh a motion, the
opportunity would be given to table the motion for tho foliowiry
meeting. This would allow statf adequate time to consider the motion
carefully.

15. Sharing the chair among the administration was zauggesicd. Tl
auministration raised the question of what difference it would mate if
the chair were shared. What would be gained? 1Is (it Lhe chair’a
functiun to sediate between opposing views on topice? Dows this theno
mean that the PURPOBE of the wmeeting is to hear uppnsing viaws? tow
dogs this relate tu democratic dialogi'e? 1ls this what occurs at o
staff meetings? Do we want our staff meetings to bo 3 forum for fio0
and open dialogue? 1t was suggQested that sharing the chair would biing
to light how important chairing the meeting was in terms of control.

1t was remarked that all ataff have the opportunity to Le included on
the agenda.

16.The administration affirmed that the stafé meetings were not thaer
to emulate parliament with elected representatives and oqual
respongjbilities. The adeinistration affirmed that it was the
administratior’s responcibility to establish priorities ,Lo medinle.
This discusssion brings tu {focus .anothear tension of the school. vhat
it the perceived role of the administrative function in a schaal from
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RSN
acheo' ol

the teachers’ point of view ? from an admuistrator "2 puint of
fu'ee those sharod perceptions? Wha! tenGiong resull o ang
thaose porceptions arw not shared?

17. N question was raisgd as to huw Lhe administi ation augh' were bl g
meutings as a forum for discuseing or implesenting Ltheir visvan !
tha school and for tha staff. Do ouwr stafl meetings (ocus tou haeasel,

an tha daily nitty=gritty of managing a schiool?

1. The consensus was that tha chaiy should wnot Lo wliuared among
administrators, as this would not refloct the true ialues ol the
administrative function in the achool. This is to be dralt ik
turther at the next group meeting.

19. A rating scale wat handed out tu group participants Lo neasa e
suitability of the rescarch project to date.

20. Do we want or need to meet more {requently?

21. NOTE {(rom the recasrcher: Morn and mora Poeaple ar e Al e
about this project and wanting to get involved. Many people o mal 1
written or verbal suggestions eventhough they are not sttimding an
mecetings. 1 believe what we sre doing is going Lo dmpravae  aur ageinde

What do you think? Also, don’t lose patience with thias, Right nae
wa are still exploring the trust level within the group (somethiing tu
do with group dynamics) so it is {mpurtant to rescombor  to 9rocoede
with care and respect for all members present at the wceting. Ho all
want this to work or we wouldn’t be there. Let's nut luse a!ght of
that, nor of the potential for this project to help our schoal. (End
of my pep talk).
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APPENDIX 1V - EXAMPLE OF FIELD NUIES
Resulting from impromptu conversations
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Rating Scale
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APPENDIX V RATING SCALE

Please circle the appropriate response for each item below.
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Used to evaluate the success of the
collaborative action as it occured.

If 'needs improvement'

is your response to any item, please elaborate on the back of this sheet.

l.

Ability of the research leader to maintain the focus of the research group is:

Very Good Adequate

Needs [mprovement

Opportunity for the collaborator to express a viewpoint is:

Very Good Adequate

Needs Improvement

An atmosphere that permits the collaborstor to express ideas candidly is:

Very Good Mequate

The current format of the discussion group is:
Very Good Adequate

The frequency of meetings for discussien groups fis:

Very Good Adequate

The time allotment for discussion groups is:
Very Good Adequite

The current emphasis of the discussion group is:
Very Good Adequate

The progress of this research endeavour is:
Very Good Mequate

1 1 could make changes to this project, | would

Needs [mprovement

Needs Improvement

Needs Improvement

Needs Improvement

Needs Improvement

Needs Improvement



