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ABSTRACT

This study identities participants’ pereeptions of Year 2 (Phases 3 & ) of the
Leadership in Professional Development (1.PD) course offered by the Alberta Teachers'
Association and implenx:nted in Strathcona County Schools during the 1992-93 schoul
year. This study continues where Souster's (1992) study of Year | ended. The probiem
was to identify the strengths and weaknesses of an innovation, specifically the LPD course
and what the participants believed were the factors of implementing and maintaining an
effective school-based staff development (SBSD) program. The purpose was to improve
the LPD course to better serve the needs of the participants, and ultimately the students,
during the implementation of the SBSD programs in the respective schools. The second
purpose of this study was to assist the decision makers at various levels of administration
and involvement to improve the program processes based on the findings. This study
consisted of data being gathered from participants who were involved in Year 2 of the
course. The in-depth interview was the method of data collection. Ten of a possible 25
participants responded and agreed to participate in the research study. The results may also
be used to assist the Superintendent and the Supervisor of Staff Development, Human
Resources in Strathcona County in the formative and summative evaluation of program
involvement and to maintain their commitment to funding of subsequent program
involvement if it is warranted. The recommendations are to increase support for this
program as it is perceived by the participants to be of extreme value, especially at the
clementary level. Ownership of professional development is believed to be best
empowered to the staff to create the greatest benefit. The students ultimately bencfit.
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CHAPTER |

INTRODUCT.IN

Following the 1989 development of a major strategic planning initiative called
"Towards 20(X): Shaping Our Future’ and completion of this plan in June, 1990, the
Strathcona County Schools planning team made several recommendations which included
staff development programs. One of the twelve belief statements which were identified by
the planning team was "The quality and well-being of our staff are essential to successful
schooling of our students” (Strathcona County Schools, 1991). The planning team
identified six critical issucs, several system objectives, specific strategies and detailed

action plans based on the belicf statements.

As a result, the Leadership in Professional Development (LPD) course was
implemented in the fall of 1991 to train two leadership candidates in each participating
school. Souster's (1992) study supported the continuation of the course and the
implementation was being continued in the system at the time of this study to improve
school-focused professional development in each of the participating schools. Through the
commitment of staff and administrators in Strathcona County schools the improvements
and benefits have an increased possibility of being sustained. It has been supported
through research that improvements are not sustained without specific system-wide
commitments, support structures, and consistent monitoring (Levine & Broude, 1989). It
is the teacher who ultimately makes the difference. Without committed, educated seachers,
any reform efforts will be blunted and short-lived (Valencia & Killion, 1988).

This study is consistant with the school system's and the Alberta Teachers’
Association's (ATA) position on consistant monitoring of the implementation of a school-
based staff development innovation. Through the voluntary interviewing of participants of
the LPD course, the findings of this study have revealed several valuable observations.
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Strathcona County's Strategic Plan, "Towards 2000

Statf development is an integral component of the education process and has been
specifically identified within numerous action plans in the entire strategic plan. Within the
strategic plan there is one critical issue, "The need to make the shift from an infornation-
acquiring to an information-processing orientation” (Strathcona County Schools, 1991),
which addresses staff development in great detail. It includes the key strategy, "We will
develop and implement a Staff Development Program which will provide teachers and
support staff with the skills and attitudes necessary to facilitate students’ accessing,
critically assessing, processing, analyzing and using information to solve problems and

make decisions.” (Strathcona County Schools, 1991).

Based on the above noted strategy. the Human Resources Department implemented
several staff development initiatives based on one action plan in particular: to "Develop and
Implement a Staff Development Program by first initiating an orientation and training
program for administrators and staff responsible for staff training and development

friendly staff development; peer coaching; teacher directed orientation; teaching common
instructional concepts; teaching life-long coping skills; and second, by evaluating the Staff
Development Program annually using employee and group data collection including (but
not limited to) surveys and individual and group comments”(Strathcona County Schools,
1991).

Leadership in Professional Development Course

One of the results of the strategic plan ‘Towards 2000: Shaping Our Future', was
that Strathcona County schools implemented a pilot project of School-Based Staff
Development (SBSD) in September, 1991, involving 11 schools across all three levels.
These schools proceeded through Phases 1 and 2 (Year 1) of the ‘Leadership in



Professional Development Course’ (LPD Course), which had been developed by the
Alberta Teachers' Association Professional Development Department. The schools which
had completed Phases 1 and 2 during the 1991-92 school year continued on to Phases 3
and 4 (Year 2) during the 1992-93 school year. The ongoing support and commitment by
the Board of Education and the apparent success rate as well as levels of use indicated by
Souster (1992), had supported the continuation of the course allowing ten additional
schools to participate in Phases 1 and 2 during the 1992-93 school year. Provisions had
been made for the remaining schools in Strathcona County to participate in the course,
provided they were interested in this volunteer program.

The requirements of the Leadership in Professional Development Course were that
cach voluntarily participating school identify two candidates from their school: one
administrator and one teacher. These leadership candidates, also referred to as lead
teacher=, were released from teaching duties to attend the leadership sessions. After each
session the participants returned to their schools to share their newly discovered knowledge
and skills with their staff to plan and implement a school-based staff development program
specifically designed for their school.

The time allotted for training the Leadership Candidates amounted to three Friday
aftemoon sessions of three hours each for each phase of the course, totalling twelve three
hour sessions for the entire course. This release time was resourcefully made available by
the Staff Development Department, scheduling the program to allow administrators to
attend without requiring additional substitute costs as principals generally kept Friday
afternoons open for system meetings.

The time requirement for the Leadership in Professional Development course was
provided for by the Staff Development Department and was time over and above the
system’s allotted three days of professional development which consisted of two sysiem



days which may have been used by each school for system in-service activities or school-
based professional development at the discretion of the staff and principal of each
individual school. During the time of this reseatch study Strathcona County had deemed
one of the two system days to be a flexible day which cach individual school would be able
to schedule anytime throughout the school year to assist in meeting their own school-basea
needs. There was also one Institute Day which was planned by the Local Professional
Development Committee of the Alberta Teachers' Association (ATA), two days sanctioned
by the Alberta Teachers' Association for Teachers' Convention and finally two system
operational days (not classified as professional development days) which were used by
cach school at the beginning and end of the school year to facilitate administrative duties
pertinent to the operation of the school for the year.

LPD Course Goals

The overall goals of Phases 1 and 2 in Year | of the Leadership in Professional
Development Course were to promote and enhance cffective, ongoing, school-focused
Professional Development (PD) including areas of study such as preparing school
personnel for leadership roles in their schools; examining the process of change:;
establishing a support network of colleagues; and designing a school-based plan based on
needs assessments. Phase 2 was designed to suit the needs of schools and school staffs
that had made a significant beginning in implementing a staff development or professi
development program for the school. The course focuses on planning and implementation

of a stoff development program, evaluation of programs and long-range goals, networking
among participants and a further examination of effective models of staff development
The course also allowed the participants to examine the role of staff development in the




The overall goals of Phases 3 and 4 in Year 2 were designed for schools and school
staffs that had panticipated in the previous levels of the course. These schools had a
school-focused staff development program which had been designed to meet teacher-
identified needs on an ongoing basis. The school-based PD commitiee was working on a

plan for continuous professional development of the school staff.

Year 2 of the course focused on maintaining a program of staff development which
emphasis was on meeting changing needs and the skills necessary to sustain a long-term
PD program. It addresses the problem of changes in staffing and the awareness about

staff development differences in knowledge.

The Leadership in Professional Development Course provided a step by step and
ongoing process for implementation of the innovation to the staff of interested schools and
systems. An innovation such as this is much more likely to take effect when teachers are
ntit

stepped through the process rather than given information and expected to implem

1983).

The Purpose of The Study

The first purpose of this study was to identify what participants believed to be
strengths and weaknesses of the LPD Course in order to improve the course to better serve
the needs of staff and students in the respective schools (Souster, 1992).

The second purpose of this study was to assist the decision makers st various levels
system and course presenters) to improve the course processes based on the data collection
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analysis and recommendatic ns. This includes insight into future course participant selection
and/or decision making about course involvement and course improvenient or continuation
(Souster, 1992). This study may enable the ATA. as well as Strathcona County Board of
Education. to modify and/or continue to maintain effectiveness as it proceeded through

subsequent years of School Based Staff Development (SBSD) implementation.

Statement of The Problem

This study identifies participants' perceptions of Year 2 (Phases 3 & 4) of the
Leadership in Professional Development Course offered by the Alberta Teachers'
Association and implemented in Strathcona County Schools during the 1992-93 schoul
year.

Subproblem 1). What do participants' perceive to be the strengths and weaknesses

of the Leadership in Professional Development Course?

Subproblem 2). What do participants perceive to be the factors in maintaining an
effective school-based staff development program?

Definition of Terms

Participants of the Leadership in Professional Development (LPD) Course consist
of one teacher and one administrator from each participating school which had volunteered R
to implement a School-Based Professional Development Program within their school.
Participants are also referred to as lead teachers.

Respondents are those participants who voluntarily agreed to share their thoughts
and experiences for the purpose of this study.



sereeptions will be defined as respondents’ views towards the program, its

implementation, and its objectives and outcomes which are based on a person's ordinary

way of thinking and feeling about and acting in such a situation (Pansegrau, 1983).

The individual school program consists of the implementation all of the activities
planned and carried out by each of the participating schools which extend beyond the two
year duration of the LPD Course in their attempts at improving the quality of instruction to

their students.

The LPD Coursc consists of twelve half day workshops spread over a two year,
four phase course, offering participants the opportunity to learn leadership techniques and
processes which would empower them and their staffs to plan, to implement and to
evaluate their own school-based professional development programs.

" = | -
EVYEIOD

2 ment (SBSD) is professional development (I
described as the collective set of experiences involving the individuals and the context in

which they work. It is defined as those processes that improve the job-related knowledge,
skills or attitudes. It is based on participant identified needs and concerns and has the
potential to transform not only teaching practice but school organization (Alberta Teachers'
Association, 1991) School-based is synonymous with school-focused for the purpose of

this rescarch.

The Need For The Study




Staff Development Program annually using employee and group data collection nclhuding
(but not limited to) surveys. and individual and group comments” (Stratheona County
Schools, 1991). Based on the rescarch., one concern has been the lack of maintenance of
an effective school-based Professional Development program (Joyce, Showers, &
Rolheiscr-Bennett, 1987: McQuarrie Jr. & Woaod, 1991).  Most people agree that
evaluation of professional development is necessary, yet there have been few attempts to do
more than measure "happiness coefficients” at the completion of workshops (Loucks-
Horsley, et al, 1987), and even though most programs go through a summative evaluation,
it has been indicated that not nearly enough formative evaluation of programs exists (Joyce
& Showers, 1980; Calvert & Crouse, 1987; Pansegrau, 1983). The provess of
maintenance is extremely important and must not be overlooked if the efforts are to last
(Duke, 1990; Sparks,1992).

Second, there was a need to identify why teachers believed were the benefits of
involvement in this program, and what those benefits might be. The participants as well as
others involved in the process of school-based staff development could benefit from the

findings of this study in a formative as well as summative process.

Finally, research indicates a need to delve into the thought processes of those
involved in staff development to enable more effective processes of professional

Lieberman & Miller, 1979; Pawluk, 1988). The need to understand the participants’
Mmdwmmmvﬂmnﬂemlmsmmﬂiepusmmm;!mvde
the most effective feedback on the program, because they were directly involved in its
imol .



The Scope of The Study

The total population of 24 participants consisted of two staff members from each of
I ] participating schools with the exception of two schools which had three participants,
representing all three levels of elementary and secondary education. This study consisted
of data being gathered from particpants who were involved in Year 2 (Phases 3 and 4) of

school year. This resulted in 19 eligible participants of which 9 participants volunteered to

participate in the study.

The pilot study consisted of interviewing the Supervisor of Staff Development and

one of the 19 eligible participants of the program. The data obtained from these two

additional respondents resulted in ten respondents’ data being used in the findings.

This study did not include participants who were in Year 1 (Phases | & 2).

Assumptions of the Study

Several assumptions had been made for this study. First, it was assumed that the
respondents would offer accurate and honest responses to both the interview questions as
well as their reasons for not participating in the study. Second, it is assumed that the
schools in Strathcona County. Finally, it is also assumed that participants who had been
involved in both Year | and Year 2 of the LPD Course would possess increased knowledge
midway through the course and had not particpated in the six first year sessions.
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CHAPTER 11
REVIEW OF THE LITERATURE

The Leadership in Professional Development Course provided leadership in the
school setting to establish an effective school-based professional development program,
which has been identified as the most beneficial and effective method of imple

Without training of lead teachers, the balance of the staff will wander through the process
of trial and error to achieve success in professional development (Levine & Broude, 19%9;
Byme, 1983). The purpose of training leaders is to prevent blind attempts at reform or
innovation. It is to guide key, influential individuals (lead teachers) in the school setting in
establishing a school-based committee to address the individual, school and system
concerns congruently (Levine & Broude, 1989; Byrne, 1983). Teachers, like all leamners,
require guided practice and feedback to refine and 10 confirm new instructional
(Joyce and Showers, 1982).

Strathcona County has supported the innovation of school-based staff development
(SBSD) and appeared to have prepared appropriately as Byrne (19%3) states: Setting the
Stage for Change-Strategies for Success. He makes the following suggestions.

1. Take time to identify all the influential partics in the school structuring
process, and involve them all.

2. When you are starting out, find some sympathetic people in other
dmﬂmhvemﬁmghmhmgsduhng:

. Ex *h“mmﬂﬁ@wh&vamwmﬂgm
mmm Emmﬂemﬁthuﬂg@m
m_hmﬂahmmnﬁammmunﬂymﬁc

4. Allow time to sct the st fqrdmga Usﬂmmnmmm
:ﬂ!nmnphﬁyuw,,,, nunity




5. Assign one person (or more if your district's size warrants it) to shepherd

the restructuring project, to attack obstacles as they arise, and to oversee all

operations (including gathering and processing the data).

Strathcona County had developed and regularly revised its strategic plan with input
from all private and public sectors. These included industry, community, business,
education and government. Through the use of studies such as Drader's (1989)
comparison of site-based professional development in other jurisdictions, and the
assignment of the Supervisor of Staff Development to compile and review the pertinant
literature, Strathcona County was able to justify the innovation of SBSD implementation.

The implementation of the Leadership in Professional Development Course (LPDC)
with 10 of 28 schools volunteering allowed for gradual marketing and buy-in of the
concept of SBSD within the system. The SBSD innovation was monitored and supported

by the Supervisor of Staff Development.

This alone is not sufficient to ensure a successful PD program. Another
requirement is that it must have ongoing support for the long term. Based on Pawluk's
rescarch, it is recommended that the school system should have a long-term plan for
professional development so that the activities offered follow and support a theme rather
than a series of disconnected offerings. This plan should be made availabie to the seachers
so they know what to expect (1988). Improvements are not sustained without specific
system-wide commitments, support structures, and consistent monitoring (Levine &
Broude, 1989).

Once a group of eachers or administrators has become skilled in a staff
mmm.mmmmmmupmbymgm
Not only does the training-of-trainers design require trainers to possess a complete
understanding of the method 10 be taught, but it necessitates increasingly complex skills
needed o instruct others (Levine & Broude, 1989).
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School-Based Staff Development and the Change Process

As changes occur in education on a continual basis, educators must be at the
forefront of the provesses, and be involved in the continual improvement of the educational

process. One such arca which allows education to continuously in:prove is the the area of

Valencia & Killion, 1988) which have also been evident in the provesses and techniques
utilized in the LPD Course.

As teachers are at various levels of carcer stages, cach has his unique life

experiences and needs which cannot be dealt with in a single group process (Arin-Krupp,
1989). Researchers clearly identify pedagogy and androgogy in making the point that
adults do lcam differently than children. Adults have their own life experiences often
referred to as ‘baggage' which affect their decisions and leaming processes differently than
children (Arin-Krupp, 1989; Valencia & Killion, 1988). Participants will negate the best
and developmental needs of the learners. Working with adults may produce stress because
adults define their own ideas of excellence. Knowing yourself and others minimizes that

Pawluk's research recomme
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"Several eachers from one staff should be allowed to go to a professional
activity together. Adult leamers like activities that are social in nature, and
attending activities in groups accommodates this need. Moreover, once
back in the school setting, the teachers have someone with whom to share
ideas, concems, and materials” (1988).

The research also indicates that administrative support (Moser, 1990; Sparks,1992;
1982; Jones,1992) and establishing goals (Joycc & Showers, 1982; Duke, 1990;) are three

key factors in the ongoing success. Teachers themselves must also have adequate input

into the change process (Duke, 1990; Joyce & Showers, 1982) if it is to be successful.

Another factor of effective SBSD programs is the empowering of teachers in the
| development. It has been identified as the most effective process

(Valencia & Killion, 198%; Wood, 1989), but this must not result in the absolute disregard

of the system's input of goals and objectives (Wood, 1989). Input must be from all those
involved to be of optimum benefit. Even though seachers want to make their own
decisions, they must consider their school and system goals to implement consistently
effective innovations (Wood, 1989; Alberta Teachers' Association, 1991).

al development programs should be based on needs identified by the
conclusion that most teachers wish to be involved in deciding the direction of their
professional development. Top-down programs do not reflect the needs of participants as

Mts are to be impl
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identify procedures, as well as provide and manage resources that enable principals and

their teachers to implement improvement plans (Wood., 1989),

Weaknesses that can effect an innovation and destroy the efforts and achievements
are also identified in the literature. Change fosters a temporary feeling of incompetence in

committed teachers are willing and able to withstand the discomfort involved in new
learning and change (Joyce and Showers, 1982). Change is a process, not an event (Joyce
& Showers, 1982; Byrne, 1983; Valencia & Killion, 1988), and as a professional
development process, it takes time (Joyce & Showers, 1982; Byme, 1983; Valencia &

implementation of the SBSD innovation in Strathcona County,

The ultimate benefit of an innovation is directly related to the effects on students and
are the key to measuring the quality of an educational endeavor. Teachers and parents
sometimes wonder if students know that schools are supposed to be places for leaming. A
powerful way to communicate this message is for teachers and administrators to be models
of leaming as well as teaching. Therefore, the school becomes a place of learning for all
(Kent, Austin, & Kaufman, 19%9), a community of leamers.



15

CHAPTER 111

Qualitative Method

Qualitative methods of research in education have only recently been accepted and

social phenomena of human behavior appeared to be lacking in education until the last
decade (Patton, 19K7), as little research of this type in this area was available. As
sociologists have studied societies and cultures, to get to the “meaning of” what these
cultures do, there is a movement in education to do the same. To get to the "meaning
things have” in professional development, educators will enable themselves and others
such as organizers and planners to better accommodate and understand the needs of those
involved (Pansegrau, 1983; Valencia & Killion, 1988),

The basis for choosing the interview as the method of collecting data rests on the
ability to get to the "meaning things have" for the participants (Spradley, 1980). Through
the interview process it was possible to delve beyond the explicit knowledge and reasons

which participants use to make their decisions. It offers an opportunity to examine the tacit

knowledge and reasons for which the participants act as they do (Spradiey, 1980), getting
involved as leaders in the field of professional development. The purpose of interviewing,
according to Patton

|smfmdoutwhgumndmmelg:mnﬂ msNDTmput
things in someonc’s mind (for exam le, the interviewer's
ories for organizing the world) but rather o access the tive of
the person being interviewed. We interview people to find out from them
ﬂmﬁmywmm!m The issue is not whether
obscrvational data is more desirable, valid, or mesningful than seif-reported
data. 'l'lefﬁd'hnﬂﬂh“mmm We
mm&ﬂmmgﬂm ﬂi:pwpngof
t ,i"jmﬁmﬁ‘rnhm}smﬁm """
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The interview schedule was derived from a review of the pertinent literature,
selection and development of the most appropriate questions trom such studies as
Pansegrau (1983), Souster (1992), and Joyce, et al (1977). Methads of interviewing were
developed based on the problem statement and the purpose of the study.

An additional informal source of information for this study was the process of
participant observation. It offered the researcher the ability to verify, through observation
and participation, what the participants said was occurring to what was actually occurring

in the Leadership in Professional Development Course.

Selection of Participants

setting up and conducting the pilot and participant interviews. The interviews were
conducted at locations mutually agreed upon and convenient to the participants and

researcher.

The pilot study consisted of interviewing the Supervisor of Staff Development and
one of the 24 participants of the program. The remaining 23 participants were requested by
letter, telephone, or in person to volunteer for this study. Six of the 23 were not eligible as
they had not participated in the course during year one, but were selected by their principals
or had volunteered to assume the position of lead seacher at their school for the second year
of the LPD Course. Eight of a possibie 17 participants responded and agreed to participate
in the research study. Refer to Table 1.

A signed letter of information and consent (Appendix B) was required prior to
participation in the study which included their consent to participate in this study; the
selection of participants; the approximate duration of interview; their right 10 opt out at any



point of the study; the taping of interviews and the erasing of tapes upon validation of
scripts by respondents; the use of quotations; and the conditions of anonymity.

Although it was necessary to use respondents’ quotations in the research findings,

wdents were guaranteed anonymity and confidentiality throughout the study as the

data would be viewed and processed only by the researcher and reviewed by the research
committee. The tapes were erased upon validation of the scripts by the respondents.
Interpretation and analysis of results are void of names of participants and schools, as the
rescarcher has avoided all atempts to deceive or distort any of the findings of the study,
honoring the participants’ dignity and privacy.

Data Collection, Interpretation and Analysis
Iterview data was collected with the use of a tape recorder, with permission
(Appendix B), and interview ficldnotes. The field notes complemented the process of data
ion. The participants were requested to review the script

of the data for validity and accuracy. Collection, analysis and interpretation of data was
carried out according to Berg (1989) and Patton's (1987) methods of qualitative inquiry.

Through in-depth interviewing (Pansegrau, 1983; Souster, 1992), it was
anticipated that these broad questions would encourage participants to share their true
feelings and views about the program, its i tion, and their involvement in it. The
compiete interview schedule including probe questions appears in Appendix C.

Questions as they reiate to:
Sub Probiem 1)
1). What do you perceive 10 be the strengths and weaknesses of the Leadership in



b

Sub Problem 2)

2). What do you perceive to be the factors of an effective school-based staff
development (SBSD) program?
Sub Problem | and 2)

3) What are your attitudes and beliefs towards the LPD Course?

Planned Presentation of Results

The results of this research in the thesis form may be used by the Alberta Teachers'
Association (A.T.A.) Professional Development Committee as a sumimative evaluation to
improve the Leadership in Professional Development Course to betier meet the needs of
participants. The results may also be used to assist the Superintendent, the Supervisor of
Staff Development, Human Resources, and staff in Strathcona County in the formative
evaluation of SBSD program involvement and to maintain their commitment to funding and
involvement of subsequent involvement if it is warranted.

This research occurred during Year 2 of a SBSD program which required three to
five years to completely implement and to expect valuable results (Pawluk, 1988). Hence,
the research was formative. The LPD course itself consisted of only two years of
involvement in scheduled workshops: hence, the rescarch was summative. The
participants would better understand the requirements of, and commitment (o, the program
as well as their views and reasons for involvement in the LPD course and the longer term
program of school-based professional development, resulting in improved pr
outcomes (Licberman & Miller, 1979; Pansegrau, 1983; Marshall, 1988).
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CHAPTER IV
THE RESULTS

Through the use of in depth interviews, the purpose of this study was to identify
the strengths and weaknesses of the Leadership in Professional Development (LPD)
Course in order to improve the course to better serve the needs of their students during the
implementation of school-based staff development (SBSD) in their respective schools
(Souster, 1992), This was achicved by inquiring into the participants’ perceptions of the
course and their reasons for getting involved and actively promoting and implementing a
SBSD program at their school. This would assist the decision makers at various levels of
administration and involvement (individual teacher, as well as subject area, school, system
and program preseners) to improve the processes based on the data collection, analysis and
recommendations.

The respondents were extremely willing and enthusiastic to share their experiences
as they felt it would benefit those participants who would subsequently be involved in the
LPD Course and the SBSD program. This characteristic is consistent with that of leaders
in the field of education as they thought of sharing their experiences without hesitation or
scifishness. Levine & Broude have stated: as trainers are trained and train others,
participants refine old skills and learn new ones. In the process, they report a sense of
energy and rekindled enthusiasm (1989).

The respondents felt comfortable, as each interview was conducted at a location of
their choice which occurred within their own school offices, conference rooms or
classrooms. The result was a non-threatening atmosphere where the respondents fekt
relaxed and more willing to share their true feelings about the LPD Course and their SBSD
program. This method was also supported in the liserature that, when gently pushed,
tcachers will talk about feelings of ambivalence, conflict, and frustration in the day-t0-day
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activities of their work (Lieberman & Miller, 1979). This resulted in responses which
appeared to delve beyond the explicit reasons for involvement and perceptions.

Table 1 identifies the school levels, total population, eligible population, and
number of respondents from each school. The table also clearly indicates that it was more
likely that both the teacher and administrator from the same school volunteered to particpate
in the study than only one participating as noted from schools E and F. This appeared to be
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Nine of the eligible participants refused to participate for one main reason. They
had indicated a lack of time, or inability to fit an interview into their already busy
schedules. These participants continued to stress time availability as their reasons even
after the rescarcher contacted them several times to request their participation in the study,

or as it turned out, to confirm their lack of time availability.

The data was first open-coded according to Berg who suggested asking a specific
and consistent set of questions (1989) which were derived from the interview schedule,
which relate to the LPD course and the

and all the data fit into these broad questions

E

A. What are the perceived strengths of the LPD program?
1. The course itself was excellent.
2. The course material is directly applicable to staff and students.
i A relevant focus has created ownership and empowerment.
4. The program is meeting the needs of staff.

3. Students are ultimately receiving the benefits of this

—

Tl N A M O~ D N

6. unities for sharin mmmmmm
7. mmﬂhéﬁdnmﬁvﬂﬁmm
8. Professional growth was e
QMFQmuammaneﬁmm&dahmgSD

B. What are the pe perceived weaknesses of the LPD program?
Iﬂeﬂz?dﬁmmﬁnﬂnﬂﬂﬁgﬂymgmm
mhﬁhﬂnﬂm:dmm“m 4

e x




1. Meeting needs of students, staff/school and system. 1

2. Ownership of PD on a personal and professional growth level, risk taking,
10

3. Implementation with a long term focus. X

4. Relevant needs surveys and action plans exist with consensus and

collaboration.

5. Networks established for sharing successes and failures.

6. Creative problem solving, doing more with less, solutions.

7. Leadership candidates are developed.

8. Administrators are viewed as facilitators.

LIS I I e

D. What are the perceived factors of a successful SBSD program?

1. Leadership must exist, as icams, be developed, facilitators, course
availability, development of local expertise.

2. Support must exist from the system, administrators, staff, parents,

community, through financial, time, moral and professional support.

3. Empowerment and m\meﬂm of needs identification and
implementation of activities to reach goals, is a voluntary process.

4. Long range on-going planning must exist with clear focus and direction.

5. Needs must be clearly identified collaboratively and efforts to achieve
them clearly defined.

6. Networks must exist to enable sharing of successes and failures.

E. What perceived restrictions affect the progress of SBSD?

&

LY ) > ~d >

1. Resource availability, financial, personal. 10
2, Lskafmﬁmnsymiﬁi; rators, staff/school: financial

and time. 10
3. Staff resistance to change. 7
4. Lack of empowerment and 6
6. Needs differ, especially

specialist levels. 6
7. Lack of flexibility for PD times. 4

F. What is your progress to date in the implementation of SBSD in your school?
l. Conmﬂ::embllﬂiedlndmﬂmysbemgm
ZQn—w ing long range relevar

4, E;pﬂm evel increases allnc:lmdschonllevel

5. Networks exist to share successes and failures.

6. Muhpleﬂlrmum,arumgod

7. powerment increase as staff sees results.
8. Nutmnchdmrenﬁfya_

G. Whueywmsfﬁmﬁmmmhwﬂmgnm?
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Upon further analysis of these broad questions Strauss (cited in Berg, 1989)

supgests analyzing the data minutely and implementing axial coding. The findings of the

study are discussed through the use of analysis and paraphrasing from the interview
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transcripts (Appendix D) as well as being supported by the literature. The researcher took

extreme care to maintain the original context and intent of the responses.

Upon re-examining the data it was evident that there was a great deal of overlap in

the initial coded items. This overlap resulted in generating a list of categories of specific

issues related to the problem statement. The categories which were identified are listed in

Table 3.
Tablc #3
EINAL CATEGORIES
Of a possible 10 respondents.
CATEGORIES FREQUENCY
A. What are the perceived strengths of the LPD program?
Iz.A ’ﬁesforhs‘l;aingmdmppmu:nzmwddroughnctm lg
relevant focus has created i empowerment. |
3.11|emiudfmexcellau.omm 10
4. Professional growth was emphasized. 10
5. Students are ultimately receiving the benefits of this 10
9‘%' l Mummm )
. The course ial is di j o and students. 9
8. Local expertise is increased. 9
9. Implementation of the program creates collaboration of staff, 8
10. A focused long-term plan is created. 9
11. This program is a return to an efficient method of delivering SD. 6
12. Leadership candidates are developed. 6
13. The system benefits through decentralization of responsibility. 6
B. What are the perceived weaknesses of the LPD program?
l.mmnef:dsduexinmmmaiﬁupudymgﬂndsm
. 8
2. Support from staff, administrators and most importandy, from the
system in the form of financial and time support was deficient. 8
3. Flexibility was lacking regarding PD time. S
C. What are the perceived factors of a successful SBSD ?
|mmmmmmm&mm
znmuan';daw : o
CXpertise 1esources must exist. 10
3. Empowerment and ownership of nceds ideatification and
implementation of activities 10 reach goals must exist. 10



4. Networks must exist to enable sharing of successes and failures. 10
5. Financial support must exist from the system and administration. 10
6. Flexibility of PD times must exist.

7. Involvement must be voluntary.

8. Support and buy-in from staff and parents, acceptance of change.
9. There must be staff consensus and collaboration.

10. Time must be managed efficiently.

11. Awareness of staff limitations.

12. Staff stability should exist.

L - - -

Perceived Strengths and Weaknesses of the LPD Course
Perceived Strengths of the LPD Course and SBSD program

The analysis of the findings revealed several perveived surengths of the Leadership
in Professional Development (LPD) Course as well as in the implementation of the School-
Based Staff Development (SBSD) program in the respondents’ respective schools. The
most commonly perceived strengths were, first, as all ten respondents indicated, the
participants were able to share their successes, failures and ideas with participants from
mmfﬂtmsmﬂngmmgmﬂhmmmmdtnﬁuum
stories and situations and select the best possible options to apply to their own situations.
The findings were also supported by the literature in that as the training progressed,
Eaclwxrequ:ﬂedmeardmmfﬁdgmlgmpﬂ!mngmdehmg
that began each class (Valencia and Killion, 1988).

Second, all respondents identified that working within an ongoing school-focused
program created ownership and the ability to draw on staff strengths enabling them 10 better
tailor their PD program to the needs of each individual staff, The staffs were able to plan
learning. It was extremely important that the programs were school-focused bocause it
provided a relevant focus. The directic identified at the school level by the staff as
opposed to system identified or planned. The result was a geauine fecling of ownership on

for long term is
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the part of the staff. They felt they were in control and it was their decision to procede, or
not to provede on the identified needs according to their own SBSD plan.

These strengths are supported through the observation data as well as in the
literature. Professional development programs should be based on needs identified by the
participants. Knowledge about the nature of adult learners and about change support the
professional development. Top-down programs do not reflect the needs of participants as
accurately as programs determined by the participants (Alberta Teachers' Association,
1991).

When educators are given the freedom and opportunity to act as professionals rather
than to have their every action prescribed, change occurs more readily (Valencia and
Killion, 1988). Any improvement effort will be less successful or may even fail if the
unique needs and individual differences of the learners are not addressed (McQuarrie Jr.
and Wood, 1991). Individuals are complex; therefore meeting individual needs can be a

positive, growth-oriented environment in which t try new ideas; they also want practical
and relevant new ideas oriented to their personal concerns (Arin-Krupp, 1989).

The findings have indicated that the participants perceive a clear understanding of
their needs, and appreciate taking ownership of setting goals and objectives to meet their
needs, both collectively and individually. All respondents believe that it is critical that they

needs are. The system may know what is desired, but the staff know what is required as
they are the ones in the classrooms with the students. As individuals experiencing the day-
to-day events which create immediate and long term needs, the staff is better able 0 meet



All of the respondents were extremely satisfied with the course and all it offered
with regard to content. course instructor and applicability of the course content to their
school situations, more so in the elementary schools than in the high schools. The course
offered a tremendous amount of information and a resource list that was used extensively
by some PD committees, and in some cases distributed to other staff members. These werc
made use of by staff according to their area of interest and need.

The instructor received numerous compliments for her efforts and expertise in
presenting the course content and activities. She was described as dynamic, enthusiastic,
extremely knowledgeable entertaining and animated as she conducted the course
workshops.

Nheoftenmspmdemsindheddmmffmabkm(hwuponexpcnhcwiﬂﬁn
their own schools which were developed as a result of staff being more enthused and
interested in professional growth. Several staff members continued to pursue graduate
studies as well as other professional growth oriented courses. This enabled the staff to
tailor each specific PD plan to the school as well as to each individual staff member. This
in turn was meeting the needs of each individual staff member.

Mecdngdmeneedsofdwwmdmughwofasbndmmwgowm
ultimately meets the needs of the students. By identifying what the students needed as far
as program improvements, the staff were able to identify their own needs which in tum met
the needs of the students. The emphasis upon "growth” rather than improvement can be an
important distinction in the motivation of the staff member and the manner in which he or
she accepts and addresses the plan that has been cooperatively established. When viewed
as "growth,” the teacher’s educational activitics are regarded as development; if viewed
only as “required improvement,” the teacher is more likely to consider recommendations as
unilateral prescriptions %0 overcome assumed shoricomings (Byrae, 1983). When others
nmumumnmummmmmm
action prescribed, change occurs more readily (Valencia and Killion, 1988).
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Professional development and continuous school improvement are complex and
idiosyncratic processes. Although expected patterns can be described and promising
conditions can be fostered, cach learning design must be tailored to individuals, schools,
and districts. The design must be allowed and expected to evolve over time. Providing
thoughtfully-constructed staff development experiences for teachers and administrators will
enhance performance and professionalism in adults and expand learning opportunities for
students (Levine & Broude. 1989).

The applicability of the course content to the schools varied somewhat from
clementary to high schools. The staff at high schools were still requiring more time to get
buy-in from their staff in support of SBSD, whereas the elementary participants found it
casier and noticed early buy-in and direct applicability of LPD course activities and content
to their staffs’ situations and needs. In some cases, the course techniques, activities and
conient was being utilized by participants directly in their classrooms with their students.

Seven of ten respondents who were elementary teachers and administrators
specifically indicated that they were pleased that the system was returning to an efficient
method of delivery of staff development. In revisiting the past, as the system had school-
based staff development (SBSD) a decade prior to and through the development of the
strategic plan, the system is making a concerted effort w0 effectively and efficiently
implement SBSD. The participants who had worked for the system for at least ten years in
the elementary schools expressed their pleasure in returning w0 SBSD.

Student Response to Innovation

With the use of the probe questions, it was possible 10 gain additional insight into
participants’ vicws of the program. One probe question requested information regarding
students’ response 10 changes occurring in the school. Seven of the respondents perceived
their stadeats were receiving beacfits from the implementation of the SBSD program in
arcas such as learning outcomes, well managed classrooms and quality of instruction even
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though the students were oblivious to the efforts. Administrators indicated they see good
things happening in their teachers’ classrooms with many activities directly related to the
SBSD activities in which the staft were involved. Teacher participants noted as well that
their students were improving in their math skills, writing skills and general leaming
outcomes. This was also a direct spin off of the teachers being involved in PD activities of
The result was improved student performance, supporting that the benefits would
ultimately be student oriented.

Respondents from two schools did indicate there was not any impact on their
students yet, but expecied that there would be at a later date. This, in most part, was due to
the fact that SBSD implementation at their school was still at an carly stage of planning.

All ten of the respondents indicated the key benefit 1o the school staffs is that they
are developing a feeling of ownership and responsibility of their own PD needs. This has
been accomplished through collegiality and collaboration of staff in identif ring their needs

also encouraging staffs to develop their individual as well as group expertise and become
lead teachers in their areas of interest and strength. These benefits were mentioned in the
previous section referring to strengths of the program.
The findings indicase
at a higher level and are noticing greater changes in their students. This is largely due to the
fact that the PD activities of the clementas staffs are ongoing and students based, a direct
Elementary staffs are gencralists and they feel it is easier to build continuity and
consensus on a staff due to the overlap of each division. High schools, on the other hand,
are specialists and are not as imerested in SBSD. They would rather see cfforts to improve




whale school nature. Schools which are still in the early stages of planning and

implementation are not at the point of noticing any benefits to the students.

Bendfits of the Program
The use of another probe question revealed additional strengths of the program.
‘The benefits identified were to the participants, to the school and also to the system.
There appeared to be a great deal of benefit to the participants in that they attended

the course and received an abundance of valuable information, resources and knowledge

professional growth and having their own needs met are the key benefits mentioned by the
participants. The opportunity to take the LPD course and be a part of the leadership team at
their school increased the enthusiasm of the decision making committee on their staff.

These perceived benefits are consistent with the literature which supports
ownership and empowerment at the school level developing efficient SBSD programs. As
stated by Wood, the central office no longer is totally responsible for deciding the who,
what, how, and when of change. Decisions about which specific improvements are to be
implemented in schools should be made by faculty members in each school. The central
office management team facilitates rather than directs this decision. Top district
administrators identify procedures as well 2, provide and manage resources that enable
principals and their teachers to implement improvement plans (1989).

The perceived benefits to the system that were identified by six of the respondents
were, first, an increase in local expertise available throughout the system, which would
ultimately improve the quality of education imparted to the students; and secondly, the
perceived cost benefits of dex izing the responsibility of PD to the schools without the
financial resources to accompany the responsibilities. This benefit, however, is not
necessarily a benefit to the staff or the schools, and is mentione
support in the section referring to the weaknesses of the program. The literature of Levine




R}

and Broude supports these perceptions that improvements are not sustained without
specific system-wide commitments, support structures, and consistent monitoring (1989),
Too often the very best teachers, who earn the most positive evaluations, are allowed to
limit their influence to the children fortunate enough to be enrolled in their classes (Byme,

1983).

Perceived Weaknesses of the LPD Course

Although the perceived weaknesses of the LPD program were fewer than the
perceived strengths, four participants did identify isolated concerns which were not
consistent with the other respondents. This in itself indicated that the needs and concems
differ among the schools involved, as well as eight of the respondents indicated that one of
the most important weaknesses of the program was that the needs that exist are abundant
and differ greatly among the schools and staffs. The school structure, school culture, staff
make-up, location, environments and morale all differ and all contribute to the respondents’
perceived needs and concerns.

Other weaknesses which were apparently of greater concern to eight respondents
were in the areas of the flexibility of the PD times available and the financial support
offered by the system. Consistency with the literature was again apparent in the perceived
weaknesses. Pawluk's research recommends: "The school system should limit the amount
of change it wants to make at any one time. When the school system implements a new
program, the teachers’ concerns should be cared for before another program is initiated
which places new demands on the teachers” (1988). He further recommends:
"Opportunities must be provided for participants to get together to review the concepts and
materials presented in the professional development activities, especially when a new
program is being implemented. These follow-up activities can be used to solve problems
or to discuss concerns encountered during implementation” (1988).
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The perception of eight respondents was that the decentralization of the program
and related responsibilities to the schools was occurring without decentralizing any budget
required creative problem solving at its best. An in-service program of this dimension will
succeed only if there is specific task orientation and positive leadership at the district level.
Everyone, including the board of education, must appreciate, and concur, in the need for
staff training and development and take the action necessary for effective implementation
(Byrne, 1983). Improvements are not sustained without specific system-wide
commitments, support structures, and consistent monitoring (Levine & Broude, 1989).

Regarding the flexibility of PD time offered to schools, five respondents were
pleased the system recognized a need and converted one of the two fixed PD days to a "flex
day" which could be taken any day during the year which was chosen by the staff of that
school. This would enable the staff to access resource people that could otherwise be
booked by other schools requiring the same sessions or workshops, and set the day up
when they felt it fit and could be best utilized in their ongoing SBSD plan. The concem,

philosophy of cffective SBSD. Successful staff development is context-sensitive. That is,
efforts to change teacher behaviors should be directed to the context in which teachers do
their work. The context can be a source of information about what might be addressed,
about the best ways of moving ahead, about potential problems, and so forth, If staff

shops or brief visits by

development ignores context, as is the case in many one-shot wor
“experts”, it probably will not be as successful as staff development that is deeply
connected to schools and classrooms of participants (Griffin, 1987),

Several perceived w s appeared to be concems isolated to the individua
Ehmls‘ﬁﬂﬂmﬁlﬁmwlﬂhIQMIﬂmﬂﬂlﬂﬁ
participants, albeit with significance to these individuals. A concemn such as "t00 much to




R

read” was not supported by any other participants and could have possibly been interpreted

by the participant as an abundance of resources available to their committee and school,

Perceived Factors of an Effective SBSD Program
Factors of an Effective School-Based Staff Development Program

C 1 Several factors were identified in the data which the respondents consistently
indicated were significant with regard to an effective SBSD Program. The ongoing nature
of effective staff development was perceived to be critical to all of the respondents
including items such as flexibility of PD dates and times which would enable the staff to
plan and implement portions of their plan when it would fit best into their schedule of
planned events. Making the SBSD program at each participating school as well as the
leadership course long term would also improve the effectiveness by offering increased
time to implement and accomplish the desired objectives of each SBSD program..

The resources were identified by all ten respondents as another key factor in areas
such as the availability of experts within the schools and the school system. This program
encourages staff to pursue PD activities that encourage and develop professional growth.
Some of these resources are the networks that were created and required as well as the
sharing that occurred as a result, and finally the financial resour
from the system and administrators. Pawluk’ arch recommends: "Opportunitics must
be provided for participants to get together t) review the concepts and materials presented
in the professional development activities, especially when a new program is being
implemented. These follow-up activities can be used to solve problems or to discuss
concems encountered during implementation” (1988). Another factor is was the support
and buy-in from staff and parents. Byrne identifies several points which support the
findings of this study:

In addition to each seacher’s individual nceds, a second key influence must

be regarded as a consideration- that is, the goals of the school
mmuomhhmbm s goals. In addition,

es in the form of support
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the superintendent should establish the overall direction of the program in
light of the goals of the school system.
hrst m mervk_: at lhc lm..al Ievel must pnmaniy bc Ican.hzr nnemed and

..md gu;d@d and dt‘:velnpal hy a suff commitee.

Second, the program must be characterized by diversity and flexibility.
What is informative for one teacher is often not appropriate for another.

Third, the program should result in a planned, sequential activity for cach
individual in which one in-service activity is linked to another, and one
year's program is linked to that of the following year.

Finally, in-service should be well prepared around those specific training

requirements that cach individual sees as important and relevant to his own
professional development(1943).

The first probe question regarding restrictions identified support of the antithesis of
the factors of an cffective SBSD Program. There were some key issues that emerged.
First, all ten respondents identified a lack of support from the system and the
administration. Second, some external restrictions
availability of resources. Finally, seven respondents indicated that within internal

are changes in curriculum and

resistance to change.

Reasons 1o Terminate the Program

As an additional probe question, the reasons for a participant to drop out of the
course or program revealed concems that were consistent with the respondents who
disclosed the same reasons without the probe question resulting in all ten respondents
agreeing. mhudm;mwaefmahﬁﬁwﬁmhmﬁmn

dmgemnhmm:lnvmmm&mm All of these were
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supported in the findings in previous sections of the results under weaknesses, factors of

eftective SBSD programs, and restrictions affecting the progress of the SBSD program.

Participants’ Involvement as Viewed by Staff Members

The third probe question revealed several additional factors which are clearly
distinguishable between administrators and teachers. All five of the administrators
perceived that others viewed them as enthusiastic facilitators who were always available for
their staff when needed. and did not force the issues or responsibilities upon the staff.
They believed they allowed teachers to work at their own pace without interference.

All four of the teachers, however, perceived that they themselves were viewed as
interested staff members who are always the ones to be involved and also the ones who are
expected to be involved. It appeared that teachers who had been involved in PD for several
years had set a precedent and their colleauges expected them to continue, especially if the
collcagues were too busy themselves. One participant expressed the concern that some
staff members were possibly disappointed that they were not given the chance to volunteer
for the position of participant in the LPD course.

Attitudes and Beliefs Towards the LPD Course

The balance of the research questions were used to solicit additional responses
when it appeared that the respondents were hesitant or had difficulty identifying strengths,
weaknesses, benefits and perceived factors of an effective SBSD Program. As probe
questions, these were not presented to all participants for previously mentioned reasons.
However, they did disclose consistent perceptions as well as additional responses.
Atitudes and beliefs fell into specific categories pertaining to the course and its
implementation. The result was that all respondents indicated a high degree of satisfaction
mmwmmmhmmdew&Mm
anxiety o get finished with the course and get things implemented at their own schools.
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Participants’ Reasons for Getting Involved

In addition to the responses to how their involvement was viewed by others, the
four teacher participants consistently identified the reasons for involvement as meeting
personal and professional improvement goals, being asked or being expected to be
involved while the five administrators indicated it was their responsibility to be involved in
the PD at their school.

The participants of the LPD Course were specifically the leaders on their staffs,
both administrators and tcachers who had the desire to help others and themselves to
develop themselves in an ongoing process of professional growth. They had bought in to
the program and recognized the benefits of implementing a SBSD Program at their

respective schools.

Are Needs Being Met?

extent along a continuum which ranged from some of their needs being met, to their needs
creative solutions as additional needs being met.

Views on Course Details

Satisfaction with the LPD Course was the general perception. Respondents
uﬂuwdnvad:pmﬁcf&u:n:hu@gimmgofmm
opportunity to share as some of the greatest benefits and streagths of the LPD Course.
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Drive 1o be a Lead Teacher

The responses to this probe question were again consistent with the strengths of the
program and the factors of an effective SBSD Program. The factors which drive these
participants to be lead teachers is their desire to be the best teachers possible, continuously
improving their skills, and sharing their skills and knowledge with others 10 improve the
qual. . education imparted to their students.

Progress to Date

The extent of implementation within the SBSD program varies between schools
represented by the respondents in this research. This variance ranges from one school P
committee just having chosen a topic to other schools with several initiatives or thrusts. It is

SBSD program than the high schools. This appears to stem from the fact that clementary

staffs have always seen the benefits of SBSD and are welcoming this model back into the

system. They have never allowed SBSD to disappear from their actual PD plans. They
ional attitude by continuing to meet before school, at lunch and at

staff meetings just to feel confident they are doing the best they can do in their classrooms

also reflect their advanced involveme
participants, according to Souster, the participants usually perceived there was more
progress at a much higher level of use than did their colleagues in the same schools (1992).
Without empiri

of the p ting schools, it is not possible to accurately identify the Levels of Use
according to Loucks-Horsley (1987).

 in the SBSD program.
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SUMMARY, RECOMMENDATIONS, POSSIBILITIES FOR
FURTHER RESEARCH AND CONCLUSIONS
Summary of Interview Responses

Through the use of in depth interviews, the purpose of this study was to identify
cadership in Professional Development (LPD)

the strengths and weaknesses of the L
Course in order to improve the course to better serve the needs of their students during the
implementation of school-based staff development (SBSD) in their respective schools
(Souster, 1992), This was achieved by inquiring into the participants’ perceptions of the
course and their reasons for getting involved and actively promoting and implementing a
SBSD program at their school. This would assist the decision makers at various levels of
administration and involvement (individual teacher, as well as subject area, school, system

and program presenters) to improve the processes based on the data collection, analysis and

as they felt it would benefit those participants who would subsequently be involved in the
LPD Course and the SBSD program. This characteristic is consistent with that of leaders
in the field of education as they thought of sharing their experiences without hesitation or

sclfishness. Levine & Broude have stated: as trainers are trained and train others,

participants refine old skills and leam new ones. In the process, they report a sense of
energy and rekindled enthusiasm (1989).

The respondents felt comfortable, as each interview was conducted at a location of
ns. The result was a non-threatening atmosphere where the respondents felt
relaxed and more willing to share their true feelings about the LPD Course and their SBSD
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program. This method was also supported in the literature that, when gently pushed.
teachers will talk about feelings of ambivalence, conflict. and frustration in the day-to-day

number of respondents from each school. The table also clearly indicates that it was more
likely that both the teacher and administrator from the same school volunteered to particpate
in the study than only one participating as noted from schools E and F. This appeared to he
e towards professional growth and development

consistant with the administrators' attitu
of local expertise.

Nine of the eligible participants refused to partici
hadmduﬁala.kofmutmhlnynﬁtmm:wlmﬂmuhmlyhny

ate for one main reason. They

schedules. These participants continued to stress time availability as their reasons even
mmmmmmmmwmmﬂtwmmﬁmmdﬂmﬂy
or as it turned out, to confirm their lack of time availability.

Perceived Strengths and Weaknesses of the LPD Course
Perceived Strengths of the LPD Course and SBSD program

The analysis of the findings revealed several perceived strengths of the Leadership
t (LPD) Course as well as in the implementation of the School-
’j,,(SBSD)pmy-nmm:f

=nts’ respective schools. The

mmﬁn“hmmmﬂmmnﬁqﬂum
other schools with the opportunity to lear from one another through nctworks. All the
mmmdﬂhﬂMMEMbmmm
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The findings were also supported by the literature in that as the training progressed,
teachers reyuested more and more time for the small-group sharing and problem solving
that began each class (Valencia and Killion, 1988).

Second, all respondents identified that working within an ongoing school-focused

tailor their PD program to the needs of each individual staff. The staffs were abie to plan
for long term implementation as required with such programs as Lion's Quest or language
learning. It was extremely important that the programs were school-focused because it
provided a relevant focus. The direction was identified at the school level by the staff as
opposed to system identified or planned. The result was a genuine feeling of ownership on
the part of the staff. They felt they were in control and it was their decision to procede, or
not to procede on the identified needs according to their own SBSD plan. As individuals

better able to meet and collectively identify group needs, goals and objectives that will meet
both individual as well as collective needs.

All of the respondents were extremely satisfied with the course and all it offered
with regard to content, course instructor and applicability of the course content to their
school situations, more so in the clementary schools than in the high schools. The course
offered a tremendous amount of information and a resource list that was used extensively
by some PD commitices, and in some cases distributed o other staff members. These were
made use of by staff according to their area of interest and need.

Nine of ten respondents indicated that staff were able to draw upon expertise within
interested in professional growth. Several staff members continued (0 pursue graduate
tailor each specific PD plan to the school as well as t0 each individual steff member. This

in tum was meeting the needs of each individu



)

Mecting these needs of the teachers through professional improvement and growth
ultimately meets the needs of the students. By identifying what the students needed as far
as program improvements, the staff were able to identify their own needs which in tum met
the needs of the students. The emphasis upon "growth” rather than improvement can be an
important distinction in the motivation of the staff member and the manner in which he or

she accepts and addresses the plan that has been cooperatively established. When viewed
as "growth,” the teacher’s educational activities are regarded as development; if viewed

only as "required improvement,” the teacher is more likely to consider recommendations as

conditions can be fostered, cach learning design must be tailored to individuals, schools,
and districts. The design must be allowed and expected to evolve over time. Providing
thoughtfully constructed staff development experiences for teachers and administra
students (Levine & Broude, 1989).

The applicability of the course content to the schools varied somewhat from
elementary to high schools. The staff at high schools were still requiring more time to get
easier and noticed early buy-in and direct applicability of LPD course activitics and content
to their staffs' situations and needs. In some cases, the course techniques, activities and
content was being utilized by participants directly in their classrooms with their students.

ors will

specifically indicassed that they were pleased that the system was retumning 10 an efficient
method of delivery of staff development. In revisiting the past, as the system had school-
based staff development (SBSD) a decade prior to and through the development of the
strategic plan, the system is making a concertod effort 10 effectively and efficiontly
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implement SBSD. The participants who had worked for the system for at least ten years in
the clementary schools expressed their pleasure in retuming to SBSD.

Student Response to Innovation

With the use of the probe questions, it was possible to gain additional insight into
participants’ views of the program. One probe question requested information regarding
students’ response to changes occurring in the school. Seven of the respondents perceived
their students were receiving benefits from the implementation of the SBSD program in
arcas such as icarning outcomes, well managed classrooms and quality of instruction even
though the students were oblivious to the efforts. Administrators indicated they saw good
things happening in their tcachers’ classrooms with many activities directly related to the
SBSD activities in which the staff were involved. Teacher participants noted as well that
their students were improving in their math skills, writing skills and general learning
outcomes. This was also a direct spin off of the teachers being involved in PD activities of
specific skills and techniques directly related to the improvement required in the students.
The result was improved student performance, supporting that the benefits would
ultimately be student oriented.

Respondents from two schools did indicate there was not any impact on their
students yet, but expected that there would be at a later date. This, in most part, was due to
the fact that SBSD implementation at their school was still at an early stage of planning.

Elementary staffs are generalists and they feel it is easier to build continuity and
consensus on a staff due to the overlap of each division. High schools, on the other hand,
arc specialists and are not as interested in SBSD. They would rather see efforts to improve
their weaching skills for their own programs or specializations than efforts of a general or
whole school nature. Schools which are still in the early stages of planning and
implementation are not at the point of noticing any benefits 10 the students.



Benefits of the Program
The benefits identified were to the participants. to the school and also to the system.

There appeared to be a great deal of benefit to the participants in that they attended
the course and received an abundance of valuable information, resources and knowledgpe
which directly apply to working with their staffs and students, Personal satisfiction,
professional growth and having their own needs met are the key benefits mentioned by the
participants. The opportunity to take the LPD course and be a part of the leadership team
their school increased the enthusiasm of the decision making committee on their staff.

These perceived benefits are consistent with the literature which supports
ownership and empowerment at the school level developing efficient SBSD programs. As
stated by Wood, the central office no longer is totally responsible for deciding the who,
what, how, and when of change. Decisions about which specific improvements are to be
implemented in schools should be made by faculty members in each school. The central
office management team facilitates rather than directs this decision. Top district
administrators identify procedures as well as provide and manage resources that enable
principals and their teachers to implement improvement plans (198Y).

The perceived benefits to the system that were identified by six of the respondents
were, first, an increase in local expertise available throughout the system, which would
ultimately improve the quality of education imparted to the students; and secondly, the
perceived cost benefits of decentralizing the responsibility of PD 10 the schools without the
financial resources to accompany the responsibilities. This benefit, however, is not
necessarily a benefit to the staff or the schools, and is mentioned as a concern of system
support in the section referring to the weaknesses of the program. The literature of Levine
and Broude supports these perceptions that improvements are not sustained without
Too often the very best teachers, who cam the most positive cvalustions, are allowed %
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timit their influence to the children fortunate enough to be enrolled in their classes (Byme,

fOX3).

Perceived Weaknesses of the LPD Course

Although the perceived weaknesses of the LPD program were fewer than the
pereeived strengths, four participants did identify isolated concerns which were not
consistent with the other respondents. This in itself indicated that the needs and concerns
differ among the schools involved, as well as eight of the respondents indicated that one of
the most important weaknesses of the program was that the needs that exist are abundant
and differ greatly among the schools and staffs. The school structure, school culture, staff

make-up, location, environments and morale all differ and all contribute to the respondents’

Other weaknesses which were apparently of greater concern to eight respondents
were in the areas of the flexibility of the PD times available and the financial support
offered by the system. Consistency with the literature was again apparent in the perceived
wds: "The school system should limit the amount

weaknesses. Pawluk's research recomme
of change it wants to make at any one time. When the school system implements a new
program, the teachers' concerns should be cared for before another program is initiated
which places new demands on the teachers” (1988). He further recommends:
“"Opportunities must be provided for participants to get together to review the concepts and
materials presented in the professional development activities, especially when a new
program is being implenicnted. These follow-up activities can be used to solve problems
of to discuss concerns encountered during implementation” (1988).

The perception of eight respondents was that the decentralization of the program
and related responsibilities to the schools was occurring without decentralizing any budget
to support the innovation. This has crested a greater burden on the schools and has
required creative problem solving at its best. An in-service program of this dimension will
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succeed only if there is specific task orientation and positive leadership at the district level,

(Byrne, 1983). Improvements are not sustained without specific system-wide
commitments, support structures, and consistent monitoring (Levine & Broude, 198Y).

Five respondents were pleased the system recognized a need and converted one of

was chosen by the staff of that school. This would enable the staff to access resource
people that could otherwise be booked by other schools requiring the same sessions or
workshops, and set the day up when they felt it fit and could be best utilized in their
ongoing SBSD plan. The concern, however, was that this was still a "day” of PD and was
not consistent with the literature or philosophy of effective SBSD. Successful staff
development is context-sensitive. That is, efforts to change teacher behaviors should be
directed to the context in which teachers do their work. The context can be a source of
information about what might be addressed, about the best ‘ways of moving ahead, about
potential problems, and so forth. If staff development ignores context, as is the case in
many one-shot workshops or brief visits by “experts", it probably will not be as successful
as staff development that is deeply connected to schools and classrooms of participants
(Griffin, 1987).

Perceived Factors of an Effective SBSD Program

Several factors were identified in the data which the respondents consistently
indicated were significant with regard to an effective SBSD Program. The ongoing nature
of effective staff development was perceived to be critical to all of the respondents
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planned events. Making the SBSD program at each participating school as well as the
leadership course long term would also improve the effectiveness by offering increased
time to implement and accomplish the desired objectives of each SBSD program..

jents as another key factor in areas

‘The resources were identified by all ten respon
such as the availability of experts within the schools and the school system. This program
encourages staff to pursue PD activities that encourage and develop professional growth.
Some of these resources are the networks that were created and required as well as the

resources in the form of support

sharing that occurred as a result, and finally the financial
from the system and administrators. Pawluk's research recommends: "Opportunities must
be provided for participants to get together to review the concepts and materials presented
implemented. These follow-up activities can be used to solve problems or to discuss
concerns encountered during implementation” (1988). Another factor is was the support

ecially when a new program is being

and buy-in from staff and parents.

Restrictions Affecting the Progress of the SBSD Program

The balance of the probe questions supported the data which had already been
collected regarding restrictions of an effective SBSD Program. There were some key
issues that emerged. First, all ten respondents identified a lack of support from the system
availability of resources. Finally, seven respondents indicated that within internal
restrictions exist staff ownership, consensus, staff stability, time management, and general
resistance to change.

Reasons 10 Terminate the Program
The reasons for a participant % drop out of the course or program revealed concerns



46

probe question resulting in all ten respondents agreeing. The broad categories were, first, a
lack of support from the system from administrators and from staff and second, some
participant concerns about acceptance of change, specialization, multi-visions or overload,
and saturation level. All of these were supported in the findings in previous sections of the
results under weaknesses, factors of effective SBSD programs, and restrictions affecting

the progress of the SBSD program.

Participants’ Involvement as Viewed by Staff Members

This probe question revealed several additional factors which are clearly
distinguishable between administrators and teachers. All five of the admin
perceived that others viewed them as enthusiastic facilitators who were always available for
They believed they allowed teachers to work at their own pace without interference.
interested staff members who are always the ones to be involved and also the ones who are
expected to be involved. It appeared that teachers who had been involved in PD for several
years had set a precedent and their colleauges expected them to continue, especially if the
colleagues were too busy themselves. One participant expressed the concern that some
staff members were possibly disappointed that they were not given the chance to volunteer
for the position of participant in the LPD course.

Attitudes and Beliefs Towards the LPD Course
when it appeared that the respondents were hesitant or had difficulty identifying strengths,

were used to solicit addition

previously mentioned reasons.



Attitwles and beliefs fell into specific categories pertaining to the course and its
implementation. The result was that all respondents indicated a high degree of satisfaction
with the content, presenter and strategies in an ongoing process of learning, with some

anxiety to get finished with the course and get things implemented at their own schools.

Participants’ Reasons for Getting Involved

In addition to the responses to how their involvement was viewed by others, the
four teacher participants consistently identified the reasons for involvement as meeting
personal and professional improvement goals, being asked or being expected to be
involved while the five administrators indicated it was their responsibility to be involved in
the PD at their school.

Are Needs Being Met?

The entire group of respondents indicated their needs were being met to some extent
along a continuum which ranged from some of their needs being met, to their needs are
being met. Administrators indicated the development of leadership candidates and creative
solutions as additional needs being met.

Drive to be a Lead Teacher

The responses to this probe question were again consistent with the strengths of the
participants to be lead teachers is their desire o be the best teachers possible, continuously
improving their skills, and sharing their skills and knowledge with others to improve the
quality of education imparted 10 their students.
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Proyress to Date

The extent of implementation within the SBSD program varies between schools
represented by the respondents in this research, This variance ranges from one school PD
committee just having chosen a topic to other schools with several initiatives or thrusts. I is
clearly indicated in the findings that the elementary schools have made more progress in the
SBSD program than the high schools. This appears to stem from the fact that clementary
system. They have never allowed SBSD to disappear from their actual PD plans. They
have maintained a professional attitude by continuing to meet before school, at lunch and at
staff meetings just to feel confident they are doing the best they can do in their classrooms
as professionals. Long range plans have been developed by the elementary staffs which
also reflect their advanced involvement in the SBSD program.

Conclusion
The LPD course had presented the participants with a challenging innovation, to
promote and implement a SBSD program at their school, armed with an attitude of

on the findings of this study, it appears that the respondents were satisfied with the results
The strengths of the LPD course as identified by the respondents were numerous,
and they believed these strengths to also be factors of an effective SBSD program. The
weaknesses were few, however, the respondents indicated that these were equally as
significant. As without the support and flexibility, and with the varying needs, it would
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Recommendations

The results of this study identify several recommendations which could be made to
various stakeholder groups. First as recommendations to the senior administration of
Strathcona County:

1. Continue support for the implementation of the LPD Course be extended to all
schools in the county without exception. Even though it is a voluntary program, each
school would consist of some staff members who would be interested in pursuing the
SBSD innovation. This may even be carried to a further degree of training all staff to
complete at the very least Year 1, Phases 1 and 2 of the LPD Course.

2. Establish and/or maintain a central system or position which would monitor the

allow participants in the LPD Program an opportunity to share successes, failures and ideas
regarding their own SBSD program.

3. Establish and/or maintain a long term System PD plan which all schools would
be make aware of, with a commitment to financial resources for both the LPD course as
well as for other SBSD initiatives which schools may require. The concern in the findings
An additional recommendations directed towards the A.T.A. regarding

was the

participants who have completed year | of the LPD Course.
Finally, a recommendation to the participants of the LPD Course, whether they be
currently involved or have completed the course: since several participan

recommended that the participants embark on a publicity campaign within their school.
at the school.
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Possibilities for Further Research
The findings have identified that SBSD will succeed if it is ongoing. This is

supported and is regularly monitored and maintained. The monitoring of an innovation of

but also of the staff in each of the participating school and the support staff from the
A.T.A. as well as central office.

Conducting focused interviews or using questionnaires to investigate the actual
versus the perceived benefits to the school staff and the students. This would offer
empirical data on the value of implementation of the SBSD Program.

A follow-up investigation of those schools and participants who had completed the
LPD Course and are implementing SBSD at their schools. Conduct a descriptive study of

Conduct a comparison study of participants who had entered the LPD course in
year 2, and had not completed year | with participants who had completed both years of the
course. This may reveal valuable data pertaining to the value of cach year of the course.
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APPENDIX A
LETTER TO SUPERINDENDENT

December, 1992

Mr. Gordon Welch
Superintendent of Schools
Strathcona County

2001 Sherwood Drive
Sherwood Park, AB

Dear Mr. Wekch,

Further to the approval of my sabbatical leave for study of the Leadership in
Professional Devel t Course, I have received approval from the ethics review
committee at the University of Alberta. Please find enclosed a copy of the documents
which were submitted to the committee.

| am requesting your permission to contact the participants of the Leadership in
mecssiomlDevdop'mmmehominYwZ(m;.&QofGnmmw
allow commencement of interviews in early January, 1993

I have enclosed a copy of the interview questions which have been approved by my
supervisor, Dr. D. Young and would also appreciate your input on changes which you feel
appropnate.

Sincerely,

PH: 475-1168



APPENDIX B
PARTICIPANTS' LETTER OF REQUEST AND CONSENT

Dear Participant,

With the permission of G. Welch, our superintendent of schools, 1 am
doing a rescarch study on the Leadership in Professional Development Program (LPDP) in
Strathcona County. This study is part of the requirements needed for a Masters of
Education degree. | am asking for your cooperation with an interview.

The purpose of this study is to identify participants' perveptions of the LPID
Program, including the LPD Course, the strengths and weaknesses of the course and
program as it relates to perceived student benefits, and what factors are perceived 1o
maintain an effective school-based staff development program in our system.

The interview is the primary source of data collection for this study. | am
requesting that all Year 2 (Phases 3 & 4) participants who have completed Year | (phases |
& 2) be involved in this study. Participation in the study is completely voluntary. It may
be necessary to use respondents’ quotations in the research findings, therefore every effont
has been made to guarantee anonymity of the participants, as neither names nor schools
will be identified in the findings of the study. Each respondent has the right to opt out of
the study at any time. ‘ o , ,

The interview will require approximately 45 minutes of your time at our
mutual mmﬂwmmmﬂbetqemﬂdwymmﬂnfmgm
recording device. The tapes will be erased upon your validating the accuracy of the SCTiptS.

I will be contacting you regarding involvement in this study. | would like to
thank you for taking the time to consider involvement in this study. If you have any
questions or concerns about the study, please call me at 475-1168.

Sincerely,

A Al

I have read and agree to the above conditions for involvement in this study. | give
the rescarcher consent to tape record the interview. I give consent to the researc 2f 10 Use
3mvoidofnanesandschools. I understand as a volunteer | may opt out at any time
uring the study or interview.

Participant: ___Signature:___ Date:
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APPENDIX C
INTERVIEW GUIDE: RESPONDENTS

Inroduction:
The purpose of this study is to identify participants’ perceptions of the
Leadership in Professional Development (LPD) Course the strengths and weaknesses of
the course and the School-Based Staff Development (SBSD)program as it relates to
perceived student benefits, and what factors are perceived to maintain an effective school-
based staff development program.

1). What do you perceive to be the strengths and weaknesses of the LPD Course?
Probe: What restrictions affect the progress of the LPD course?
Probe: Are your in- service/professional development needs being met?
Probe:What positive comments/complaints do you have about the LPD
Course?

Probe: How are students responding to the changes in your school?

Probe: What changes are notable in students?

Probe: What do you perceive to be the benefits to you, your school, your
system and the students?

2) Wlm do yawcewe to be the factors of an effective SBSD program?
y would a school or participant drop out of the course or
program?
3) What are your attitudes and beliefs towards the LPD Course?
Probe: What are your reasons for getting involved/volunteering for this

ition?

Probe: m your views on: Mngafobjecnvu.mhmaﬂnwei
presentauon of course; presenter; content; scheduling of workshops;
cost/benefits; adult learner concemns; change process’

Probe: Hwnsmmwhmtmﬂ@ﬁmﬂmmmhml?

Probe: What drives you to be a lead teacher in your school?

Probe: \\ﬂm;smmﬁr,,, involved in this program?

Probe:Based on Souster's (1992) study, at what level of use ,,,doyouheheve
your school is at?




X

APPENDIX D
INTERVIEW RESPONSES
Perceived Strengths of the LPD Course and/or SBSD program

administrator: 1 think the program is important. Its strength is, in my mind,
drawing on the strengths within a staff, capturing every moment that is
possible to share ideas, and to in-service people on the different areas of
need. | personally do not see any weakness with the program. My
perceptions are from an elementary teacher and I feel quite comfortable with
school-based staff development. 1 think most clementary teachers would
fecl that way because that is the ‘way we have operated since | have been
involved in education, and that is 20 years. | do not see it as a new
approach. I see it as coming back to what we always felt was an efficient
delivery of staff development which was at the school level on an ongoing
basis.

teacher: | see this program as being sor thing that is directed at making the
school function better for the students. Professional Development (PD)
ultimately should help students in the end. The interest level or the subject
area of the teacher causes a drive to be perfect or to be better at what they arc
doing.

mmmggmmghmﬂmymmmhmmmm‘nf
your staff. The previous model of smorgasbord style PD without the
opportunity to come back and share or talk about what was of value to
themselves or might be of value to peers was not very effective. Now there
is more ownership and with what we know about adult learning, the more
ownership they have, the more they feel it is self controlled and meeting
their i ual needs. The chance of the staff seeing the value in that
mulummmmnmi’i ing SBSD. lmreallylnppyﬂmdiesymm
gl nting a flexible day next year, but 1 would like it to be more
flexi

icacher: The stren ,,,dkmgunuﬁgnulglpmgmmm
arﬂn@lalﬁnummmﬂnndics;hmlﬁlﬂiﬂuwmgﬂBnm
develop their program to meet the needs of the teachers and the students
within the school. Another strength is that it is school specific. The
tﬂclﬂshmwwhnﬂEHMim.md meeting the needs of the
mﬁetkanmeneds the students. Byh;vmgth:
EadﬁnndﬂleFD ee within each school do the planning
"’ﬂarﬁﬁﬂmﬂdﬂsnh

ARin ﬂiltmupmimﬁes

i mﬂ:mm;ﬁfmmmmy
deal from school to school, and from
mmmﬁmm are now being met.

administrator: One of the strengths of the program is that it has given added
mmhm hhgcamﬂywhdmutﬁ:nuwﬂlum&
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dil‘ELllDﬂ m whal \Laff dcvelnpmem (SD) shmlld b: Iike in the County af

serve lm.hcr “EEd\ md are lEdLh:f-dll‘E!Eﬂ and de:;emmhzmmn cpf PD
responsibilities, from my point of view, is going to have benefits for
students.

teacher: | see the slreny,h as giving us a focus and a purpose in what it is
that we are undertaking in professional development. Compared to the last
couple of years we feel that we have a bit more control in what we are
undertaking, and that there is a definite progression being made. Now we
are taking a two or three year look at something down the road, whereas
before it was a reactive rather than a pro-active approach. So | think that we
feel that it is more purposeful.

wistrator: The strength of the program is that it specifically meets the
perE“ml'idl developmcnt needs of this staff and this student body. It is
very relevant to the individuals in our school. 1 think further to that when it
is school-based it can be tailored to the learning styles and the individual
learning needs of each person. This is a fairly small school and by knowing
our student body we know what kinds of case studies would be relevant in
tenns of the professional activities we do, by asking a question like, "How
can the regular teacher diversify their program to meet all of these kinds of
needs?" We can take case studies of children in our school and design
programs relevant to them. We can make it very practical to things like the
individual program plans that the teachers are doing anyway. | think that
strength is the whole area of relevancy and being able to be very specific in
meeting the needs of this school and this staff,

ator: | belicve the course has good content. The

share with others was extremely important, especially their plans, successes
and failures. It was also important to share with those in the same grade
levels. There was too much to read, and probably very few participants
read even hslfufwhalwassupphed but it is a good resource. The group
activities involving schools at the same levels enabled setting up of
networks. There appeared to be more buy-in as others had seen the results
being discussed and clarified through group discussions.

\ pr: One ' - s ifficulty with a Lirger staff.
mreungm:ﬂﬁngnfnaad:.mdfnrdmnmmmamaf
identifying a co. ecnveneedvammdivduIMﬂ:uadlfﬁmhm
Then identifying a direction, while still allowing opportunities for them to
work on their individual plans. This takes time a ifficult process.

lcacher: Feedback was never given on any of the assignments we did and it
did not really matter if we handed it in or not. 1 suppose it matiered on a
personal and a school basis, but to hand in our plans 1o the instractor and
never get them back, was very frustrating. | would have liked some kind of




feedback. No one ever looked at our plan and sat with us and offered
advice. There was never any time devoted to our plan and our individual
school needs, and [ found that to be a drawback.

administrator: One thing I do not like about the program is that that new
people who are entering the course at this late date really are not at the same
level as the people who have been involved in the program for the full two
years. If these people have not done levels one and two, they shoukd not v
allowed to do levels three and four representing their school.” If just the
principal or just the teacher is continuing in the course, you lose that
collaboration , but | am finding that this causes restricted progress for the
balance of the group. They are asking questions that where covered a yeiur
ago. Either the school should go back to level one if they have new people,
or they have to separate.

administrator: The more flexibility we get and the more we get people in the
schools in the know about change and about PD in adult learners, and that
is what we've been getting through this course, then the better our chances
are of having PD in the schools that will be more effective. How effective
is still by degree. The more flexibility we get, the more our individual staff
needs are shared, and the more peer coaching you can allow for. That is a
budget constraint, however, because you have to provide the time. It is also
a threat to some individuals in that they are not comfortable about giving it a
try. So over time you have got to be able to take it away from the evaluation
process and get staff to discuss amongst themselves improvements in

administrator: The secondary principals did not want to get involved in this
whole PD thing period. | am not sure that this model of PD would be
something that they would strive toward or endorse, yet | have the feeling
from *he upper level administration that they would not be receptive to our
having 28 different models in our 28 schools. We have to come up with
some kind of PD plan that is system wide, whether it be two days a year or
four half days a year or an hour ten times per year. | think it is a possibility
but I think we would have some selling to do. Another weakness | am
finding is now that we have gone to staff development (SD) being full days,
we are still trying to do some of this drip kind of in-servicing a bit at a time.
That used to happen as part of our staff meeting and now that staff meeting
time is all after school. |am finding that PD is really suffering, so at our
school we are now trying to do it after school.

administrator: Another difficulty with the program is this two days a year
focus. You need more frequent smaller chunks of learning. The time frame
of the SB program, as it is now in the system, is not very useful.

ninistrator: 1 think our staff is at a point where they are feeling positive
that SD cannot be a one shot event. SD is not occurting on two days of the
yet our board is not commitsed enough o this concept that they are prepared
to give us four or five afiernoons, or four separate sessions. It stil makes
1O sense to have two days. It goes against anything the instructor said up to
this point, and yet we do this. I guess the big wheels tum slowly.
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supervisor: Being an optimist, | would say | think it is underfunded but, |
suppose that is unfair when you consider the salary they are paying me, and
the sub release time. | guess 1 would like to see it all linked with some peer
coaching money and have a few more specifics linked to the school PD
pluns bul lhdl is hud;_cl and thal wﬂl have to be fkme by mdmdual u.hmls
we dn not h.we d" Ih: fundmL., lhdl would be dlel-lble in an ldEdl world ‘the
I.n.,k ut .nctual release tlrm fur pecr LﬂathﬂL. ;md [he l;u,k of lrammg uf
LMI‘dlﬂd[ﬂl’ to bc”éj:écr coach cxtraordmm 10 lg mllabnranvely tﬁmai to
work in a collaborative way.

Mnistrator: The other concem is financial. To what extent would PD at
lhc \Lhml level be supported financially by central office? If there is any
centralized PD budget, under what terms will it be divided so that smaller
schools like this school here do not suffer? We are not handicapped in any
way, but it is a concern about equity. Another concern, perhaps d:peiﬂmg
on the topic we choose, is to what extent can we have guest speakers, and
whether we could afford the honoraria and so on. Another one would be
time. If March 1 is a school-based PD day, are we going to wait until
another March, aycﬁlmbefmwemgwm time to consider important
issues? The course emphasized that effective SD programs occur when the
time is right, when teachers are fresh. It should be held when teachers are
fecling refreshed. Are we going to be allowed to schedule these when they
can have the greatest impact for the teachers?

administrator: | think the benefit of SB is that central office no longer has to
do the work. The school does all the work. It is yet another thing that has
been decentralized to the schools without any resources. We received the
program but did not get any dollars to use with the program. We did not get
any time, but we have got the responsibility. 1 see it as yet another
responsibility placed on schools, and it has eliminated the system from
having to take responsibility for it. 1don't think we are to the point where
we have a complete SB program yet. We used to have it and we may have
itagain. Right now it is shared so the system finds out directions we want
tnhcadardd:yoﬁammﬁmmmﬂmm It costs the
system less. You would think if it is central-office initiated, there would be
some expectation that maybe there will be some release time or some
resources provided. When it is school based it seems that expectation
disappears. We would have to do it within our existing budget.

Student Response to Innovation

m Smmme&myhem:mmmﬂgm
mmmmmmﬁhiff sborative plas i




coaching and in schools helping schools. Schools helping schools helping
teachers helping teachers ultimately helps kids help kids.

administrator: 1 believe that we have identified. through our staft, a number
of areas that they would like to be in-serviced on, whether they are topics or
approaches, teaching practices, cooperative learning, pro-social skills, or
behavioral management. From what | have seen and observed. as more and
more teachers become more and more comfortable with those topics and
become more practiced at them, | see good things happening in the
classrooms. | see classrooms that are well managed, and that are becoming,
or are, quite efficient in the time being spent on the teaching of concepts. |
guess without having any sort of empirical data, | would say the kids are
benefitting by having more on-task time. They are having teachers that are
using practices that maximize effort.

tcacher: Apparently we picked this topic as a result of some of the poor
performance by some of our students on the last set of Diploma exams.

administrator: 1 think the biggest thing has to do with how effective and
how stressed the students are.

teacher: They are developing a lot of social skills and cooperative kearning
(CL) kinds of skills. That has come out of my being more professionally
developed, and knowing how to do it. The same with using all the math
manipulatives. Having her (the principal) here who also teaches, you can
still come here and ask for her assistance or approval any time. There are a
lot of positive spin-offs with what is happening because again, | can look at
the needs of my students and now | can identify the needs and work
towards mecting them. We have identified Lion's Quest (LQ). | am quite
excited about it because we are not looking at our needs here. It might be
interesting to take a course on someth% but we are actually looking at the
needs of our students and gearing our PD activities to help us meet those
needs. We have the capabilities to do that now, whereas before when we
did not have that input and it was much more global as PD. You could not
tailor it as much as you can now.

administrator: If you have teachers focusing on improving instruction,
certainly the system as a whole is going to benefit. The quality of
instruction imparted to students would certainly improve. Perhaps the exam
results and the achievement level of students would also increase.

ieacher: 1 think the students are getting a stronger program because the
entire staff is being in-serviced on certain things and it has allowed us to
have some continuity between grades and between programs within the
school. | think they are receiving some continuity between what they study,
as well as between teachers and between grades.

admigistrator: | think the students are oblivious to it. Maybe the seachers

WMW{%MM&MWMMuamMM
was a result of the SD. | think it has had some payoffs for the students with
the kinds of leaming activities they have, but | do not think they are

consciously aware of it. | think my seachers are ot teaching process
writing. | think nhawumy ing their chi ' writing in terms

of diagnosis and to steer those kids. So the kids are getting more

02



individualization in terms of the direction their writing is to take. They are
getting a stronger process writing program. | do not think it is anything that
they are aware of, although it has a very positive impact on the the teaching
skills of the teachers in this school and that is the program they are able to
deliver. It certainly has payoffs for the kids.

teacher: 1 would say we are not at a point in our SBSD program right now
where we can see changes in our students.

teacher: So far | would say we are not at a point in our school where we

would be able to notice students responding to changes or that changes are
notable in students.

administrator: No we are not at that point yet because the program really
has not taken off. Our first in-school SD is projected to take place on March
10, and we have a whole day of events planned. We have not done
anything yet, except choose a topic.

Benefits of the LPD Course and SBSD Program
1. Benefits to the participants

administrator: My only concem is, personally, that it has been more of a
personal evaluation in how effective have | been at implementing what |
have learned from the course to my school.

teacher: For me personally, the opportunity of taking the course has been a
real learning experience because | have learned a lot about working with
adults and about how we learn and how | leamn. Taking the course and
being part of the commitice has certainly tied me into becoming involved in
PD. For me personally, it has been a lot of personal satisfaction and a
feeling of accomplishment. I think we as a school have certainly improved.
We have developed goals together as a school, and we have looked at our
needs together as a school staff, and we are going in one direction together.
We are working together a lot more as a team. 'ﬂisg:vzme. p 3
some good ideas about where those people (adult learners/stafi
are coming from, how their thought processes work, and how to approact

teacher: The course provides ideas that, can not only be applied to staff, but
can also be used in the classroom with students.

administrator: One of the strengths of the program is that it has given added
impetus to PD. |t has certainly sparked my enthusiasm as well as that of
my teacher representative gue. It has given us some ideas on various
group processes that can be 0 generated topics, 10 create sta
M.'::&?mﬁ g (SD) iit:uﬁ‘m
direction to development (SD) should be in the County of
Strathcona. Research indicates that the best SD programs are those that
responsibilities, from my point of view, is going t0 have benefits for
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students. | have always been interested in PD and this has really vitalized
my enthusiasm, and made me an active participant in planning what would
hopefully be a meaningful program for the benefit of our teachers and
students. It has brought me up to date on research in PD and the kinds of
things that can be done to enhance the quality of SD programs. It has made
me aware of the need to be leamers on a continuing basis. Learning does
not stop, and one can always pick up ideas. It has helped me become
familiar with some cooperative education techniques and related group
processes.

ieacher: Personally | am more involved because of taking the course as well
as being involved in the program. | have a more vested interest in it. There
is certainly some extra work involved and yet it is not of an uncontrollable
nature. It does not take up too much time. Italso gives you a clearer
understancing of the needs of other teachers, not just thinking of yourself.
You can see what the concerns are of other people. It gives you the
experience of organizing things for larger groups of people. | guess it is a
selfish reason. | have taught so many years that | like to try new things just
to keep my interest up so that | do not get in a rut. Secondly, | like the idea
of finding out what others are doing in other schools. 1 think you leam a
great deal from that. 1 think it increases the opportunity to work with and
know the staff better. When some new idea comes out it is always much
casier to leamn it at its grass roots than it is to have somebody else tell you
about it or teach about it indirectly. If it makes your seaching run more
smoothly or makes the job more satisfying, then go for it.

teacher: There is a benefit for me in that | have a greater say in what it is
that I am undertaking in PD. | looked upon it as an opportunity to develop

administrator: Benefits to me personally are first, some self-satisfaction,
that | am able to help address some of the PD needs that my staff have
identified either individually or collectively. Staff development is a very
important consideration in terms of my own philosophy so I get a lot of
saﬁsfxﬁonﬁmnﬂgSBpmgnmwhaelmnblnqhﬂpmyaﬂ,m )

their needs. Second, in terms of self, now that administrators are in a role
of having to evaluate teachers, which I do not find is one of my favorite
roles, | would rather be a coach than an evaluator. However, I am an
evaluator and within my evaluations | observe trends in my school, either
overall strengths or overall weaknesses in the teaching that my seachers are
doing. I think, by being on the SBSD committee, I can add some parts to
the PD that address strengths or weaknesses that | see in their teac
exauple.mybemovaﬂlmﬁliml:&nhynduga
good job of basic teaching, but they do not know how to pros
emidlmentorhuwdt;chli Ii;gedﬁvuygi!ﬁdﬂnimh
something we are doing in SD, some opportunities can be prov
to improve in those areas. Qrmyhenumﬂm;ﬁelm::mﬂ

we offer | can manipulste things a listle bit 50 that the kinds of
planning that are needed are addressed and them | might see some transfer o
what they are doing in their classrooms, and thus their cvalustions may be
improved. So that part of it is in my role as an evaluator, | am able 0
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address their needs. A third benefit is | tend to be a fairly controlling
personality and when it is SB | have a lot more control than when the
system says, Thou shalt attend this session and you will all be happy!’ |
feel a little more in control of my own fate and the fate of my staff members.
I see myself as kind of a mother to them or a role model, someone for them
to work with, and | think 1 can protect them a little bit, encourage them a
little bit, individualize a little bit when it is SB rather than when it is system-
based. So those are some of the benefits to me. | think the instructor has
given me some good things to use in terms of the PD program in our
school, and also at my staff meetings and group meetings. | have
developed some new strategies. | therefore believe it has strengthened me as
an administrator, and it probably has strengthened my teacher representative
in terms of working with staff as well as students in the classroom.

2. Benefits to the school staff

administrator: What | am finding is teachers getting more benefit out of the
whole ideas of SD, taking ownership of the problem or areas they want to
improve in, areas where they are not satisfied, and they are feeling
comfortable saying yes, | would be really interested in improving my
situation.

administrator: | think it is going well. Teachers are feeling more and more
also work with our through many in-services to provide staff with an
ing of where things are. Then they experiment in their rooms.
t eally cmphasins he i o velo oo machers. T paces o
it i ility o lead teachers. It places the
adﬁn:’swwminafwﬂimmkndumm:dimmm You are
able to draw teachers into a leadership position, having a division one,
qumm.mwmmo;emdnglgfw.
ive, six representative attend ings. You emphasize lead teachers,
and lead teachers share and work with staff. 1 think what it does is enhance
collegiality. It reduces their barriers, or perceived barriers to change.
Admunistrators can not "do it all”. We never could. Smoke and misvors and
illusions are not the way to function. It is a benefit to collectively share the
leadership roles in various facets of the PD plan. We have some staff who
cmnmnynacvamngmgedlerm“m We have developed our
is not a hundred miles away. You can count your expertise within your
school. It allows every staff member to be recognized for the things that he
student record portfolio in-service. This is coming from staff identified

and that lets ws reduce the inhibitions 10 atempt
mmuaﬁm—m;m




because the administrators recognize that leadership is everyone on staff. |
think it places the ownership on each one of us to make things current, to
take some ownership rather than having things imposed from above. It also
creates a remendous growth mode, and in our case it has led to over half of
our professional staff going back to school and pursuing graduate work.
And | think that is a really strong factor. 1 think it helps spur professional
growth in the school setting. and also in attitude, and that is exciting,. We
are developing lead teachers in the areas that are of interest to the staff, We
have creative solutions put into effect such as the Drip Method.

administrator: 1 think the teachers are feeling that they are finally getting
more results. We conducted a vote where they spent a quarter, so they
could weight their priorities individually, and then as a group. We shared
that information and we are trying to narrow and focus on what they want
for the March day and we will do our own SB here.

teacher: We are identifying all these needs that before, perhaps, we did not.
Everybody picked something that was of iterest or they saw as a personal
need. Now we are really looking at our needs, and our needs are great.
One of the very positive things of the program is that it certainly made
people more aware of their need for PD. It has certainly allowed them to
take more ownership, and I think people are becoming a lot more involved
in PD, not just on PD days, but generally, because their needs are now real,
because they have had input into identifying them. They have some support
and then they say okay, but | need more support, so what can | do for me?
I think generally speaking, it has certainly increased the amount of PD
among the teachers in general. We have developed goals together as a
school and we have looked at our needs together as a school, and are going
in one direction together. We are working together a lot more as a team.
We are looking at the needs of the school in general and identifying
common threads and we are working together as a team. My PD is not just
me, but | am also working with other staff members because | know we are
meeting the same needs together. Teachers have a lot more input into what
areas they are going to be more proficient at. There is a lot more buy in.
Teachers are becoming a lot more actively involved in pursuing PD. We
now have a plan in place. We have established goals at our school, and a
lot of that came through the community school. We have established our
priorities for PD. Wehvemﬁgiﬁnglldnmgzninmwhtm
really want in terms of needs. We have to keep working on that as we still
have work to do in area of ownership.

administrator: It has helped to focus SD as an important tool for learning,
and SD appears on the agenda of every staff meeting. Some reference is
madenmmdhm&ﬂ It has given us ownership and
responsibility. You do not have SD done to you.

& two or three year look at something d
lMMwMMﬁenhiﬁlﬁ:ﬁw 1 thin
mmamrmn“ﬁemuﬁuhug
on certain things and it has allowed us 10 have some continuity

in-servicnd
mMyMﬁﬁyﬂy.uwﬂnmgm-d



hetween grades. For the school, there is a definite focus in what it is that we
study. The program is providing a focus.

1. Benefits to the system

iministrator: From a system perspective, | think as you have staffs
erully re;epnvc to new ideas, the system helps to assist to sponsor the
expertise in the school. The whole system benefits because you then
develop greater expertise levels across the schools which the system could
also utilize in planning system events,

icacher: Within a system, whenever your teachers are more professionally
developed, the needs of the students are being met. Professional
development and the needs of the students are tied more closely. There is
no doubt that the system is going to benefit and it is going to increase the

quality of education system wide.

administrator: If you have seachers focusing on improving instruction,
certainly the system as a whole is going to benefit. The quality of
instruction imparted to students would certainly improve. Perhaps exam
results and the achicvement levels of students would increase also. For the
system itself it is helping to decentralize some programs. There might be
some cost benefits for the system.

teiacher: If the teachers' needs are being met then certainly that is a plus for
the system. | would certainl umgmﬂmﬂmulessuﬁkalﬂgmty
office level in setting up prof development activities because a
mamtynsb:mgdmnﬁgm Some of the work is being handed to
the teachers. It puts more work on the teachers’ shoulders and yet that is
whatmemhmw;nthmuaemsﬁumgdmm

administrator: A benefit to the system is probably the staff would feel that
d\euneadsmbangMMﬁﬂle:chmlkvdmddgsymhgm
support that. They are meeting teachers’ needs. It costs the system less.
You would think if it is central-office initiated, there is some expectation that
myﬁdﬁewﬂlhemreﬁsmcrmmm When it
1s school based it scems that expectation disappears. We do it within our
cxisting budget.

Perceived Factors of an Effective SBSD Program
Factors of an Effective Program
admipistrator: Our teachers understand that PD is not effective as a one-

time shot; therefore it must be broken down to segments, and must be
ongoing.

administrator: At least the one this ﬂmmﬁaﬂwﬁmwhﬂﬁemd
the two hours, was that you could divvy it u 30 you get into what Joyce

Junting calied the Drip Method of PD. | could only take in 50 much at
lmﬁlhynaﬁadm-)mk d work with it and come back and
b@m&hhmﬂm&m&yﬂm
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They could then build on, review and reinforce it. From what we know
about teaching, that makes a whole lot more sense than gorging and leaving,
and saying, "thank God that's over.”

: | personally believe that we need to move into a greater

partnership with parents and we need to give students more responsibility

for educational goals. I think we are providing them with a very sound
program, particularly science and math, for those who manage 10 survive
through high school in that background, but that we have done little to offer
them opportunities to set educational goals as lifelong learners.

ninistrator: It is good to have some time that is not part of our personal
time but is part of our regular day to meet the SB program needs.
However, [ think there has to be follow-up. 1 do not think a one shot affair
is very effective most of the time. | think the most effective SB programs
are those that have a variety of things that take place over a long period of
time.

Flexibility of Professional Development Times

administrator: In terms of the time structure | found the model of having the
third Wednesday of every month for PD of school-based staff development
much more useful than | am finding the two days a year.

administrator: 1 have been opposed to the March timing. | am really happy
that we are going flexible next year, and | am waiting for that, but | still
would like it to be more flexible. The more flexibility we get and the more
we get the people in the schools in the know about change and about PD in
adult learners, the better our chances are of having some kind of PD in the
schools that will be more effective. How effective I think is still by degree.
and the more peer coaching you can allow for. The board could back out of
the management of our schools and let the schools be more flexible and say
to have 18 days out of these 192,

administrator: They have seen the benefits of in-school in-servicing. It
could be a group of teachers who do not see SD as happening twice a year.
Instead, whenever the need arises is when | would like to know more about
it. Hence, you have a staff that feels together cnough that they are prepared,
that they do not see SD as occurring strictly within a school day. Staff
cvelopment can occur at lunch hour, and will occur at lunch hour and afier
school and means that the staff that feels the benefit of going to this in-
service, but this in-service is on my time we will say, ‘out of school time',
ﬁ!fﬂll&fﬁ!ﬂdlﬁtﬁ'Wﬂ‘dlplﬁmmhﬂehms 7
SD. have a need, | need to be in-serviced on something and | am prepared
to give up time outside of school time %o be in-serviced on it. They are

(PD). They are secing that SD cannot be a one shot thing. Staff
development is not occurring on two days of the year. They feel like | do

enough 0 this concept that they are prepared © give us four or five
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afternoons, or four scparate sessions. It still makes no sense to have two
days. It goes against anything the instructor said up to this point, and yet
we do this. | guess the big wheels turn slowly.

teacher: | personally feel it is moving too quickly and | do not think we can,
at our school, move at the speed it is moving. It would certainly be feasible
to spread the course sessions over a longer period of time.

administrator: It caters to the needs of the staff. It is practical, and there is a
carry over to the classroom. It leads to a commitment to improvement and
constant self-evaluation. It is over an extended period of time so that the
idea towards continuous leaming and improvement shapes the attitudes of
the teacher or the participants.

administrator: | guess it is a preconceived notion, but in my own mind,

leadership in staff development has to be a process, a slow process.

administrator: It is a process that cannot be rushed. It might be interesting,
or it might be a good idea to take level | and then, give people a year off,
only have the meetings. | eluded to having meetings after the course was
done. Have level 1, but in the following year build in a couple or three
meetings throughout the year, and a chance for the network to get together
for feedback and sharing. Then at the end of the second year people would
have a very clear idea of their areas of need.

The Change Process

administrator: Three years to get a staff comfortable with the process
sounds good to me. That is really what | am looking at. When did we
start? A year and a half ago, approximately. | would say in another year
and a half, if we continue, that will be fine. I think they are not lying down.
ﬂwym»dnpointwher:diqugnyinmwuﬁﬂml-m;wem
not intcrested in system wide. We have a fixed day next year and a floating
day. Great, let us make them both in school.

administrator: If change is to be really meaningful, it has to be a three to
five year process of implementing. Teachers have to feel comfortable to
experiment, to celebrate success and to celebrate failure as well.

wphasis on risk taking, and encouraging staff to be

C in ieaching methods, strategics and philosophies. There is an
and go but teachers are still in the classroom, and the bottom line is the kids
and trying %0 encourage staff growth. Another factor is a sease of ,
ompowerment, because if we truly want kids %0 be empowered 10 be critical
thinkers and productive students, then tcachers also have 10 fool thet they are
empowered 10 be critical thinkers able t0 make change. There has got %0 be
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a problem-solving attitude among staff. There has to be an egalitarian
school approach. The administrative style has to be one that appreciates
individual differences and at many times the administration leads by
following.

rvisor: | think that it is absolutely essential that administration in each
building be completely supportive in working with the PD committees at
every level and every stage that they implement, all along the way.

administrator: Administration is supportive of SBSD, encouraging
teachers, and supporting the ideas of creating local expertise in certain areas

s0 you can draw on certain pockets of your staff to provide in-servicing to
other teachers. An administration that believes in SD to the point where
they are prepared to provide release time, may possibly build into their
budget opportunities for peer coaching and peer collaboration and inter-
school visitations.

administrator: If the administration does not support it, it becomes token.
If it is not perceived by the staff as important to the administration then |
think it would be very dificult for the staffs to place any sort of importance
on it. | think the administration has a role to play in supporting it, not only
in terms of time but also in terms of money. If it is important then even in
tough budgetary times we can find ways to support teacher release time.

teacher: You need a leadership team. You need buy-in by teachers and
staff. You need funding, time, resources and support from central office.

Support - Time and Money

moncy comes in is if you need the money to buy the time. | think we have a
lot of materials and a lot of people we can call on without a lot of funds.
Whether it is from the A.T.A., or our own school system, and even your
own building, the resources are not being well-valued and shared because
you cannot get the time. So focusing and directing it and having the time
are your major needs.

administrator: 1do not know what the total cost is to our system, but
certainly I think it is the one element of support we are getting in terms of
the SB program. We are not getting time and we are not getting any direct
dollars. This course is the one benefit we are getting. They are at least
giving us the sub time for our tcachers and whatever it is costing for the

fcacher: 1 feel that you need PD release time in order to do an effective job

of it, not to just do a job, but to do an effective job.

adminisirator: You have 1o have excelient resources, whether it be video
materials, in order to have an

o pesomncor it direcedlaring ma
e thet s Ok partof our persondl e ous s st o g some




mecet the SB program needs. | think there has to be follow-up. 1do not
think a one shot affair is very effective most of the time. [ think the most
effective SB programs are those that have a variety of things that take place
aver a long period of time. For example, you might have a three year plan in
some areas, and other things like Project Wild may be just a one shot event,
so it is important to have a variety that allows whatever you selected for
your program to be carried through.

Support - Parental

administrator: | believe that we need to move into a greater partnership with
parents and we need to give students more responsibility for educational
goals. |think we are releasing them with a very sound background,
particularly in science and math, for those who manage to survive through
high school. But we have done little to offer them opportunities to set
educational goals as a lifelong leamners. We are setting them up for success
in institutions to get papers, and to get jobs, but not in terms of a junior high
or a high school kid getting an opportunity to identify a topic that he would
like to leamn and to have mentors and to set up his own schedule and
determine the scope of his own learning.

administrator: You can show the parents all the research you want and you
are not going to win them over. So the biggest thing for me would be to
have a lot of parents involved in your educational thrusts as a school so that
you get a balance, that you get some people rather than a few who are
directing the advisory council capacity of your school, and depending on
who those few are, they could be highly influential as the squeaky wheels
and not share the general community beliefs in the system. That is always a
worry because we do tend to have very small numbers because everybody
is 8o darn busy.

Networks and sharing

administrator: | guess having some kind of network or an advisory capacity
for your particular situations over time would be really nice. Maybe it is
unrealistic, and maybe not, in terms of funding and who would do it and so
on.

administrator: | think it would be valuable to share the change process with
the whole staff, at least the bare minimum, something about the change
process, something about Joyce and Showers PD collection of data and
something about adult learning, about the difference between how kids and

adults learn. We are planning for one another and sharing with one another.

Give them more responsibility for their own professional development, and
in general they want some of that. By giving it to the school we are
allowing at least some people to have more control of PD and allowing the
groups to tailor it. '

adminisirator: Parental support is positive if it sets up some kind of
networks that we continue to have long range pians between groups from
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one school to another. Maybe that would be one of the biggest plusses
coming out of it in the end.

administrator: I think it is an opportunity that I welcome to get together with
people from other schools and talk about what they are doing in terms of
their SB programs and share some notes and maybe build some bridges and
get together on some collaborative kinds of projects. So | see it as a real
opportunity for sharing.

administrator: I would like, at some point, to have an opportunity to pet
back with this network, maybe meet once or twice a year and do perception
checks and have a rap session about what new happenings are going on in
cach of the other staffs, what are the successes, and what have been the
failures? I think that to me is the next step. I think there is only so much
you can give us. | think my suggestion would be to have an opportunity 1o
get back together, but not often. Once or twice a year 10 have an
opportunity to sit around the table and rap and talk about successes.

Professional Attitudes

administrator: There should be a professional attitude towards SD. | have a
need, | need to be in-serviced on something and 1 am prepared to give up
time outside of school time to be in-serviced on it.

administrator: It leads to a commitment to improvement and constant sclf
cvaluation. Itis over an extended period of time so that it shapes the
attitudes of the teacher or the participants. It is the idea towards continuous
learning and improvement.

administrator: So often we have (o stop and think what it is we are counting
in schools, because that tells a lot about what we think is important.

teacher: As well as being directed by the teachers, there is certainly a
commitment to the program once it gets initiated.

Ownership

teacher: If not total, a high percentage of staff involvement is important, but
preferably total. It should be more teacher directed, not directed by the
administration,

administral : Staff are seeing a need for change and ownership, seeing
that nothing is being imposed, and improved timing to actually reduce stress
levels.

supcrvisar: Itis essential that seachers need 1o determine their own
directions and empower themselves.

fgeacher: There has to be staff input. It is really vital that the teachers have
had input in it, for the seachers have time to identify their needs and to find



soime common threads in their needs, and to have input into the planning. It
is vital; it has to be there. It cannot be a committee making decisions for the
staff. That is not a whole lot more effective than county office making
decisions for the system. Those teachers have to have input, and real input,
not, "we are a committee that represents you and this committee will make
the decisions and this is what PD is going to be in this school.” It can also
not be an administrator making those decisions. It actually has to be
teachers having real input into it, because without that there develops a lot of
resentment. It is something that is put on them that they have to do, and out

of that resentment you dissolve all the real benefits of it. So they have to
feel that they are empowered.

adin : One factor is that everybody has to have some input. [ think
it also has 10 be well planned and within that planning it has to meet the
needs identified through the input given by the staff.

Focus

i istrator: Focusing and directing it and having the time are your major
needs. In terms of success, focus and an understanding what your prime
goals are, what is shared and what is the priority.

Collaboration, for needs identification and implementation

supervisor: Grade groups or departments in schools need to go through
having someone facilitate with them in a collaborative way, to determine
what their own needs are. Therefore a needs assessment is essential but not
a paper and pencil needs assessment that is written for somebody else.

They need to determine their own directions and empower themselves.

administrator: One factor would be teachers who feel comfortable
expressing or admitting that there is a need that they have and that they need
in-servicing. A group uf teachers who do not fear change because they
have already experienced it, and true SBSD, staff will say that is how it
happened. They have seen the benefits of in-school in-servicing. They are
to the point where they are saying "we want school-based. We are not
interestad in system-wide."

Needs Differ

feacher: AImnfﬂguﬂ:rplannmgﬁatmwhzfmdndmtmsmﬂy
meet the actual needs of the teachers within any given school. The needs
vary a great deal from school to school, and from teacher to teacher. and we
are now meeting those needs.

m We are using our SBPD money 10 address the needs of
iduals. We have a school plan and then we have a small group or an
mdwnhlplmnwell




teacher: When county oftice planned PD or even if you look at PD in the
aspect of teachers’ conventions, it met certain needs, but there are a lot of
needs right at the school level that those Kinds of sessions can not meet that
these (SBSD sessions) can meet.

Collaborative results

administrator: You not only need somebody to work you through and see
some examples, but you need somebody to make you feel that it is worth
the stress to make the change for up to 40 times until it becomes part of your
repertoire. We just have not got a system yet that is set up for following
through like that, but we have more of a chance now. The more flexibility
we get and the more we get the people in the schools in the know about
change and about PD in adult learners, and that is sort of what we have
been getting through this course, then the better our chances are of having
some kind of PD in the schools that will be more effective. How effective
is still by degree. The more flexibility we get, the more your individual
staff needs are shared and the more peer coaching occurs.

dministrator: Maybe we really want people who are thinkers and problem
solvers and have some control and direction in a program, and have some
individual mentor-ship kinds of relationships with teachers and value them
as people instead of policemen up there who check what we do and give us
a rating at the end.

supervisor: I could see schools that feel that there is going to be more
funding support coming from central office, getting discouraged if they
begin to feel that there is no support funding for the initiatives that they have
bothered to do a need assessment collaboratively on. If they fecl that it is
not going to come to fruition, they will not be able to get where they want to
go because of time, release time, funds for honoraria of speakers and
facilitators and whatnot. I think restrictions in funding have sort of

administrator: | have some concerns when we talk school-based staff
development, those being, facilities, money, and resources. That is going
to be a concern and | do not think that it will ever go away. Thatis a
concern whether it is a concern for me at the school level, or at the central
feacher: We are not too sure whether we are going to use local resources or
whether the instructor is going to have ideas, and also what kind of costs
might be incurred. 1 think finances is one big thing, and the other is time.




administration: The key restrictions are money and release time. There is a
need for more than rhetoric, a need for more long range commitment from
the system, a need for a greater resource base and, a need for cross training
to allow expertise to develop throughout the schools and the system. There
is a need for more time as well as money. Our teachers understand that PD
is not cffective as a one-time shot; therefore it must be broken down into
segments, and must be ongoing with long range commitment,
experimentatior trials, and revisions.

administrator: We have all these classified people that we need to provide
PD for. If you are doing one thing that fits the certified staff you have to
come up with something else then you do need support for doing that.

administrator: It is going to take a lot of time, and you can not do it in
science and in math and in language leaming (LL) and on continuity, and
meanwhile we have more discipline and behavior problems. So your
teachers are needing sessions with Jim Coombs on how to hold kids who
are kicking and screaming and biting and punching. That is a necessity.
You have got to do it now, and you have to practice it. You just can not see
it once and remember it.

teacher: Time is always a restriction. This year particularly, elementary
schools have found that time to meet has been very restrictive. Time to meet
with our staff to develop goals and to develop our needs has been very
restrictive because we have so many issues that we normally dealt with at
staff meeting that we could not do this year. We meet most noon hours,
and we meet all the time. We are meeting to death. There just is not enough
time, and people are beginning to resent that we need to meet again to
discuss something, so time is a really big factor. Time will always be a
factor, not only in time to meet and get together and set our goals and
establish them, but also when are we going to implement it?

administrator: Certainly there are time constraints and financial constraints.
Is the system committed to going SBPD in toto or is it going to be a mixed
bag with some central planning and some focus at school? At the moment |
like this mixed bag where you are totally in control of where the March PD
is going to be in school. There is some direction, but to what extent is it
going to be there in the future? 1do not know. The other concern is
financial. To what extent would PD at the school level be 2d
financially by central office? Is there any centralized PD budget and under
what terms will it be divided so that smaller schools, like this school here,
do not suffes? We are not handica in any way. It is a concern about
equity. Another concern, perhaps ing on the topic we choose, is to
what extent can we have speakers and could we afford the honoraria?

teacher: Certainly money is always a factor, and time. There is the
planning time as well as the actual time to hold whatever PD activities that
you wish to participate in.

admisistrator: In having some peer coaching (PC) and being SB, the
woblgnishowdowccovad:emﬁ.whenwedomhawuydﬂiﬁz
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Lack of support from administration

administrator: Their (teachers’) perception is sort of you Gidministrator) are
an evaluator and they see you as doing your nitty gritty paperwork and so
on, and they do their teaching, rather than looking at you as a resource
person. We are all in here to make this the best education process for the
school and the kids, and unlexs they (the system) do something different
with teacher evaluation, | do not know how they are going 10 get rid of that,

teacher: | could see lack of support of the staff, or indifference from the
administration. This indifference could lead to the money and resources not
being accessed.

administrator: Administrative support and a resistant staft are two coneerns
and this course is enabling the participants to go out and convince their
staffs of the benefits of SBSD.

External restrictions: curriculum

teacher: 1 think so many changes are coming so fast it is hard to meet all the
necds. It will take so much time to in-service on everything. A majority of
staff would feel that programs and changes are brought in without enough
planning and without preparing the teachers first. Yet because of time and
money constraints, | suppose it is not always possible.

teacher: The other inhibiting factor is all the new programs. We have the
new math coming out. We have the program continuity. We have the
language learning. We have the new French program coming in, and you
just look at all the new programs that are hitting clementary, and just to in-
service teachers enough to be able to cope with those new programs is
going to take way more PD time than we have. So where do we find time
for thinfs like program continuity, or the new spelling. As an example, if |
need help on spelling, or | need my personal needs of my students and
myself. There just is not enough time because there are too many things
coming at us from Alberta Education that arc mandated, that the other things
that we need to do such as social skills, or Lion's Quest, or pro-social
skills, may not get done. Where are you going to find the time because all
our PD time is being taken up by things that are compulsory, that are
mandated, and we are overloaded. It is really MmuMy at the
clementary level, but | think probably throughout the whole system, as there
are too many new things coming at us at once. So just to keep our heads
above water we are using all our PD time for the mandated stuff. There is
not enough time left for us, for perceived needs or personal goals.

administrator: 1do not think i f The problem
l “mhknaan:vmpiamm The minister
will not sign and mandate it but | do not personally believe that. 1 believe it
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I8 @ critical issue of education and it was there 20) years ago just under
another term before it ever came up as articulation and integration.

administrator: We are not specialists, or there are very few specialists in an
clementary school. | think our perceptions towards staff development as
clementary teachers are different. | think we value it, more so than possibly
high school teachers. With changing curriculum, changing approaches, the
new trends that come along that are deemed important by either the board or
by the department, it is a struggle to keep up, and things we can do on an
ongoing basis in school really do help teachers.

Additional internal restrictions: Staff ownership

administrator: Another restriction is the level of acceptance within the staff.
A staff has to be at a particular level where they actually feel empowered to
be able to really participate, identify concerns, experiment and attempt to
implement changes.

teacher: It actually has to be teachers having real input into it, because
without that there develops a lot of resentment. It is something that is put
on them that they have to do, and out of that resentment you dissolve all the
real benefits of it. So they have to feel that they are empowered.

Staff Stability

adminjstrator: The problem was that I would have a turover of close to 50
percent in a year sometimes, and you would just about have everybody
nicely ready to start that process next year when there went part of your
staff. You would have to start again.

administrator: Another factor is staff stability. When you have different
players every time, it is hard to have an effective SB program. That is
certainly a problem at this school. The staff changes a lot. We have a lot of
wmp(t"fm:ty:f!d k conu':'cetlcachcrs.sowhmtlmmcmsnude
to staff, irst people to go are the temporary and probationary staff.
People find this school is not the most central location in our system.

Time management

supervisor: Sometimes [ think they see me as being maybe more interested

in it than they are because they have so much on their piate, and its just one

of their priorities. It might be lower this month than last month for them, but

lthm_ktmym pleased that the system followed the strategic plan and
y in this capacity.

admigistrator: It crumbles after a while. You end up with people going off

the end and using a lot of negative sabotage energy because they
mmmammmmmmnmm
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to recognize it and back off, and sometimes you do not know until the backs
are up against the wall. That is a hard call. We do not round table it enough
in education. We do not have the tinw and the opportunities to interact. |
do not think we are keeping up fast enough to the degree that we can
manage and the time we have. The problem is, in the clementary school
right now many things are happening.

feacher: Time management is a factor.
teacher: The teachers may be involved in too many things, spreading

themselves too thin, but definitely [ do have to say we are usually too busy,
all staff, and | know that applies to everybody.

administrator: This staff has a high level (approximately ) percent of staft)
Gf s&ess and pemnal fauan W‘hlgh ..lffeu the ume lhe-ie mdlvulu.sls are.

teachers but are not wnllmg to commit the extra time as lhelr permn.ll mmm
are by far more important to them in their situations,

Resistance to change, lack of staff support or buy-in, negativity.

tcacher: 1 think there is also still a tendency to let whoever is doing PD look
after it and just follow along. I think elementary level teachers have to cover
so many bases it is always easier to let somebody look after this, and
somebody look after that. | am not sure that there are still enough people
involved, taking enough of an interest to commit themselves as far as the
work involved in PD.

jcacher: | found that very difficult about PD. Why would somebody not
buy in? | mean, why would you not do this? It is part of my job to
cooperative-unit plan, and | have gone to teachers and said, “give me the
unit plan that you have, whatever you have on this topic. | will go through
it, come upwnﬂimodlenesuurces.mﬁeldmpldeas or a whole
bunchchdaundlmﬂgweyouahalfdaysubmnmw:ﬂimmd
together we will see what we can do to expand on your unit.” They respond
with, "That is fine. [ do not need that right now but if | do | will let you
know." Many times | get that.

teacher: Itis hard to make people do something they do not want to do, so
it makes the job harder. These people are very demanding on your time and
your energy, but if you have some successes, one or two, it helps make
your job worthwhile.

administrator: Plnofltmyalsnmﬂmﬂ:psydm-mﬂmmd
change. ltwmldhzﬁma&anngmﬂ:amnﬂc“ummmmsmr

Teachers are viewed as change agents, involved in daunting tasks, but |
think that historically also, innovations were cither/or.

pistrator: It is also a threat to some individuals in that they are not
mﬁmﬁlﬂ:mmnn!y

scacher: One reason might be because of lack of support of their staffs.
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administrator: The staft are saying, we are interested in this, this, and this.
It may be three or four different topics and at some point I personally have
to make some hard decisions because building consensus on a large staff is
difficult. Yes it is difficult.

adininistrator: Another constraint is negativity among certain staff
members, especially the articulate ones.

Reasons to Terminate the Program
Participants’ Involvement as Viewed by Staff Members
Administrators

administrator: | am involved because the program required an
administrative representative and | am one of the administrators on staff,
One of my job descriptions is to look after SD and PD, so that is how |
became involved. | think teachers as a whole realize that | have been
involved in PD before, and | am enthusiastic about it.

administrator: The staff really like that whatever they are doing, | am in
there like a dirty shirt doing it too. They like that I am not on a pedestal,
removed from practical things. For example, eleven teachers from our staff
went and took math "their way" on Saturday momings. | was not teaching
math at the time. | certainly was not teaching primary math at the time, but |
was there every Saturday moming learning what my teachers were leaming
so that when [ was in their classrooms | would be able to encourage them. |
was able to find out what kind of resources they needed and support those
and put moncy aside for them. They knew that what they were doing was
important enough for me to participate. They really liked my involvement in
the activities. In terms of the planning of the activities, 1 do not really think
enough to know that | support whatever they decide that they need.

administrator: | think people feel good about my role. They do not feel
threatened by me. They do not see me as an authoritarian, making decisions
for them, and in fact | am extremely careful never to say, okay, this is what
wc“will do.h l‘;' isa‘l'\'vda{r&‘g:}(ntgh to be based on what you have told me, we
will go with this, ink that is important. It probably happens with
some staffs, that there is a need. and boom, the principal dictates what is
going to be done about it. It is a fact of life that some administrators have to
do that. | mean that is their responsibility. They are in charge of that staff,
and if it is important, it has to happen some way. 1 think there are ways

around it in terms of approaches. So my personal style is not to be a leader
per se, | like to be thought of more as a facilitator, a coordinator, or a
supporter.

supervisor: | think they view me as a support person, a catalyst support
person. | think they view me that way. YR
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Teachers

teacher: They expect me to do it with every bundwagon going around. Oh
yeah. that is one other thing you are doing. | do not think that staft is very
aware of the fact that | am taking the course. They certainly are not really
aware of what has happened in the course. They are oblivious o what
actually happened, except the actual members of the PD committee. and we
pass some articles to them and discuss what we talked about. 1 would siy
the rest of the staff would be totally oblivious to the course and our
participation in it.

teacher: If you ask most of the teachers they will tell you that | am very
active in a lot of things in the school. | definitely take a leadership role in
this school in certain things. 1also speak up, whether it is what people
want to hear or not.

teacher: There is probably some thankfulness, or, "1 do not have to
organize it. Somebody else is doing it for me." But the selection | think
was a concern to some. There certainly has been a concern by a few people
as to how the selection was made. Two of us were asked if we would be
willing to be PD representatives and at the first staff meeting of the year, we
were appointed as such. The staff was told at the staff meeting that we
would be the representatives and no one else had the opportunity to
volunteer. | think this conflict may have been a big concern to some.

Attitudes and Beliefs Towards the LPD Course

teacher: [ have really been enjoying the course. | think it is extremely
worthwhile. The instructor uses so many small group activities, not only
things you can do on staff, but also ideas that can be used in the classroom
with students. | found it extremely interesting to attend these, and | never
found myself checking my watch. Part of it might be because of the
instructor, and part of it, | think, was because of the content, it does interest
me. Another factor is that | enjoy the people that are taking part in this
program. lt is nice to do something with people who are not just high
school social studies teachers. 1 have enjoyed it very much. 1 think it has
been very worthwhile compared to some workshops that | have attended.
Another factor might be as the instructor suggests, “the things that are most
worthwhile are not your short one term, one-shot sessions, but being
ongoing you get to build on what you have learned.” | find that this has
helped me retain a lot more of what has gone on in the program, than if |
wase to it just once, and was forced to go back to my notes. Maybe
I would be more inclined to say I do not have time to go back and check it
over, and | would find something else to do, or let someone else do it.

sacher: | liked the course in that it really addressed some key issues in
working with staff, and how to work with adults. Particulariy because |
work with elementary students. It was really good to have information on

Mmhdm»w&;%gm way. 1




idea of discussing problems and plans with other schools was very
beneficial. It was also helpful to discover through discussions that our
topics were not that different from everybody clse's, so we were not doing
anything strange at our school that other people were not. There were
common needs and common problems within the system.

teacher: | have leamned a lot from it. When | go to the sessions now, my
intent is to get finished with it now. We have gone so far and it is time to be
doing something else. | think it has been helpﬁ? in providing a focus and
an opportunity to really think about goals and objectives on our staff.

teacher: 1 think the instructor is animated and makes the afternoon
enjoyable. | think she has shown us some good techniques on how to work
with people, and how to plan in a more friendly way. To also get
involvement without creating animosity and making people feel that it is
coming from them. It is coming from the teachers rather than being
imposed upon them. | feel it has been a good experience for me and I think
it also has been very good. | think that principals should listen to a lot of
things she says on how to put the power back to the people. It is certainly
beneficial to learn what other schools are doing. It gives you the feeling that
cither | am doing okay or 1 have got to improve, because this school has
done such and such, or gaining ideas from others so you know where you
can proceed.

administrator: My attitude is certainly positive. 1 have learned some
strategics that can help to improve SD, to get teachers to look at their needs
and to be critical of what is being offered. Then to offer practical
suggestions for improvement. It has also enabled me to look at what other
schools are doing and to discover what is working and what is not. To also
places. | believe this has been long overdue. From the high school point of
view, | know that this is long overdue. | know for a fact that elementary
teachers have long been involved in SBSD as could be seen in this program.

Participants' Reasons for Getting Involved

teacher: First of all, it is a selfish reason. | have taught so many years that |
like to try new things to keep my interest up so that | do not get in a rut.
Second, 1 like the idea of finding out what others are doing in other schools.
You lcarn a great deal from that. It increases the opportunity to work with,
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administrator: At my previous school it no one ever questioned who would
do the PD. It was my responsibility. We worked through peer coaching,
One of the interesting things there was training people about what is was
and how to be confident and supportive for one another. beciause | believed
in SBSD buck then.

Are Needs Being Met?

teacher: 1 think so many changes are coming so fast it is hard to meet all the
needs. It will take so much time to in-service on everything. On our staff a
majority would feel that programs and changes are brought in without
enough planning and without preparing the teachers first. Yet because of
time and money constraints, | suppose it is not always possible. Some of
our needs are being met, but not all of them.

administrator: Yes, my personal needs have besn met. | am always
interested in programs that focus on curriculum needs and that focus on
leadership in education. This program has made me aware of what is
current.

teacher: Perhaps to a greater degree than some staff members because |
have a little more say about what it is that we are looking at. In reality, we
do surveys of staff and see what it is that they want to develop, but the
arrangements and the final decisions fall on the shoulders of the PD

iministrator: We are developing lead teachers in the areas that are of
interest to the staff. We have creative solutions put into effect such as the
drip method.

Views on Cou. = Det.ils
iministrator: | think the presenter is dynamic

objectives and she meets them every time. She has the sensitivity to deal
with a be on a tangent when there is something very
important to them which is not among her objectives. She is flexible and
sensitive as a teacher and she will temporarily scratch one of her objectives
to aadress our needs, which I think is excellent teaching. She does meet the

WeCt .

teacher: Ienjoy it. 1likeit. You have to get out of the classroom. |isa
change, a positive aspect. It never husts teachers to be able to have a change
from the classroom. | enjoy the instructor, and the material. It is different
for me, not being in admintstration. A number of others 8y have known
some of the different sechniques she is talking about, but | did not, so that
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colleagues because there is more than just my level there. The ideas on how
to work with colleagues that she presents are interesting.

adminisirator: The workshop schedule was well paced. Allowance was
made to transfer theory into practice and to apply whatever we learned in
our own learning situations to our schools. To come back and set
objectives for each stage, then come back and re-examine those objectives
and to what extent they have been fulfilled. We were asked to set
objectives, then come back and report. This initiated action and provided us
with a focus. The time-lines were reasonable. 1 found the presentation
method very uscful. She avoided lectures.. She used a number of group
strategies to generate information, and allowed time for discussion. She
managed her presentations with opportunities for participation. The
presenter projected confidence, had a sense of humor and a relaxed style. A
great deal of focus was placed on the change process, and to concerns
related to teachers. Some time was spent on adult leaming concems and
how to capitalize on adult learner needs to improve our own SD projects.
So on the whole, | thought the LPD program was effective.

teacher: The time-lines were good. I thought there was enough space
between sessions for us to come back, work and reflect on what we did.
The half day sessions worked very well, there was enough time. It was not
spaced out too much that you forgot everything. It worked well, it allowed
you time to come back to the school and apply it. 1 found the instructor an
cxcellent presenter. She was entertaining, interesting and very
knowledgeable. She presented a lot of valuable information. The content
was very valuable because it gave me a lot of ideas for working with adults
as well as varying PD models. She has a wealth of knowledge which
allowed her to rattle off ideas. I found her extremely knowledgeable and
generally ing, it was well done. We are often talking about how
change occurs and not expecting change over night. That kind of
m:mﬁm wasd'ebcncﬁciald‘l;o;cause | ti‘:nll"l;mn of the le who were in
t course are the people that are on bandwagon. This gave me
some good ideas on where my staff are coming from. How their thought
processcs are going, and how to approach them and try to promote change
within them. meet that resistance a fair bit in my job, so this kind of thing
providedmwithmorcideasonhowtoappmachdlosckindofpeople.

administrator: [ believe the course has good content. The ities to
share with others was extremely important, especially their successes
and failures, as well as with those in the same grade levels. There was t0o
much to read, and very few participants probably read even half of what
was supplied, but it is a good resource. Groups of schools at the same
levels enabled setting up of networks. There to be more buy in as
others observed the results being discussed and clarified

discussions. There could be more sharing time, especially in the area of
mw»mmmmmmummmummmg
schools. is definitely a tremendous body of information in this
course.

M?: owi Mmmﬁbed" dlliuanafunomwheul
you are worrymng ’ , whatever, 'u“, m
think the instructor is an workshop leades. She has a style that is
casy 1o follow. She gets the points across quite well. A nice balance of
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imparting her expertise and her observations in the field. with participants
getting together and talking about their situations. Having people together
as a diverse group like that really is helpful for me because in a large group |
know the same problems | might be having, are out there at other schools. |
am not a novelty here, and teachers are teachers, and staff's are staffs.

Being able to sound off with someone who is having the same problems is
helpful. That is important.

Drive to be a Lead Teacher

teacher: Part of it is probably my personality or what makes me tick. |
think that one of the things that has always motivated me is to be at the top
of the heap in terms of performance. | was like that in school too. One of
the motivators has always been what people think of me. They will like me
better if they know | am a hard worker, or they see that | am trying to do
good things. 1 can not help think that that is what motivates me to some
extent, but undoubtedly, as I have been getting older, more of it may be
selfish because 1 am looking for how it is going to make things better for
me. | enjoy working in the school with kids and | just like to see things
going as well as they possible can. 1 do not believe | have ever seen things
work perfectly in a situation anywhere, so there is the motivation to keep
trying.

administrator: From the point of view of PD, I have been involved with the
A.T.A. for 10 years. I have served as president of the sub local and local in
another school divisic-.. 1 was on several convention committees. | have
always been interested in improving my teaching techniques. In spite of my
years of experience, I still get a charge going to conventions. | feel very
guilty if I miss any sessions. 1 think in all my history | missed once, | over
stayed a lunch time, and I feel very guilty about it.

administrator: The opportunity to share ideas, to lead by example, to
facilitate and to work with, rather than above the staff, motivates me. | can
see the value of adult leaming processes and developing leaders.

Progress to Date

: We made a lot more progress this year than we did last.
Last year we did not get off the ground at all, and this year we have
involved the committee. Last year the commitiee was a little upset because
they were not set up in time. We now have a plan in place. We have
esublishedgoalsatoutschool,andalotofmatcamthroughdn
community school. We have established our priorities for PD. We have
staff giving a lot more input into what they really want in terms of needs.
Wesﬁuhavewatwdoinﬂwmwiucmeymllyfedmatdwyhavc
ownership. We have decided that our next year PD goal will be focused on
Lion's Quest (LQ) and we are deciding right now on the time lincs. We
have come together a lot. We are looking at LQ which will be an ongoing
thing, so will program continuity and language leaming. We are not
dropping all of those, but we are not going %0 concentrate our PD on those.
We will try w0 provide the help and support for individuals. We have got a
direction or the next three years or 30, and we have our specific goals for



next year set. and are working on our time lines. We have conwe a long way
because this time List year we were nowhere.

clementary adnunistrator: We have a five vear plan which s ongomg, with
tive major thrusts.  Staft recognizes it as a growth plan for cach individual,
not just the school or system. We have a staft that is willing to take risks
with the support of the administration. Concerns are alwavs open for
debate. as we use a problem solving approach. 1tis like two gears that
mesh together at our school. One gear of grades one to three, and the other
gear from grades tour to six. These gears are constantly turming and in
constant touch with each other at ditferent points and at ditferent speeds.
The administration just happens to be bouncing between the gears of the
two levels all the time, as a facilitator, a guide and a resource.

ALy ; pstrator: We have a whole staft plan, and we some areas
that were for individual or small groups of staft members. For example in
carly reading intervention, we had 2 individuals go to the training for that,
We have one lead teacher on staft who consults with those two individuals
who are learning that program. We have 2 teachers going through the
training for French as a S=vond Language (FSL), and that again is sysiem
training. We have some individuals who wanted the diagnostic math
program training so they go to sessions as they are available by the system.
We have individuals attending sessions in behavior management. There
were small groups or teacher aides that we were sending to SD
opportunities on first aid, Cardio-pulmonary Resuscitation (C'PR),
defensive driving, and aiding special needs students.. We are using our
SBPD money to address the needs of individuals. We have a school plan
and then we have a small group or an individual plan as well.

: We have our committee struck, and we are now trying
to plan our PD day in March. We have a topic we are working on and it has
to do with what kind of school we want. At least we have gotten that far. It
has taken us a while, but we were finding we were going nowhere. We
would come back after listening to the elementary people talk about their
program continuity activities but it was not getting us anywhere fast. We arce
hoping that our topic will be something that everybody will be a little bit
keen about, that they can get involved with. It certainly is a topic that is
definitely Staff Development as opposed to PD.
high school administrator: We are not at that point yet, because the program
really has not taken off. Our first in-school SD is projected to take place on
March 10, and we have a whole day to use. We have not done anything
yet, except choose a topic.
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