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% The purpose of this thesis. is to evaluate the Self-Dir- 

ectin~ Professianaf, a one-day workshop designed to teach teach- 

ers to develop and implement their own in-service programs. The 

evaluation is ~ t - i v e - , - i r t t e n d e d  fer progfm i m p u e l a e r y t -  A - -- - - 

a - - .- - - -  " - -  
second purpose i betennine, through the literature and this 

study, the factors that 'a untrih~te to the effectiveness of work- 
shops. Although mst teacher in-service education is done I 

-- 
-- - -- - -pp--- 

--- 

through workshops, they comprise a largely unexamined practice. 
, I 

* 
I 

A review of the literature on implementing innovations like 

self-directed in-service devela.pnent establishes the importance I 
of rcrkshops, -as only one of several implementation factors I 
such as the participation of teachers in planning and a support- 

- 
ive school climate, A second review establishes the'essential I 

features of a workshop; among these are  respect for the partic- 

ipants' experiences, focus on practical application, and a prob- 
* - 

-" 
fern-solving orientation. me reviews a l s b  set standards for 

e-valuati on. 

.The formative evaluation of the Self-Directix Professional 
* 

proceeds through four sZagesr description of the intended pro- 

gram, description of the observed reality, explication of the 

standards of judgemeht, and assessment of the observed reality 

re. CffR'ee SC-1s were  s -I a .  u a c a  
n A a-s 

derived from participant observation, observation instru~ents, 

i ~ t e z y i e w s ,  and questionnaires, fn all. this involved 40 hours - 
--- 

sf observation, 25 interviews, and three different questionnaires. 



. * 
7 w - - .  

iv % . 
m e  findings are presented at three 'levels r description, 

rQ 
" a  

a report on observationar evaluation, a comparison of the Self- 

direct in^ Professional with the standards of judgement; and elu- , 

cidation, analysis of the findings for general principles about 

workshop? and innov&ive change. 

At the descriptive level: the 3%aff of one school rejected 
- - -- - - - - -- -- - - - - - - - - A - - - - - - - - - - - - - - 

- - the program ~be.cauaet.-of a high amount of control by the workshop 
P 

presentor. At another location, the school clirdate of conflict 

negatively influenced the workshop and'its effect. At the third ' 

and where there were few staff tensions, the program was well 

received. In the chapter on evaluation, a number of areas for 

improvement &e identified, including the relati onship of goals 

to the time available and consideration of the institutional 

setting. 

4- ~ l = - i c f = + n r v 7 i + h ~ . n a  =e identi- 
TP - 

fied as important features of the workshops. The first is 

t h e  process of planned change. The emphasis m indiviclual re- 

sponsibility for change explains m y  of the characteristics of 

the Self-Directing Professional. A second aspect that is analysed 
J 

2.k the use of charismatic influence tt;echniques. The research 

findings point to the importance of participation and trust be- 

fore charisma can be effective. Third, the implementation of 

the workshop content is seen as a process of "program mediation." 
- -- - -- - 

The facilitator, among others, translates or mediates the program 

for teachersT in order to gain the acceptance of it. However, 

the results of-this study point to the danger that attempts to 
- -p-------pp-p-------p--- ~ 



m o d i f y  the program to gain acceptance may mean the  neglect of < a - - - -  L 

the very elements that are essential t o  its success. . LL 

t 
- 



To my parents 

* 



P 
- - -  I*& Hke +a acknowledge the as$istanc& of $y---- 

- - -- 

advisory ccmmiZteet &. Wyatt for her  he lp  w i t h  the 

education and evaluation,  and B r  ~idbons for h i s  
--- 

push for execllenze. Dr. Phil Runkel &d Dqle Kelley . 

also gave me support and suggestions t h t  helped y - 

the cooperatio~ af the uorkshup leaders and school 

staffs. 



TABLE OF CONTENTS 

. . 
Approval ..........'........................ ;..............ll 

.............................................. Abstract ,  iii 

Dedicati'on, .............................................. v i  

Table of Contents .. ;..,...............,.............';..viii 
L i s t  of Tables,,,.,*..,.*................................x 

....................................... List of Figures. .xi 

2. Literature 3eview on Implementation. . . . . . . . . . . . . . . . . . . 3  
/ 

3. Literature Review on Workshops ........................ 25 
4. X e t h o d o l o a  .......................................... 73 

pT. ~ l f e  Before borkshops 94 ................................ 
&+kCp&&f F--p--p-p- ...*........................ .I -.-.I-.*-- 

7. Life After &orkshops ................................ 136 

.......................................... 8. Zvalxatioq 142 

............................................ 9. Themes.. 156 

10. Conclusion... ...................................... 174' 

A. Description of the Self-Directing Frofessional......l80 

................................. B .  Interview Schedule. 183 

C.  Influence Styfes T a l l y  Sheet .,......................185 



........................ Pre-Workshop Questionnaire. 186 - - 
Post-Korkshop Evaluation Form....,.,...............188 

Final Questionnaire. .....,...............,.,,...... 189 

Site Agreement....., .,............................. 193 

- - 

- Bibliography ....,.. .-.- ,,,........,......*.............. I #  



LIST OF TABLES 

r l  Results of Post-Workshop 
7 avaluation Foms...,.,,......,.......,....~...122 

:2 Prequency of U s e  of d 
q n f l u e n c e  Styles .............................. 127, 

6 ~ 3  T i ~ i x  ........................................... 130 
?:I Responses to Questionnaire 

on Impact .....................................,... 137 



LIST OF FIGURES 

Concerns-Sased ..................................... Adopt ion  hyodel 13 

C h a r a c t e r i s t i c s  o f  a n  .................. E f f e c t i v e  Implementa t ion  P r o c e s s .  24  

The E x p e r i e n t i a l  ................................... L e a r n i n g  Cyc le .  .37 

C h a r a c t e r i s t i c s  o f  a n  .......................... E f f e c t i v e  'Jorkshop Design 55 

............................... F a c i l i t a t o r  R o l e s , .  .62 

A ri70del o f  .................................. F a c i l i t a t o r  S t y l e  64 

................................. I n f l u e n c e  S t y l e s .  .68 

The Zountenance  ............................... Nodel o f  E v a l u a t i o n .  74 

Domain o f  "Problem i n  ................................... Goal  P l a n n i n g " .  . 8 4  

R e l z t i o n s h i p  of Kinds of O b s e r v a t i o n  ................................ t o  O b s e r v a t i o n  Time 85 

S t a g e s  i n  Pre-'dorkshop 
Comnunica t ion  .....................................lOl 

Comparison o f  t h e  S e l f - D i r e c t i n g  .. P r o f e s s i o n a l  w i t h  t h e  Nodel of P lanned  Change.,  .I60 

Program M e d i a t i o n  .................................16 9 



The workshoy was introduced i n t o  teacher in-service  + 

education at t h l  Univers i ty  of Ohio i n  1936. It  was soon i 

hai l ed  a s  a breakthrough, spread rap id ly ,  and changed tori- 

s iderably .  Tuday in B r i t i s h  Columbia, according topFlanders 

tl980:, professZonal deveIopmentt i s  equated with workshops. 

In implementing new educational programs, workshop events 

Thirty-f ive years after their introduction,  workshops 

are widely used, but &so w i d e l y  c r i t i c i z e d  for being 

i n e f f e c t i v e .  F l a n d e r s  (1980) has compared the system of  

administering workshops by t h e  3 r i t i s h  Columbia Teachers' 

3ederatiun to a show-business booking agent pFobfem: " w i l l  - u 

~- ---- - -- - 
-- -- 

workshop X 'play' in 3istrict A?* f p.k-9) . The system is 

expensive a d  mssive, But i s  not rdlued by teachers.  

& s p i t e  the frequency of  use and c r i t i c i s m ,  there 

has been l i t t l e  study of t h e  workshop in teacher in-service  

and its effects. gideen (1981) and Smith and Keith (1971) 

suggest that  comments on in-service are largely h s e d . o n  

opinion, not on research. 
t 

1; s d d i t i w ,  the t h i n k i n g  on what constitutes a work- 



far removed from either the original six week problem- 

solving workshops of 1936 or other versions of prominent 

practitioners today. 

The first task of the thesis then is to clarify think- 

ing on the workshop. A literature review establishes 
- - - - - 

what an in-service workshop is, historically structur- 
- 

ally., m d  what it should be, according to researchers 

and practitioners, -The workshop is also discussed in a 

Second, the thesis studies the life of a particular 

workshop, that of the Self-Directix Professional (SDP), 

and its effects. The SDF is an innovative program designed 

to teach teachers to develop their own in-service plans, 
- 
'-he innovation's main tactic for implementation is the 

workshop. 
- 

Third, the findings are evaluated by comparison 

to standards laid out in the literature reviews in order 

to feedback information for improvement to the program 

originators. 

Four th ,  w ' k n r l t a  are analyzed for - "cultural 

themes" J all events contain themes, assumptions or principles 

about behaviour that recur throughout the event and that 

serve to expxain what goes on. The thesis w i l l  explore 



Any workshop e x i s t s  i n s ide  a .context. In  t h i s  study 

an important p a r t  of  t h a t  context  is t e e  implementation 

of an innovative program. This first of two reviews i s  

on implementation: pu t t ikg  an  innovation i n t o  p rac t ice .  
- 

The following chapter  reviews the  l i t e r a t u r e  on the  work- 

shop. 

n i f i c a n t  f a c t o r s  i n  an ove ra l l  implementation design and 

how in-service r e l a t e s  t o  those f ac to r s .  I n  doing t h i s ,  

the  review descr ibes  what i s  important t o  observe i n  

implementation and s e t s  s tandards f o r  judging the  e f f e c t -  

iveness of the  Self-Directincr Frof-. 

The first sec t ions  of the  chapter  give an o u t l i n e  
- - - - - - - - - - - - - - - - - - - 

of p&pectives on innovat i  on and implementation over the 

last two decades, and how in-service workshops a r e  p a r t  

of recent  th inking,  &The review then focuses on other  

program and i n s t i t u t i o n a l  f a c t o r s  necessary f o r  success- 

ful program implementation. 
.f 

* 
Innovation w i l l  be defined here as the  Rand Report d id  

( B e r m  and &Laughfin, 1975)~ a plan with a statement 
of goa l s  and means designed t o  change standard behaviour, 

-prae%ee,- BP w t t r e s .  -- .-- -- 



C h w i n g  Perspectives 

I n  1970 Goodlad and Klien published t h e i r  s tudy of 

educational  innovations i n  the  United S t a t e s ,  Behind the  

Classroom Door. Disappointingly, t h e i r  resear=& found 

l i t t l e  evidence of these  innovations being i n  p rac t ice .  
- - - - - - - - - - - -- 

Despite the  much publicized_.and highly recommended reforms - 

of the  l a t e  2950's and the  196o1s, the  authors '  general  
f 

impression was t h a t  these  were dimly conceived and, a t  > 
- - - - - - - - 
- - - - 

*mn* GFF, Tr7p 7;---- - 
*ma* -- --- 

Innovative p ro j ec t s  of t he  l a t e  1950's were organized 

around c e n t r a l  development teams. Their work was i n t u i t -  

i v e l y  based. Sy the  mid 1960's they were replaced by a 

more technical  approach t o  innovative change (House, 1979). 

Prominent i n  t h i s  t echn ica l  perspective was Rogers, 

- - a-rural- soci-i sLvfis k & - s t t t & e & 4 b + a ~ i e ~ e w -  

a g r i c u l t u r a l  p r ac t i ce s  by farmers. Rogers analyzed the  

"adoption process" of educatfonal innovations i n t o  f i v e  

s tages:  awareness, i L t e r e s t ,  evaluat ion,  trial, and 
1 

adoption, He c l a s s i f i e d  adopters  as innovators,  e a r l y  

adopters,  e a r l y  majori ty,  l a t e  majori ty,  and laggards.  

House f1979j  comments on the  obvious value system i n  the  

l abe l l i ng .  Innovation w a s  t i e d  t o  progress and the  good 

l i f e  t h a t  technolo= 
- - - - - - - - - - - - - - - 

Another dominant conceptualizat ion of innovation 

w a s  t h e  model o f  Clark and Guba, the  C la s s i f i ca t i on  





a qualitative shift towards much more complex conceptual- $ 

i zatians of implementation than had been previously 

conceived. f- 

Change models such as those of Organizational Devel- 

opment (Schmuck & &,, 1972, 1977) and Planned Change 
- - - 

and the recent research of Berman and McLaughlin (1975) 

and Fullan (1979) are more sensitive to the complexities, 
- - - - - - - - - - - 
- -  - -  - . . . - * insmu-t-ii-OIIatTnnV~orsment -,--- e spec ~ally tn n H u c n  cn- 

is to occur. They allow for the adaption of the program 

to that environment rather than top down adoption. 

Although the technical. perspective is still comon, 

it is the perspective of adaption that will be consider 

further in this chapter, 

--A b - - f  osrti-on vf 1 rl-Servk- 

Where does the in-service workshop fit in this perspect- 

ive of adaptation? In Fullants review of recent research 

(Fullan, 1979, also in Wideen, Hopkins and Pye, 1979). 

he identifies nine factors relating to implementation, 

1. Pre-history - whether teachers have had positive 
or negative experiences w i t h  previous Rimplementation 

efforts ; 

implementation involves both and there has been in the 

past a preoccupation with content! 

3.  Clarity of @afs and meana - not necessarily 



4, In-se-ice training linked to implementation 

problems ; 

5 .  Regu-1- meetings; 

6. Local materials adaption and availabilit'yr 

7, Overload of - chaqges - -expected -to be implemented : - - - -- - 

" .  
8. - AldminisTrative support on a resource Ievel and a 

psychological level ; 

9. Time-line for implementation. 

Although the in-service workshop is what is commonly ' 

associated with a change process, in-service as a whole 

is only one of nine significant factors. 

Hall, Zigar rmi ,  and Hord's work at the University of 

Texas (1978) has led them to develop a taxonomy of change 

efforts with a scope as extensive as Fullan's list of It--?\ - 
pp -- - -- - 

factors. The levels.of change efforts range F r o m  

general levels of policy (broad guidelines), game plan 

(the overall implementation design), and strategy (the 

action plan) to the tactical level (for examples, the 
e 

workshop, meeting or newsletter) and the incident level 

(the singular occurence of an action or event). They 

found that interventions at the tactical level were what 
- 

participants perceived, remembered and attended to in 

-t than other Ievpl r, 

Successful implementation involves planning at all levels 



". 
and some thinking as to how they relate to eakh other. 

The literature fkrther suggests that in-service be 

based on problems arising from the implementation process. 

Training should include both practical skills and a clear 

concept of the process and purpose of the innovative pro- 
p- - -- - - - - - - - - - - - - - 

@-as (3erma.n and MCLaugBlin, 195, FuITan, 1979, Yoing  , 
-- A - - 

-1979) . 
The above list of factors and l e c ~ s ,  and the brief 

?. 
- -- 

de script i on of t h e  L i t _ e - r _ a t ~ ~ - e ~ l ~ n n - g e n e ~ ~ d - -  - -- 

service fits into the complex process of implementation. 

The rest of the chapter considers the other elements in 

kmplementation that are important in considering the whole 
I 

context of the Self-Directing Professional. I 
As mentioned earlier, one of the most significant 

distinctions in recent implemeritation literature has been 

between the program and the institutional setting where it 

is introduced. Both need to be considered. The following 

pages discuss the factors i n  successful implementation I 
under these two topics. I 

Promam Characteristics and Im~lementation 

Position of Teacherst Origins not Pawns 

In a recent review of ninety-seven research studies 

on in-service education by Laurence et al., (in Rubin, 1979) 
- - - - -- - - - - -- - -- 

a number of clear patterns emerged as to what maires effective 

in-service. Stme of the important results are as followsr 

": 
7r 
3 

-- -- -- 

t 

L * ,  
7 

2 ... $ 
4 

*-. 



1. School-'based in-service programs concerned with 

complex teacher behaviours tend to  have greater success i n  

accomplishing their objectives than do college-based pro, 

grams deafirg Kith c o q f e x  behaviours. - 
2. Teacher attitudes are more l i k e l y  to be influenced, 

in school-based rftarr -in ~o2&ege-base& i n - d c e  pfugrarmsi- 

3 .  School-based programs i n  which teachers partici- 

pate as helpers to each other and planners of in-service 

act ivi t ies  tend to have greater success i n  accom_plishing 
-- -- -- - - - - 

-- 
- -- 

their objectives than do programs which are conducted by 

college or other outside personnel without the assistance 

of teachers. 

4. School-based in-sexice programs that emphasize 

self-irtstruction by teachers have a strong record o f  
- 

effectiveness.  ,= 

5. In-service education programs that have different- A 

Fated training expriences for different  teachers (that i s ,  
- 

'individualized') are =re fikeiy to accomplish their *, - .L 

objectives than are programs that have camon a c t i v i t i e s  

6 ,  In-service education programs that place the teacher 
. - 

in an active rule fconstmcting and generating materials, 1 
. I  



7. InaemiCa educatiop programs t h a t  emphasize 

demnst ra t ions ,  supervised trials and feedback are 

l i k e l y  to acco~plish their goa ls  than are programs in which 
- A  

the teachers =e expected to store up i d e a s  and behaviour 

9 Teachers are mse likkly to bensf i t  from in-service 

education a t i v l t F e s  that are Pinked to a general effort 
, 

t3a t  are  not  o f  a genera2 staff d e v e l o m n t - p l a n .  

ties a e  sefdoa used in in-service education progranrs, 



over which they exercised some - 
cont ro l  and choice,  and which were d i rec ted  at l o c a l  d i s t r i c t ,  

and $ a r t i c u l a r l y  classroom,problems.. ~ v i d e n c e  from imple- 

mentation research fFullan and -Pornfret, 1976, Emr,jck, 

1977, B e r m  and IkLanghlin, 1975, and Young, 1979) i s  

/ a l s o  t h a t  the  requirements, needs and preferences of teach- 
- 

e r s  should be the starting point  f o r  an innovation. 

These findings can be expla ines  by- how they r e l a t e  

t o  David E c k f l a n d ' s  t h r ee  min_m_otiv~t~i_onat~-40mainstt 
~ 

-- - 

(1) the s t r i v i n g  for achievement, a l s o  r e f e r r ed  t o  as 

competency, efficacy and c u r i o s i t y ,  ( 2 )  the  s t r i v i n g  f o r  

power o r  inf luence,  and ( 3 )  the  s t r i v i n g  f o r  a f f i l i a t i o n  

o r  a f f ec t i on  ( i n  Schmck and Schmuck, 1979). Successful 

s t r a t e g i e s  sueh zs mutuafplanning,  relevance t o  work, 

co l labora t ion  a-qd so on meet these  bas ic  needs. k usefu l  

~ e t a p h o r  here i s  t o  t h i n k  of successful  s t r a t e g i e s  as 

those t h a t  haye t eachers  as G r i ~ i n s  r a t h e r  than Pawns. 

8ichard d e S h m s  descr ibes  Grigins and Pawns %n the  

following way: 

An Grigin is a =son who f e e l s  that he i s  
ctirector of  his l i f e .  He f e e l s  that ,what he 
is  doing 'is t h e  r e s u l t  of h i s  o m  f r e e  choice t 
he i s  doing it because he wants t o  do it, and 
t h e  consequence of h i s  a c t i v i t y  will be useful  
t o  him.. , In  sho r t ,  an Origin i s  master o f  h i s  
own fate, A Pawn is  a person who f e e l s  t h a t  
-~-~E&&%FQ-&s~ ,- i ~h-w%..ef- 
h i s  f a t o  i i n  Eeriew, i974, p . 2 7 ) .  



The Zand Zeport  a l s o  considered t h e  p o s i t i o n  o f .  

t eachers  i n  developing i t s  concept o f  mutual adapta t ion .  

In mutual ada2tation t h e  i n i t i a l  design of  an innovat ion  

is altered Ixx t e a c h e r s  and admin i s t r a to r s  f o r  t ir s e t -  3P 
ting and,at the s m e  time, they  adapt  t o  t h e  program . 

- 

requirements, T e e h e r s ,  i f  not Origins,  are at  leas t  - 

p a r t n e r s  i n  t h e  innovation.  S t r a t e g i e s  whicF9$nvolve 
'4 

n u t u a l  adap ta t ion ,  such a s  f l e x i b l e  planning,  t r a i n i n g  

o p e n t  of ntaterials, were found t o  be t h e  most successful - 

i n  achieving iaplernented r e s u l t s  (Berman and KcLaugklin, 

1975) .  

Hal l  et a. (1975) have focused on t eachers '  needs 

in t h e i r  research on implementation. From t h e i r  f ind ings  

*q h - E k ~ ~ k 8 ~  a w ,  

godel ,  whick desc r ibes  the adoption of a n  innovat ion  by 

i n d i v i d u a l  teactiers i n  terns o f  developmental stages 

o f  use o r  implementation and levels of  concerns. I n  the  
*. 

field o f  concerns, teachers Eove from t h e  need f o r  inform- 

ation and personal  neming t o  concerns abou t  strategy, 

implementation and izpact t o  concerns zbout  c~llabqra- 

tion and redefinition o f  gozls o f  - t h e  innovation,  I n  

l e v e l s  - - -- of - - use ,  - t'iey m v e  Trox s t a g e s  ofsrienB3ionzrtd 

preparation t o  neckznlcz l  use to-wards zdoption,  refine- 
-- 

nent 2nd integration into their personal  l i v e s .  



L e v e l s  of Use 

Ron-u se 

Levels  of  Concern 

0 Awareness 

Orien ta t ion  1 Informat ional  ' 

iY 3 Refinement 

7 I n t e g r a t i o n  

V I  Renewal 

5 Collaboration 

6 Refocusing 

-. - TzFse 2: 1 -30ncems-z2se5 Adoption Model 



In t h i s  model i n d i v i d u a l  ceeds  a r e  a f i rs t  s tep  i n  a 

change process  t h z t  leads l a t e r  t o  c o l l a b o r a t i v e  a c t i o n .  

rieeds change over  t i n e ,  d i f f e r e n t  t e a c h e r s  move a t  d i f f e r e n t  - * 
'-L 

speeds,  and the sequence from non-use t o  renewal may t a k e  

t w o  pars  o r  more depending on the  complexity o f  t h e  

innovat ion .  

Accbrding t o  Xolf and X i l l e r  (1978) t h e  a t t e n t i o n  t o  i n d i -  

v idua l  needs e s t a b l i s h e s  pe r sona l  involvement. Co l l abora t ion  

importance i n  being abZe t o  see  the complete s i t u a t i o n .  

Although l e s s  irnporA&nce is p u t  on t eache r  i n p u t  i n  adap t ion ,  

t e a c h e r s  . n o n e t h e l e s s  play an a c t i v e  c e n t r a l  r o l e .  
J 

Pro3lems wi th  Teacher Involvement 

Although t h e  literature suppor t s  t h e  p o s i t i o n  o f  

teacher ;  a s  O r i g L r n s  as an i m p o r * ~ n t  f a c t o r  i n  s u c c e s s f u l  

change, i n i t i a t i k -  t h i s  is sometimes d i f f i c u l t .  First, 
- 

$here are problens i n  assessing needs.  Arends, Eersh and 
\ 

Turner (1978) quote   fro^ a speaker  a t  a conference:  ' "2Je 

had over  90 t eache r s  i n d i c a t e  a r e a l  need f o r  primary 

r e a d i n g  i n s t r u c t i o n  on o u r  needs zssessment ,  Xe designed 

an if i -service clzss s p e c i f i c a l l y  t o  meet t h i s  need and only  

t h r e e  o f  t k e  '5astards showed up" (p.197).  Perhaps one o f  



needs survey. 

I n  needs assessments  the d a t a  c o l l e c t i o n  and a n a l y s i s  

are o f t e n  not adequate  t o  cap tu re  t h e  meaning of t e a c h e r  

needs o r  how t o  address them ('dideen, 1981, F u l l a n ,  1979, 

Arends, Hersh, and Turner ,  1978) .  Hanci l  and G r i f f e n  
- - 

( i n  Xideen, l9El.1, ,hzve s a i d  t h a t  t h e  t y p i c a l  nee6s survey 
t -. . 

t ends  t o  equate  -wants and i n t e r e s t s  and thus i d e n t i f i e s  

s o l u t i o n s  f o r  symptoms ,not causes.  

they  a r e  used t o  hz-&~g t h e i r  needs a s ses sed  and p r e s c r i b e d  

by o t h e r s  (Arends, Zersh, and Turner ,  1978). Thus it i s  

not s u r p r i s i n g  t h r t  3ruce Joyce (1979) has found t h a t  when 

t5ache r s  first participate i n  iden-bifying t h e i r  own needs 

and e s t a b l i s h i r g  pro-ms, they u s u a l l y  choose t h e  same 

f o r  example, t h e  one-shot workshop by a u n i v e r s i t y  p r o f e s s o r .  

According t o  F landers  ( l98O),  i n  B r i t i s h  Columbia pro- 

f e s s i o n a l  development is  equzted wi th  workshops. 

Arends, Xersh, and Turner  a l s o  l i s t  as reasons  f o r  

hadequa t e  needs assessment  t h e  t ime l a g  between a s s e s s -  

ment and i n - s e r v i c e  response ,  a n d  fadism - making responses 

t o  w h a t i s  i n  head l ines  rather  than t o  what i s  i n  t h e i r  

classroom experience.  

=ere are a l s o  problems in c 6 l l a b o r a t i o n .  Although 

teachers7 va lue  wor2k.i t o g e t h e r  and l e a r n i n g  from each 



other, there is z g r e a t  re luctance t o  observe t h e i r  col- 

league j5 
teaching o r  otherwise t o  help  each o ther .  Teachers 

engage i n  on-the-job mutual profess ional  develop- 

where there  is e x p l i c i t  agreement t o  do so 

(Ful lan ,  1979). 3eyond t h a t ,  both pr inc ipa l s  and teachers  

a r e  unwill ing t o  reduce class t ime i n  order  t o  assist each 

o ther  i n  co l lzkorz t ion ,  e spec i a l l y  through the  use of  

s u b s t i t u t e  teachers ,  

Teachers z l s o  value mutual planning of p rofess iona l  

development. Xowever, here again lack of time is a problem 

as is lack of s k i l l  i n  co-opei-a*ive decision-making and 

the  lack of a conceptual framework to  plan and organize 

a c t i v i t i e s ,  211 of which were i d e n t i f i e d  by teachers i n  a 

1978 survey by Eowey 2nd Joyce. Further,  the involvement 

o f  r epresen tz t ive  teachers i n  planning does no t  necessar- 

i l y  mean the  commiiment of  rank and f i l e ' t e a c h e r s  (Ful lan,  

1979) 

+ I n  b r i e f ,  the  c e n t r a l  pos i t i on  of  teachers  i n  t h e  

adoption and adaption o f  an innovation is key t o  success ,  

However, the  norms and a t t i t u d e s  of  teachers themselves 

as well  as lack  of  time and the  problems inherent  i n  

surveying and representing opinions a r e  r e s t r a i n t s  t o  t h e i r  

f u l l  involvement. ' 



Planning For Implementation: Maps Not I t i n e r a r i e s  

I n  W i l l i a m  Kr i tek ' s  review of  research on implernen- 

t a t i o n  (1976) he lists, among o ther  var iables ,  goals ,  

resources,  and planning as important i n  the  success o r  

f a i l u r e  of  an irmovation. Goals need t o  be s p e c i f i c ,  . .P 

e x p l i c i t ,  and r e a l i s t i c  f o r  e f f ec t ive  implementation. 
- * 

Goals change over the  passage of time and must be a topic  

o f  negot ia t ion f o r  progrvn s t a f f  and users  of the  inno- 

- - - z t i n n , 3 e s n l l r ~ e s m u s f . h  adequa_lteAo meet A h g a a l s  ___= 
t 

Sarason, Judd azd Xer,delson, and Pressman and Wildavsky 

(reviewed i n  Yzitek, 1976) a r e  opposed t o  planners who 

propose grardiose  visions thzt sweep asidp p r a c t i c a l  

considerations.  P l a ~ a i n g  needs t o  be wide ranging i n  

scope and lo rg  term, but a l s o  p r a c t i c a l  and adaptable.  

Other sources re inforce  t h i s ,  On the  one hand, 
- - - -- - -- - --- - - - --- - - -- - -- - - -- -- 

successful  i n n o v ~ t i o n s  need t o  be linked t o  an ove ra l l  
L- 

plan t h a t  describes the  ow of in tervent ions  and some 9 
conceptualizat ion as  t o  how they r e l a t e  ( H a l l ,  Zigarmi, 

and Xord, 1972, 9 a l l g  s., 1975, Nolf and X i l l e r ,  

197'2, Fulla'n, 1979, 3ennan and WcLaughlin, 1975). 

Imova t ive  programs t h a t  a r e  wide i n  scope, t h a t  involve 

o v e r a l l  changes i n  teacher  behaviour, and conSldeFthe 

complexities o f  school and d i s t r i c t  procedures a r e  more 



l i k e l y  t o  be s u c c e s s f u l  (Berman and 1vic laughl in ,~ l975) .  

The re sea rch  o f  X a l l  e t  a l . ,  (1975) emphasizes a l s o  t h e  

need t o  p l a n  f o r  t h e  long-term as w e l l  a s  t h e  wide-range. 
- 

Implementation nay t a k e  two y e a r s  o r  more. 

On t h e  o t h e r  hand, t h e  l a r g e r  universe  o f  a n  innova- 
- - 

t i o n  needs t o  inc lude  t h e  -graZn o f  sand o f  the everyday 
- 

I 

- 

events ,  such as a memo o r  a conversat ion.  While a s i n g l e  

i n c i d e n t  by i t s e l f  may have l i t t l e  e f f e c t ,  t h e  combined 

e f f e c t  o f  many i ~ c i d e n t s -  makes_orAreaks a c h a m e f f o r t  -------A- 

- - -- - -- - - - - - - - - - - - - - - 
-- 

(i-fall,' Ziganni, and Hord, 1977).  

The most powerful  programs have the  s imple a v a i l a -  

b i l i t y  over  t ime o f  the program staff t o  i n t e r a c t  wi th  

o r  t o  he lp  t eacher s .  This is e s s e n t i a l  f o r  t h r e e  reasons .  

The a v a i l a b i l i t y  t o  h e l p  reduces t eacher s '  apprehensions 

t h a t  t h e  innovat ion  w i l l  mean u n r e a l i s t i c  work (Mann, 1978).  
- -- - -- -- - - - - -- - - - 

The presence symbolizes commitment o f  the  program staff 

t o  what t eacher s  a r e  doing ( H o l f  and Xiller, 1978). - 

F i n a l l y ,  t h e  personal c o n t a c t  provides t h e  oppor tun i ty  

f o r  two-way ques t ion ing ,  persuading,  and i n t e n s e  i n t e r -  

a c t i o n  t h a t  must  accompany changes i n  behaviour (House, 

19791 

The l a r g e  s c z f e  and t h e  snafl, theory  and p r a c t i c e :  
i 

t hey  need t o  5e i n t e g r a t e d .  Xolf and M i l l e r ' s  metaphor 
- -- - - -- 

for t h i s  (1979) is the  which they c o n t r a s t  t o  t h e  

i t i n e r a r y .  1: p l a n  which has a s e r i e s  o f  p r e s c r i p t i o n s  o r  

2 l is t  p f  empi r i ca l  s o l u t i o n s  t o  problems is a n  i t i n e m r j .  



Those with only an itinerary lack an understanding of 

the country in which they travel. However, a map has a 

conceptualization about the way organizations work, the 

way individuals act within them, and how systems connect 

to one another, It is an abstraction grounded in 

practice. An itinerary is inflexible . A map-slows 

the traveller the freedom-to work out alternate routes 

in case the original path is unworkable. ( A s  Kurt Lewin $ 

- 

has said, "there is nothing as practical as a good 
- - - -- - - 

-- - -- -- - -- -- - - -- - - - 

- - - - - - - - - - - - 

theory. " ) 

This last point, flexibility or adaptability in , 

planning, was also stressed by the Rand Report. 

Successful programs established channels of communication, 

set forth initial goals and objectives with the assistance 

of a representative group of possible users of the 
- -- - - - - . -- - 

innovation, and maintained 'on-going adaptable planning 

with frequent and remlar meeti 7 of planners and users. 
- 

These meetings also strengthened staff morale, gave a 

sense of project cohesiveness, and improved collabora- 

tion (Berman and KcLaaghlin, 1975). 
. . 

The unsuccessful programs reviewed by Kritek(1976) 

failed, in part, because they did not have such a feed- 

back mechanism in their planniag. He reco,mends that 
-- -- 



- - /" 
/ 

-- 
--2 

20 

programs not only include a formative evaluation,  but / 

t h a t  they a l s o  address the  processes and p o t e n t i a l  

problems associa ted w i t h  using an ewlua t ion .  These 

a r e  the r e l a t i onsh ip  between the  evaluator and c l i e n t ,  

the  method o f  data  co l lec t ion ,  the  content,  medium of 
- - - -  - 

presentat ion and timing. 

I n  summary, the  goals o f  an  innovation should be 

e x p l i c i t ,  c l e a r ,  and r e a l i s t i c  f o r  ava i lab le  resources. 

and school po l icy  and an extended time frame of two 

years o r  more. On the  o ther  hand, plans must consider 

contact  with users  o f  the  

innovation. 

b i l i t y  is  helped by program s t a f f  having a map, a 

conceptualizat ion of the  change process which allows 

them to  develop a1 t e rna t ive  procedures appropriate 

school and the  ind iv idua l  teacher. Adaptabil- 

l s o  aicted by frequent regular  monitoring 

through meetings with teachers and formative evalua- 

t ion .  



The Institutional Settim and Implementation 

As mentioned earlier, a significant body of research 

in the last decade has emphasized the critical role of the 

institutional setting in the change process (Berman and 

McLaughlin, 1975 Schmuck et a., 1977, Sarason, 1971, 
Lippitt &, , 1977 amng &hers). Rand Repurt ' 

-- -. > - "  
mentions specifically high teacher morale, active support 

of principals, the general support of district officials* 

- - - - - - - 

and teachers' willingness to expend extra effort on the 
- - - 
- -- 

- - - - - - - - - -- - - - 
-- -- 

project as important factors likely to increase the chance 

of teacher change, An institution needs to be ready for 

an innovation, 

In examining attempts to innovate in Illinois, House 

discovered that an innovation succeeds only where "advocacy" 
* - 

groups arise to support it. "Advocates defend the integ- - 

- - - - - - -- - -- - - - - - - -- -- - -- --- -- - -- 

rity of the special program, recruit members, infuse them 

with values, and secure adequate resourcesn. Carpenter- t 
- 

Huffman, Hall and Sumner have also commented on the import- 

ance of the "close and committed attention" of some official 
A-- 

who has "professional respect of his colleagues and sufkic- 
i 

ient authority or will to overcome red tape and resistance 

in order to get things done" (in Kritek, 1976, p.97). 

Mann (1978) also stresses the political process of 
-- - - -- -- - - - -- -- - - - - 

coalition-building, alliance formation, and group work - 

..' 
L 

1 



where there  are v e u e  cocf l ic ts ,  simple educational methods 

w i l l  not  be successful .  

'ihe Rand Report's cdncept of mutual adaptat ion and 

the  s t r a t e g i e s  of f l e x i b l e  planning, t r a in ing  keyed t o  

implementation problems, and foca l  mater ia ls  development 
- - - - - -- 

are -consisten% wi% #is p o l i t i c a l  approach, 
* 

The readiness  o f  the  s choo l  (espec ia l ly  the  cl imate 

and leadership)  and the process o f  developing support 
- -- - - - - - - - - 
- - -  - -  

- -- - -- - - - - - - -- -- - -- 

t-bec ause signi ri c ant  ~~nnOVa-T?s >Xvave 

teacher  behaviour. Successful implementation 

is a process of r o l e  change and r o l e  change i s  very d i f f i -  

c u l t  (Kri tek,  1976, 3 e r m  a n d  YiLaughlin, 1975, Sarason, 

1971, Fullan,  1979). 

fu ovations that have been vague as t o  the  n e w  r o l e s  

a program have beer? twisted and'torqued i n t o  f a m i l i a r  

conceptual frauneworks or  es tabf ished pa t te rns  (Kri tek,  

1976, Goodlad and Klien, 1970) .  

Fullan reiers t o  e f f ec t ive  in-service .as a process 

of resoc- ia l iza t ion  and he c a l l s  f o r  planners t o  l i n k  in-  
t 

r 
serv ice  t o  organizational  s$evelopment e f f o r t s .  

In b r i e f ,  implementation of an innovationinvofves chzrges 
IC 



support, and participant commitment can-e f f ec t  these changes. 
- 

I n i t i a l  institu%ionaf readiness and on-going p o l i t i c a l  

strategies t o  enswe support are needed. 
a 

- - - - - - - - - - - - - _ -_ 
Insert Figure 2 8 2 about here. 

/- 
- A _ .  

<. . 
%is ;hapier has identified the important factor%- In 

~ - - - - - - - - - - - - - - - 
- - - - - - - - 

br -- - - - - -- --- -- 
-4 

putting an iwmration into  practice : ' i.n-service e d u c a t i o ~ .  
! 

a central ro l e  f o r  teachers, planning , and considerati66 =-% 

of the institutional setf%ng. Tire chapter also intended % 

t o  set  standards by xhich t o j u d g e  the 

process of the  Se l f -Direct im Professional.  ~ o d t h a t "  
/- 

p w p s e ,  the review is swmarized i n  figure 212 in to  state- f 
w n t q  about what rrakes an e f f e c t i v e  implementation process. 

This-wi l l  make it easler t o  compare l a t e r  what the liter- 

ature says w i t h  t h e  observed reality o f  the Self-Directing 



1. In-s,emice education t 

- in-service rehte  s to probler5s i n  imp1 ementation - in-service teaches both p r a c t i c a l  s k i l l s  arid concept- 
ualization of im vation's purpose and process P 
2, Pos i t ion  of teacherst 
,,* - 
1 yprogram foc2ses a2 focal d i s t r i c t  and cfassroom 

-9 C oncems 

/ 
- process invozves m t u a f  planning of program staff 
and teachers, a?C SOW teacher control a i d  choice 

- - -  - over4%L€pals-irm%d eixi-t-ieff -- - 

- - - - p- - - -- - - - 
- ---- 

- teachers cof f a b r a t e  

- goals  =e chz- r ,  explicit, and realistic for avail- 
able resources 
- plans  cowicier broad policy and long-tern factors - plaqs  include daily assistance and personal contac t  
$y prograz staff 
- p f m s  adapt 35 charges w i t h  t h e  h e l p  o f  2 concept- 
ual izatim of urgas,izatiu~af indf viduar cfIange 
arid a w e c h m i  sa t;ODeedba~k inf ormat i ori 
- - - - - - - 

- p r o m  assesses readinas fschool c l i m z e ,  -is- 
trative s u p p o r t ,  and participant commitment) - p o l i t i c a l  strategies develop support for prograrc 



As i n  cat s k i m i n g ,  the re  are many ways to run  an 

effective aorkskop* Kirschen5aum (1977) describes how 

he has o f t m  w i - e s s e &  z co-leader doing something wi th  a 
- 

I 
- 

d ~ ~ u p  t h a t  zzade %is "groan inwardly w i t h  a feeling t h a t  *t -- A 

would never work,.. Sut nore o f t e n  than  n o t  it turned 

cut fine" (p.331. T f e i f f e r  znd Zones (1973) r e f e r  t o  
- 

- - --- 
- - zy - - - -- - - -- -- - - - - - - - - -- - -- --- 

~ ~ 3 ~ 1 ~ 1 1 1 1 - g  8 s  "0729 of  t he  n o s t ~ s s r p - t e ~ a c t l v i t ~ ~  i n  w f i ~ c h ~ - - - - ~ - -  

%he group faciE%%.ur/h-man r e l a t i o n s  consultant is engaged" 

(p.177). Bavis (1973) calls 'a good l e a r n i n g  design 

a work o f  arz ZZG X g h  a r t  a t  that" ( p . 1 0 9 ) .  In short, 

L' -nere i s  no DEE s i q l e  correct .rrzy. 

Xi tk  that cz-zezt, i n  ninb, it is  still necessarj t o  - , t: x i i  e w  w:-t -etkt2oners a n & r m a r c n e r s g r e e 0 3 e - - -  

W o r t z n t  comi5erz:iorrs i n  m z i i n g  a workshop. These 

g i v e  concept;~al t o o l s  f o r  anzlysis and s t a n d z r d s  for judg- 

irig t h e  Oesi,- of t5e Self-3irect ing Profess iona l  xorkshop. 

iK?ere there  are gaps in *e l i tera ture ,  there  is .the possi-  

%fortuna:ely, $kere i s  ouch imprecision about what 2 

workshop is, In order zo clzri2'y t h i s ,  the next few pages 

sf the chagter considers fackrs  i n  e f f e c t i v e  des ign  and 

%=il i ' ;a t for ,  ivitri  s ,ec ia l  eqkzs i s  on tiiose that encourage 



s e l f - d i r e c t i o n .  A summry s ta tement  of  s t a n d a r d s  f o r  a s s e s s -  

des ign  i s  inc luded .  

2 * ~ T s t o r ~  of the harkshop i n  In - se rv ice  Educat ion &&- 

&t w a s  d u r i n g  t h e  Sight-Year Study (1933-41) of  t h e  
'9; / Progress ive  Zduczt ion Assoc ia t ion  t h a t  t h e  first workshop I 

- -- - 

) f o r  t e a c h e r s  was organized, i n  1936, under t h e  d i r e c t i o n  - - 

/ j 
L 

o f  Ralph Ty le r  a t  t h e  Z n i v e r s i t y  of  Ohio. The 

was developed when staff i n - c o l l e g e s  were 

secondary s c h o o l s  involved i n  t h e  s tudy.  7316 c o l l e g e  

staffs f e l t  t h a t  t e z c h e r s  had t o o  l i t t l e  t ime t o  work on 

problems dur ing  the course  o f  r e g u l a r  t each ing .  
- 

The 1936 workshop w a s  s i x  weeks long.  -eachers  were 

c w e f a l l y  s e l e c t e d  by t h e  l o c a l  a u t h o r i t i e s  of  t h e  Study 

problem f o r  zttentkon dur ing  t h e  workshop. Problems sub- 
* 

s i t t e d  i n  advance both a ided  t h e  s e l e c t i o ~ e s s  m d  

a l s o  made it possFblo t o  i n i t i a t e  group d i s c u s s i o n s  e a r l y  

i n  t h e  program, A i l  of t h o s e  s e l e c t e d  were t e a c h e r s  o f  

5y 1938 t h e r e  were f o u r  workshops wi th  500 t e a c h e r s .  

The ven tu re  w a s  seez z s  a breakthrough i n  in - se rv ice  ed- 

t t cz t im-  a m e t i r t z  school  t e a c h e r s  wi th  c o l l e g e  f i c u l t y  

f o r  j o i n t  l e m i n g ,  IF- f a c t ,  i n  1938 twenty-three c o l l e g e  

f a c u i t y  e n r o l l e d  as participants. An ireportant a s p e c t  

of  t h e  workshop wzis the group Z i f e  enjoyed by p a r t i c i p a n t s  - 
- - -- - - - -- 



- 
s t u d y  as w e l l  as s o c i a l  a c t i v i t y  t o g e t h e r  (Ronaghan, 1979).  

The workshop ipproach t o  in-serv ice  educat ion  had 
t /  

become w e l l - e s t a b s s h e d  i n  t h e  United S t a t e s  by t h e  l a t e  

1940 ' s ( Numerous v a r i a t i o n s  i n  l e n g t h ,  f o c u s ,  and des ign  

had developed, b u t  they  maintained some common f e a t u r e s :  
- 

a  problem-so1vir-g focus ,  a p r g c t i c a l  base i n  t h e  t e a c h e r ' s  

exper ience ,  mutual planning by l e a d e r s  and p a r t i c i p a n t s ,  

1355) 

In  t h e  last  t h r e e  decades,  workshop l e a r n i n g  h a s  evolv- 

ed f u r t h e r  and become more popular  s t i l l .  # h h  t h e  explos-  

i i o n  o f  r e s e a r c h  i n  s m a l l  group behaviour s i n c e  World Xar 

Two, numerous i d e a s  and s t r a t e g i e s  from t h e  s o c i a l  s c i e n c e s  

- - - -- - - and humsn r e l a t i o n s - p r a c t i c  e hsve i n f luenc  edAhe-educ&rLs- 

workshop (Beme et &, , 1975) .  X i th  such r i c h  i n t e l l e c t u a l  

capital  investment  f r o z  o t h e r  d i s c i p l i n e s ,  t h e  b u s i n e s s  

of;uorkshops ha5 p r o f i t e d ,  b u t  changed. P r a c t i t i o n e r s  

have r e t a i n e d  t h e  emphasis on p r a c t i c a l  a p p l i c a t i o n  and 

p a r t i c i p a t i v e  experiences, however, t h e r e  h a s  been a 

s t r o n g  tendency t'owards s h o r t e r ,  more t i g h t l y  s t r u c t u r e d  

workshops wi th  more s t a f f - d i r e c t e d  and c o n f r o n t a t i o n a l  

s t r a t e g i e s  t o - s p e e d  up  l e a r n i n g  (Bennis,  1973, Berqu i s t  
- - - - - - - - -- -- - - - - - - -- 

and m t i l l i p s ,  1975). 



I n  the  following sec t ion ,  we use "workshop" i n  the  

Zi th  these changes and with the  term workshop as 

such common in-service  currency, the  de f in i t i on  of  the  A 

term has been devalued. Side-by-side with the  meaning 

evolved from Yyler's e a r l y  p rac t i ce ,  there  has developed 

a generic meaning of workshop t o  r e f e r  t o  almost anything 
- - - 

t h a t  takes place  on a "pro d." day. Zigarmi, Setz,  and - 

Jensen's survey of teachers* preferences i n  in-service  

education (1977) l i s t e d  under the category of workshop 

--Sew+veq- difSar+defiifr%-~mging f m m ~ + %  p r i 7  - -- 

centred week l o w  approach t o  a one-hour un ivers i ty  

pro gram. 

Davis, unique among pract ioners ,  embraces t h i s  

generic sense. "I a m  using the  word workshop t o  encompass 

a l l  those learning a c t i v i t i e s  t h a t  occur i n  groug s e t t i n g s .  

a uLorhsho$-,-tk- -is--any~rou+me&%ng- that-ka- - 

learning as a primary purpose. I f  no learning purpose 

e x i s t s ,  it i s  some o ther  kinds of  meeting: a bridge par ty ,  

lynch mob, o r  perhaps a p o l i t i c a l  convention" ( 1974, P.4,5). 

?owever, he cont=dicts  h i s  loose Cdefinit ion by proceeding 
,----. . , 

t o  advomte 2n exper ien t ia l ,  problem-solving approach --. . 
with adequate needs assessment, cl imate s e t t i n g ,  and 

p r a c t i c a l  app l ica t ion ;  and r id i cu l ing  events which do not  

hzve these.  , . 

aore  l imi ted 33% r i c h l y  vzried t r a d i t i o n  of Tyler ' s  



original approach. This includes two ge era1 categories 

of workshops: (1) The problem-solving mod \ 1 in which 
'the problems of teachers are the focal point, From this 

approach, however, we e-xclude personal growth groups -which 

have content outside of the usual domain of teacher in- 

service and which have an emergent rather than a previously 
-- 

planned design. (2)  The competency model, or the training 

session, in which the workshop is organized around lear&ng 

of perfor-ce which may not relate directly to problem 

situations, much as a class or seminar haspthis kind of 

workshop is distinct from those forms. In those more 

didactic events content is staff-determined, communication 

is one-way, and practical application is secondary. The 
- - - - - - - - - -- - - - - - - - - -- - -- - --- -- - 

competency model includes organizational development and 

laboratory education workshops which focus on interpersonal 

skills, as well as workshops which are organized around , 

subject matter competencies. 

Features of Workshop Desim 
P 

The following features will be considered: 
- 

A Contextual Information 
B Readiness 
C Preparation of Participants 

- - - -- D_Physic_al_ ZnvLro_mentp- - - - 
E Gods 
F Experiential Focus 

er 
H Variety of Group Dynamics and Activities 



I Sequence 
J Timing 
K Supportive Climate 
L Risk %king 
M Excitement 

A Contextual Information 

If there  i s  t o  be any planning f o r  a learning event 

there  needs t o  be information for the  p l a n n e r s a b o u t p a r t i c -  
- - 

i pan t s ,  s t a f f ,  space, time, and mater ia ls .  

Assessing the learning needs of the pa r t i c ipan t s  i s  

perhaps the  beginning point  f o r  a l l  e f f ec t ive  s t a f f  devel- 
- - - - - -- - - - -- 

- - - -- - - ---- - - - -- -- 
- - - - - - - - - 

-- 
- -- - - --- 

opment (Davis, 1973, Powers, 1976, Lawrence i n  Rubin, 1979, 

Fullan and Pornfret, 1976, and o the r s ) .  This assessment 

may take the  form of t he  problem ana lys i s  method where 

needs a re  d r a m  from pa r t i c ipan t s '  descr ipt ions  of t h e i r  

problems o r  t he  competency model method where needs a r e  

drawn from a discrepancy between a s e t  o f  competencies and 
~ 

performance l e v e l  ( & ~ i s ,  1974). 

When the  assessment includes teacher pa r t i c ipa t ion  

as a planner and decision-maker there  i s  a capacity not 

only f o r  gathering information but also f o r  teachers to 

t ake  ownership of the program with subsequently more pos- 

i t i v e  r e s u l t s  (Dawson, 1978, Fullan,  1979, Lawrence i n  

Rubin, 1979). However, there  a re  a l s o  a number of  complexr 

i t i e s  and problems i n  the  assessment process as discussed 
Tfi-z Ke pretFous - ,- --- - --- - -- 

Tn a M l t l m  . a +a f Pfeiffcr a-g * 

(1973) l i s t  nine other  kinds of information to-consider 



- - 
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in designing workshops in laboratory education: 

1. The contract - The communication of goals and 
expectations needs to be clear. This will be discussed 

separately under Preparation of Participants. 

2. Length and ~i'min~ - Activities need to be appro- 
priate to the time available. 

- - 

3. Location and physical facilities - Ordinarily a 
facilitator wants privacy, moveable furniture, and a 

makes it easier to develop "a cultural island" conducive 

to a pleasant learning climate. 
? 

i 4. Familiarity of the participants - Information 
on social acquaintanceships may be useful in planning 

groups, assigning staff to particular groups, and select- 
- - - -- -- - - - -- -- - - - -- - - - - - - -------p - 

ing exercises for the beginning and end. Acquaintance- 

ships may be used as a means of support for planning 

follow-up. 

5. Training experience of participants - Learners 
may have already experienced some kinds of activities in 

~- - 
- - 

- - ~ -  

which learning depends upon the novelty of the experience 

to the learners. Selection of activities and grouping 

may be affected. 

6, h'trrriber of participants - Pfeiffer and Jones rec- 

ommend, in general, a staff to participants ratio of I: 



- 7. Amilability o f  qualified staff - "If the stmf 
members are mininzfly qualified, it may be necessary to 

use z great deal of instrumentation and structure to make 

up for their lack of supervised experience... Yhen the 

credentials of the staff are somewhat suspect, it may be 

necessary to develop fairly strict controls on the amount 
- 

of affect that is generated in the laboratory experience 

itself. Activities that might be anticipated to generate 

a'&-reat deal of fee2ing data might be kept out of the 
- 

8. Access to training materizls and 

Their availability, cost, and convenience 

design considerztions. 

9 Opportunity for follow through - 

other aids .- 

are important 

the design for 

transfer of learning will depend on the opportunity for 
m-ee- tlngs *Fwor-Kshops.-- - 

For all these kinds o f  information the zmount of detzil 
4 

wZll depend on the puqose and length of the workshop. 

1 - Zeadiness 

Contextual information is necessary to help the facili- 

"&tors, alone or together with participants, plan the work- 

shop. Xowever, even &fore planning, the facilitators 

must decide if they carl meet the needs of the participants 

folly to begin if the resources, skills, commitment, or 
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- 
< 

- - - - -- - - - - - -- - - -  - - 7 
3- 

3 3 aar 
- - - - - - - - - - - 4 

+ 

values a re  not there  (Schmuck et &., 1977). Even i f  the 

f a c i l i t a t o r s  decide t o  continue, they need t o  design f o r  
- 

individual  d i f fe rences  i n  readiness  (L ipp i t t  and Fox i n  ' 

C Preparation of Pa r t i c ipan t s  

The design i s  far more l i k e l y  t o  - be e f f ec t ive  i f - t h e  - 
- 

pa r t i c ipan t s  en t e r  the  worksEop knowing what, t o  expect ,  

why they a re  t he re ,  and w h a t  they have agreed t o  experience 

(Pfei f fer  and Jones, 1973). J u s t  a s  the workshop leader  
- - - -- - - - - - - - -- - - - -- - -- 

-- - - - -- - - - - - - - - - -- 
- 

needs information on the  pa r t i c ipan t s ,  so too do they 

need information on the  presentor and the program. 

The relevance and f e a s i b i l i t y  of the workshop a re  

best  communicated by presenting a sample of the content 

p r i o r  t o  the sess ion.  The best  communicators a r e  accepted 

peers  o r  "persons l i k e  m e "  so t h a t  na tu ra l  defences o f  - 
-- - --- - -- -- -- 

d i & F K s t E Z T b ~ d e 6 I t > i t ~ ~ l i ~ ~ i t t  and Fox i n  Rubin, 1969, 

Powers, 1976). According t o  the  research of Mann (19781, 

the  most powerful innovations had a demonstration done by 

the  t r a i n e r s  with the teachers '  c l a s se s ,  but with no 

pa r t i c ipa t ion  o r  r e spons ib i l i t y  on the  pa r t  of the teacher.  

This helped e s t ab l i sh  the  t r a i n e r ' s  c r e d i b i l i t y  and the  

program' s f e a s i b i l i t y .  

D Physical Environment 

t o  be comfortable and f l ex ib l e ,  Davis cu t~1- that 



"acfuZts a r e  
34 

people who X a T  r e T a t i v e l y l a r g e  bodies s u b j e c t  
> 

t o  t h e  stress o f  g r a v i t a t i o n a l  s t i m u l i . . .  E f f e c t i v e  workshops 

have e f f e c t i v e  c h a i r s  o r  a good many coffee breaks" (p.20,21),  

Ronaghan (1979) adds t h a t  a d u l t s  a l s o  have s e t  h a b i t s  such a s  t h e  

consumption of chemical s t i m u l i  and these  need t o  be accomodated. 

I n  a d d i t i o n ,  c e r t a i n  a c t i v i t i e s  need c e r t a i n  p h y s i c a l  

arrangements, fo r  exsmtpf e, Xec t u r e s  need c h a i r s  -fackng - the -- -- 

- . -  

l e c t u r e r  while  s m a l l  group d iscuss ions  need c h a i r s  i n  c l u s t e r s  

f a c i n g  i n .  

arrangements, s i z e  o f  room, co lour ,  accous t i c s ,  and d i s -  

p l a y  m a t e r i a l s  on the  l e a r n i n g  environment ( S t e e l e ,  1973# 
r 

Sommer, 1964, 3osenfe ld ,  1977 on t h e  p h y s i c a l  s e t t i n g  and 

educat ion ' in  genera l  and-Davis ,  1973, and L i p p i t t  et a,, 
1978, on the  workshop i n  p a r t i c u l a r ) .  

7 
-d Goals 

?or a  t r a i n i n g  event  o r  problem-solving s e s s i o n ,  the  
i 

g o a l s  need t o  be c l e a r l y  s t a t e d  and understood by p a r t i c i -  

pants . '  Xuch o f  t h e  l i t e r a t u r e  sugges ts  t h a t  t h e r e * i s  i n e v i t -  

a b l y  some expec ta t ion  gap between p a r t i c i p a n t s  and s t a f f  

a ( P f e i f f e r  and Jones,  1973, Davis, 1973, Glidewell  i n  Senne 

e t , z l . ,  1975, among o t h e r s ) .  This gap needs t o  be c losed  

e a r l y  on i n  t h e  workshop by t h e  l e a d e r  s t a t i r g  t h e  goa l s  and 

offering t h e  o p p o r t m i t y  f o r  nego t i a t ion .  I n  a workshop of  
- - - -- - - - - -- - -- - - - -- - - --- - -- - - -- 

swre than a day's l e ~ g t h ,  t he  n e g o t i a t i o n  o f  goa l s  should be 
I 
I 

~g m d ,  more and more, g o a l s  should be betemirfed by the  

p a r t i c i p a n t s  ( G i b j s ,  1960 and Earr ison,  19.78). 

-- - - - - - - 



Goals should be based on needs (Knowles, 1973, Davis, 

1973, among others), they should be practical and attain- 

able, not overinflated ('House, 1974, Kritek, 19761, and 

they should be th p ose around which the sequence of - 
activities are org&ed (Kirschenbaurn, 1977. Davis, 1975) . 
F Experiential Focus 

All workshop practitioners-strongly emphasize the 

need -for recogpizing and building on the participant* s 

experiences, and for including experiential exercises 
i: 

1973, Gaw, 1979, Kirschenbaurn, 1977, and others) is 

an important assumption of adult education that adult 

learners possess a rich resource of experience. Effective 

instructional techniques tap that resource (Knowles, 

problems are the centre of the workshop. The design then 

includes diagnosis, development of alternative solutions, 

and practice with coaching (Lippitt and Fox in Rubin, 

1969). The content of the workshop is past experiences 

arid future application. 

A training session (the competency model) generates 

experiential content not just from on-the-job experience, but 

also from structured exercises, role playing, instrument- 
- - - - - - - - - - - - - - - - - - - - - - - - - 

ation, case studies, group discussions, and so on. The 

content in many of these is more the "here and now" ex- 

periences at any one moment in the workshop as well as 
4 

-- -- - - - -- - - - -- - - 

future applicatia~~dd~&=d~oldbergTn -Pf e i f  er and 



Experient ia l  learning i n  a t r a in ing  sess ion includes 

not  only the  experience i t s e l f  but a l so  a conceptualiza- 

t i o n  of the  meaning of the  experience. To l e a r n  i s  t o  

make sense of the  data  generated (Kirschenbaum, 1977, 

P f e i f f e r  and Jones, 1973, Schmuck & d., 1977). Beverley 
- 

- - - - 

2 Gaw (1979) and Pfeiffef and Jones (1975) describe a cycle 

of exper ien t ia l  learning which explains the  process i n  

sequence. m e  ob jec t ives  of each phase of the  cycle a r e  

1. Zxperiencing: t o  generate individual  da ta ;  

2 .  Sharing; t o  repor t  what w a s  experience.d; 

3 .  fnte-reting: t o  make sense of the  da t a  f o r  both 

individuals  and t h e  group; 

4. Generalizing: t o  develop t e s t ab l e  hypotheses a 

amLabskra&ioffs-fFe&kedaGa ; - --- -- 

5 .  Applying: t o  understand or  plan how these gen- 

e r a l i z a t i o n s  can apply t o  o ther  s i t ua t ions .  

I n s e r t  l i g u r e  3:l about here.  

The technique o f  f a c i l i t a t h  l ea rne r s  t o  accomplish 

these objec t ives  is called processing o r  debr ief ing.  ae- 

cause the  specific route t o  appl icat ion i s  determined by 
- - -- - ----- 

the  datap5&e FKticii&znts ge~erate~ the f a c i l i t a t o r  must 

re of que 

st imulate and complete t he  cycle (Gaw, 1979). Some exaarplea 

f rom t h e q u e s t i o ~ - r &  strategy s g g e s t e d  by Gaw are--r tLa~st  :; - - - - - - - - - - - - - - c.. 
. - - 9 - 
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% q r b t e & i r u ~  5.  f. h n e s  and 2.S. Ffeiffer,  e d s . ,  I t e  1379 Xnnuai 
Handbook for Group Facilitators, San Diego, California; used with 
permission. 



Sharing: What went on in that exercise? How did you * 

feel about that? Who else had the same 'experience? c3 

Interpreting: How do you account for that? What does 

that mean to you? 

_Generalizing: What might we drawhull from that? - -  

- - 
~oes that remind you of anything? 

Applying* Haw could you transfer that? What are the 

based on participants' self-determination, Schmuck et a,, 
(1977) insist that, in addition to respecting their opinions 

and expectations in negotiating the workshop, the consultant 

(facilitator) needs to continue that respect during the work- 

shop itself. "Consultants should not label the client's 

(participant's)interpretation of what has been learned as 

= either inaccurate or wrong. Clients who perform an exercise 

for one purpose but who offer debriefing comments on other 

matters for example, should be shown how these apparently 

disparate matters in fact relate. Denying clients' inter- 
r' 

pretations not only violates the commitment to 

client'self-determination but that n 

important or lasting learning will result" (p.421, 422). 

pleted a two-year examination of research on the ability 

of teachers to acquire teaching skills and strategies. 
- - -- - --  -- -- -y 

i 
+z 
T 



Their findings were that teachers are wonderml learners, 
b - 

but only .if certain conditions are present. Effective 

trainink (the competency model workshop) needs to include 

theory, demonstration, practice, feedback, and coaching for 

application. Although on-the-job coaching may be more suit- 
- - - - 

-L 

ed to a different kind of learning strategy, the other 

components of Joyce and Showers' list can be part of any 

training program. 

1. plan for transfer and discuss it with participants; - 

2. allow participants time to consider back home 

implications of an exercise (as in the learning cycle des- 

cribed earlier); 

- 

who work together on the job or activities which involve -- 

content relevant to their jobs; - 

/ 

4. make sure participants learn cognitive, affective, 

-and motoric aspects of what they are expected to tranrfer: 

5. provide opportunities for debriefing after partici- 

. .pants have had a chance to try out new behaviours in real 

situations (as d\escribed in the previous section on a- 
periential Focus). 

Similar guidelines have been suggested by Lippitt 

3% ~&uist and Phillips (1975) , ( in Benne et a. , 



- a n d d i t t  and Fox (in Rubin, 1969) . The need for a blend 

of concrete "how-to-do-it" training ai?d conceptual clarity 

(as in point four on the previous page) was a prominent 

finding of the Rand Report on implementation (Berman and 

In a problem-solving workshop, application 

viously intrinsic to the design as the workshop 

is more ob- 

content is 

participants' problems. 

H 
- - - -  - -- - -  Variety - -  of - Group Dvn amics and - - - Activities - 

- - - - 

Kirschenbaum (1977) suggests that in any workshop more 

important to vary the + than a couple of 

group process to 

variations might 

hours long, it is 

keep interest and 

include different 

energy high. These 

groupings or different 

kinds of exercises. 

Other literature relevant to this principle comes from 
- 

Neuro-Linguistic Programming (NLP), a communication model 

as yet ungrounded in extensive research but increasingly 

popular. Proponents of NLP claim that there are four differ- 

ent modes by which we gather information about the world, 

corresponding roughly to the four major senses: visual, 

auditory, kinesthetic (both physical feeling and affective 

feeling), and olfactory/gustatory (Bandler and ~rinder, 
1 

1976, 1979). In the workshop setting visual communication 

movement or 
I 

exercises invol-ving kinestxtic, non-verbal 



manipulation of materials. (The olfactory/gustatory mode 

is less common and harder to represent in a learning activity.) 

According to the NLP model, most people are not equally 

at h ~ m e  in all of these modes. They have certain domininant 

modes for communicating. In order to communicate effect- 

- - ively, the workshop facilitator needs to design for differ- 

ent activities or presentations that will reach the differ- 

ent visual, auditory, and kinesthetic learners. 

- - -- - - -- - - -- - - +&-i;;s a speet--of- th e=NhP modH -n3g-bFa =more %leegarrt= '- : - 

development of common theory, but not as common practice, 

in education that people learn in different ways and learn- 

ing programs should plan for this. This does not diminish 

the importance of variety in communication modes. 

The overall principle of variety in both group dyn- 
_f 

-- - - -  - -  amics and activities i ~ ~ o ~ e l a t e d - t ~ t h ~ f o l - W ~ g -  

principles of sequence and timing. 

I Seauence - 

9 

Each component of a should flow from the 

previous sequence of towards the attainment 

of the workshop goals. Even meals need to be strategically 

considered with the interaction during meal time an impor- 

tant factor for the events that follow (Pfeiffer and Jones, 

A number of practitioners write of the need for a 

balanced sequence. Dickenson (1973) describes a balanbe 



when practicing new learning, what she calls distributed 

practice - short periods of practice followed by short 
rest intervals. Pfeiffer and Jones (1973) and Kirschen- 

baum (1977) refer to a balance of cognitive, affective, 

or motoric learning. The order with which you employ 
--- 

- these kinds of learning is a question of sequence. The 
0 _ 

next principle also discusses aspects of sequencing. + 

J Timing 

do you close an activity? When do you intervene to help' 

participants? After what length of time will partici- 

pants feel comfortable? What amount of time is needed 

to a&ieve the workshop goals? Unfortunately, as much as 

timing is important, it is also complex and little under- 
5 

stood. Warren Bennis discussed these points in an inter- 

view-about his work in organizational development: 

There is the reality of time in which people 
have to work, and we have to negotiate a trad- 
off between trust, group development, and 
achievement of tasks... Practitioners and 
consultants should never minimize the enormity 
of the time problem which at times they caval- 
ierly dismiss as "deferrSiv", 

Second, we know very little about timing 
in behavioural science. If you look at the 
Handbook of Organizations, you will not be any 
wiser about the crucial component of effective 
administrative behaviour which Pope John 
intuitive1 possessed: exquisite timing (1973, 
~h394.2951.~~ - -- -- - 



Time in a workshop design has many different elements. 

First, there is the amount of time in relation to work- 

shop goals. A frequent trap of facilitators is to bedoie 

committed to outcomes which cannot be 'realistically accomp- 
< 

lished in the time available. - 

- - - Second, there is the fit of time and work. Most - - -  

consultants, from their experience, discover that certain - 

' types of activities work well in the morning, others 

Schindler-Rainman in Benne & a,, 1975). Two frequkptly 
7 

mentioned singular times are the start of a workshop 

when participants may be hesitant or mistrustful, and 

after meals or early in the morning when they may be 

tired (hvis, 1974, Lippitt and Schindler-Rainman in 

Third, there is the length of time for the workshop 

components, most,importantly the activities, but also 

the breaks, presentations, and so on. Important concerns 

here are the fatigue effects of staying with one activity 

too long and yet the necessity to stay long enough for 

adequate debriefing (as Roger Harrison has said in 

conversation with the author, " the uneftamined activity I 
I 

- - - - -is nat -wcth-daingY) .- -- - - - - 
-- 

A fourth consideration is the timing of the facili- 

tator's interventions to help participants or to move 



44 
t h e  worshop on. T h i s  i s  a l s o  r e f e r r e d  t o  as pacing. Too 

f r e q ~ e n t ~ i n t e r v e n t i - o n  can c r e a t e  dependency on t h e  f a c i l i t -  

a t o r  and t h e  expec ta t ion  by p a r t i c i p a n t s  t h a t  he o r  she 

wi l2  make t h i n g s  happen ( P f e i f f e r  and Jones ,  1973).  The 1 4 

use  of  f i n i t e  and simple e x e r c i s e s  can h e l p  reduce t h e  need' 
- -- - 

f ~ r  i n t e r v e n t i o n s  -(Middleman and Goldberg, 1972) . The + 

encouragement by staff of  norms t h a t  support  p a r t i c i p a n t  

r e s p o n s i b i l i t y  can a l s o  reduce t h e  dependency (Har r i son ,  
- - - - - - - - - - - - - - - - - - -- - - --- -- - 

- -- 
- - - - -- - 

-- 

IPfl8-, ITG i f f e  r and Jones,  ~973).~=-- 

A f i f t h  a s p e c t  t o  t iming i s  the  l e a r n i n g  cyc le  of  the  

p a r t i c i p a n t .  The l e a r n i n g  c y c l e  i s  Roger H a r r i s o n ' s  term - 

f o r  t h e  natu;al p rocess  of advance and r e t r e a t  i n  l e a r n i n g  

(1978) .  I n  H a r r i s o n ' s  work i n  s e l f - d i r e c t e d  l e a r n i n g  he 

a l lows  time f o r  i n d i v i d u a l s  " t o  move-out and take pe*sonal + 

e n i n g ) "  and t o  "move back t o  r e f l e c t  and i n t e g r a t e  t h e s e  --  
- 

exper iences"  (p .162) .  Often people have t o  be guided o r  

counse l led  t o  fo l low t h e i r  own s e l f - d i r e c t e d  rhyt<hm of  

r i s k  and r e t r e a t .  

Harr ison focuses  on t h e  c y c l e s  of i n d i v i d u a l s .  He 

opposes h i s  c y c l i c a l  emphasis t o  t h a t  of many educators  

who use e x p e r i e n t i a l  l e a r n i n g  as a dramatic  v e h i c l e ,  
- 

c o n t i n u a l l y  i n c r e a s i n g t h e _ p a c e  -t 02 smashing climaxc --- 

However, o t h e r s  have w r i t t e n  on t h e  pace of group l e a r n i n g  

and emphasized i n  a similar manner, t h e  need f o r  a sequence 

which inc ludes  f r e e  t ime f o r  syn thes i z ing  and a s s i m i l a t i n g  
i 

-- - a  - - - - - -  - - -- - -- - - -- - - - - - - -- v- 

4 



learning (Berquist and Phillips, 1975, Pfeiffer ynd 

Jones, 1973, Davis , 1974, Lippi tt and ~chindler-~ainman 
in Benne et al., 19751.' Others such as Young (1979) 

- and Arends et &., (1978) mention the importance of 
including leisure time in in-service experiences. - - 

K Supportive Climate 

Workshop learning is a social activity. The learner 

must feel comfortable with the workshop setting - the 
- - -- -- - --- - - - - - 
-- - - - - - - --- - - 

- - - - - - - - 
-- - - - - -- - - 

- - -- - - - - - -- - - - --- 

leader, the other participants, and the physical envir- 

onment - before trying out new behaviour or considering 
e 

new ideas. If the learner is anxious or fearful, he 
Ir 

or she is more likely to be defensive and unwilling 

to participate fully or consider feedback. 

In an article entitled "Defensive Communication- 
# 

-( 196i) -- J a  
- - - -- - - -- 

I ck Gibb outlined sixcategories of behaviour. 

--a=- characteristic of a supportive climates 

I * 1. Description - speech or behaviour which does 
not evaluate, but whichi seeks or gives information; 

2. Problem orientation - the communication of a 
desire to collaborate in defining a mutual problem and in 

seeking a solu-bioni 

3. Spontaneity - behaviour which is not seen as 

4. Empathy; 

5 .  Equality - a willingness to enter into partici- .' 
pative planning with mutual trust and-respectr 
- - -- -- - - - - -  



6. Provisionalism - a willingness to take undogmatic 
- - - .  

provisional attitudes, to experiment with new ideas or 

attitudes. 

Other writers have described a supportive climate 

in similar terms. Trust, mutual caring, openness, and, - - 

above all, voluntariness have been referred to by Thelen 

(Rubin, 19691, Lippitt and Fox (Pubin, 19691, Pfeiffer 
&' 

4-- . * 
and Jones ( 1-973) , and Bradford (Benne g& &.-, 1975) . 

preference for activities over which they had some "choice" 

and some "control" would reinforce the importance of at 

least some of the aspects of Gibb's description. 

Axthough these characteristics relate strongly to 

the communication style of the facilitator and to al- 
p p- p p - p p p- p p- p p p --pp p p 

ready present group norms, a supportive climate is also 

a consideration of design. We have already looked at 

the problem orientation, the mix of faculty and teachers, 

and social aspect of the early University of Ohio work- 
0 

shops. Together with an adequate needs assessment and 

preparation of participants these design features can 

prdmote problem orientation and equality. I 
_Davis also suggests five steps at the beginning 

0 

of a workshop +--se t asupportive-l-earrrine c1-i-ma3 c : -- 



2.  G e t t i n g  everyone comfortable - a n  o f f e r  o f  c o f f e e ,  

announcement of  coming breaks ,  restroom l o c a t i o n s  and so  on: 

3. S p e l l i n g  out  ground ru le s ' , -  a g e n e r a l  d e s c r i p t -  

i on  of  how p a r i i c i p a n t s  and r-esources might r e l a t e r  

4. Warming u p -  an opening a c t i v i t y  t o  b reak- the  i c e ,  

energ ize  p a r t i c i p a n t s ,  and sometimes c r e a t e  r e a d i n e s s  f o r  

t h e  workshop; 

5. Discussing expec ta t ions  - a gene& p r e v i e w o f  1 -- 
- - - - - - - - - - - - - - - - - - - - - - - - 
- - - - - - -- - ---- - -- -- - - -- 

what i s  t o  come followed by a d i scuss ion  o f  i t s  re levance .  

Davis then  advocates  fo l lowing these  s t a g e s  wi th  a 
f l  

d i s c u s s i o n  of o b j e c t i v e s  and t h e  p a r t i c i p a n t s '  r e a c t i o n s  

t o  them, as d i scussed  under Goals.  

S t i l l  another  means by which a workshop can  encourage - 

a suppor t ive  c l ima te  i s  by having t e a c h e r s  a s  faci l i ta t-  

o r s  and by forming suppor t  teams o f A t e a c h e r s .  I n  t h e .  

survey-by Zigarmi, Betz ensen (1976) - i n  South Dak- 

ota. and Kormos and ~ n n ;  ( 3 ~ 9 )  i n  Ontar io,  . t eachers  pre-  

f e r r e d  l e a r n i n g  exper iences  where they  communicated wi th  

and learned  from o t h e r  t e a c h e r s .  B a r t l e t t  (Wideen, 1984) 
t 

found i n  a s tudy t h a t  implementation of a program was 

most e f f e c t i v e  when t e a c h e r s  were t r a i n e d  and worked i n  
I 

p a i r s  . 
I 

- - -~ - ~ ~ - ~ -  -- 3 Risk Taking 

L lose ly  r e l a t e d  t o  a supportive c l lma te  1s r i s k  t a k -  



new skill or to cqnsider a new solution to a problem may 

jar one's familiar perception of the world or one's 

familiar role in the world. The participant risks 

confusion. To learn may also mean exposing one's in- 

competence to others. The participant risks embarrassment. 
- - - 

The supportive climate where the participant trusts 
F 

that other people will not take unfair advantage of the 

confusion or embarrassment is the most important pre- 

alone is not enough to encourage what John Glidewell has 

called the "shift to risk". In a review of,observations 

and research in laboratory education (in ~enne & aJ.., 

19751, Glidewell has identi f ied s i x  aspects which can 
3 

influence risk taking: 
3 

-- p-- ll-) thepinfluenee-of some_hraacL culrturalalufp 
on risk and caution, ( 2 )  the initial pluralist- 
ic ignorance leading the participants erron- 
eously to belieye themselves to be nearer the 
valued end of the risk-caution continuum than 
others, (3) the introduction of information 
to show that many.participants are, compared 
to others, less risky (or cautious) than 
they first believed (a disconfirmature 
phenomenon), (4) a change of individual 
position by low-risk participants in order 
tp-maintain the self-perception of favour- 
ing the culturally valued alternative (an . 

d accomodation phenomenon), ( 5 )  an enhance- 
ment of the valued end of the continuum 
due to the ready availability of well-earned 
rhetoric to communicate these values, and 

- - -- t6) -are dacttoprc)f -u~cw-kzt t l iy-  abmDrtPreppr-0% -- 

lem and confidence in one's new opinion (p .150) .  



for these factors is what he calls disconfirmature. The 

established perceptions or "mind-sets" of participants 

are unsettled or disconfirmed by new information, The 

second, third and fourth factors ,above are a process 
- - A  - - - - -  - - - - - 

whereby participants perceive ot-helm taking risks great- - .  

er than their own inclination and move to that position 

of greater risk taking, This disconfirmature is thus 
--- - - - - - - - -- - -- - - -- -- --- - 
- - - - --- - 

- - - - - -- - -- - pp 
- - ---- 

mot3VBtingiit1Tadsone to interv6Fnepin one 's-environ- 

ment to take risks, for example, to try a new activity 

or to express a previously guarded opinion. 

Kurt Lewin (in Smith and Keith, 1971) suggested 

how unfreezing (his term for disconfirmature) could be 

encouraged in a workshop: by "an emotional stir-up" or I 
- - c atha-r s-Ys,-i s-01a-t ion o r  creatfo~--u~zli-s~iln-d s "- -- - ----- 

apart from the participants' usual life, and group de- 
I 

cision. According to a study of T-Groups by Miles, 
- 

"the gains to participants were primarily predicted by 
4 

variables connected with actual participation.. . un- 
, 

freezing, active involvement, and reception of feedback" 

(in Benne et al., 1975, p.153). 

In their analysis of effecetive teacher professional 
Z 

-- - - - -- - deuelopmenL.(in Rubin,L9691Lippit~ and_;Eaxsugges't 

several ways to unfreeze and encourage the norms of 4 e 
?experimentation and initiative : problem-solv&g sessions 

/ 
I i 



could begin with unfreezing activities; base-line data on 

variables like influence, openness, perceived support, or 

goals could be taken and assessed; and helping teachers 
, 

employed and teaching teams formed to encourage these norms. 

There is also the considerable power of rhetoric. The 

- language of the -dynamic spirit of- adventure produces= more -- 
- . - 

active initiating behaviour than the static voice of 

caution. Indeed, initially risky participants may be in- 

fluenced by their own rhetoric to increase the risk in- - - - - ---- - - -  _ _ _ _ _ _ _ _  - - ______ 
-- -A 

volved in their individual action (Glidewell in Benne et a,, 

Although it is an implied part of risk-taking, and 2 , '  
other design features, excitement can also be an explicit 

and separate consideration. Heightened feelings can help 

a group or individuals achieve far more than a -pedestrian 
* f 

r 

completion of tasks. According to Runkel &. (19781, T 
T 

"so far as we know, no basketball coach has .ever expected 

to win a game by sending a memorandum of instructions to 

each player, ending with 'Go out there Monday night and 

do it' " (p.88). In a similar vein, Louis Rubin commented 

that "in-service ought, among other things, 'to above all 
4 

rekindle the teacher's sense of faithm(in Wideen, Hopkins, 
~~ ---------pp----- --p 

and Pye, 1979, p.147). 



Nonetheless, excitement or "rekfadling faith" is 

seldom mentionea in literature on in-service education. ' 
* 

It' is mentioned as an issue in the long -term design of . 
C1 

change efforts (House, 1974 , Pressman and'wildavsky in 
. * 

* ' 
Kritek, 1976, Runkel et al., 19781, as a theme for a , 

workshop, -the charismatic day, which- is a- part of suet - 

- 

an overall design ( schmuck et 'a1 . , 1977) , and as the - 
L, 

quality of an organization or institution.generated by 

a charismatic Leader (Berlew, 1974, Runkel et al., 1978). 
- -- - - -- -- - - -- - - - - -- - - - - - 

- - - -- 
- -- -- - 

A- 

Yet it is not usually discussed as a design feature of - 
workshops in general. 

Miles is an exception. His G64 article analyzes 

"temporary sub-systems", short-term social structures which, 

in education, would be classes, conferences, or wBrkshops. 

The very temporary nature of such events serves to inten- 

sify 'involvement and mobilize enwgy. When partici- 

pants 'recognize superordinate ~oals, work together to 
- 

formulate these, and recognize that they must be reached 
. -4 

during the life of the sublsystem, there is a feeling of '. 
C 

heightened significance and meaning. Miles also lists 

other features which can' mobilize energy: the opportun- 
. . .. ity for role redefinition, that is, to refashion one's 

identity, increased communication, and a more equal 

power structure. 



Pfei'ffer and Jones (1973) touch on the subject when 

they write of investment and involvement. To avoid pass- 

ivity, each person at a workshop must have something to 

do all of the time during the formally planned'sessions. 

Noreover, - from the beginning each participant - should be 7 - 

encouraged to accept responsibility for his or her learn- - - - 

ing and every opportunity should be given him or her to 
J 

1 

act on that responsibility through participation. 

leadership can be applied to workshop designs, as Runkel 

et al. (1978) have used them to apply to organizational -- 
development. Berlew extends the ideas of responsibility 

and participation when he writes of granting workers 
. 

con*rol over their own work. A charismatic leader makes 

P Y  - over their destinies, both individually and as a group. 
A 

"The feeling of potency which accompanies 'shaping' rather 

than being shaped... is a source of excitement" (p.23). 9 

In a workshop that involves mutual planning and work 1 

on problems chosen by the participants the participants 1 
1 

can shape their destiny in the same manner. To use our 

earlier metaphor, they can be the Origins rather than the 

- - -  - - -Pawns-&- e&srBe+erees. As MSes  sttggests,+te%gk%erte+-- -- r 
.ipants collaborate on superordinate goals. Berlew also 



suggests the creation of succ,essful experiences and re- 

wards, elements that can easily be translated into de- 

sign. 

Another potential for excitement is when the work- 

shop goals are linkgd - with - a greater purpose, a "common - 

-- vision" -related to values shared by the organization's 

members. Hyde (in Runkel g& &. , 1978) in his study of 
principals and problem-solving found vision to be a power- 

~ - - -  - - --- - - -- - -- - - - 
- ~ -----p---p-- ~ -------p---p-p----pp , 

ful way to move people to deal- with problems. 

In addition to a common vision and a sense of control 
\ 

> by participants over their learning and work, there also 

needs to be value-related opportunities for action. Ber- 

lew suggests several kinds of potent opportunities: to 

be test>ed, to establish a unique social experiment which + F 

something really well (craftsmanship), to do something 
- -- 

A 

really worthwhile, or to be an effective force for change. 

The opp~rtunity to do something really well and.some- 
r 

thing worthwhile would be the most powerful sou&es of 

reward for teachers according to Lortie's findings. In 

his 1955 study, School Teacher, he found teachers took 

"craft pride" in successful instructional impact and re- 
- - 

-- --- - - - -4atW-wi-tk st-ts &Le&ie+ s p e c i a - l l y - r r o % e ~ @ d e i ~ - - - ~ p  
- 

the spectacul& case of improvement by a student, evidence 
- 

4 

-* 
- 



o f  s tuden t  i n t e r e s t ,  s p e c i a l  p r o j e c t s ,  and r e c o g n i t i o n  

by o t h e r s .  I t  would fo l low t h a t  s t a f f  development programs 

can  e x c i t e  t e a c h e r s  when they  inc lude  a c t i v i t i e s  which 

can  i n c r e a s e  t h e s e  sources  of  p r i d e ,  as w e l l  as a c t i v i t i e s  

t h a t  a r e  l i nked  t o  a common v i s i o n  and t h a t  involve c o l l -  
- - A -- 

a b o r a t i v e  work on i s s u e s  of- t h e i r  choice.  

Summarx 

To t h i s  p o i n t ,  t h e  review has  sketched a p i c t u r e  of 
- - -  -- -- - - - - - - - - - -- - a worTs~oTi~~n-~give-n~g=U-~-d-e-Ii--~~s -f o-r--t-h-e--in-qTiry 

-- -- 

i n t o  t h e  Se l f -Direc t ing  P r o f e s s i o n a l .  . I t  h:as r evea led  

two a r e a s ,  t iming  and exc i tement ,  t h a t  a r e  n o t  o f t e n  ex- 

p lo red  and which o f f e r  an oppor tun i ty  f o r  new i n s i g h t s  

from t h e  r e s e a r c h ,  
! 

However, l i k e  t h e  last c h a p t e r ,  t h e  i n t e n t i o n  i s  a l s o  5- 

-- t n e  t stznrdscrd s TOT t h e  eventua3--c-ompaTiisSorwi tlrtke-p-p- - 

r e s e a r c h  f i n d i n g s .  For t h a t  purpose,  Figure 322 s 

summarizes t h e  key f e a t u r e s  of  an e f f e c t i v e  workshop 

des ign .  

. I n s e r t  F igure  3:2 about h e r e  



Figure Characteristics of an Effective Workshop Design 

1, 'Contextual Information: 

t - the facilitatpc gathers planning information on the 
location, materials, tjme, and participants. The inform- 
ation on participants includes their learning needs, 
the number of participants, their familiarity with each 
other, and experience with workshop content 

2. Readiness, - 

- the facilitator assesses readiness 

3. Preparation: 

- the setting is comfortable and flexible 

5 .  Goals: 

- goals are stated and negotiated with participants 
- goals are based on needs, realistic for time available, 
and the purpose around which the agenda is organized 

8 

6. Experiential Focus: 
- - - - -- - -- - -- - - - - -- - - - - - - -- - -- - - - -- 

- the workshop recognizes the experiences of participants 
- exercises are concluded with debriefing in which 
participants share experiences and reflect on wider . 
meaning and back-home application 

7. Transfer: 

- the training workshop includes theory, demonstration, 
practice, and feedback - in all workshops transfer 'is discussed with partici- 
pants, content is relevant, and grouping includes partici- 
$ants who work together 

8. Variety: 

- group dynamics are varied 
- -- - sen sFr y modes -(msualyaS TtorY, I d -  k-i ne st-het IT)-- -- 

are varied 



Figure 3 : 2  Characteristics of an Effective Workshop Design 

(continued) 

9. Sequencer 

- Activities are logically connected and move towards 
workshop goals 

- time is sufficient to attain goals 
- activities are appropriate for time of day 
- exercises are long enough to be debriefed, but short 
enough so attention doesn't flag - -- - 

- - - -- - - - - - - - -- - - - - - - -- - the facilitator avoids exceseeintervention -- - - -- - -- - 

- the TFr%Z3i6Fhas a rh-hm -or risk and-Feetreat70n- 
centrated activity and Eeflection 

11. Supportive Climate: 

- an atmosphere of trust, openness, and respect for the 
participants autonomy is developed 

12, Risk Taking: . L 
n 

- encouraged by group decisions, data feedback, r 
or "unfreezing" activities,.participants risk tria 
new-behavrour or ~ons'lderatio~ofLn-e~-1'&eas~-- 

iC 13. Excitement : 
I 

- Excitementjs generated by collaboration on meaning- 
ful goals and\plans, a common vision of what is possible, 
and opportunities 'for action 

I 
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F a c i l i t a t i o n  

The c h a r a c t e r  o f  t h e  p r e s e n t o r  i n e v i t a b l y  shapes t h e  

c h a r a c t e r  o f  t h e  workshop. The power o f  t h e - p r e s e n t o r  i s  . 

s t r i k i n g l y  i l l u s t r a t e d  i n  t h e  s tudy  by Fox a t  t h e  Unive r s i ty  

o f  Georgia  Medical Schoo l  ( a l b e i t  a s t u d y  n o t  o f  workshop - - - 

- - - 

- - - - -  f a c i l i t a t o r s  b u t  o f  u n i v e r s i t y  l e c t u r e r s ) .  Fox found t h r e e  

a c t o r s  loaded wi th  charisma. Posing as doc to r s ,  t hey  de- 

l i v e r e d  a s e r i e s  o f  t h r e e  l e c t u r e s  which were t o t a l l y  devoid 
- -- - - -- -- - - - - - - - - ---- - - - - - - - - -- - - -- - - -- -- - - - - - -- -- - 
- -- - - . o f  s u b s t a n t i v e  c o n t e n t ,  y e t  were done with tremendous - 

v i v a c i t y  and grace .  He then  found t h r e e  l e g i t i m a t e  phys- 

i c i a n s  who were extremely informat ive ,  but  l i f e l e s s .  When 

t h e  medical s t u d e n t s  were asked which gr'oup t augh t  them 
% .  

t h e  most, t h e  a c t o r s  p l a y i n g  doc to r s  o r  t h e  r e a l  dgc to r s ,  

t h e  s t u d e n t s  thought  --that t h e -  ae%&rs, who i n  f a c t  t augh t  A 

i c i a n s  (from Lou Rubin i n  Wideen Hopkins, and Pye, 1979, 
- 

p.74) .  - 

The l i t e r a t u r e  on t e a c h e r  in - se rv ice  and implementa- 

t i o n ,  such as t h e  F lander s  Report (1980) i n  B r i t i s h  Col- 

umbia o r  t h e  Rand Report ( ~ e r m a n  and McLaughlin, 1975) 

i n  t h e  United S t a t e s ,  a l s o  emphasizes t h e  c r u c i a l  import- 

ance o f  e f f e c t i v e  workshop p r e s e n t o r s .  However, what 

the l i t e r a t u r e  on t e a c h e r  in - s e r v i c e  and f o r  a review 

one must a l s o  t u r n  t o  w r i t i n g  on a d u l t  educat ion ,  comrnuni- 
1 



c a t i o n ,  and l a b o r a t o r y  educat ion.  

That  l i t e r a t u r e  sugges t s  t h r e e  g e n e r a l  requirements  

t o  be an  e f f e c t i v e  workshop l e a d e r ,  F i r s t ,  t h e  l e a d e r  

must have i n  mind a c l e a r  outcome which he o r  she  wishes 

t o  achieve ,  f o r  example, t h g  exp lana t ion  o f  a t each ing  

s k i l l .  Second, t h e  f a c i l i t a t o r  should have a  r e p e r t o i r e  
- - - - 

-- - of ways of  ach iev ing  t h e s e  outcomes, perhaps a dynamic -i 

presen ta t ion ,  o f  t h e  s k i l l .  Third,  t h e  f a c i l i t a t o r  should 

be a b l e  t o  monitor  t h e  achievement o f  t h e  ou.tcomes, f o r '  
-----p-p--p---- - - -  ---- - 
- - - - - - - - - -- - - - exampIey-by a c u t ~ ~ r v ~ € i ~ n ~ o - f ~ ~ e  p h y s i c a l  responses  

o f  t h e  l e a r n e r s  o r  by a c t i v i t i e s  and instrwnenta- t ion wi th  

which t h e  l e a r n e r s  can demonstrate l e a r n i n g  ( ~ a n d l e r  and 

Gr inder ,  1976, P f e i f f e r  and Jones,  1977, ~ i r s c h e n b a u m ,  

1977, Goleman, 1979, Maron, 1979) . 
2- The s p e c i f i c  n a t u r e  o f  t h e  outcomes w i l l  depend on 
- - - - - - - - 

, +- the workshop 7 ( T h ~ r r a r e  ~~~~~~~~goals,suchas -in-- - -- 

c reased  s e l f - r e l i a n c e ,  acceptance o f  r e s p o n s i b i l i t y ,  

probIem-solving, and c o l l a b o r a t i o n ,  t h a t  a r e  i n h e r e n t  

i n  workshop l e a r n i n g . )  The purpose of  t h i s  s e c t i o n  i s  + 

t o  o u t l i n e  t h e  means by which t h e  f a c i l i t a t o r  can  achieve  

those  goaIs r  t h e  p e r s o n a l  dimensions, t h a t  is,  t h e  q u a l i -  

t i e s  o f  p e r s o n a l i t y  and i n t e r p e r s o n a l  s k i l l s ;  t h e  vary- 

i n g  r o l e s  t h a t  a r e  r e q u i r e d  such as advocate f o r  a pos i -  

-- - - - - - t i o n  or-co l l a b o r a t o r - i n  p r o  h l e m 2 s o l ~ i n g ~  a n d a c i l i t a t o r -  

s t y l e s ,  t h e  p a t t e r n s  o f  behaviour  r equ i red  t o  p l a y  

p a r t i c u l a r  r o l e s .  

Unlike t h e  e a r l i e r  t r ea tmen t  of implementation and 
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workshop design, f a c i l i t a t i o n  of  the  Self-Directing Pro- 

f e s s iona l  w i l l  not  be evaluated i n  l a t e r  chapters, therefore ,  

t h i s  review is not  s u q a r i z e d  i n t o  standards of behaviour. 

Dimensions of  F a c i l i t a t i o n  .. , 

Pfe i f f e r  and Jones (1974) ou t l ine  four  personal  

q u a l i t i e s  and s i x  s k i l l s  of the  e f f ec t ive  f a c i l i t a t o r .  

The first s i g n i f i c a n t  qua l i t y  i s  the  a b i l i t y  t o  f e e l p  
A 

empathy f o r  the o ther  person. A second dimension i s  

acceptance - allowing another person t o  be d i f f e r e n t  

a r e  the other  aspects.  Congruence means communicating 

t o  another person what you genuinely mean and f e e l  a t  the  
-- 

moment. The message of nonverbal behaviour i s  cons i s ten t  
I I 

with the  verbal  message. . A  f l e x i b l e  person i s  able  t o  

use an approach with a - l e a r n e r  t h a t  is consis tent  with . 

the l ea rne r ' s  pace. 

The s k i l l s  which P f e i f f e r  and Jones i d e n t i f y  a r e  

l i s t en ing ,  expressing oneself ,  observi'hg, responding, 

intervening,  and designing. 
I 

I n  addi t ion t o  these s k i l l s ,  Gordon L i p p i t t  ( i n  

- Benne & a,, 1975) suggests t h a t  the  e f f ec t ive  communicat- 
2 

o r  should know a va r i e ty  of poss ible  learning a c t i v i t i e s  o r  

have the  a b i l i t y  t o  c rea te  them "on the spot  . She o r  .he 

needs t o  be competent i n  knowledge of ' the workshop content 
- -- - - - - - - - - - -- - - - - -- - - - - - - -- ---- -- - - - 

i n  order  t o  give cognit ive explanations, and competent i n  
- - 

the  s k l l l s  of the  content  i n  order t o  model performance. 

Since the  research of t h i s  t h e s i s  involves observation 



elements a r e  t h a t  make up these personal  q u a l i t i e s  and s k i l l s .  
4 

I n  s h o r t ,  what do you look f o r  i n  a workshop? I n  Guidelines 

f o r  Cri t iquing Training Presentat ions ( i n  P f e i f f e r  and 
> 

Jones, 1978) , Kelley l lsts  f i v e  considerations r 

1. Voice - volume, rhythm, a r t i c u l a t i o n  and tone; 

2. Physical  presenta t ion : eye contact ,  f a c i a l  - - -- 

* 

expression, dress,  and physical  s tance;  

3. Verbal behaviour - complexity, concreteness, 

length,  var ie ty ,  evaluative comments, and f a m i l i a r i t y  t o  
- -- -- - - - - -- - - - - - -- - - - - -- -- - -- - - - - - - - 

- -- - - -- -- - 
- 

pa r t i c ipan t s  if wording; 

4. Intervent ions  - blend of  seriousness and-humour, 

handling of questions,  communication techniques, dealing 
- 

with con f l i c t ;  timing, kinds of in tervent ion;  

5.  Co-fac i l i t a t ion  - in t roduct ion of s t a f f ,  co- 

operation of staff,  knowledge, preparation,  and so on, 
- - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - 

These considerations were t e r s e l y  expressed i n  a 

l ec tu re  by Roger Harrison when he ta lked of the  elenients 

of influence s t y l e s :  the  words, the  'music and the  dance. 
# 

The words a r e  what i s  s a id ,  the  music i s  the  qua l i t y  of 

the  voice, and the  dance is the  physical  presenta t ion.  

F a c i l i t a t i o n  Roles 

A survey by Benne e t  a l ,  (1975) of major p r a c t i t -  -- 
ionerg i n  laboratory education yielded f i v e  main f a c i l i -  

- - t a t i o w r o l e s  based -or t h e  Tuncrthn-o T-an-imterventkor---- 
- 

( they used in te rven t ion  t o  mean any helping re1 a t innsh ip)  , - 

The following f i v e  ro l e s  were mentioned approvingly by 



some or all of their respondents a 

1) Role model - authentic expressive behaviour, 
giving and receiving feedback, confessing limi- 
tations and needs for help; 2 )  Procedural, 

-d technical resource - suggesting appropriate 
activities and methods...; 3 )  Methodological 
helper - collecting and sharing behavioural 
data, training in methods of data collection...; 

- A ' 4) -Confronters disconfirmer, agent of dissapance, - - 

Socratic questioner; and 5) Supporter (p.265)_. 

Pfeiffer and Jones (1977) suggest similar roles for 
3 a co~sultant except they place them on a continuum ofA 

from the highly directive advocate of a content or method 

to the non-directive reflector who seeks to stimulate 

the client to make decisions by asking reflective quest- 

ions. The variable of control underlying the continuum 

is much discussed in the literature on facilitation and 

the review will r e t u r m _ t _ ~ F t t w h e x 1 d i s c ~ ~ t y l e . -  - ---- ---- 

Insert Figure 3 r 3  about here 

Any one or all of these roles may be appropriate 

during the course of a workshop. Each intervention is 

situatio*related and time-related. Advocacy at one 

phase and with one group may be "good", .while at another 

time, with another group, a collaborator in problem- 

-- -- - - -sofvi;ngwould-be-%e-rL-tBervlee-et-a-l- - 3375f. -- - -* , 
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Facilitation Style 

Facilitation style refers to the patterns of be- I : 
haviour involved in conducting a workshop. Style is the, 

manner in which a facilitator uses his or her personal 
4 

- - - i 

A 

qualities and skills in order to fulfull a piirticular 
- -  - - 

role. Thus style, dimensions and role are connected, For 
L 

example, a forceful, hard style emphasizing~skills in 

- - -- e- - ss ingre  spending* -a interuel.linPi associate&--- . 

- with the role of advocacy ar confrontation; a-softer 

style emphasizing empathy and acceptande is associated 

with more non-directive qoles such as supporter or 

process specialist. 

Control is again the main variable in models of 

facilitation style proposed by Davis (197k)&nd Jones 
- - -- -- - - - - - - - -- -- - - - --- - - - - - -- 

(1978). Davis uses the familiar categor#s of "authori- 

tarian style - as in bosses, drill serge an ts, and certain 
teachers, democratic style - as in majority rule, partici- 
pation, and apple pie, and laissez-faire style - as in 
'let it all hang out,' 'do your own thing,' or 'let 

things take their course' " (p.15) . 
John Jones gives a more complex though less enter- 

1 
taining model, illustrated in Figure 314, that includes . I 

- - -  - -- - - - -- - - - - - -- - -- -- --- -- - -- - -- 

particular strategies associated with different levels 

of control. - 
--- - - 

" i - .  I 





Roger Harrison (1977, 1978) has developed a conceptual - 
ization of influence styles intended for broader use -. - 

* 
! 

than just,in a workshop setting. It has a more complex ! 

categorization of behaviours than the other models and , *  -I 

introduces the variable of emotion in addition to control. 
- - - - - -  --- A -- - - - - L A  

- There-are four basic influence stylest Reward an8 + 

- A  uu - - - * -  

. 
Punishment, Participation and Trust, Common Vision, and A 

, 
5- i 1 

Assertive Persuasion.. Each style is made up of several 
- -- - - - -- - - -- - -- - - 

-- 
- -- 

specific influence behaviours . 
L 

Reward and Punishment (R and P) is the use of press- 

. ures and incentives to control others' behaviour. Re- 

wards may be offered for compliance; and punishment or 
'u 

deprivation may be threatened for non-compliance. Direct 

cbncrete power may be used, or more indirect and social 
- -- - 

pressures of status, prestige and authority may be ex- 
, d 

erted. 
. 

n 

a 

R and P means letting others know clearly what they 2 

must do to get what they want and avoid negative consequen- 

ces. 
3 

Both Reward and Punishment and Assertive Persuasion 

involve judging others; However, Assertive Persuasion 

judges on the basic of logic, effectiveness, or truth. 

L 

ard, a regulation, or an arbitrary performance gtandard. 
- 

3% 

- i 

The person sets himself or hersel* up as a judge. -. 



There are three aspects to this influence style : 

1.. Evaluation, - praising and criticizing, approv- 
ing and disapproving; 

2. Prescribing Goals and Sxpectations - letting 
others know exactly what- is required of them: - -- - - - A -  

/ 

-- 

. - 
3 .  Incentives and Pressures - offering rewards for 

compliance and threats of punishment or deprivation for 
- - 

non-compliance. 

Unlike Assertive Persuasion and Reward and Punish- 
4 b 

ment which push people to behave in certain ways or to 

accept certain ideas, Partici~ation and  rust pulls others 
- 

towards desirable behaviours- or ideas by involving them. 

Involvement means increased commitment to a task, and 

follow-up &d supervision become less important. 

There are three aspects to Participation and Trust: 
A 

1. Personal Disclosure - openly admitting limiti- 
- - - - 

tations of knowledge and resources: by ezample, setting , 

a climate of acceptance and tr st: 
* 4 .  

2. Recognizing and Involving Others - drawing out 
and actively listening to the ideas of others, and'build-. - 1  i 

. - 

ing on and extending their contributions;. I i 
3y Testing and ~ x ~ r e s s i g  Understanding - rephras- 

-- - - 

k? - -- ini-wkai-othemnam said to %e st accur3Zy~dto~show I 

- I 



a common vision for a group and to build the group mem- 
- 

bers' commitment to work for the realization of the vision. 

. The appeal is to emotions and values and to see the 

d 
ios,&bilitiek for acting on those emotions and values. 

\ Common Vision has two aspects8 
- - 

1. Articulating . -  . Exciting possibilities - imagining - 

and communicating enthusiasm about potential challenges, 

using images and metaphors to kindle excitement; 

common values and hopes, helping others feel the strength 

of working together. 

Assertive Persuasion (AP) is the style of influenc- 
4- 

ing others through the use of logic, facts, opinions 

-d" - and ideas. It is a "push" style (like R and P) because 

of argument. 

AP has two aspects r 

1. Proposing - putting forward ideas, proposals, 

2. Reasoning For and Against -- marshalling evidence 

on one's behalf and against an opponent's. 

These influence styles are represented visually in 

Figure 385. In addition to the variable of control, 
- - - - - - - -- -- -- -- 

in the diagram represented as controlling vs. openness 

and receptivity, there is the emotional tone of the 
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Figure 3 : 5 Inf hence styles 

Reprinted from Positive Power and Influence Program, ' 

Situation Management Systems, Inc., Boston, Massachusetts, 
1 9 7 6 ,  1977, 1978; used with. permission. 

Strong Emotions : 

Common Vision 

Assertive ~ersuasion': 



influence behaviour, strong emotions vs. intellect and 

logic. 

Insert Figure 3:5 about here 

Each style is associated with particular personal 
- 

qualities and skills, as we discussed earlier. Harrison 

(1977, 1978) refers to the features of each style as 

"cultures." 

tough, confronting, evaluative, and high pressure, 

Participation and Trust is open, empathic, trusting, 

warm, understanding and disclosing. 

Common Vision is excited, cohesive, idealistic, 

colburful, energetic, and emotional. 

- ---AsserGve-Per-sttasie~i~a+1;teef~im~----- 

rationality, of people who are articulate and sensible. 

AS with roles, the appropriate style depends on the 

situation (the nature of the group, workshop content, 

time of day, and so on). A detailed discussion of what 

constitutes appropriate and effective use of style 

is beyond the scope of this review. However,,because the 

influence styles will be an observation focus, a general 

- -  
discussion is necessary. Although Harrison does noLwrit_e 

- - --- - 

of the workshop in particular, his writing on group be- 
- 

haviour (1978) can be extended to workshop situations. 
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The Reward and Punishment style is useful for a 

facilitator to establish clarity of'goals and expectations 

and to play the role of confronter. However, it is not 

usef'ul'to influence the complex behaviour that is often 

the content of training for new teaching approaches. It 
- - - - 

can also be dysfunctiorial when-it increases competi-kive- 

ness or pressure. 

Participation and Trust is most useful to ensure - 

like a workshop,.where it c m o t  be compelled. This style 

recognizes and uses the considerable experience teachers 

bri& to a workshop. Pooling resources can produce high 
'\ 

quality solutions to problems. The recognition of others ! 

builds a supportive climate necessary for learning. How- 

the presentor is the only one qualified to present mater- 

I i d s  or information. -- 

h When the facilitator's values and interests are con- 

sistent with the participants, Common Vision can arouse 

excitement and encourage risk-taking. It is especially 

effective when others are unsure what they want or how*to 
- solve a problem and when what is done -is less important e 

- - - - -- - - -- - - - than getting energy applied. It is inappropriate if the 
\ 

L - 

facilitator-is mistrusted or has low status. 

Assertive Persuasion is important for a workshop 

leaderain the role of procedural or technicalpsource. 
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Participants need first to trust the facilitator qnd have 

compatible interests. Assertive Persuasion is most effective 

if the presentor has high prestige and.competence. + 
Summarv 

The review of literature on workshop facilitation 
- - - - A -  - 

- has attempted t,o outline fhe characteristics of effective 

workshop - presentation. These include certain personal 
A 

qualities of the   resent or , such as empathy, congruence, 

such as listening, expressing, observing, responding, 

intervening and designing. 

A workshop requires the facilitator to play a number 

of different roles, for example, the technical resource, 

the confronter, or the supporter. 

-- 
- -- I-~Hxx%+-~ *I- *esezm&es+Fi?e&&vely~**F-- 

%ator employs different styles or patterns of behaviour. 

Those,styles vary as to the emotional tone and the amount 
r 

of leader control. The review describes four styles: 

Participation and Trust, the style of openness and recept- 

ivity; Assertive Persuasion, logical and rational behaviour; 

Reward and Punishment, controlling behaviour; and Common 

Vision, an inspirational style of strox emotions. The 

agpropfiateness of a particular styleeis-verymuchalated 

to the situation - the participants, the purpose, ' and 
the timing. 

2- + 



character of facilitation determines much of the 

character of the workshop, and the influence styles des- 

cribed in this section will be a focus of observation. 

However, because facilitation will not be judged as the 

- design will -be, this chapter does -not try t a  set standards 



CHAPTER FOUR 

This chapter outlines the models used for evaluation 

of the Self-Directing Professional, explains briefly 

the sense in which the study is both.evaluation and re- 
- - - - --- - - - - -  - - 

search, and- describes the research procedures. 

Evaluation 

In 1967, Robert Stake explained a model of evaluation 

1 9 7 3 ) .  He divided evaluation into data matrices describ- 

ing various bodies of information, as shown in Figure 481. 

Insert Figure 4:l about here 

In Stake's model a distinction is made between 

antecedent,transaction, and outcome. An antecedent is 

any condition existing prior to the event under study. 

This inquiry looks primarily at the school climate, the 

facilitators, and the physical location. These are describ- 

ed in the chapter Life Before Workshops (PP. 94-109). 

Transactions are the processes that take place during 

the event, for example, organizing activities, communica- 
(i 

tion between the presentor and partidipants, and discussion 
- -- - - - - 

amp5Fticiwtingteachers. Th 
-.-- 

e transactions involved 

Life Before Workshops; the transactions of the day itself 

are described in the chapter Workshop Life (pp. 110-141) . 
--- - -- 

b 



Figure 4:1 The Countenance Nodel of Evaluation 

Reprinted from Teachers' College Record, 1967, 68; used with 
permission. 



The boundary o f  t r a n s a c t i o n s  and outcomes i s  n o t  

always c l e a r .  For example, t e a c h e r  team meetings a f t e r  t h e  

workshop a r e  both  outcomes o f  t h e  workshop and t r a n s a c t i o n s  

o f  t h e  implementation program. Outcomes though a r e  r e l -  
=- 

a t i v e l y  more s t a t i c ,  They a r e  t h e  consequences o f  t h e  
- - - - A- 

program, t h e  impact on t eache r s .    or t h e  s e l f - ~ i r e c t i n i  --  - - -  - 2 - 
i 

P r o f e s s i o n a l  t h e s e  w i l l  be completion o f  c o n t r a c t s ,  team 1 

They a r e  desc r ibed  i n  L i f e  Af ter  Workshops (pp. 136-141). B 
9 
4 

These c a t e g o r i e s  o f  informat ion  a r e  p a r t  o f  f o u r  s t a g e s  1 
o f  e v a l u a t i o n  a c t i v i t i e s :  I n t e n t s ,  Observat ions,  Standards 

d 

of Judgement, and Judgement. : I 
J 

An e v a l u a t i o n  u s u a l l y ,  though n o t  always, cons ide r s  j 

t 
first what i s  in tended.  I n  t h i s  case  t h e  I n t e n t s  a r e  ' 5 - -  -- L--- i 

G 
% 

expla ined  i n  t h e  P r w e n t o r ' s  Guide and book le t s  o f  t h e  
i 

S e l f  -Direc t i n g  P r o f e s s i o n a l .  These a r e  a v a i l a b l e  t o  t h e  - 

e v a l u a t i o n ' s  audiences and a r e  only b r i e f l y  mentioned i n  

t h e  t h e s i s .  Intended v a r i a t i o n s  s p e c i f i c  t o  schoo l s  and 

f a c i l i t a t o r s ,  as r e p o r t e d  i n  in t e rv iews  wi th  f a c i l i t a t o r s ,  

- a r e  included.  - 
a 

Observat ions o f  t h e  event  and follow-up a r e  t h e  

most involved a c t i v i t y  o f  t h i s  s tudy.  The I n t e n t s  and 
-- -- - - - - - - --- -- -- ---- -- 

Observat ions a r e  examined l a t e r  f o r  comruence ,  t h e  e x t e n t  

t o  which what was a c t u a l l y  in tended happened. More 

H 



important, they are examined for contingencies, logical 

and empirical connections among the antecedents, trans- 

actions, and outcomes, According to Stake, contingencies 

are particularly important for a formative evaluation, 

They are also a distinguishing feature of research. The 

observation process -and the analysis for ~ont~ngencies are 
7 - - A -  " - 

discussed in the section on field study methodology. 

The third k d  fourth stages are establishment of 

Standards of Judgement and Judgement. The literature 
-- --- - - - --- --- 

-- -- -- 

reviews on implementation and workshop design have already 

set those standards; in chapter eight, Evaluation, they 

- are compared with the observed reality of the Self Direct - 
~ n p  P m f e  

A separate component from these stages and categories 
i J 

of information is the Statement of Rationale, According I 

to Stake, the rationale helps the evaluator study the 

logical connections among intended antecedents, transact- 

ions, and outcomes, The rationale for the Self-Directinq 

Professional comes mainly from the booklets, and is also 

implied in the Presentor's Guide and site agreement 

(the contract between the facilitator and school contact 

It is not discussed in a separate chapter, but 

is woven into the description and analysis, 
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Evaluat ion  and Research 

Because some au thors  f ake rpa ins  t o  distinguish care-  
, 

f u l l y  the  realm$ o f  r e sea rch  and e v a l u a t i o n  (Worthen and 

Sanders,' 1973, 'Popham, 19751, it i s  appropr ia t e  t o  e x p l a i n  

b r i e f l y  why t h i s  t h e s i s  can  b e  considered as both.  
- - - - - - 

Prominent e v a l u a t o r s  sych as Cronbach(1980) , .Hause  - - 

( i n  Hamilton e t  a l . ,  19761, Scr iven  f1976),  and even L- 

~o&am (1975) have comrnelrted on t h e  cons ide rab le  ove r l ap  

t i o n  ,appl ied r e sea rch ,  and p o l i c y  r e sea rch .  This t h e s i s  i s  

an eva lua t ion  because it judges the -wor th  of a program 

i n  o rde r  t o  a i d  decision-making. It i s  a l s o  r e s e a r c h  

because it seeks  i n  c h a p t e r  n i n e ,  Themes, a more g e n e r a l  

e j p l a n a t i o n  about t h e  Se l f -Di rec t ing  Pro fess iona l ,  (sDP), 

The n e x t . s e c t l o n  on t h e  f i e l d  s tudy methodology i s  I 

appropr ia t e  for both  purposes,  From t h e  e v a l u a t i o n , p e r s -  - - 

p e c t i v e ,  it d e s c r i b e s  t h e  procedures f o r  determining t h e  

observed r e a l i 3 y  o f  t h e  SDP, which i s  then  evalua ted  by 

comparison wi th  t h e  s t andards  descr ibed  e a r l i e r .  From t h e  

r e s e a r c h  ~ e r s ~ e k t i G e ,  it e x p l a i n s  a system f o r  progress ive  

a n a l y s i s  of a b s t r a c t  p r i n c i g l e s  which e x p l a i n  how work- 

shops @ark. P 
- - -- -, - - - - -- 

F i e l d  S tuds  - 
' . ~ h e  model- f o r  t h e  c o l l e c t i o n  of d a t a  and a n a l p i s  i s  

The Develobmental Research Seauence of James S ~ r a d l e y  



- 

(1979, 19801,. His system of anthropological inquiry is 

- 0  

well suited to the highly complex tr&sactio& of a work- - - 

shop, "It operates on two levels. It seeks to describe the 

concrete and commonplace of a culture, and it+ tries to draw out 
- 

'the cultural patterns that peoplg use to organize their 
1 

Q 
- -.. behaviour, make-and use-obrects, aFrarige their space,, 5r-d - 

. . s L  > 

,make sense of their experiences. 

Culture is understo6d as the-acquired knowledge people 

1 u ~ s e t o ~ t e r p r e t e _ x p ~ i e n c e ~ a n d ~ e ~ e r a t ~ e  behaviow", Th_e-: - 
- - -- - - -- - - -- -- 

interpretation and behaviour may involve the cultural ex- - 
--. perience of riding a bus or attending .a,workshop. The 

knowledge may be explicit, something we can eornmunicate * 

with relative ease, such as the time and date of the work- 
?' 

shop. It may also be tacit, outside' our awareness, such 
i 
7 

as the seating'arrangements participants unconsciously 
- -- - - - -- -- - - - - - - -- 

s 2 
choose when entering the workshop location. 1 

i 
Spradley's main' techniques for studyirg a culture are 

A 

observation and the ethnographic interview. I 

have supplemented these with observation instruments, 1 

questionnaires, and focused interviews, The discussion 

of the Develo~men%al Research Seauence ' will look c1ose.l~ 

at process observation. The other measurement techniques, 

and how they mesh with process observation will be explain- - - - - -- 
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{ 

Spradley's model has twelve &equential steps: I 
i 

I 1 Locating a social situation 1 
Z Doing participant observation 
3 Making an ethnographic record 3 
4 . W i n g  descriptivk obs&vations 4 
5 W i n g  a domain analysis j 

6 W i n g  focused obser~atieins 
-L 7 Making_ a taxonomic analysis- - - - -- a - - - - -  - 

5 
8 Miili'1rig selected observations a - 4- . - 

A 

-a &&im - - " - -  - - - - - -  componential analysis 
ID Discovering cultural themes i - i 

11. Taking a cultural inventory c L I  

12 Writing an ethnography 
I i , . 

.data collection and analysis work together and research 
01 

.~ questions are developed in process. At first, observation f 

is wide~ranging and then it slowly funnels to look. at 
;I 

1 
i a 

selected topics. It then widens again to give an over- 4 3 
view if the culture under study. These steps will now be 

-.. 
discussed in sequence. .. ,.- 

- 

f 
L 
3 

1. 3 aocatinn a Social Settinq 3 
The initidl, selec'tion of the Self-Directing PrQfession- _ _ - - 

(SDP) asrthe subject of evduation limited the variables 
- 
i 

in choosing a setting. Restrictions on my'time and money- -. s cj 
f * 

and my location in the Lower Ginland further 'restricted -. 
< . ,  

the choice. B 

Five settings were selected: three elementary, one 
? 
.$ 

8 
(-r 

secondary school, and a workshop for'B .C .Teacher1 s Fed- . * i 
-- - - -- -- -- - - - --- z 

& 
eration professional d@velopment ehairpersons in the Fraser - = % & A .  

.- B 
;;R 

Valley aPeaP The secbndary school cancelled the workshop . + 4 
L 4 .  

and 1-was sick on the day of the k-aser Valley event, .. .4 & 



leaving only three schools. 

The richness of data, however, was enhanced by my 

. be- trained as a workshop leader and by giving the work- 
, 

shop spme months previously. That particular presentation 

and a colleague's observation of me were also an opportuni- 

- t y  to field test instruments and the in$erview schedule. - 

C 

.6 I visited all three schools prior to the "pro 'd'" 

day, interviewed the on-site organizers and the schools' 
O .  

principals, and distributed a quest&gaire, (I c o ~ i o u s -  
- -- - - - - - - - -- - - -- - - - - -- - --- -- -- - - -  -- - - p---- 

ly restricted this pre-worksho,~ contact in order not.to 

influence subsequent events.) I took part in the work- ' 

shops and followed up with visits, interviews, and another 

questkonnaire. 

2. Doing Participant Observation 

Participant observation is a well-known research 
-- - -- - - - - -- - -- -- - -- - -- ---- -- - - -- - 

technique in education. Smith and Keith's Anatoms of an 

~ducatibnal Innovation (1971) was an especially important 

m o k  for this study bcth 6ecause of the participant 

observation methodology and the similar topic. 
I 

'Spradley describes variations in styles ,of partici- 

pant obse@#ation according to the degree of involvement. 

At one end of the scale there i6 the nonparticipating 1 

study of television programs. At the scale's other end, 

high involvement, there is complete participation when 

researchers study a situation Ln which they are already 
=xi 



participants. 

Among the facilitators, I was close to a compJete 
'-. 

participant. I was trained to lead the workshop and did- \ 
--% 

so once. Among the teachers at the schools studied, I was ---, . 

an active participant on the workshop day. Although an 

outsider, -I tried to take part to the fullest without 
A G 

-- - a - 

reve"aTLg any,of my more extensive knowledge of the program. 

Being a teacher helped me gain acceptance. Fortunately, 

the Self-Directing Professional includes many periods of I- 
-- 
- - 

-- - - i ~ d . S v i - & ~ - w o r ~ a ~ ~ ~ i - t ~ n ~ - w ~ d r e w  - a t ~ e r x ~ o n = f r o m  -my_ = ==== - - - - 

own note taking and tallying of observations. With the 

teachers in my colleagial team following the workshop 

I was evm-qore obviously a,n outsider who had arrived only 

to attend th meeting. Nonetheless, I tried to participate 

actively. 4 
During and immediately following workshop observation 

and following school visits I made notes. In writing 

comments, I tried to record the language verbatim. In 

describing observations, I t r l b  to be as c'oncrete as 

possible. Interviews were tape-recorded and transcribed. 

4. Makim Descriptive observation 

The next sixqstages of the ~evelopment Research 

ular. The stages of observation are three: descriptive 

to focused to selective. These alternate with stages 
. - 



o f  a n a l y s i s  . 
- I n  t h e  p e r i o d  of d e s c r i p t i v e  o b s e r v a t i o n ,  t h i s .  s tudy  . 

/ w a s  concerned w i t h  t h e  g e n e r a l  q u e s t i o n . " l h a t  t a k e s  p l a c e  

G a t  a Se l f -Di rec t ing  P r o f e s s i o n a l  ( SDP) workshop?" and, , 

( l a t e r ,  "What happens a f t e r  t h e  workshop?" However, e a r l i e r  

exposure t o  t h e  SDP had al lowed me t o  t e l e s c o p e  t h e  s t a g e s  
1 

- - 

o f  o b s e r v a t i o n  and develop  some hunches about  how t h e  S%P , . . 

worked. I r ecorded  f o u r  o f  t h e s e  i n  an  e a r l i e r  d r a f t  on 

methodology: 

t h e  workshop. 

2.  The workshop l e a d e r s b k i l l  i n  p r e s e n t a t i o n ,  

e s p e c i a l l y  t h e i r  u s e  of  Common Vis ion  and P a r t i c i p a t i o n  

and Trus t  i n f l u e n c e  s t y l e s ,  may inf luef ice t r a n s a c t i o n s .  

3 --- -- -- ---- - 3. C e r t a i n - f  e a t u r e s - o f - t f r e ~ o r k s h o p  n o t e d  h - - e a r H e r -  - - - - -  - 
i n fo rma l  e v a l u a t i o n s  as s t r o n g  ( t h e  C o n t r a c t )  or-wkak 

' ( t h e  Goal Attainment  S t y l e  and Vis ion)  may i n f l u e n c e  

t r ansac t ions , .  

4. The amount and k ind  of c o n t a c t  among t e a c h e r s  i n  

t h e i r  c o l l e a g i a l  teams, and wi th  t e a c h e r s  by t h e  s i t e  
\ 

l e a d e r  and by t h e  worksho-p l e a d e r  may i n f l u e n c e  what 

happens a f t e r  t h e  workshop. 

- -- - - Thesehunches le&%o-wy-eho-fee of -  the- two +bservat-iom- 

i n s t r u m e n t s  exp la ined  l a t e r  i n  t h i s  c h a p t e r .  

- - 



5. %king a Domain A n a l y s i s  

Ana lys i s  i s  a sea rch  f o r  p a t t e r n s .  I n  t h e  Develop- 

ment Research Sequence t h e  f irst  a n a l y s i s  i s  of  domains. A 

domain i s  a c a t e g o r y  o f  c u l t u r a l  meaning. I t  i s  composed 

o f  t h r e e  b a s i c  e lements :  a cover ing  term,  t h e  name f o r  
- 

t h e  domain; inc luded  t e rms ,  -€he names of  a l l  t h e  small 

c a t e g o r i e s  i n s i d e  t h a t  domain, and t h e  semantic  r e l a t i o n s h i p ,  

t h e  l o g i c a l  connect ion  of  t h e  excluded te rms and t h e  cover  

For  example, one o f  my domains had Che cover ing  term 

"Problems i n  Goal P lanning"  and under  t h a t  were inc luded 

te rms:  d i f f u s e  unmeasurable g o a l s ,  m u l t i p l e ' g o a l s ,  avoid-  

ance of  a major problem ( r e l e v a n t  t o  g o a l ) ,  l a c k  o f  t ime 

t o  p l a n ,  and s o  on. The semantic  r e l a t i o n s h i p  w a s  " i s  a 

k i n d  o f  ," F i g u r e  4 ~ 2  diagrams - t h i s d o m a i n  ,- 
- - -- -- - - - - - - - 

a 

I n s e r t  F igure  4:2 about  h e r e  

The domain i s  s i m i l a r  t o  what   laser and S t r a u s s  
~. 

(1967 )  c a l l e d  a "concept ."  

Even a f t e r  weeks and months s p e n t  i n  o b s e r v a t i o n  and 

a n a l y s i s ,  I would encoun te r  a new domain. E v e n t u a l l y  t h e r e  

were e ighty-seven ,  
-- -- -- ~ ~ 

6 hkiw Focused 'Observa t ions  

-ZAer rex t s t ep  i s  Lo choose-speciidq domains or. i n t e r -  

e s t  and i n v e s t i g a t e  them i n  d e t a i l .  The cho ice  w a s  made 
n 





' from i n d i r e c t  su&estions from respondents such as "we 

would have l i ked  more information beforehand" and the  

appearance o f p a  fkw domains which had p a r t i c u l a r  explana- 

t o r y  power such a s  "Stages i n  an SDP. a c t i v i t y . "  From 

these  were formed research quest ions  such as the  following: 

- Are' t he re  any o ther  s t ages  i n  pre-workshop contact? '  

Are there  any o ther  s t ages  i n  an BDP - a c t i v i t y ?  

Are there  o the r  kinds  of f a c i l i t a t o r  design adaptat ions?  

A t ' t h i s  s tage  I had a l s o  begun interviews and the  

responses helped the  focus  of observation.  

7 .  Fibking a Taxonomic Analysis 

Here the  researcher  analyses  the  cover terms of t he  

narrow, but by searching f o r  underlying p a t t e r n s  the-ground- 

work i s  l a i d  f o r  a l g t e r  look a t  h o l i s t i c  themes. 

8. Making Selected Observations 

The goal  now i s  t o  def ine  domains even more c l e a r l y  - 
by looking f o r  d i f f e r ences  among them. The th ree  kinds of 

observation and t h e i r  use over time a r e  represented in .  
- 

Figure 4:3 

I n s e r t  Figure 413 about here  

Spec i f ic  aues t ions  asked a t  t h i s  s tage  were c0ntras.t  - 
questions such as the  following: 
- - - - - 
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How- does t h i s  p r e s e n t a t i o n  s t y l e  d i f f e r  from o t h e r s ?  

How does it vary  through t h e  course o f  t h e  day? - 

The p rocess  o f  narrowing t h e  a t t e n t i o n  is ve ry  s i m i l a r  

t o  Hamilton and P a r l e t t ' s  "p rogress ive  f o c u s i n g  " ( 1976). - - 

* _ 
T h e  technique  o f  d e f i n i n g  c a t e g o r i e s  o f  meaning by seek ing  

c o n t r a s t s  is  similar t o  t h e  comparative method o f  G l a s e r  

Making a Componential Analys is  

ornponential a n a l y s i s  i s  a sys temat i c  s e a r c h  f'br 

t h e  a t t r i b u t e s ,  o r  components o f  meaning, whicMare  a s s o c i a t -  , 

ed wi th  t h e  c u l t u r a l  c a t e g o r i e s .  An example o f  , t h i s  would 

- be t h e  c h a r t  o f  Pre-No.rkshop Communication on g.101. The 

- P o  - -  - -  semant ic  r e l a t i o n s - h i p  ?as " s t a g e s  i n "  and some of t h e  s t a g e s  " 

were "f i rs t  impress ion ,"  "staff d e c i s i o n , "  "BCTF ar range-  
P 

ments," and s o  on. Each of t h e s e  was ana lysed  f o r  t h r e e  

a t t r i b u t e s  : people  involved,  type  o f  communication, and 

d e c i s i o n  made. For  example, "first impression" involved 

t h e  s c h o o l  ' s i t e  l e a d e r  and p o s s i b l y  o t h e r  s t a f f ,  comrnuni- 
* 

c a t i o n  w a s  w r i t t e n  - by p o s t e r . -  - a d  o r a l  - by . - 

word o f  mouth, 'and t h e  d e c i s i o n  w a s  whether o r  n o t  t o  

Adequate e thnographic  r e s e a r c h  needs t o  i n c l u d e  both  . . 
in-depth  a n a l y s i s  of s e l e c t e d  domains and a n  overview o f  3 

- - -  - 

t h e  whole c u l t u r a l  scene.  To g ive  t h i s  l a r g e r  p i c t u r e ,  
- 

I 



Spradley descr ibes  how t o  discover c u l t u r a l  themes. - 
A c u l t u r a l  theme i s  any p r inc ip l e ,  t a c i t  o r  e x p l i c i t ,  

t h a t  i s  common t6 many domains, and describes.  a  semantic 

r e l a t i onsh ip  among domains o r  taxonomic groups of  domains. 

Often a c u l t u r a l  scene w i l l  be i n t eg ra t ed  around a theme, , - 
- f o r  example,, much of the  l i f e  of a school i s  arga&ized - a 

- 

'around assumptions about gender, such a s  g i r l s  a r e  b e t t e r  

- behaved than boys o r  boys a r e  more0physical .  Often themes 

- - - - - - - - - - - - - - - - - - - - 
- - 

a r e  a t  the  t a c i t  l eve l -o f  knowledge, t h a t  is, t h e y  a r e j o t  - - 
--- -- - - - - - - - - - - --- -- - - -- -- 

expressed e x p l i c i t l y  by people even though they know them 

and organize t h e i r  l i f e  around them. 

A c u l t u r a l  theme t h a t  emerged i n  t h i s  s tudy concerned 

the  gap between the  teachers  r e a l i t y  and the i d e a l  image 

of  the  SDP. The teachers  assume t h a t  t h e i r  behaviour is  

- -- 
~ l i d  and important.  The f a c i l i t a t o r s  a r e  the  main 9 - - - - - -- 

mediators who t r a n s l a t e  the  program image f o r ,  the  par-kci- 

pants .  To some ex ten t ,  the  research found ' tha t  the  f a c i l i -  . - 

t a t o r s  were aware of t h e i r  r o l e  i n  bridging the  gap such 

a s  when one adapted the  design t o  include more group ac t iv -  

i t i e s  based on h e r  reading of  evaluat ion forms of e a r l i e r  

workshops. Similar  adaptat40ns were made by another  f a c i l i -  

t a t o r  without any conscious conceptualizat ion.  - 
During t h i s  s t age  I co ducted my l i t e r a t u r e  review 

- -  ---- - - - - - - -- - - - -- - - - :? . 

- - - - -- - - - -- - - 

which gave me i n s i g h t s  i n  o poss ib le  themes. 

11. Taking a Cu l tu ra l  Inventory 

T h i s i s  the  s t age  of  organizing information from a l l  - 
- -- - - - - - - - 

data  sources,  i den t i fy ing  and f i l l i n g  gaps. For example, 
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- 

a f t e r  1-had a i i a l y ~ e d  fullypthe pre-workshop process I 

found I was not  s u r e  about how'one school had first heard 

of t h e  SDP and included a  quest ion on t h a t  i n  an in terview 

with the  p r inc ipa l .  
< 

12. YJriting an Zthnopraphy - 

The t h e s i s  i s  w r i t t e n  a t  s eve ra l  l e v e l s  of  a b s t r a c t -  

ion.  There i s  t h e f l e v e l  o f - s p e c i f i c  inc iden ts  andLquotat-  
- 

-. lons ,  the  l e v e l  of  genera l  s tatements about The SDP, and 

t h a t  of  a b s t r a c t  themes a'uout'workshops and innova t ionpas  
t 

2 ~ _ h a l * ,  ~ A ~ ~ ~ ~ d i ~ A = ~ ~ l a d l e ~ - ~ i L _ - l s = - = i m p ~ ~ ~ ~ A e l B - - - - - - = ~ - -  

the  reader ' s  i n t e r e s t  wi th  the  f l e s h  of examples and 

s p e c i f i c  inc iden t  s ta tements ,  i n  addi t ion  t o  the  ske le ton  
/ -- 

of  a b s t r a c t  s t a t emen t s ,  

, ?he chapter  on observations i s  pr imar i ly  about the  

'part icular .  From t h i s  data  emerges the  genera l  4 s t a t e -  

\ - 
To h e l p  increase  the  quant i ty ,  r ichnesg,  ahd accuracy.  

of the  data  c o l l e c t i o n ,  the  study a l s o  e'mPloys in terviews,  
\ 

observat ion forms, , and quest ionnaires .  The r e s t  of the  

chapter  descr ibes  t h e  use of  these  and how they f i t  i n t o  . , 
P 

the  psocess observation sequence described above. 

Interviews formed the  next  l a r g e s t  source of inform-. ' 1 
< .  

s i t e  organizers ,  p r i n c i p a l s ,  t eachers ,  and presen tors ,  

They averaged ha l f  an  hour i n  length.  A s  a t r a ined  present-  

o r  I was myself an  informant on  s eve ra l  po in t s .  The 



q u e s t i o n s  were formed from t h e  o b s e r v a t i o n  o f  t h e  work- 

shop and were p r e s e n t e d  i n  t h e  manner o f  t h e  focused  

i n t e r v i e w  d e s c r i b e d  by Morton and Kendal l  (1946) .  'They - 
were t a p e  r eco rded  and t r a n s c r i b e d ,  and s e c t i o n s  were - . . 

- -coded according  t o  domains._ 'i'he appendix ' n c l u d e s  t h e  % - i 

I n  o r d e r  t o  avoid  i n f l u e z c i n g  t h e  impact o f  t h e  work- 

shop on t h e  t e a c h e r s ,  I g e n e r a l l y  d i d  n o t  i n t e r v i e w  them . 

unt i l .  f i v e  weeks f o l l o w i n g .  This  a l s o  meant t h a t  I' r e c e i v -  

ed a p e r s p e c t i v e  l e s s  i n f l u e n c e d  by t h e  c h a r a c t e r i s t i c  

p o s i t i v e  emotions j u s t  a f t e r  a workshop, b u t  wi th  a prob- 
- 

a b l e  l o s s  of  some v i v i d n e s s  o f  r e c o l l e c t i o n s .  . 
- - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - - 

- - -- 

The i n t e r v i e w s  o f  t h e  t e a c h e r s  who had a t t e n d e d  t h e  

f i r s t  workshop co inc ided  wi th  my p rocess  o b s e r v a t i o n  of  

t h e  o t h e r s  and t h e  r e sponses  a ided  my cho ice  o f  focused  
/ 

o b s e r v a t i o n s .  

Observa t ion  Ins t rumen t s  

The workshop o b s e r v a t i o n  inc luded two q u a n t i f y i n g  

t echn iques .  For  t h e  f i rs t ,  t h e  day w a s  d i v i d e d  i n t o  

-- 

group d i s c u s s i o n ,  l a r g e  group a c t i v i t y ,  s m a l l  group 

a c t i v i t y ,  s m a l l  group d i s c u s s i o n , - i n d i v i d u a l  a c t i v i t y ,  

and b reaks .  A n  a c t i v i t y  w a s  d e f i n e d  as any t a s k  t o  be 
- -- - - - - 
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4' 

P 

.- i a completed, f o r  example, t h e  C o n t r a c t ,  Duri&$ t h e  workshop 
- c -- 

/ * - -  *' . - ~ L  

an  on-goi*g r e c o r d  of  time devoted t o  each compbnent w a s  

k e p t ,  g i v i n g  n o t e  book e n t r i e s  1:ke t h e  folltowinp: 

Time- \- A c t i v i t y  . Comment 

9; jO L 10:lO i ( i n d i v i d u a l  a c t i v i t y )  Joy/Mi s e r y  
book le t  

10 :LO - 10:35 - d ( s m a l l  g r o u p , d i s e ~ t s s i o n >  %n 2 ' s  t o -  - - - 

- d i s c u s s  J/M - 
l 0<35  - 10:40 F ( p r e s e n t a t i o n )  sum-up o f  

I 1 e a r n i n g  
10:40 - 10:50 . B .  ( b r e a k )  c o f f e e  - 

J 

- 

- f requency o f  i n f l u e n c e  s t y l e s  on t h e  t a l l y  s h e e t  inc luded 

i n  t h e  appendix. The form 4 s  made up of  behav ioura l  

d e s c r i p t i o n s  of  a c o n c e p t u a l i z a t i o n  developed by Har r i son '  

(1977) and desc r ibed  i n  t h e  literature review. The concepts  

and d e s c r i p t i o n s  d i r e c t l y  correspond;  hence t h e  v a l i d i t y  

. . 

Q u e s t i o n n a i r e s  

Three d i f f e r e n t  q u e s t i o n n a i r e s  were used a t  t h r e e  4 
d i f f e r e n t  t imes :  a few days p r i o r  t~ the '  workshop, - 
immediately fo l lowing i t ,  and f i v e  weeks fo l lowing .  

r, 
The first  q u e s t i o n n a i r e  w a s  designed t o  look a t  a 

number o f  v a r i a b l e s  among which were s u b j e c t  akd grade  

l e v e l  o f  t h e  p a r t i c i p a n t s ,  t e a c h i n g  exper i ence ,  exper ience  I .  

i n  groups ,  and op in ions  on school  c l i m a t e .  The last 
- i+ - - - -  --- -- 

L mentioned w a s  covered by q u e s t i o n s  from Schmuck e t  a l .  

(1977) .  These were inc luded a l s o  i n  t h e  f i n a l  ques t ionn-  
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b 

/ 
aire giving so e peite'st, post-test comparison. , 

The secpnd qmestionnaire was given at the conclusion 
I I p 

of the workshop. ~hese kinds of fohs have been referred 
' .  

to by DaviS (1974) a$."a.podtrlarity poll" and by Cgnroy 

(1978) as "happineSs data." he end of a workshop 
- - - -  * 

P ,  
participants are-happy (to b it's over, -or 

', 

that they have learned soge r remarks w e ,  
I 

often soft and nice (Davis', 1973); , ,Such evaluation ,measures 
- 

--- - - - -  - -  : w + - - - - -- - -- - 
pp-pp-pp- 

3 
T emotional reactions rather than learning (Ronaghan. 1979) . 

Nonetheless, ,the forms did give infofmation that was 
Z 

useful in constructing interview questions and the final / 

questionnaire, and information useful in comparing orie I 
J - <  

I ,  

t workshoptto another. 
, 

One question on the overa-ll opinion of thekorkshop 
- - - - - - A - - - - - - - - - - - L - -- - - - ppppp---- - - -- 

ip relation to other professional development days was  in^ 
> eluded again in the final questionnaire to give some + 

I - 

indication of movement away from the "happiness" 'response. 

The. first and third questionnaires were tested for - 

-53 

\&face validity by a group of faculty associates-at Simon 

FraserrUnioersity. All were knowledgeable in evaluation. , .  
. +  

b 

Die fir@ and second questionnaires were also field tested, 

checked..for validity in subsequent interviews, and revised. 
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Eokert  S take ,  ' S e y  c o n s i d e r  t h e  in tended workshop and 

implementation plan a long wi th  t h e  observed r e a l i t y ,  r e f e r  

t o  standards of  judgement, and compare t h e s e  s t a n d a r d s  wi th  
- 

t h e  obse rva t ions .  

3 e  

r e d i t y ,  

of James 

s tudy  i s  a l s o  research . '  I n  e s t a b l i s h i n g  t h e  observed 
I b 

i t  folTows t h e  Deve,lopmental iieseaFch Sequence 

Spradley.  ?his i s  a n  ethnographic methodology 

Sroader  c u l t u r a l  themes under ly ing  t h e  whole scene .  The 

r e s e a r c h  rnedhods a r e  p a r t i c i p a n t  obse rva t ion ,  i n t e r v i e w s ,  

obse rva t ion  ins t ruments ,  and q u e s t i o n n a i r e s .  

There a r e  t h e n  t h r e e  p a r t s :  f i r s t ,  a d e s c r i p t i o n  of  

a l i f e  i n  and around t h e  SDP workshop, second, a n  e v a l u a t i o n  p' \ 

irn?lementation, and, t h i r d ,  an. exp lana t ion  

in'cendefor----- 

of  c u l t u r a l  themes. 



CHAPTER ,FIVE 

LIFE BEFORE WORKSHOPS 
> 

To s e t  the  s tage f o r  t he  workshops, t h i s  chapter  L' 

descr ibes  the  schools ,  t he  f a c i l i t a t o r s ,  and the  s t e p s  i n  

' o r g a n i z a i o n  of t he  events .  According t o  t he  Countenance 
. ? 

, Model, =the f i rs t  two t o p i c s  a r e  antecedents ,  and the  organ- 

i z i n g  s t eps  a r e  t r ansac t ions .  

-- - _ -  T h e  mi t i n g  f b l l o w s  t h e  _ethnographic r e  search -madel, - - -=- - - 

and includes  both t he  p a r t i c u l a r  and the  genera l .  There 
4 

a r e  concrete desc r ip t ions  and d i r e c t  quota t ions ,  as wel l  a s  

abs t r ac t ions  and generp- l izat ions .  The desc r ip t ion  of events  

l eads  t o  the  occasional  use of the  f irst  person s ingu la r .  
1 

The Schools 

3 .  
S i r  Mark Eggli and Valleyview each had t h i r t e e n  teachers  

and a p r inc ipa l  and about the  same population,  250, of 
'l 

s tudents  from kindergar ten t o  grade seven. Pa t e l  school 

w a s  with 160 s tudents ,  kindergarten t o  grade f i v e ,  

and e igh t  teachers .  Eggli  was t he  l oca t ion  s tudied i n  g rea t -  4 

e s t  depth. 

Eggli Elementary w a s  loca ted  i n  one of t he  municipali- 

t i e s  surroundingVancouver . Although t h e  s c h o o l w a s  border*&- - 

i 
on two s i d e s  by. f o r e s t ,  it w a s  c lose  t o  severa l  c l u s t e r s  of 

-- 

townhouses and condominiums. The construct ion of more housing 

developments posed a challenge t o  t h e  school. On the  . : ' 

* Names of persons and schools have beenfphanged. 



~211 of t h e  p r i n c i p a l ' s  o f f i c e  w a s  a huge black and white 

a e r i a l  photo of the  neighbo&hood w i t h  planned developments 

i n  red .  The p r i n c i p a l  spoke of hundreds of new s tudents  

, expected i n  t he  next school year .  

!4 The bui lding ground l e v e l  classroom wings and 

a second f l o o r  of above an assembly/play room. 
- 

One wing had grades h; t o  t h r e e ,  the  o ther ,  t h e  in termediate  
1 
I 

grades ,  and the  second f l o o r  had spec i a l  education c l a s s e s  -4 - - - - - - - -- - - 

- - - 

and the  s3aff roc%.- =e pliysical. s e p a r a t i o n  of the  d i f f e r e n t  

grades  w a s  commented on by the  teachers  as a b a r r i e r  t o  s o c i a l  

con tac t .  

The spec i a l  education c l a s s e s  a l s o  in f luenced .Eggl i ' s  , 

7% - Y 

s t a f f  r e l a t i o n s .  The p r i n c i p a l ,  a part-time teacher  as 

wel l ,  est imated he spent  s i x t y  percent  of h i s  adminis t ra t ive  i 

~ - - -- -~ ~ ----- ~ - -  --- ~ 
~- --- 

time wlth the  th ree  s p e c i a l  c l a s s e s  and t h e i r  t eachers .  The 
-./ 

re la t ionshyp  of one of these  t eache r s  and t h e  p r inc ipa l  w a s  .-&- 

p a r t i c u l a r l y  poor. An open argument between them occurred 

during the  workshop. Some months a f t e r  the  ktudy, the  

s p e c i a l  education sec t ion  w a s  burnt  down a f t e r  a s tudent  

s t a r t e d  a f i r e .  

A low l e v e l  of s o c i a l  con tac t  and a high l e v e i  
1 

c o n f l i c t  were general  f e a t u r e s  of  staff r e l a t i o n s  

I 

I don ' t  have time t o  r eces s  o r l u n c h  with the  ---- I 
other  staff so I don ' t  have time t o  t a l k  t o  them. i 



The men a r e  involved i n  s p o r t s ,  i f  yo& do see them 
i t s  ju s t  f o r  a few minutes. , 

We're very overburdened with d u t i e s  and we never 
seem t o  have the  same f r e e  time, - 

The second f ea tu re  w a s  a high l e v e l  of c o n f l i c t  between 

some s t a f f  members and the  p r i n c i p a l ,  and a l s o  among s t a f f .  
- - 

d 

Like a l l  c o n f l i c t s  it had an extensive  h i - s to ry  and a complex- . 
A 

i t y ,  t o  the  ex ten t  t h a t  i t  could be another t h e s i s  t o  p q t r a y  

it adequately.  Iionetheless, the  tens ions  were f r e e l y  commen- 
k f 1 

ab le  at  the  workshop, ~ o $ e  of the  opinions of t eachers  on a 

the  c o n f l i c t  were as follows: T 

/ ~ t ' s  jus t  l a ck  of resdec t  ( the  p r inc ipa l  t o -  
;w wards a teacher )  and I ' m  s i ck  of i t .  

G 
f 
-I 

> ' I c a n ' t  s tand t h i s  profess ion.  I love it when 
d I can c lo se  the  door, but when someone roughshods 

- - - - - - - - - - O v e r  another.. . ~ ~ n o ~ d e m o c r a t i c  pr-ocess .---- --- --- - - 

The more fo rce fu l  we g e t ,  the  more r e s i s t a n c e  
we g e t .  

This school i s  g iv ing  me an u l ce r .  

The p r inc ipa l  spoke of t he  problem as "s t rong  person- 

a l i t i e s  and i n e v i t a b l e  c o n f l i c t s "  and of h i s  r e s p o n s i b i l i t y  

t o  make decis ions ,  He a l s o  explained i n  an interview a 

h i s t o r i c a l  context  s t a r t i n g  with a highly  incompetent 
\ 

pr inc ipa l  two years  ago followed by $ ' x  bonths  with no 
P 

- - - - -  Kr \ - - - - . - - - - - - - 7 - - - -  * 
, princTpal a t  a l l .  

- - - I  + 
-.. 

- 

-- - - ~ e a c f r e r s + p & - m u r ~ i m l y  of the  p r inc ipa l  o r  
* - 

a t  l e a s t  sympathized : 



/ -i i 

, * 
- 

-r '  - -  

- - - - -  - - -- - - - - - -- 

- -- - 
- 97 

other school, the principal here is / 
really supportive. 

He's changing. He was really supTqtive of hav- 
ing this workshop. 

He's caught in the middle. 
/ 

One teacher described the staff as being in two camps: 2 

those that go looking for problems and those-that hide ffom 

them. There were tensions between these camps as well. 

r' Nonetheless, respondents from both camps expressed a & 
\ desire for the workshop to help to resolve their internal 

- - - -  - - -  - - - -- 

d 
- - - - - - - - 

- -- - - 

problems. 

In sharp contrast, Pate1 Elementary had little tension. 

.The vice-principal said: 

The school almost runs itself. 

They're a good staff. Everyone's co-operative. 
You+know in some schools there are always one or 
two bad apples, but not here. 

- -- - --- - - - -- - - - - - - 

Patel is hidden away at the end of a cul-de-sac in 

East Vancouver. It-is small and, like Egglii it faces a 

challenge of numbers in the neat future. However, its 

problem is declining enrollment that may soon result in 

reduced services to the school. The decline has alreqy . 

resulted in Pate1 losing a resident principal and being 
I) 

appointed a vice-principal who shares responsibilities with, . 

the official principal at a neighbourin elementary school 
- - - - - - - - - -- - - -& -- - - - 

ocks away. Yet as one teacher said at lunch time, 

"fortunately, the principal is a great guy and our vice- 
* 

principal has worked with him for-several years so there is 
- - d - .- 



- 
I C ' 

no problem i n  co-operating." 
- A  

The t h i r d  school,  Valieyview, i s ,  l i k e  Eggl i ,  loca ted  " 

i n  a municipal i ty  ou ts ide  of Vancouve~..; I ts  most d i s t i n c t i v e  

- f e a t u r e  i s  the  l a r g e  na t ive  Indian student population from 

a nearby reserve .  I n  an e f f o r t  t o  respond b e t t e r  t o  t he  

needs of the  Indian as wel l  as the  non-native community, 

Valleyview h a s  become an unof f i c i a l  community school. I t  

has  a community education a i d e ,  day-care, an open-door po l icy  

- - - fo-F parents ,  an& everring c l a s s e s ,  --- - -- --- - - 

- - p'- 
- - --- 

It  w a s  a r a i n y  overcast  day when I first vis i ted Valley- 

view. The p r inc ipa l  took me on tour- and I w a s  s t ruck  by 

the  number of a c t i v i t i e s .  I n  f r o n t  of the  o f f i c e  w a s  a pink 

paper post  o f f i c e  dispensing stamps f o r  Valent ine 's  Day. 

An Indian carver  came i n  with two rough cut  cedar l ogs  one 

were t o  carve the  o ther .  The evening of t h e  workshop day 

w a s  a ca rn iva l .  ( I  d u t i f u l l y  bought r a f f l e  t i c k e t s  f o r  the  

p r i z e  of a Cmichan Indian sweater .)  There were a l s o  weekly 

f i e l d  t r i p s  f o r  c u l t u r a l  enrichment. 
' ,  

Like E g g f i ,  Valleyview had a low l e v e l  of staff i n t e r -  ., 
\ / lunch hours when I v i s i t e d ,  l e s s  t h a n .  ac t ion .  A t  seve 

h a l f  t h e  s t a f f  were present .  "I can go days without seeing 

a d u l t s ,  " said -one teacher-, - The -school i s  a l s o  -spread -out- - k 

Yet l u q c h h o u r s  -.-- were one hour long,  and $here were r egu la r  
B 

s t a f f  meetings, and a c t i v i t i e s  around which staff organized. 



There w a s  some d i s s a t i s f a c t i o n  with the  school c l imate  

r e f l e c t e d  i n  q u e s t i o m a i r e s ,  bu t  the number of  rcmpondents 

was too  few t o  draw any s t rong  conclusions.  During con- 

ve r sa t i on  with me on t h e  p rofess iona l  development day, 

t h r e e  t eache r s  agreed t h a t  t h e  s t a f f  was "s t rong,  busy, 

and independent:" No c o n f l i c t  was observed a t  t h e  work- 
- 

shop. 

The F a c i l i t a t o r s  

- -- - - All-of -the f a c i l i t a t o r s  f o r  t h e  Self-Dire&- Pro; - - - - - - - - - - 

f e s s i o n a l  (SDP) a r e  p r a c t i c i n g  teachers .  They rece ive  a  

day ' s  leave t o , p r e s e n t  t h e  workshop. There i s  no pay, 1 

a p a r t  from expenses, and no a d d i t i o n a l  leave time f o r  

p repara t ion .  

The presenters were themselves t r a i n e d  i n  V ic to r i a  

over  a - f i v e  -daF p e r i o d i n A u g u s t + l 9 8 0  b g  Challenge-Ed- 

uca t ion  Associa tes ,  t h e  program developers.  I n  November, 

1980, and May, 1981, t hey  a t tended weekend t r a i n i n g  sess ions .  

The four  f a c i l i t a t o r s  involved i n  t h i s  research  had 

had no  previous experience i n  p rofess iona l  development 

workshop presen ta t ion .  One of t h e  c o - f a c i l i t a t o r s  a t  Eggli  

w a s  g iv ing  t he  SDP workshop f o r  t h e  f i r s t  t ime. The two 

so lo  f a c i l i t a t o r s  at  P a t e l  and Valleyview were present ing 

i t -a lone for t he  f i r s t - t i m e ,  - - -- - -- A- - - - -- 



Pre-Workshop Communication 

The r e s t  of t h e  chap te r  de sc r ibes  t h e  t r a n s a c t i o n s  
/ 

involved i n  organizing t h e  workshop. Figure 5 r l  l i s ts  

t h e  s i x  s t ages  involved and summarizes t h e  major charac te r -  
< 

i s t i c s  of  each one. 
- - - 

I _ 
I n s e r t  Figure 581 abou; here  

Stage One: F i r s t  Impressions 
- --- - 

---- - 
- - - - - - -- 

A l a r g e  b l u e  and b lack  p o s t e r ,  e n t i t l e d =  "BC'TP 1980 

Pro ' D '  Workshops" and mailed out  t o  every school,  i n t r o -  

duces t he  SDP with t he se  words: 

The Self -Direct ing Profess iona l  has  been designed 
t o  be a school-based, one-day workshop with both 
p repara tory  and follow-up s t e p s  f o r  staffs. The 
goa l s  of t h e  workshop are t o  assist teachers  t o  
e s t a b l i s h  a c o l l e g i a l l y  support ive environment 

- -- - and s y s t e m a t i c a l l y  t o  deve&oLways~of bee~Coming-- - - - --- 

more s e l f - d i r e c t i n g  i n  t h e i r  competence, in -  
f luence ,  and joy on t h e  job , . .  

5 This w a s  t h e  main means by which the  SDP w a s  presented 

t o  t h e  t h r ee  schools  of t h i s  s tudy.  However, i t  was not  
4 

t he  only  or  The f i r s t  con tac t  f o r  some staff members. 

According t o  Marie Kootnekoff of t h e  BCTF, t h e  chairpersons  

respons ib le  f o r  school p rofess iona l  development o f t en  phone 

her  asking "what kind of workshops do you have?" and rece ive  1 

t h e i r  i n i t i a l  -- - desc r ip t i on  v e a l l y  from h e r .  Al te rna t ive ly ,  

staffs hear of  t h e  SDP.by word o f  mouth. 
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A t  two of t h e  t h r e e  schools s tud ied ,  t h e  pos t e r  and 
* 

BCTF verba l  d e s c r i p t i o n  wbre t h e  i n i t i a l  information sources.  

A t  Valleyview, t h e r e  w a s  a l s o  a very p o s i t i v e  desc r ip t i on  

of t h e  program by one staff member who had a t tended a 
JV 

presen ta t ion  by Maurice Gibbons, one of t h e  o r i g i n a t o r s  

Stage Two: S t a f f  Decision 

A t  Eggli  Elementary a copy of t h e  pos te r  (which' des- 

- CIS bed -seven ather-ao~kskopsh add i t i on  t o  t h e  &!P) was- --- - - -- - - - 

c i r c u l a t e d  t o  staff by t h e  t eacher  i n  charge of  p rofess iona l  

development (hencefor th  r e f e r r e d  t o  a s  t he  s i t e  l e ade r  or  
L 

contac t  person).  Each. staff member w a s  asked t o  check o f f  

h i s  o r  her  p re fe r red  workshop. The SDP w a s  t h e  t h i r d  

choice a f t e r  " S t r u c t u r h g  the  Educational Environment" 

- - - and Yvlanaging- Stme&!, -however -thdC-TF- w a s  unable 30- -- -- - - 

organize those and eventua l ly  t he  SDP was arranged. Un- 

f o r t u n a t e l y ,  t h i s  l e f t  l e s s  time f o r  t h e  succeeding s t ages  

of organizat ion.  

A t  P a t e l  t o o ,  t h e  SDP w a s  not  t he  f i r s t b - c h o i c e ,  but-  
L 

w a s  khosen a f t e r  "Managing S t r e s s "  w a s  unavai lable .  Valley; 

view considered s t r e s s  management, before choosing the  SDP. 

I n  response t o  t h e  quest ion "What kind of ques t ions  

- did  s t a f f  .ask a b ~ u t  f he workshqp-_wllenthey were d-ec i a n g  -- 

on it (at -- a meeting)?" - t h e  - -- - Eggli  -- contact  person responded: 



F - - - - - - -- - - -- - -- - - - - - - 

-- - - - ill&---- 

\ W i l l  t h e r e  be w r i t t e n  repor& on our follow-up 
meetings? 

Is it  going t o  -be touchy-feely lkke  t h e  workshop I I 

< 
l as t  year? i 

What i s  the  p r i n c i p a l ' s  r eac t i on?  

The con tac t  person a l s o  s a i d  t h a t  t h e  staff was 'very 

anxious t o  have t h e  workshop i n  order  t o  reso lve  i n t e r n a l  
4 

c o n f l i c t s .  However, t h i s  w a s  somewhat con t rad ic ted  i n  l a t e r  ' . 

in te rv iews  by t eache r s  who sa id  t h e  s t a f f  as a whole d id  
3 

own l a c k  of enthusiasm. 

A t  P a t e l ,  t h e r e  were no ques t ions  asked at  t h e  s t a f f  

meeting which decided t o  have t h e  'SDP. 

A t  Valleyview t h e r e  were a l s o  quest'ions about t h e  

personal  na tu re  of t h e  program and some comments on t h e  

meaning- of -the ti;%e ,--Sef 3-Dire&-ing~ofesskeml~----- - - - 
- - 

1 

A t  two of t h e  t h r e e  schools s tud ied  t h e r e  was l i t t l e  

d i scuss ion  of t h e  program p r i o r  t o  choosing it  f o r  a pro 

'd l  -day. A t  Eggli,, which w a s  faced with a non- ins t ruct -  

i ona l  day a few weeks ahead and no program t o  rep lace  t he  
\ 

, ' d iscuss ion w a s  more extensive .  A t  t h e  secondary school 

[which cancel led  a few days p r i o r  t o  t he  planned d a t e ,  t h e  

dec i s ion  on choosing t h e  SDP had been made by t h e  p r i n c i p a l ,  



S t w e  Three: Arrmements With the BCTF 

At this stage the contact person phoned the Teacher's 

Federation to arrange the workshop. The BCTF contacted a - 

,facilitator, gave him or her the site leader's name and 

number, and the facilitator's to the site leader. The 

final action by the BCTF was to mail the site~agreement to 

the school (included in the appendix). This agreement 

lists a number of preparatory steps (coffee and refresb- 

-_merits arraked ,-no Aelephone interruptions. and sa onl=and- - - = -=-=-= 

follow-up items. r\ 
% 

Stwe Four: Arrangements Between Facilitator and Site Leader 

At this stage, the facilitator telephoned the site 
-- 

leader to discuss the program, school and logistics. At 

all schools there were three different phone conversations 
J ' 

- - - pri arto *he-workshop , T h e s e  overlapped--wi tkstage-f ive+- -- -- - k -  

At Pate1 school, the facilitator'also met in person with the 
I 

principal and the teacher wfio was site leader. 

One of the facilitators for Eggli had planned to meet 
a 

the whoie staff when questions arose over the'site agree- 

ment$ however she was unable to do so becauselof problems 

at her own school. , 

S t w e  Fiver Readims (sometimes) 

- Bef ore--the workshnp,the fac at o r  atLEgglient out 

- - - 
SDP booklet one, The Self-Directi ofessional, and 

booklet seven, A Ten Step Process. The Patel staff received 



out no literature. 

The readings are the second substantial source of 

information for the staff. On blue paper and spatiously 

laid out, booklet one defines what a self-directing pro- 
" s 

- - 

fessional is, gives a rationale, and objectives. In addition 

it sets a tone of emotion ahd action as revealed in the 

following quotations and content analysis: 

- - - -  - - -- - 
- w e f f w - s u ? q  -&zfguence= -& us joyfuE;- w-g - ----= = 

=A- 

Being joyful we are better able to pursue greqter 
competence and influence. Together they create 
an upward spiral .of well-being. We are pro- 
ductive. We relate well to others. We control 
stress. We feel good (p.1). 

. One out of twelve words over the five pages is either 

influence, joy, pursue, or their derivatives. The booklet 

concludes with: 

Our experience with teachers in widely varying 
circumstances enables us to say confidently 
that completing this program can be one of the 
most important acts in your professional life 
[in type face]. If you decide it will be[in 
script 1 . 

There is no reference in the booklet to the "colleg- 

.ially supportive environmentH of the poster descriflion, 

although the formation of a team is mentioned, 

The late arrival sf the booklets at Eggli was a source 

who was a l s o  te l e e ,  felttt&-Lack of r 

produced anxiety. He &aid "it's dangerous to approach a 



workaop  i n  t h a t  way. You take  your chance$ without a I 

lead-up, " i 

Stage Six:  ' F u r t h e r  S t a f f  Discussion (sometimes) 

A t  Eggli  and Valleyview therefwere f u r t h e r  d i scuss ions  

on t h e  SDP. A t  t h e  secondary school 

t h e r e  w a s  a l s o  f u r t h e r  'discu,ssion at 

decigion t o  cancel  t h e  workshop. 

A t  Eggli  t h e r e  w a s  considerable  

described e a r l i e r  

t h i s  stage and a - - - 

concern about two 

s i t e  agreement, -~ -~ ~ t h e  s e t t i n g .  ~- - - ~- outs ide  of t h e  -~ 
----- ~- ~ - -  

na tu re  of  t h e  follow-up.. S t a f f  members 
- 

e a r r i v a l  o f t i h e  bookle ts  and then  met t o  

d i s cus s  t h e  concerns t h e  Fr iday af ternoon before t h e  Monday 

workshop. Af t e r  much debate ,  tqey voted t o  continue with 

t he  SDP and t o  agree  t o  a &ng outs ide  of  t h e  school,  

a nearby h o t e l .  
~ -- - - - ~ ~  ---- ~ - - -  - ~ - 

A t  Valleyview, f u r t h e r  t a l k s  took place  about a poss ib le  

a l l - school  pro  'd' goal. I t  was communicated t o  t h e  work- A 

15 

shop l eade r  t h a t  t h e  staff had decid6dF t o  focus  on improv- 

i n g  in te r - s tuden t  personal  r e l a t i o n s .  However, on t h e  

workshop day t h e  school goa l  focus  w a s  l o s t .  

Mhat Was Not Said o r  Not Heard 

To t h i s  po in t ,  t h i s  s ec t i on  has  described t h e  sequence 

of t h e  pre-workshop~communication and organizat ion.  There 
- - - - - -- ---- - - -- -- - -- -- - - - - - - - - - - - - - -- - - - 

were, however, gaps i n  t h a t  sequence. For example, u n t i l  a 



chance phone c a l f  by m e  t o  t h e  P a t e l  f a c i l i t a t o r  the night 

before  t h e  workshop, she was unaware t h a t  t h e  s i a e a d e r  

had changed t h e  workshop l o c a t i o n .  The A x t  day, at  t h e  

new s i t e  t h e r e  w a s  a l s o  a problem with booking arrangements  
-, 

and p a r t i c i p a n t s  moved t o  t h e  basement a t  lunch.  The Egg l i  
- - -  

workshop a l s o  took p lace  i n  a  basement, i n  a l a r g e  confer -  

ence room wi th  no windows o r  h e a t .  P a r t i c i p a n t s  sat i n  

swea te r s  and c o a t s  un t i l  c l o s e  t o  lunch t ime ,  and t h e n  a t e  

home w i t h  yellow and white  s t r i p e d  wa l lpaper ;  b e a u t i f u l ,  

b u t  u n s u i t a b l e  t o  t a p e  paper  on, what t h e  f a c i l i t a t o r  had 

planned t o  do f o r  s e v e r a l  components. 

about  t h e  program t o  s taff ,  
< 

e 

at  Eggl i  about  t h e  n a t u r e  

af t h ~ f  o l l a w - a q .  ~ h e n e c L i n p a s t  =lyl~ork~hap&tervLews 

t h e  q u e s t i o n  "Would you have p r e f e r r e d  a follow-up t 9  t h e  
1 

workshop?" more t h a n  h a l f  of  t h e  respondents  r e p l i e d  " I - 

I 
P 

3 thought  we were going t o  have a  follow-up. Wasn't she  going 

t o  come back t o  v i s i t  us?" I n  f a c t ,  t h i s  had n o t  been 

In t h e  o t h e r  d i r e c t i o n  of  communication, t h e  two 

f a c i l i t a t o r s  at  Egg l i  d i d  n o t  l e a r n  t h a t  one mepber o f  t h e  

- - skff w a s  exZremelsm5fical o f  me SDP , At- Vallem ewJ -p-ppppp 

t h e r e  w a s  confus ion both  ways about  t h e  choice  of an a l l -  

school  goal. .  : 



At all three schools, and especially at Valleyview 

where th& were nd readings and Eggli where they arrived 

late, participants generally wished for more information 

on the program. Two of those interviewed at Eggli suggested , 
U 

a visit by the facilitator beforehand would have been 
. 

helpful. 

Summary 

The climate Of the three schools studied was the main 

to the workshop for help to resolve it. P a b L  was a school 

with a harmonious climate. Valleyview was a school wi.thout 

noticeable conflict, but one which put many demands on 

teacher -time. 

- - - T h e  f ac i 1 kt ator s-wkr e- aTllpr ac%i c i-nggteacKerswlTh~o---- 
- - 

experience in delivering in-service workshops prior to the 
- 

SDP training. They received the one day leave from regular 

duties to deliver the SDP. At Eggli there were two co- 

.facilitators for fourteen participants, at Pate1 one for L 

eight, and at Valleyview one for sixteen (fourteen regular 

staff members and two student teachers). 

The preparatory process for the workshop had six stages: 

first impressions, staff de*si-ony-arrangements W ~ ~ $ ~ - - B C = T ~ -  - p----p 

t e Lead P r a rr a e % , - r e a i i w  s 

further staff discussion. Some of the significant features 

of that sequence were as follows: 
- 



1. The nature of the communication from the facilitator 

, was mainly by telephone and always through the principal 

or site leader, never directly with-staff. 
t 

2. T ~ ~ * B C T F  promotional poster communicates a different . 
t 

message in highlighting the "supportive environment" than 

.the reading or, as one will see -later, the SDP workshop. 

3 .  One of'the booklets distributed to participants 

communicates excitement and individual self-direction. f 

raised expectations which were only partly congruent with 

the program. 

5. Insufficient communication raised anxiety levels 

at two schools. 

6 .  Most participants preferred more information about 
- ~ -  ~ -- -- 

the SDP prior to the professioqal day. 

7. A frequent concern of ;t,eachers was the possible 

personal na%e of the program. 

h 8. A n mber of problems, especially logistical ones, 

occurred which affected the workshop. 
1 

9 .  There was little in-depth discussion in the initial 
< 
decision to choose the SDP, 



6 

- 

- - - - - - - - -  - -- -- 

- - - --- - - - - - - 

C H A P T ~ R  SIX 

- KORKSHOP LIFE: 
3 

If the  program glows, the  evaluat ion should 
r e f l e c t  some of i t . .  I f  the  program wobbles, 
the  t r e m o w h o u l d  pass  through the  evaluat ion 
r e p o r t .  

- Robert Stake i n  ~ a r k l t o n ,  
e t  a,, 1977, p. 162. - 

- - 

The f i r s t  s ec t ion  of t h i s  chagter  descri-bes the  events  

of and responses t o  the  workshop a t  S i r  Mark Eggli  Element- 

a ry .  The Eggli  workshop i s  then compared with the  o the r )  
-- - - -- - - - - - - - -- - - - 

- -  - - -  - - -- - - - - - - -- -- p- - 
---- - - 

- ppp 

workshops -for o v e r a l l  p a r t i c i p a n t  response, t iming,-f  ZiIi- - 

r7 t a t i o n  s t y l e ,  des ign and o the r  domains. From t h a t  compari- 

son comes the  gene ra l i za t ions  l i s t e d  i n  the  summary. 

In keeping with Spradley 's  admonition t o  show how 

th ings  a c t u a l l y  happen, t he  next  few pages give  a narra-  

t i v e  of the  Eggli  workshop i n  i t s  glow and wobble. A s  

person voice.  

The Eggli  Workshop 
4 

In good s p i r i t s ,  a r m s  f u l l  of boxes s t u f f e d  with 

blue booklets  and orange extension cord,  the  two f a c i l i -  

t a t o r s ,  Louise and Jane,  and I a r r ived  a t  . the h o t e l  ea r ly .  

"Could you t e l l  me which room the  S i r  Wkrk Eggli, 

school t eachers  a r e  i n?"  Jane asked a h o t e l  employee. 
" 

- - - - -  - - - - - - - - - -- -- - - - - - - - - - - - -pp- - 

"I ' l l  check,.. I ' m  sor ry ,  t h e r e ' s  no recordxhere.  

-get t h e  cierB.* r 

Joined now by an equa l lb  e a r l y  teacher ,  we waited 



and paced u h t i l  f i n a l l y  l e d  downs ta i r s  t o  a windowless 

c o l d  confe rence  room w i t h  a yel low c a r p e t ,  s t a l e  a i r ,  and 

s t a c k s  o f  c h a i r s  and t a b l e s .  

I soon grew-warmer moving f u r n i t u r e  f o r  t h e  f a c ' i l i -  

t a t o r s  i n t o  a s e m i - c i r c l e  o f  c h a i r s  wi th  t a b l e s  behind ,  
- 

- 

and t h e n  shaking  hands  w i t h s t a f f  members, We t a l k e d  o f  -A 

- 
C U S O  and P r i n c e  George and t h e  d i f f e r e n c e s  between element- 

a r y  and secondary s c h o o l s .  

c o f f e e  and z u c c h i n i  muffins. ,  

A s  9rOO approached,  one o r  two o f  t h e  staff were 

f i l l i n g  ou t  q u e s t i o n n a i r e s  d i s t r i b u t e d  days  e a r l i e r ;  b u t  

we s t a r t e d  r i g h t  on t ime.  

Louise l e d  t h i n g s  o f f  w i th  a warm-up a c t i v i t y ,  a s k i n g  

change i n  ou r  l i v e s  and our  e x p e c t a t i o n s  f o r  the._workshop, 
2 -  

Ky p a r t n e r  had t a u g h t  last  y e a r  a t  a C a t h o l i c  schoo l  n o t  

far from my home, and he w a s  p l eased  now t o  be i n  t h e  

p u b l i c  school  system and p l e a s e d  t o o  t o  be a t  ,the workshop. 

- We in t roduced  our  p a r t n e r s  t o  t h e  whole group.  The - 

atmosphere sgemed l i v e l y  and p o s i t i v e  wi th  f r e q u e n t  

b a n t e r  and l a u g h t e r .  Ky n o t e s  inc luded one of  t h e  i n t r o -  

"Xe can  l e a r n  t h i n g s ' h e r e  t h a t  w i l l  h e l p  u s  f o r  g u r  

whole l i f e , "  w a s  one of s e v e r a l  v e r y  p o s i t i v e  opening 



s t a t ement s  from t h e  p r i n c i p a l .  

From t h e  warm-up Louise b r i e f l y  p resen ted  t o  u s  t h e  

agenda on an overhead -proGe t o r  ( f o r  which she had t h e  1: 9. 
fo re though t  t o  b r i n e h e  o r a n i e k t e n s i o n  co rd )  . No work- 

shop o b j e c t i v e s  were g i v e n .  I recorded one sentence  from . 

t h e  i n t r o d u c t i o n  t h a t  I was t o  h e a r  i n  almost  . t he  same 

form i n  t h e  o t h e r  workshops: . 
"We a r e  s u r e  you w i l l  have t h e  b e s t  p o s s i b l e  day 

today."  
- - - - - - - - -- - - -- 

- ----- 

Jane joined Louise t o  g i v e  a b r i e f  r o l e  p l a y . p r e s e n t -  

a t i o n  of  a t y p i c +  staff room complaint  s e s s i o n :  

"You know those  damn k i d s  ... and t h e n  you know t h e  
i 

s t u p i d  p r i n c i p a l ,  he ..." 
Out of t h e  r o l e  p l a y ,  b u t  s t i l l  wi th  humour and  

animat ion ,  t h e y  in t roduced  t h e ' b o o k l e t ,  Day o f  Joy  and Day 

o f  Misery, a w r i t t e n  i n d i v i d u a l  assignment .  A f t e r  twenty 

minutes  we were asked t o  share t h e  r e s u l t s  i n  groups o f  

two. 'This w a s  t h e  first v a r i a t i o n  from t h e  guide  f o r  . 
n 

p r e s e n t a t i o n  o f  t h e  SDP, a l b e i t  a - s l i g h t  change. The 

e x e r c i s e  w a s  concluded wi thou t  any group d e b r i e f i n g ,  an 

o m i s s i o n  c h a r a c t e r i s t i c  o f  o t h e r  a c t i v i t i e s  throughout  

t h e  day and of  t h e  o t h e r  workshops. 

A f t e r  a qu ick  c o f f e e  b reak ,  t h e  n e x t  s e s s i o n  beghn 
-- - - -- - -- - - - - - - - -- ---- 

with  a l i v e l y  s t o r y  from Jane  about  h e r  f irst  and most 

miserable  y e a r  t e a c h i n g  and t h e  suppor t  she  r e c e i v e d  from 

h e r  p r i n c i p a l .  S h o r t l y  t h e r e a f t e r ,  we were look ing  



- - - - - - - - - 

113 . 
s t i c k  drawing o f  a half-man, half-woman i n  b lue  and r e d  

f e l t  pen on p o s t e r  paper  wi th  t h e  l a b e l  Super S e l f - D i r e c t -  

 in^ P r o f e s s i o n a l .  ( T h i s  w a s  t h e  second d e s i g n  v a r i a t i o n . )  

A s  a group everyone thought  o f  one person yhom t h e y  f e l t  

w a s  i n f l u e n t i a l  i n  h i s  

a d j e c t i v e s  t o  d e s c r i b e  

"Dynamic. " 

o r  h e r  l i f e  and t h e n  threw out . '  

t h a t  person:  ' 

"A sense  o f  humour." 

They came t h i c k  a n d . f a s t ,  f a s t e r  t han  Louise could  

w r i t e  them up nex t  t o  h e r  s t i c k  woman/man. Enthusiasm w a s  

h igh .  We wanted t o  be s u p e r  s e l f - d i r e c t i n g .  

. A t  1 1 : O O  Jane t o l d  u s  o f  h e r  own e f f o r t s  t o  l o s e  

weight  and t h e  suppor t  she  had g o t  from Terence, a c o l l e a g -  

i a l  t e a m  member she  had _ m e _ t - a t t h e - t r a i n i n g p i n  - -- 
-- 

V i c t o r i a .  She d e s c r i b e d  h e r  weight  l o s s  program and 

T e r e n c e ' s  humorous c e d e :  l e J t e r s .  The staff broke i n t o  
I 

spontaneous app lause  a a s eone shouted "Bravo!" 

Jane had both  exp lp ined  t h e - r a t i o n a l e  o f  t h e  n e x t  

component, t h e  C o l l e a d d  Team, and emot iona l ly  charged u s  

We were . t h e n  asked t o  choose two people t h a t  we 

normal ly  had l i t t l e  c o n t a c t  w i t h  f o r  our  team members. 

Pie m i l l e d  around - a n d s o o n  had our  teams. A l t h o u g h  -1 w a s -  
> 

- - - - -- - -+ - - 

unaware at  t h e  t i m e ,  t h e  i n s t r u c t i o n s  t o  choose u n f a m i l i a r  

p a r t n e r s  encouraged s e v e r a l  a n t a g o n i s t s  t o  be i n  t h e  same 

team. 
- - - - - -- -- , -- - - - - -- 



- - - -  - - - - - - - - - - - - - - - - - 14 1, 

The f a c i l i t a t o ' r s  in t roduced  t h e  concgpt o f  Goal At t a in -  

ment S t y l e  and i t s  acronym GAS wi th  ano the r  r o l e  p l a y  
. . 

p r e s e n t a t i o n .  They, t h e n  asked -us t o  b ra ins to rm i n  our  teams , 

d i f f e r e n t  ways t h a t  one u s e s  t o  a t t a i n  a g o a l .  We wrote 

t h e s e  down on p o s t e r  paper  and pu t  them up f o r  a l l  t o  s e e .  

There w a s  f r i e n d l y  joking and loud t a l k ,  a l though p a r t i c i -  

p a n t s  r e p o r t e d  l a t e r  t h a t  t h e y  d i d  n o t  understand t h e  r e -  

l a t i o n s h i p  of G A S  t o  t h e  whole program, (The GAS b r a i n -  

s torming and i t s  p o s i t i o n  i n  t h e  agenda be fo re  t h e  n e x t  , 
-- - - - - - - - - - - - - - - - -- -- - 

-- - 
- -- - - - - - - - - - - - - 

- - - - -  - 
- -- -- ----- 

component, the  Vis ion ,  were a l s o  v a r i a t i o n s  from t h e  s t andard  

format  . ) 
Louise n e x t  l e d  u s  through t h e  V i s i o n , a  guided f a n t a s y  

o f  onese l f  one yea r  i n  t h e  f u t u r e  as t h e  most competent,  

s u c c e s s f u l ,  and happy as one can  imagine. L i g h t s  were 

dimmed, people spread  around t h e  room, some sat on t h e  f l o o r .  
- - - - -- - - -- - - -- - - - -- - - -- - - -- -- - - -- - -- - 

Louise asked u s  t o  c l o s e  our  eyes  and t o  imagine a n  app le :  

"&el  it i n  your  hand, t h e  touch o f  t h e  s k i n ,  n o t i c e  t h e  

c o l o u r . . .  now t a k e  a t a s t e  of  t h a t  app le . . . "  She t h e n  . 

i n v i t e d  u s  t o  c o n s t r u c t  a v i s i o n  o f  o u r s e l v e s ,  an image o f  - 
e x c e l l e n c e .  %hen t h e  l i g h t s  were on a g a i n  and eyes  were 

open, she  asked u s  t o  w r i t e  down i n  ano the r  book le t  what our  

v i s i o n  w a s  and t o  r e f l e c t  over  lunch on a shor t - t e rm g o a l  1 
con ta ined  i n  t h a t  v i s i o n .  I 

v i s i o r ( o f o u r s e l v e s ~  n o t  as c o n c r e t e  as t h e  app le  one ."  
I 

Yet i n  l a t e r  i n t e r v i e w s  s e v e r a l  t e a c h e r s  expressed apprec ia -  



agreed  wi th  my n o t e s ,  and o t h e r s  d ismissed  it, as n o t  t o  

t h e i r  t a s t e .  

One p a r t i c i p a n t  went t o  t h e  washroom j u s t  p r i o r  t o  t h e  
l i .  

Vis ion ,  r e t u r n e d  b r i e f l y  at  i t s  conc lus ion ,  and the$- l e f t  

f o r  t h e  day. L a - - f - '  

- 

' Vje broke f o r  lunch .  The staff pass&d around a "Happy 

J!ew House" c a r d  f o r  a l l  t o  s i g n  aqd p resen ted  it t o  one 
< - 

t e a c h e r  ,* d 
- - - -  - --- A s  we-rec_omeneL -it w a s  d i s c o u e r e d  that m t h e r  b a c k e r -  - = - = = - = -  

and t h e  p r i n c i p a l  had l e f t  t h e  workshop. The s i t e  l e a d e r ,  

Nargare t ,  who-had been i n  t h e  same group as  them w a s  angry.  

"I 'm cheesed o f f .  He h a s  no r i g h t  t o  r u i n  my day,  " she  e 

s a i d  loud ly .  

The f a c i l i t a t o r s  had h e r  j o i n  ano the r  group,  made a 

- -- b r i e f  comment expr  essin-&their-'neJarilderment- w i t h - t h b r  oub les  ,- - - - 

' i  and p resen ted  t h e  nex t  s e c t i o n .  

The a f t e r n o o n  w a s  spen t  choosing a shor t - te rm f i v e  L 
week g o a l  towards t h e  more l o n g  term v i s i o n  and p lanning 

t o  achieve  t h a t  g o a l .  Th i s  w a s  done i n  our teams a long  t h e  

format  o f  t h e  C o n t r a c t ,  book le t  e i g h t .  

Jane  in t roduced  t h e  a f t e r n o o n  wi th  a s t o r y  of  poor ly  

prepared  s t u d e n t s  h i k i n g  up Black Tuqk i n  t h e  snow w,ith 1 

runni-nn s h o e =  and-no-can-sener _f_or t h - e i r  t i n n e d  food, -- 

Louise and Jane t h e n  a c t e d  o u t  t h e  complet ion o f  a c o n t r a c t  

f o r  J a n e ' s  weight l o s s  p lan .  



They exp la ined  t h e  c h a l l e n g e  o f  t h e  c o n t r a c t  and 

exhor t ed  u s  t o  s t r e t c h  and r i s k  f a i l u r e .  

There were some common problems i n  p l ann ing  t h a t  were 

encountered a t  E g g l i  and  t h e  o t h e r  workshops% Sometimes - 
g o a l s  were t o o  g r a n d i o s e  o r  complex t o  be achievsble i n  

f i v e  weeks. Sometimes teams were poor  co , l l abora to r s .  

A t  E g g l i ,  d u r i n g  t h i s  t ime,  a n o t h e r  t e a c h e r  l e f t  h e r  - 

team -and joined-  a n o t h e r .  

-- - - -- - - -  The p r i n c i p a l -  - - -  and - -  - t e a c h e r  - r e t u r n e d  - -  a -- ha l f -hour  b_e_fore 2-- 
I - - .  

t h e  end. I overhead c o n v e r s a t i o n  w i t h  them and o t h e r s  

t h a t  cont inuad  t o  d i s c u s s  t h e i r  d i s p u t e .  They d i d  n o t  

j o i n  i n  t o  t h e  a c t i v i t y ,  

A t  3 : 0 0 ,  Louise d i s t r i b u t e d  a n o t h e r  b o o k l e t ,  P o s t  
- 

Conference Follow-up, which asked us  t o  dec ide  on f u t u r e  

p l i s h e d  by then .  Louise a l s o  asked us  t o  w r i t e  o u r s e l v e s  ~ 
a l e t t e r :  "Dear m w  By t h e  end o f  f i v e  weeks I w i l l  have 

[achieved  whatever t h e  p a r t i c i p a n t ' s  g o a l  w a s ] . "  She 

mai led  t h e s e  o u t  t o  us  a month l a t e r .  

The day concluded wL&h t h e  w r i t t e n  e v a l u a t i o n  forms 

and h a l f  t h e  s taff  moved u p s t a i r s  t o  t h e  h o t e l  ba r .  - 
- P a r t i c i p a n t s  Responses 

- - The - - - - d e s c r i p t i o n  - - - - - - - - - t o  - - t h i s  - - - p o i n t  - - - has - i nc luded  - - - - - - - p a r t i c i -  - - - - - - - - - - - - - - 

p a n t  r e sponses  mainly as they  were observed-  by t h e  eva lua-  

t o r .  This  s e c t i o n  w i l l  now t u r n  t o  t h e  p a r t i c i p a n t s '  



followed by more d a t a  and comparisons o n ' a l l  t h r e e  workshops. , 

The number of r e sponden t s  express2ng t h e  same op2nion 

a r e  g iven  i n  b r a c k e t s .  

The most o f t e n  mentioned p o s i t i v e  r e sponse  ( t e n  ou t  ~. 

of t h i r t e e n  r e sponden t s )  w a s  f o r  t h e  f a c i 3 i t a t o r s  - t h e i r  
- 

-en thus iasm,  r o l e  p l a y s ,  and suppor t ive  manner. This  was 

- 9 a t y p i c a l  corqiept: D 

- - - - - - - -- - -p I l i k e d  - - t h e  -p keenness  ,of t h e  peoyle-who conducted -- A- - t k e  w o r k s h o p ~ E t h l a d 1 F s ~ ~ r e  r e a l l y  gung-KO 
about  t h e  whole t h i n g .  Thei r  en thus iasm and 
p o s i t i v e  manner were r e f r e s h i n g . . .  They neve r  l e t  
a n y t h i n g . s l o w  them down o r  s t o p  them. There was 
always a n o t h e r  q u e s t i o n  i n s t e a d  of a n  answer 
where t h e r e  was a problem ... They j u s t  sugges ted  
o t h e r  a r e a s  - "Well what about  t h i s ? "  - and t h a t  
opened up a l o t  of p e o p l e ' s  minds as opposed t o  
s a y i n g  t h i s  i s  t h e  way it i s  and be ing  g e s s i m i s t i c .  - 

/ 

Group i n t e r a c t i o n  o r  s h a r i n g  w a s  t h e  second most 
- - - - - - - - - - - - - - - - -- - - ppp-- - - - - - --pp 

common p o s i t i v e  f e a t u r e  (mentioned by seven r e s p o n d e n t s ) ;  

I l i k e d  t h e  p o i n t  where you could  s h a r e  w i t h  
I 

people  what made a good o r  bad day and someone 
l i s t e n e d  t o  you. You could b rag  perhaps  o r  have . 
a chance t o  s p i l l  ou t  what was r e a l l y  bugging 
you, b u t  somebody was l i s t e n i n g  and maybe f e l t  
t h e  same as you d i d  o r  agreed w i t h  you. I enjoyed 
t h a t  p a r t .  

Other f avourab le  r e sponses  were a p p r e c i a t i o n s  of  t h e  

c l e a r  sequence of a c t i v i t i e s  ( t h r e e  r e sponden t s )  and t h e  

b o o k l e t s  ( two).  C e r t a i n  components of  t h e  day were a l s o  

ment ioned-nctably  TheContracXp(fivT) - '?;t matre tkingsPp -- 

you d o n ' t  produce" - ; t h e  Vi s ion  ( f o u r )  - " l i k e  a hypnot ic  
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i n d u c t i o n "  - ; and Da.y o f  Joy  and blisery ( t h r e e )  - "a r e a l  i 
eye-opener." However, except  f o r  t h e  C o n t r a c t ,  a l l  p o s i t i v e  i 

i 

views on t h e  components were mixed wi th  n e g a t i v e  comments 

from o t h e r  p a ~ t i c i p a n t s .  

P a r t i c i p a n t s '  n e g a t i v e  comments o r  s u g g e s t i o n s  f o r  - 

- -  - - - 1 

change were ,grouped - .  i n t o  t h r e e  categori 'es:  c r i t i c i s m s  of  -- 

t h e  f a c i l i t a t i o n ,  o f  t h e  workshop d e s i g n ,  and of  t h e  program 

f a c i l i t a t o r s  and t h e  program d e s i g n .  

Although t h e  op in ions  of t h e  f a c i l i t a t o r s  were extremely 

p o s i t i v e ,  

i n c l u s i o n  

t h e r e  were fyve staff members 

of  pe r sona l  g o a l s .  

Typ ica l  " l e t ' s  a l l  ho ld  hands 
group the rapy . "  I d o n ' t  l i k e  
h a t e  -%em,-- - - -- 

who ques t ioned  t h e  

f 

and have a l i t t l e  d 

t h o s e  t h i n g s .  I 4 

We veered  from t h e  p r o f e s s i o n a l  a s p < c t .  We start- 
> 

ed o f f  p a i r i n g  w i t h  someone we normal ly  d i d n ' t  
t a l k  t o  and shared  p e r s o n a l  s e c r e t s . . .  A l l  t h e i r  
examples were p e r s o n a l . . .  The door  w a s  open t o  
r o l e  p l a y i n g ,  

I t  should have s t a t e d  beforehand what it w a s  a l l  
abou t .  If I knew it w a s  p e r s o n a l ,  I wouldn ' t  
have gone t o  them ( t h e  f a c i l i t a t o r s ) .  I wouldn ' t  
d i s c u s s  i t  i n  f r o n t  o f  my c o l l e a g u e s .  

Those who expressed  t h e s e  op in ions  were among t h e  most 

c r i t i c a l  of t h e  workshop on many accoun t s .  

r- 
a l s o  be made o f  des ign ,  w a s  t h e  l a c k  of  informat ' ion  p r i o r  

t o  t h e  workshop. 



- -- A- -- -- - , 

3 - '1 
The ' o r  c r i t i c i s m  o f  t h e  d e s i g n  was t h e  l a c k  of t ime 

( f i v e  r e sponden t s )  as r e f l e c t e d  i n  t h e s e  q u o t a t i o n s :  

I t  might have he lped  t o  do i t  over  two days.  I t  
w a s  p r e t t y  rushed .  The t r a n s i t i o n s  weren ' t  a l l  
t h a t  c l e a r .  A t  one p o i n t ,  GAs, we w e r e n ' t  v e r y  
c l e a r  what w a s  go ing  on. 

Maybe t h e  way it endgd w a s  a l i t t l e  f u z z y , -  - - 

Maybe it w a s  t h e  , t ime c o n s t r a i n t s .  
-. " -  - - -  

Another s u g g e s t i o n  f o r . d e s i g n  change was t o  i n c l u d e  

more l a r g e  group i n t e r a c t i o n  ( f o u r ) .  \This w a s  made by t h o s e  

h e l p  improve schoo l  c l i m a t e .  

The workshop should  have been more on t h e  i n t e r - .  
p e r s o n a l  l e v e l .  I f e l t  t h a t  was where t h e  work- 
shop wa.s going  w e l l ,  t h e n  it devolved i n t o  hav- 
i n g  a p e r s o n a l  g o a l .  I t  was l i k e  we were go ing  
t o  work t o g e t h e r ,  t h e n  it l e f t  t h a t  and we went \ 
t o - o u r  own p e r s o n a l  t i n g s ,  A f t e r  l u n c h ,  on t h e  
c o n t r a c t ,  it became i h i d u a l .  

8 

\ ', 
- 

- - Two-te ache r-s f e &t- . t-hat-the-&aff--was~& ready-U-- - - - -  - 
t h e  workshop. A l t h o u g h - i t  was an op in ion  o r  o n l y  two 

re sponden t s ,  I have inc luded  i t ,  because it seems t o  ex- 

p l a i n  somewhat t h e  problems o f  the.SDP a t - t h e  E g g l i  workshop. . . 
This  was what one of  th'e , t e a c h e r s  s a i d :  - 

The i d e a  of a c o l l e a  i a l  group i s  r e a l l y  n e a t .  
I t h i n k  you need a 2 taff t h a t  works t o g e t h e r  
i n i t i a l l y  t o  f a c i l i t a t e  any k ind  o f  e n r i c h i n g  
change. I t h i n k  i t  may have been a t  t o g  advanced 
a s p g e  f o r  t h i s  p a r t i c u l a r  s taff , . .  You probably  
needed some groundwork, what do t h e y  c a l l  it  a t  

- - - -- - - - - -- - m i v e r s i t y r  Sarneprcxcequisi-k con$i-ti-ons.__- - - 

The t h i r d  c a t e g o r y  o f  c r i t i c a l  r e sponses ,  on assumpt- 

i o n s ,  ake $wo v iewpoints  which cha l l enge  t h e  n a t u r e  o f  t h e  



program. ~ a c h  o f  t h e s e  w mentioned. by on ly  *one person.  7 / 

They r e v e a l  no p a t t e r n  of  r e sponse ,  but  have been inc luded 
h 

because t h e y  were unique i n  t h e i r  f o r c e f u l n e s s  of  express ion  I 

and t h e i r  depth o f  pe rcep t ion .  1 

One t e a c h e r ,  who had tr 'ouble in ' choos ing  a g o a l ,  

l a shed  o u t ,  "What's b o t h e r i n g  me i s  t h a t  t h i s  presupposes - 

- .  

something 's  wrong wi th  you and I ' m  bloody Sick  and t i r e d  of  

t h i s . . .  I d o n ' t  have any th ing  p r e s s i n g .  There ' s  no th ing  I 

4 

process :  +-= 

T e l l i n g  someone how t o  s w i m  and swimming a r e  hwo 
d i f f e r e n t  t h i n g s  and I r e a l l y  t h i n k  t h a t  work- 
shops should g e t  i n  and work wi th  people i n  t h e  
s i t u a t i o n  t h a t  t h e y ' r e  i n .  I t h i n k  t h a t  t h e y  
should s e e  some kind  of  exp los ive  type  t h i n g s  
t h a t  happen. They should come i n  and s e e  wha t ' s  

- - - - - - - - - - - - - - t h ~ - p r o _ b _ l e m ~ ~ " O  every_bod~writedomwnwhat 
w a s  t h e  major co n t a t i o n  you've had t h i s  yea r  ' 

which was e i t h e r  t eacher - t eacher  o r  t e a c h e r -  
a d m i n i s t r a t i o n .  " It can  be done anonymously. 
The workshop pe r son  could p u l l  it out  o f  a h a t  
and t h e y  could  d e a l  wi th  i t  through s t e p  pro- 
c e s s e s  o r  whatsver  p rocesses  t h e y  want. U n t i l  . 
t h i n g s  a r e  put  i n t o  p r a c t i c e  t h e r e  w i l l  be 
l i t t l e  change. 

t 4  
E 

The respondent  h a s  acknowledged t h a t  t h e  program w a s  

n o t  ,we l l  r e c e i v e d  by h i s  s taf f ,  b u t  u n l i k e  t h o s e  who 
0 

quer ied  staff r e a d i n e s s ,  he ,ques t ions  t h e  workshop. 
8 

I n  b r i e f ,  t h e  E g g l i  workshop w a s  l i k e d  p r i m a r i l y  
- - - - - - - - - -- - - - -- --- - -- - - - 

because of  t h e  enthusiasm and suppor t  of t h e  presenters, 

t h e  s 'oc ia l  i n t e r a c t i o n ,  knd t h e  c o n t r a c t .  I t  was c r i t i c i z e d  
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a 

f o r  i t s  he&sona l  focus  by t h o s e  %ho were most n e g a t i v e  ""VT 
,t 

+%. - .' about  ' t h e  whsle day, and by. o the r i  f b r  l a c k  o f  t ime  and 
* L ,. u 

n o t  enough whole 'staff i n t e r a c t i o n .  Two t e a c h e r s  ques t ion -  - r 

R 

t h e i r  s t a f f ' s  . r e a d i n e s s  f o r  t h e  .wdrkshbp, wh i l e  a n o t h e r  
Q ,. * v 

\ ,  

appro&ched t h e  problem from t h e  o - k h e  s i d e  and ques t ipned  - -." - . C' 

t h e  workshop's r e l evance  t o  schoo l  p rac t i ce .  &- 

~ompar i sd 'n  o f  Workshops 
- ., . 

. . To t h i s  p o i n t ,  t h e  chapte.r  has  desc r ibed  t h e  p r o c e s s  
. -  

.- 
- - -- - -  -------p--p-p-- ---L-p-p-p--------pp 

+ 
- - -  - - -  - - -  - -  - -  - -  2 - -  - - - -  - _ ~ 

o p i n i o n s  o f  a s i n g l e  w ~ r k ' s h & ~ ;  'From 
< 

tompare t h a t  workshop t o .  two o t h e r s  i n  

ord,er t o  d e f i n e  c&iceptual c a t e g o r i e s  o r  domains, a h d  t o  
*, - 

look f o r  cornrnori 

- 
~ h e  'first 

. fo l lowed by 
.. 

&- - 

o b s e r v a t i o n  i n s t r u m e n t s N  on, i n f l u e n c e  s t y l e s  and t i m i & ,  9 

* .  
% 

a" t h e n  des ign  v a r i a t i o n s  and o t h e r  domains, 
1 .- - - 

s .  

1 
" ~ a r t i c i ~ a f i t  Responses + .- 

? \ J 

g h e  o v e r a l l  resp.onses immedia%el> a f t e r  t h e  workshop 
a 

8. * a r e  g iven  i n  Sab le  6 : l .  , 
. 

.'9 0 

1f i se r t  ~ a b i e  6: 1 about  he re  



- sca l e  f r o g  1, poor, to  
. U 7,  excellen* 

, Eggli Pate1 Valleyview 
1, PleSase rate the  e f f ec t iveness  , 
of  the  various workshop components: * 

a .  P r i n t  ma te r i a l s  (booklets)  '16.5 6.0 6.0 . 6.4. 6 ,O 5- 3 b. WorksJpp l e a d e r ' s  p resen ta t ions  - - 

c.  P a r t i c i p a n t s '  a c t i v i t i e s  ( Joy  6 . 1  6.4 5 3 
and misery, v i s ion ,  e t c . )  

0 4 .  Median Response on a s c a l e  
. . - q from 1, very much worse, 

Co 5 ,  very much b e t t e r  : 
- --- - - - -- - - -- - --- -, -- 

- - - - - - - - - - -- 
-- -- .-- 

Valleyview L 
-r 

, ' i n  comparison with o t h e r  pro- 
f e s s iona l  development workshops i n  4 3  4.4 3  8 . + ! 

which you-have pa r t i c ipa t ed?  4 -, 

8 

When quest ion 2 was asked i n  a  .. 
quest ionnaire  f i v e  weeks a f t e r  3.7 
the  workshop, the  respo'mes were z 

3.9 - ' ( i n su f f i c ;  . 
i e n t  number) 

h r, 

* A t ~ E g g l i  n=13 ou t  of 14 a t  Pa te1  n=9 out  
L9-,-&t VallcyaFi-ew-r-11 out  ~f 1 7 - m  3 s iudeni  
teachers  i n  at tendance a t  Valleyview. - 



- A - 
- 

- - -  - - A - - - - - -- 
f - 

Below a r e  some w r i t t e n  responses  by P a t e 1  s taff  t o  
' L  

t h e  q u e s t i o n .  "What was t h e  most va luab le  p a r t  of' th'e 

workshop? " 

Determining 1 ' a m  most r e s p o n s i b l e  f o p  my own 
I* joy." 

Schedul ing  and  commitment- -mot iva t ion  t o  
perform w i t h i n  t h e  c r i t i c a l  t ime frame. - 

DiscuSsing w i t h  my team and b ra ins to rming  as 
t o  t h e  p o s s i b l e  a l t e r n a t i v e s .  

To t h e  q u e s t i o n  o n  t h e  l e a s t  va luab le  p a r t ,  on ly  two 

Some o f  t h e  w r i t t e n  m a t e r i a l .  a 
/' I n  a n  i n t e r v i e w  f i v e  weeks on from t h e  works op day, 

P a t e l ' s  v i ~ e - ~ r i n c ' i ~ i l  spoke o i  t h e  warmth o f  t&e , f a c i l i -  L- 

t a t o r  and t h e  h igh  q u a l i t y  o f  t h e  workshop c o n t  h t .  Some 

I l i k e d  t h e  way t h e  workshop w a s  s t r u c t u r e d .  
There d i d n ' t  seem t o  be a  t ime p ~ e s s u r e .  , - 
Although t h e r e  w a s ,  i t  wasn ' t  ve ry  appa ren t .  

. - -  - -.. .<A \ She ( t h e  f a c i l i t a t o r )  seemed t o  be a b l e  t o  g e t  
everybody t o  do something wi th  t h e  b o o k l e t s .  

'He a l s o  l i k e d  t h e  break f o r  lunch a t  t h e  r e s t a u r a n t  
L 

and be ing  away from t h e  s-c-hool a t  a t e a c h e r ' s  c e n t r e :  

" i t  gave t h e  t e a c h e r s  a sense  o f  t h e i r  own importance 
.+ a t 

t o  meet a t  t h e  c e n t r e , "  

Some o f  h i s  sugges ted  changes were t o  have t e a c h e r s  . " 

-- 

- a . '  
-choose  a g o a l  be fo re  t h e  workshop, "maybe some t ime w a s  

, - 



wasted i n  w r e s t l i n g  w i t h  t h i s  one t h i n g , '  and t o  c o n s i d e r  
u 

t h e  s i z e  and %bmposition o f  t h e  group. "Maybe twelve 

should. be t h e  maximum number. You have t o  t h i n k  o f  feed-  

back when y o u ' r e  f i n i s h e d  and g e t t i n g  t o g e t h e r  and be ing  
'.* 

aware g e n e r a l l y  o f  what p e o p l e ' s  g o a l s  a r e  s o  you have.  

m, 
a community o f  in fo rma t i05  y h i c h  h e l p s .  I can  go and 

check on t h e  g o a l s  o f  someone e l s e ' s  grouprand t h a t  
'8 

prov ides  a n  opening f o r  communication, and t h a t '  s good. " 

q u e s t i o n n a i r e  on t h e  most va luab le  p a r t  o f  t h e  day f e l l  

i n t o  two groups .  Four o f  e l even  respondents  va lued  most 

t h e  s t a f f  i n t e r a c t i o n ;  and s ix  mentioned t h e  s e l f - e v a l u a -  - 

t i o n  and g o a l - s e t t i n g  p rocess .  

The l e a s t  v a l u a b l e  a s p e c t s  o f  t h e  day f o r  t h e  Valley-  
\ 

% 

t h e  amount o f  l e a d e r  t a l k  ( f i v e ) ,  and t h e  Vis ion  ( t h r e e ) .  
* - 

Some examples o f  comments - a re  below. 
-. - 

Pacing  too  f a s t .  

Time s p e n t  l i s t e n i n g  r a t h e r  t h a n  exper i enc ing  
t h e  c o n t e n t  more. Not enough time f o r  f i n i s h i n g .  

.-.. v 
S e t t i n g  n o t  conducive f o r  m e d i t a t i o n .  

The p r i f i c i p a l  o f  Valleyview w a s  a l s o  in t e rv iewed  f i v e  
b 

weeks a f t e r w a r d s .  Below he d e s c r i b e s  some o f  t h e  r e a c t i o n s  
- - - -  - 

o f  h i s  s t a f Q  t o  t h e  day. 

We d i d  a n  assessment  a f t e r w a r d s ,  verbally 
went around t h e  t a b l e ,  and e s s e n t i a l l y  t h i s  is 
what people  s a i d 1  The i n t e r a c t i o n  w a s  g r e a t ,  
b u t  t h e r e  -- w a s  too  much l e a d  up time t o  a c t i v i t i e s .  

- - -  - 



- 

There w#% t oo  much e x p l a n a t i o n  i n  a r e a s  t h a t  
were known and n o t  enough i n  a r e a s  t h a t  needed 
e x p l a n a t i o n s ,  f o r  example, t h e  c e l e b r a t i o n  o r  
buddy t h i n g  [ c o l l e a g i a l  team] ... Some a c t i v i -  
t i e s  were r e f e r r e d  t o  and exp la ined  as something 
t o  look  up and r e a d ' a t  home.,. 

There was a f a i r l y  s t r o n g  f e e l i n g  abou t  the' 
BCTF d i r e c t i o n  i n  p r o f e s s i o n a l  development. 
They wondered i f  t h i s  w a s  t h e  -type o f  program 

- t hey  should  be spending  money on ,  They f e l t  
t h a t  t h i s  d i d n ' t  h e l p  them very much w i t h  a c t u a l  
problems t h e y  f a c e  everyday. , . 

The people  who had been through t h i s  p a r t i c u -  
l a r  workshop b e f o r e  wi th  Maurice Gibbons f e l t  
t h a t  t h e  charisma o f  Maurice Gibbons had a l o t  
t o d o  w i t h  t h e  s u c c e s s  o f  t h e  workshop. 

- - -- - - - - - - - -- - 

i The p r i n c i p a l  added h i s  own views: 

' P a r t  of t h e  d i f f i c u l t y  w a s  t h a t '  t h e r e  w a s  
no l e a d  up. [The f s c i l i t a t o r ]  dec ided  he would- 
n ' t  supply  any in fo rma t ion  beforehand s o  every- 
body went i n  c o l d . . .  There a r e  a n x i e t i e s  b e f o r e  
one goes i n ,  e s p e c i a l l y  i f  they  f e e l  they  a r e  
going  t o  have t o  expose themselves i n  some way... 

I n  t h e  small group a c t i v i t i e s  t h e  staff weren ' t  
responding  as they  u s u a l l y  do. They were h o l d i n g  - 
back. .  . Two ~ p e o j l e  i n  p a r t i c u l a r .  I t  could  c 

- - - - - -- - - - - -- - - - - -- -- - - - - - -- -- - - - - 

h a v e - b e e n P a n x i e K  could  have been q u e s t -  
i o n i n g  something t h a t  came down from on h igh  
from some academic. 

- 

A s  a c a v e a t ,  i t  shou ld  be no ted  t h a t  I w a s  unable  

t o  c o l l e c t  very  much d a t a  on t h e  Valleyview schoo l  

c l i m a t e .  This  may have been a f a c t o r  i n  t h e  r e l a t i v e l y  

poor  r e c e p t i o n  o f  t h e  workshop. i 
I n f l u e n c e  S t p l e s  

I 

The- v e r b a l  p r e s e n t a t i o n s  o f  t h e  c o - f a c i l i t a t o r s  
A ---- -- 

a t  E g g l i ,  ' a n d - t ~ e  = l o  f a c X l i t a t a F s  a t  P a t e ' r  aEdTZLley-  
-- 

- v k + e ~ c  t a l l i c d  accoPffing t e - ~ t t e m y  "f k o c  of 

i n f l u e n c e  s t y l e s .  (See  c h a p t e r  t h r e e  f o r  a n  e x p l a n a t i o n  



o f  - these  s t y l e s .  ) Table 6: 2 compares t h e  r e s u l t s .  

The Reward and Punishment s t y l e  w a s  p r i m a r i l y  
-&- 

employed f o r  g i v i n g  d i r e c t i o n s  and e x p e c t a t i o n s .  

P a r t i c i p a t i o n  and T r u s t  w a s  used t o  invo lve  p a r t i < p a n t s .  

Common Vis ion  w a s  f o r  e x c i t i n g  o r  exhor t ing  t h e  p  t i c i -  
- - - - f 

p a n t s ,  such as when exp\aining t h e  cha l l enge .  A s s e ~ t i v e  
PI 

Persuas ion  w a s  used mainly t o  e x p l a i n  t h e  purpose o f  

a component, 
~ - ~ - 

~ ~ - - ~ ~ - ~  ~- - . -- ~ - -~ -- - - - - - - - - ~ ~ - -  - ~ - - -  ~ -- - 
-~ ~ 

, - -.. 
. .  ' 

I n s e r t  Table  6 : 2  about  h e r e  

I t  should  be no ted  t h a t  t h e  t a l l i e s  r e f e r  o n l y  t o  

frequency o f  use  o f - a  p a r t i c u l a r  s t y l e  and n o t  t o  t h e  

l e n g t h  o f  t h e  comment o r  t h e  q u a l i t y .  This  i s  s i g n i f i -  

c a n t  i n  look ing  a t  t h e  number o f  uses  o f  Common _Vision 
~ - -  - -  ~ ~ - ~ ~ - ~ 

- ,  
a t  t h e  E g g l i  workshop where most o f  t h e  t a l l i e s  were 

I 

f o r  s t o r i e s  l a s t i n g  s e v e r a l  minutes .  I n  f a c t ,  Common - 

Vis ion  was more o f  a f e a t u r e  than  t h e  numbers would I I 
I 

i n d i c a t e ,  On t h e  o t h e r  hand, a t  Valleyview t h e  Common 

Vis ion  i n f l u e n c e  behaviours  were b r i e f ,  .embedded i n s i d e  
I 

4 

a l a r g e r  e x p l a n a t i o n ,  and a wi th  l e s s  e n t h u s i a s t i c  I 

8 
t one  o f  voice  t h a n  t h e  s t o r i e s  g i v e n  by t h e  E g g l i  

- - - -  - -  - 

l e a d e r .  I n  t h i s  case ,  Common Vis ion  w a s  somewhat l e s s  
- - - - - - - - - + -  -- - -- - 1 

prominent than  t h e  numbers s u g g e s t .  
- 

That  q u a l i f i c a t i o n  a s i d e ,  perhaps t h e  most s t r i k -  - 

i n g  c h a r a c t e r i s t i c  o f  t h e  r e s u l t s  i s  t h e  extreme v a r i a -  
- -- 

1 



Eggli Patel Valleyview 

Reward and Punishment: 

Q Evaluation - - 
Prescribing Goals 8 
Expectations 

' - Incentives & Pressures 

Participation and Trust 

Personal %D jsclosure 9 - 
- 

Recognizing and Involving 11 
0 them - - 

Testing a& ~x~ressi&- 
- 

9 
- Undess tanding - - 

29 (50%) 

Common Vision 

Articulating Exqiting 7 
, Possibilities 

Generating - -  a - Shared - 3 
Identi= -. - lo (175 

Assertive Persuasion 

Proposing 
Reasoning For or 
Against 

use of the styles Percentages-refer to the distribution of 

Table 6: 2: ~requency. bf Use of Influence Styles 



t i o n  from one s e t t i n g  t o  t h e  o t h e r .  

a r e  t h e s e  t h e  same workshops? - 

One might w e l l  a sk :  - 
1-, 

The * f a c i X t a t o r  a t  Valleyview geldom used t h e  s t y l e  - 

o f  involvement  and r e c o g n i t i o n ,  whi le  i t s  use  w a s  a major 

p a r t  o f  t h e  o t h e r  l e a d e r s '  r e p e r t o i r e s .  This  i s  c o n s i s t e n t  

w i t h  t h e  ques t ionnai re  r e sponses  wishing f o r  l e s s  l e a d e r  
- -  - 

t a l k  and more p a r t i c i p a n t  a c t i o n .  It  i s  a l s o  confirmed 

by t h e  t a b u l a t i o n s  i n  Table 6 . 3  on t iming.  ' 
\* 5 

T h e _ S a c i l i t a t o r  P a l  u s e d  Common VisiQn-only - - - - - - - - - -- - 

once i n  t h e  day. She w a s ,  however, s t r o n g  i n  P a r t i c i -  . e 

p a t i o n  and T r u s t ,  2nd t h e  on ly  l e a d e r  t o  c o n s i s t e n t l y  

i n v i t e  q u e s t i o n s ,  an impor tan t  method f o r  i n v o l v i n g  o t h e r s .  

- A p o s s i b l e  r e a s o n  f o r  t h e  v a r i e d p a t t e r n s  of -  u se ,  

a p a r t  from t h e  obvious e x p l a n a t i o n  o f  i n d i v i d u a l  d i f f e r -  
- 

- -  _ _  ences ,  w a s  t h e  s i k u a t i o n  o f  c o - f a c i t i o n  a-lt E g g l i p - -  - -- - -- - 

and s o l o  l e a d e r s h i p  a t  t h e  o t h e r  two workshops. A t  
- - 

Z g g l i ,  one pe r son  made t h e  m a j o r i t y  o f  Reward and Punish-  

ment i n t e r v e n t i o n s .  The Common Vis ion  i n f l u e n c e  behaviour  

-ms a lmos t  e x c l u s i v e l y  employed by t h e  o t h e r  p r e s e n t o r .  
- - - Timing 

? - The workshops were a l s o  broken dbwn i n t o  l e n g t h s  o f  
1 
i/ t h e  f o r  v a r i o u s  components. This  w a s  a n  e a s i l y  measurable  

/! A,. ? -  

and  i m p o r t a ~ t  a s p e a  o f  thing, A x L o f  c o r n s e l l a t  t h e  - - - - 

-- -- - - 

o n l y  one. 
- - - - - - 

+ ?he componentg i n c l u d e d  d i s c u s s i o n s  ande a t t i v i t i e s  
- 

- 
- - u-. 

- 

Y 

7 
S 

2 r 



- - 

at t h e  whole group,  s m a l l  group,  and i n d i v i d u a l '  l e v e l s ;  

l e a d e r  p r e s e n t a t i o n s  t o  t h e  whole -group ; and b reaks ,  A c t i v i t i e s  

were cons ide red  as any a s s i g n e d  t a s k ,  such as group b r a i n -  
% 

- 

-L 

s to rming  o r  i n d i v i d u a l  complet ion o f  a book le t .  

- -. 

I n s e r t  Table  623 about  h e r e  -- 

- The r e s u l t s  shown i n  Tab le  6 :3"revea l  s e v e r a l  f e a t u r e s :  

-1. The g r e a t  v a r i a t i o n  i n  use  o f  t ime i n  what were 
- - - - - - - - - - - - - - - - - 

- -- 
- - - - - - - -  - - 

b a s i c a l l y  t h e  saG6 workshop -designs-; 

2. The - o v e r a l l  emphasis on p r e s e n t a t i o n ,  i n d i v i d u a l  

a c t i v i t i e s ,  and  s m a l l  group d i s c u s s i o n ,  a ~ d  de-emphasis 
7- 

o f  ' l a r g e  group a c t i v i t i e s  and d i s c u s s i o n .  This  s i t u a t i o n  
./ 

w a s  r e g r e t t e d  i n  ' i n t e rv iews  w i t h  some E g g l i  t e a c h e r s ;  

3. The d i f f e r e n c e  between t h e  t o t a l  t ime and t h e  , 
- -- - - - - - -- - - - -- - - - - - - - - - - - - - - - - - 

d i v i s i o n  o f  t ime sugges ted  by t h e  p r e s e n t o r ' s  guide  and t h e  

observed r e a l i t y ;  

4. The l e n g t h y  break  time a t  two o f  t h e  t h r e e  s c h o o l s .  
- - 

(The l a s t  f e a t u r e  probably  r e f l e c t e d  t h e  s o c i a l  n a t u r e  

o f  p ro  ' d '  days.  A t  t h e  P a t e 1  workshop, lunch  w a s  a t  a n  

I t a l i a n  r e s t a u r a n t ,  The Valleyview e s s i o n  w a s  i n  a p r i -  3 
v a t e  home.   he lunch  w a s  e l e g a n t l y  c a t e r e d ,  one p a r t i c i -  

p a n t  l e f t  t o  buy wine, and a n  award w a s  g i v e n  t o  t h e  very  
- - - - - - - - - - -- - - - - - - -  - - - - - -- - - - -- - 

pregnant' s c h o o l  nu r se  .) 

Timing w a s  e s p e c i a l l y  problemat ic  a t  Valleyview. With 



KIND OF-WZRKSHOP 
- - 

AMOUNT OF TIME (in hrs. and mins.) 
~ O ~ r n T  .. . Presentor "s 

- Guide Eggli Pat el Val leyvTew .- 
presentation to 
Whole Group 

Whole Group 
Discussion 

- 

- Whole Group A 

Activity 

Individual 
Activity 

i . 

Total Time 
( excluding 

-breaks] 

Break it20 . 1-10 2:15 

Total Time 

Table 6 8 3 :  Timing 



- - - - 

- such a l a r g e  amount o f  p r e s e n t a t i o n - t i m e ,  t h e  staff broke 

f o r  lunch a t  12:30 w e l b b e h i n d  t h e  pace o f  t h e  o t h e r  two 
- 

workshops. I n  consequence, t h e  a f t e rnoon  w a s  very  rushed,  

, -L f r u s t r a t i o n  was expressed ,  and the  Pos t  Conference Follow- 
< 

w a s  omi t ted .  C 

- 

- 

- 
- - 

Design C h a n ~ e s  
- - 

v a r i a t i o n s  i n  format were minor; b a s i c a l l y  
P lost O f  t% 

t h e  c o n t e n t - o f  a l l  t h r e e  workshops w a s  t h e  same. However 
G? * 

- - - - - - - - - - -  - - 
- - - -- -- - - -- --- - - -  - -- - - 

ther-e were a few s i g n i f i c a n t  adap t ions .  

The changes t h a t  were observed - by t h e  e v a l u a t ~ r  t o  
- 

be most s u c c e s s f u l ,  and wh î'ch were-a lso  a p p r e c i a t e d  i n  

q u e s t i o n n a i r e  and i n t e r v i e w  responses ,  were those  which .. . =. - 

involved group a c t i v i t i e s -  -bra ins torming on g o a l  p lann ing  

- - -- 
a t  P a t e l  and t h e  Super Se l f -Di rec t ing  P r o f e s s i o n a l  a t  Eggli. 

- 

- - - - -- - - - - 
The f a c i l i t a 3 o r s  a t ' E g g l i e x p l a i % d - - i n a n  imt=vG~wpthZC~-  - 

i t  had been t h e i r  i n t e n t i o n  t o  i n c r e a s e  group - 

a c t i v i t i e s _ b a s e d  on  a need pe rce ived  a t  t h e i r  p rev ious  
- 

a 

workshops. The P a t e l  f a c i l i t a t o r  d i d  n o t  g i v e  a n  explan- 
- 

a t i o n  f o r  h e r  change. - - 

a There w a s  a n o t h e r  a d a p t i o n  which w a s  judg d worth- 

whi le  by t h e  e v a l u a t o r ,  a l though  t h e r e  w a s  no obse rvab le  
A -. 

evidence of i t  i n f l u e n c i n g  p a r t i c i p a n t s .  A t  Valleyview 

t h a t  v i s u a l i z a t i o n  w a s  involved,  t h a t  it w a s  okay t o  speak 
h 



o u t  if uncomfortable- -and thus  t r i e d  t o  a l l e v i a t e  a n x i e t y .  

Unfor tuna te ly ,  t h i s  was i n c o n s i s t e n t  wi th  a gene*l approach 
.,& 

- ir- 

of h i g h  l e a d e r  c o n t r o l .  I n  f a c t ,  I d i d  n o t  r eca rd  a n  i n t e r -  

. v e n t i o n  by a p a r t i c i p a n t  d u r i n g  presen%tions  u n t i l  t h r e e  

hours  i n t o  th: workshop, i n d i c a t i n g  t h a t  t h e y  d i d  n o t  f e e l  
- - 

-- i t  w a s  okay t -speak up. - a 

One change t h a t  w a s  u n s u c c e s s f u l  and unplanned w a s  
u 

t h e  omiss ion  o f  t h e  P o s t  Conference Follow-up a t  Valley-  
rl 

o u t .  

Other  Comparisons 
- - 

Debr ie f ing ,  t h e  q u e s t i o n i n g  s t r a t e g y  d e s c r i b e d  i n  t h e  

l i t e r a t u r e  raview,  was o m i t t e d  from a l l  t h r e e  workshops, 

- as i t Is f rom -%he- pre5 e&o-rl s -guid+-2E%eeonc3ushn - - - -- -- 

of an a c t i v i t y  w a s  sometimes a small group d i s c u s s i o n  wi th-  

o u t  guidance,  sometimes a few words summary by t h e  l e a d e r ,  - 
and o f t e n  l e f t  o u t  a l t o g e t h e r .  

I n  a l l  t h r e e  workshops t h e r e  were a l s o  c o n s i d e r a b l e  

problems i n  choos ing  and d e f i n i n g  g o a l s .  About h a l f  t h e  

g o a l s  were p e r s o n a l  i n  n a t u r e ,  weight  l o s s  be ing  common, 

about  h a l f  were p r o f e s s i a n a l .  However t h e s e  l a t t e r  g o a l s  

-- I n  a l l  t h r e e  workshops, t h e r e  w a s  a l s o  some evidence 
-5 

o f  d i f f i c u l t y  i n  c o l l a b o r a t i o n  i n  small groups ,  a l though  

it w a s  n o t  determined how e x t e n s i v e  t h e  d i f f i c u l t y  w a s .  
- - -- - - - -- - - -- 

4 
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i 
Summary 

<*- T 

From the  information described i n  Chis' chapter ,  a 

number o f  c h a r a c t e r i s t i c s  of t he  Self -Direct ing Profess iona l  
4 
i 
i 

workshop and in -se rv ice  workshops i n  genera l  become-cle*. r 

I& 

i i  
On the  SDP . i t s e l f ,  here a r e  some of the  p a t t e r n s  t h a t  $merg- 

-3 
w 

D ' 
- - \ 

e d : 
A- a L A" - A - 

1. P a r t i c i p a n t s  as a whole apprecia ted the  content ,  

a 'notably the  d i v i s i o n  i n t o  s t e p s ,  the  c l e a r  sequence, and 

- -A- 

- - --&he mo t j ,~a+ian-af=z=~L tt en -~ommi~men_L-ko a =team ,,2'--= =x-=__- 
@ 

espec i a l l y  l i k e d  the  ~ A t r a c t  a c t i v i t y .  

2 .  P a r t i c i p a n t s  highly apprecia ted the  s t a f f  i n t e r -  
- r  

a c t i o n .  
- 

8 .  

. . 
3. I n  ill workshops, t he re  w a s  an emphasis 'on pre-  

s e n t a t i o n ,  - smal l  group discuss ion,  and ind iv idua l  a c t i v i -  -a 4 

--- - - - - - t+s-.---Those ae i t i e s  -invdvsd - r-ead-ing-anaiAhgL-- - -  -- 
- 

4. I n  a l l  workshops, t he re  w a s  l i t t l e  o r  no l a r g e  
P - group i n t e r a c t i o n ,  no debr ief ing,  and some d i f f i c u l t i e s  & 

4- 
/+ 

i n  goa l  p l aming .  - Some c o l l e a g i a l  groups a l s o  had t rouble  

i n  co l labora t ing .  

5. Goals chosen by p a r t i c i p a n t s  were roughly h a l f -  

and-half ,  p rofess iona l ' and  personal .  However, p ro fe s s iona l  

goa ls  were genera l ly  n o t  r e l a t e d  t o  classroom p r a c t i c e .  

of  time t o  complete the  agenda. 

7 .  Both f a c i l i t a t i o n  s t y l e s  and t i m i G g  var ied g r e a t l y  



i 

- -  - - - - - -  - -- - - - - -- - - - - -- 
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8. Design changes were few. There was genera l  
C 

) d 

f i d e l i t y  t o  the  t r a i n e r ' s  guide.  

9 ,  O f  those chynges t h a t  were ,made, the  most success- 

f u l  were those tha? involved group a c t i v i t i e s ,  1 
% 

10. The quaqity o f  design changes and f a c i L i t a t i o n  
U 

. .  - was inf luenced-by the  ava i l ab l e  p repara t ion  time, s k i l l ,  
9 

and experience of  - t h e  f a c i l i t a t o r & .  I n  the  SDP workshops 

s tud ied ,  a l l  the  f a c i l i t a t o r s  were- r e l a t i v e l y  
- - - - - - - - - - - - - - - - - - -- - - - -- - - - - - 

- - - -- - - - -  - - - -  - - - - 
-- - - -- - 

L\ and had l i t t l e  p repara t ion  time, d 

"Q 
. - 

There were:also some f ea tu re s  t h a t  seemed t o  be -%. - - 
c h a r a c t e r i s t i c ,  no t -on ly  o f  the  SDP, hut  o f  in-service  

- J workshop5 i n  general :  

f . The use o f  t h e  f u l l  range d f  inf luence s t y l e s ,  - -- ̂  -- - 
a f 

' Qnd the  -avo_idance of over re l iance  on "any one, y i e l d s  a  

pants; Common Vision $xci%es. and i n t e r e s t s  them. , ' .  
* G 7 

$ - .  ... 2 .  Co- faq i l i t a t i on  offers t$e p&ss ib i l i t y  of a  wider- 
. i .  * 

% range of  inf luence s t y l e s  than does solo  f a c i l i t a t i o $  a i d  
* 

hence a  b e t t e r  workshop. 
A .  , " L 

m 3 .  The q u a l i t y  of f a c i l i t a t i o n  and design ada6tions 
A 

i s  influenced by the  ava i lab le -  time, s k i l l ,  and experience = - 
-r P - 

I- 
of  the  f a c i l i t a t o r .  - 

-- - - - 2  - i--- -- -- -- -- - .  - --< * -- -- 

4. Soc ia l  i n t e r a c t i o n  i s  highlyvalued by teachers .  - 

-- R 
- 

- '  

5. be-workshop prepara t ion  i s  extremely impor tan t"  * a, 

i n  running a workshop. (This is  discussed i n  the  previous , *  ' 
f 



- 
6 .   he s c h o b l  cli.rna$e c a n  be extrem)ely impor tan t  i n  . . . . d 

the runn ing  o f  t h e  workshop. 
- .  -'. * 7.. . P r o f e s s i o n a l  -. 'develo$7menf days a r e  s e e n  by t e a c h e r s  

. - - ,  

as a s o c i a l  as well . - a ;educa t iona l  occas ion . .  
5 . \ 

- 

- This" sumrnatyc&6s d e s c r i b e d  o b s e r v a t i o n s  grounded i n  
1 

data and l o g i c .  Some o f  t h e  p o i n t s , ' s u c h  as c o - f a c i l i t a t i o n  

- A f t e r  a d i s c u s s i o n  of t h e  impact o f  t h e  workshops, t h e s e  ' 

o b s e r v a t i o n s  are- a s s e s s e d  and i n t e r p r e t e d  f u r t h e r .  



The l a s t  

p resen ta t ions  

CHAPTER SEVEN 

LIFE AYTER WOZKSHOPS 

chapte r  considered th ree  very d i f f e r e n t  

of  e s s e n t i a l l y  the  same workshop. One w a s  
. s 

c o - f a c i l i t a t e d  and t h a t  f a c i l i t a t i o n  w a s  we l l  apprecia ted 
& 

'by the  four teen  p a r t i c i p a n t s ,  e ~ p e c i a l l y  f o r  i t s  enthusiasm. 

Plonetheless, t he re  w a s  c o n f l i c t  and r e s i s t ance .  Another 
C 

t o  a  smal ler  s t a f f  by a  s i n g l e  l ezde r ,  was 
.c/ 

- 
- - -also-very--wel_l,r&ved, -buLeceithere was l i t t l e  excitement - = - -- - -: = =-= 

generated by the  l eade r .  The t h i r d ,  given by one l eade r  

t o  seventeen p a r t i c i p a n t s ,  was not wel l  l i k e d ,  mainly 

because of l ack  o f  t i m e  and too much l eade r  t a l k .  However, 

a t  a l l  t h r ee  loca t ions  t he  o v e r a l l  content  was regarded 

2s valuable.  - 

- - - - - - - - - - These workshops-were -rnzjo=-tactic-of Lheimple--------- - - 

J 
mentation process.  Only f a c i l i t a t o r  p lans  t o  

r e t u r n  t o  the  school ,  and then only f o r  a  b r i e f  v i s i t  - 

t h r ee  and a  h a l f  months a f t e r  the  workshop. There were 

no o t h e r  in te rven t ions .  
1% 

Row succkssfullyChas the  SDP goal  at tainment program 

been implemented? If  i t  i s  used, how is  i t  used? Are 
4 

t he re  any s ide-e f fec t s?  How have t,he c o l l e a g i a l  teams 1 
1 
I . - .- . funcSoned?-Table 5!!1 g i u e s  so- Ahe results*om- - 2 - --- -- 

\ 

quest ionnaires  d i s t r i b u t e d  f i v e  weeks a f t e r  the  worksho~. '  

,'- the  s t age  when p a r t i c i p a n t s  would have completed t h e i r  1 I 

8 
f i rs t  cont rac t s .  
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Ques t ions :  Responsesr 
J 

E a g l i  P a t e 1  

1. One o f  t h e  .main g o a l s  of  t h e  workshop i 
i s  t o  i n c r e a s e  t h 6  p a r t i c i p a n t s '  s e l f -  
d i r e c t i o n .  To what e x t e n t  do you t h i n k  

"+ 
t h a t  t h e  workshop helped you become more 
s e l f - d i r e c t e d ?  

- 

4 1 helped a g r e q t  d 5 a l  - - 0- 
- 

5 d i d  n o t  h e l p  a t  a l l  

2.  S ince  t h e  workshop, have you been 
a b l e  t o  achieve  your  goa l?  

1 no 

2 y e s ,  t o  a minimum l e v e l  

4 y e s ,  t o  a l e v e l  o f  exce l l ence  

3. How many t imes  have you m e t  w i t h  your s 
c o l l e a g i a l  team s i n c e  t h e  workshop? 

1 have n o t  met 4 0 

2 have met once 3 3 

3 twice  2 /  

4 t h r e e  o r  mpre t imes  3 3 

Table '/:l Kesponses t o  Ques t  onna l re  on Impact ( s e l e c t e d  
q u e s t i o n s )  



* 
- - - - - - - - - - - - 

I n s e r t  Table  7 : l  abou t  h e r e  

There w a s  a n  i n s u f f i c i e n t -  number of r e sponses  from 

Valleyview. However, i n  a n  i n t e r v i e w ,  t h e  p r i n c i p a l  s a i d  

t h a t  t h e r e  were o n l y  two o r  t h r e e  people  who were fo l lowing  
- - 

through w i t h  t h e i r  c o n t r a c t s .  He w a s  vague as t o  what 

they  were a c t u a l l y  doing.  There had been no team meet ings 
-- _ 

t o  h i s  knowlectge and no ch-es i n  s c h o o l  c l ima te 'o r  
- 

- - 
- - - - - - - - 

- - - 
- - -- 
- -- - -\-- - ;-- --- - 

procedures .  - -_  - 
- - - -- -- -- 

In t e rv iews  a t  Eggli  SchoaZ- c s n f  irmed t h e  ques ti 
- 

r e s u l t s  t h a t  two p e r s o n s  o f  f o u r t e e n  pursued  t h e i r  g o a l s  

w i t h  s a t i s f a c t o r y  s u c c e s s .  One t e a c h e r  exp lo red  new > 

approaches t o  d i s c i p l i n e ;  t h e  o t h e r  e s t a b l i s h e d  a f i l i n g  

system. Three o t h e r s  pursued  g o a l s  o f  f i t n e s s  o r  weight  

A number o f  t h e  3 g g l i  t e a c h e r s  p o i n t e d  t o  t h e  problems 

o f  complex g o a l s  and l a c k  o f  follow-up as r e f l e c t e d  i n  

t h e  fo l lowing  q u o t a t i o n s :  

Some o f  t h e  g o a l s  a r e  i n t a n g i b l e .  There a r e  
c e r t a i n  c o n t r a c t s  t h a t  a r e  behaviour  o r i e n t e d  
and t h a t  a r e  ha rd  t o  measure, e s p e c i a l l y  i n  t h e  
s i t u a t i o n s  where you want t o  p r a c t i c e  them, l i k e  
staff  meet ings ,  d o n ' t  a r i s e .  We r e a l l y  shou ld  
have some e x p e r t  coming back w i t h  u s ,  someone 
t o  coach u s ,  someone who is i n  o u r  group meet- 

-- s One o f  t h e s e  l a d i e s  [ f a c i l i t a t o r s  1 should  
be i n  o u r  group, 

-)Therevs a w i l l i n g n e s s ,  b u t  no= e n o ~ g h i i r n e .  
some k ind  of check up system would be good. 



were 

This  

No changes i n  schoo l  c l i m a t e  o r  o t h e r  s i d e - e f f e c t s  

observed,  

The one s c h o o l  where t h e r e  w a s  success  w a s  P a t e l .  

w a s  r evea led  i n  q u e s t i o n n a i r e  r e s u l t s ,  i n fo rmal  ob- 

s e r v a t i o n  and i n  a n  i n t e r v i e w  wi th  t h e  v i c e - p r i n c i p a l .  

When I v i s i t e d  t h e  s taff  room f i v e  weeks fo l lowing  
- 

- - - 

t h e  workshop, t h e r e  was a c h a r t  on the  w a l l  i n d i c a t i n g  
, 

t h e  weight  l o s s  by one t e a c h e r  s i n c e  t h a t  t ime. Beneath 

- -=%+---a- &&il*r*r&& - + ~ - ~ ~ ? & r p  w h e  - - --- - -- -- -- -- -- -- 

t h e  workshop, b u t  w a s  i n s p i r e d  by t h e  t e a c h e r .  That 
- - 

same day, t h e  s c h o o l  had completed a ha l f -day  p r o f e s s i o n a l  
- 

devKl6pment day o n  s c i e n c z  i n s t r u c t i o n  - 
- 

t h a t  had been g iven  
- - 

- - -- -- - 

by one t e a c h e r  - who had made it  h i s  goal. 
c: 

The p r i n c i p a l  l i s t e d  o f f  s e v e r a l  examples o f  those  

i 

t h i s  comment: 

Maybe i t s  something t h a t  could be s e t  up and 
r e a l l y  used by a d m i n i s t r a t o r s  ' cause  I know 
f o r  me, i t ' s  made my job a h e l l  o f  a l o t  e a s i e r  
' cause  I ' v e  g o t  some r e a l l y  e n t h u s i a s t i c  people  
now. Not t h a t  they-weren ' t  b e f o r e ,  b u t  t h e y ' r e  
more e n t h u s i a s t i c  because they 've  g o t  some 
kind  o f  d i r e c t i o n .  

The team meetings a t  P a t e l  and a t  Eggli were g e n e r a l l y  

check-in s e s s i o n s  o f  f i v e  t o  f i f t e e n  minutes .  Team mem- 

ment, b u t  d i d  n o t  under take  t h e  sugges ted_func t ions  o f  

problem-solving o r  c e l e b r a t i o n .  



In  b r i e f ,  a t  P a t e l  school, a f t e r  f i v e  weeks, seven 

of nine  respondents had rnet.twice and completed t h i i r  goals  

? t o  a s a t i s f a c t o r y  l e v e l .  One o the r  person had reached 

a minimum l e v e l  o f .  achievement. A t  Eggl i ,  two of  four-en-- -, 

made s a t i s f a c t o r y  -progress ; th ree  o thers ,  minimum progress .  
- - - - - - - d 

A t  Valleyxiew_,-there w a s  l i % t l e  o r  no impact. 

A t  Pa t e l ,  the  p r i n c i p a l  s a i d  there  w a s  a p o s i t i v e  

inf luence on scho* c l imate:  pebple were more enthus- 

t he  nature  o r  depth o m e  changes. 

Team meetings a t  the  two schools where t he re  w a s  
- - - - -  - - - - - 

implementation were/brief check-in times. Members check- 

It would appear t h a t  the  p re sen ta t ion  and school - 
- 

-- 

set t ingwere  €Fie impor7Zni-diTen=onF-inf1ueFcini imple- 

mentation. The p re sen ta t ion  a t  Valleyview was l eade r  
A * 

-- 
dominated, a s i t u a t i o n  encouraged by such things  as f r e -  

quent in te rven t ions  t o  move along the  agenda, emphasis 

on presen ta t ion ,  and absence o f  debr ie f ing  quest ions .  

The s t a f f  r e j e c t e d  the SDP procedures. The Eggli  present-  

t a t i o n ,  had similar design c h a r a c t e r i s t i c s ,  but  recog- 

nized and involved p a r t i c i p a n t s  much more, as wel l  as 
> 

-- 
- - --- 

- - e x c i t e d  therwl'th--lZveTytesXimo~alsi None t h e l e s s ,  it had 

a t c  of . con f l i c t  was = r t a i n l y  

key a t  Eggli .  A t  P a t e l  school,  the  leader  e f f e c t i v e l y  

encouraged p a r t i c i p a t i o n ,  but  generated l i t t l e  excitement. 



Here, the climate of harmony and the p r inc ipa l ' s  personal 
4 

enthusiasm were i n f l u e n t i a l  f ac to r s .  -. - 



CHAPTER EIGHT 

The hope t h a t  a n  e v a l u a t i o n  w i l l  p rov ide  
unequivocal  answers,  convincing enough t o  . 
e x t i n g u i s h ' c o n t r o v e r s y  abou t  t h e  mer i  s o f  t a s o c i a l  program, is c e r t a i n  t o  be d i  - 

= + kppo in ted .  
- - 

c 

-Lee Cronbach e  t al.., 1980 , p  . 3  

The r e s e a r c h  f i n d i n g s  w i l l  now be compared wi th  t h e  
- - - -- - - - - - -  

-- - - 
-- 

s t a n d a r d s  o f  judgement e s t a b l i s h e d  i n  t h e  rev iews  o f  - 
l i t e r a t u r e .  Each f a c t o r  in s u c c e s s f u l  workshops. - & 

t h e  

and 

The 
- - 

program implementat ion is  cons ide re l f  i n  s u c c e s s i o n .  

fo l lowing  c h a p t e r  g i v e s  a more u n i f i e d  and explana-  
- 

t o r y  a n a l y s i s .  

, The e v a l u a t i o n  i s  a fo rma t ive  one in t ended  t o  p rov ide  
--  - -  - - - - - -  - - - - -- - - - - -- - -- - - - - - - -- - 

i n fo rma t ion  f o r  d e c i s i o n s  on program changes.  I n s t e a d  

o f  sumrnative judgements, each  d i s c u s s i o n  o f  a f a c t o r  

concludes wi th  some q u e s t i o n s  in t ended  t o  i l l u m i n a t e  

t h a t  d e c i ~ i o n ~ m a k i n g ,  

The SDP i s  cons ide red  first as a workshop des ign  

and t h e n  a s  a n  implementat ion p r o c e s s .  F a c i l i t a t i o n  w i l l  

o n l y  be d i s c u s s e d  i n  r e l a t i o n  t o  t h e s e .  

-The S e l f - D i r e c t i n g  P r o f e s s i o n a l  Workshop 
. - 

- -- - - - - - - - - -- - - - - 

A Con tex tua l  In fo rma t ion  

The l i t e r a t u r e  s t r e s s e s  t h e  need t o  g a t h e r  informa- 

t i o n  on p a r t i c i p a n t s ,  space ,  t ime,  and m a t e r i a l s  i n  o r d e r  



- 

*? 
- :- 
I t 

--. - 
1 

- - * 
- .  - - - - -  -- -L-- 

- - j l l i i 3  
- -- - - - - - -  - - - 

----* 

t o  p l a n  e f f e c t i v e l y .  Research sugges t s  a l s b t h a t  chances.  
- 

o f  success  a r e  improved wi th  mutual p lann ing  by p a r t i c i p a n t s  

(1 and l e a d e r s .  . - 

1n' p r a c t i c e ,  thecworkshop l e a d e r s  ob ta ined  such inform- 

a t i o n  p r i o r  t o  t h e  workship mainly bye. telephone from t h e i r  

c o n t a c t  persons .  The in fo rmat ion  depended on t h a t  one source.-  
- 

On.workshopudays, t h e r e  were some problems a t t r i b u t a b l e  t o  
- 

, 

incomple te  in fo rmat ion ,  most commonly l o g i s  t i c a l  problems. 

- 
- - 

f o r  t e a c h e r  p a r t i c i p a t i o n  i n  However, i n  one case  , 

t h e r e  w a s  a d e s i r e  expressed  by t h e  school  t o  develop a n  

a f l - s c h o o l  go8 l .  For  r easons  n o t  completely c l e a r ,  t h i s  

w a s  n o t  inc luded i n  t h e  workshop and w a s  viewed as a l o s t  

o p p o r t u n i t y  by t h e  p r i h c i p a l .  
- - - - - - - - -- - - . -- - -- - - - - 

It  should  be noted  h e r e  t h a t  f a c i l i t a t o r s ,  as p r a c t i c i n g  

t e a c h e r s  themselves,  have l i m i t e d  time t o  g a t h e r  p lann ing  

in fo rmat ion  o r  t o  mutual ly  p l a n  w i t h  s t a f f s .  

Given t h e s e  r e s t r i c t i o n s ,  what procedures could g i v e  

b e t t e r  p lanning in fo rmat ion  t o  t h e  f a c i l i t a t o r s ?  To what 
b 

e x t e n t  could t e a c h e r s  be involved i n  planning? 

"THe r e a d i n e s s  o f  t h e  i n d i v i d u a l  and t h e  group is  import- 
- - - - - - - - - -- - - 

a n t  i n  d e c i d i n ~ w h e t h e r  t o  inc lude  o r  change c e r t a i n  compon- 
- - -- - -- 

e n t s ,  o r  whether even t o  g ive  a workshop. 

- - -- 



. 
-- - - - - - - - -- - -- --- -- - - 

- -  - - -- - -- - - - - -2---- 
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The SDP s i t e  a g r e m  s t r e s s e s  t h a t  a l l  t e a c h e r s  

p a r t i c i p a t e  v o l u n t a r i l y ,  y e t  a t  one o f  t h e  schoo l s  s t u d i e d ,  

t h e  d a t a  s u g g e s t  t h a t  s u f f i c i e n t  commitment w a s  n o t  t h e r e  

p r i o r  t o  t h e  workshop. 1 

... 
Is r e a d i n e s s  impor tant  t o  cons ider?  If y e s ,  how . 

s h o u l d ' i t  be measured and judged? 
- 

- - - - 

- - - _ C _ -  P r e p a r a t i o n  o f - P a r t i c i p a n t s  - / . 2 
The b e t t e r  p r e p a r a t i o n ,  t h e  b e t t e r  chances o f  success .  

Research f i n d i n g s  show t h a t  person-to-person communication 

a/' 
by t h e  t e a c h e r s  a r e  i d e a l  methods. 

A t  one o f  o u r  schoo l s ,  because o f  l a t e  a r rangements ,  

- -  - w r i % r i - i n f o r ~ a t i o n  a z r i v e d  on ly  f i v e  days p r i o r  t o  t h e  

s e s s i o n .  A t  a second schoo l  t h e  f a c i l i t a t o r  s e n t  no 

1 
F I n  a l l  t h r e e  schoo l s ,  t h e r e  w a s  no 

of f a c i l i t a t o r s  and t h e  whole staff pri&o t h e  workshop 

day. I n  one c a s e ,  t h e r e  w a s  a meeting o f  t h e  s i t e  l e a d e r ,  

v i c e - p r i n c i p a l  an& f a c i l i t a t o r .  7' 
. ,' 

To some e x t e n t  t h e  message o f  t h e  promot ional  p o s t e r  

i s  i n c o n s i s t e n t  w i t h  t h e  SDP con ten t .  The p o s t e r  message 

may have exp la ined  t h e  s t r o n g  d e s i r e  o f  E g g l i  s c h o o l  . t o  
-- 

- s e e t K e  w o r B s h o p a . ; - ~ s o ~ u t i ~ n ~ o ~ s % a f f p E o - b l ~ ~ ~ ~ ~  

a , 7 a & n f - t L m  f o r  the f a c l l ~ + a t - Q r s  i s  an im . . 

p o r t a n t  f a c t o r  i n  any e f f o r t  t o  improve p r e p a r a t i o n .  



To what ex t en t  is the  e x i s t i n g  pre-workshop communi- -. 

ca t ion  and organiza t ion  process adequate? If changes a r e  
- - 

needed, how can they be made given the  r e s t r a i d s  on the  

s en to r s '  time? Are the re  some ways t o  ge t  

&round these  r e s t r a i n t s ?  
( 

D Physical  Environment 

1n a l l  t h r ee  schools t h e r e  were some problems with 

the  phys ica l  s e t t i n g ,  f o r  examples, a  too cold room, a 

On the  o the r  hand, although it w a s  not  a  focus of  obser- 

va t ion  I not iced s e v e r a l  e f f o r t s  t o  fo rsee  problems and 
. 
arrange a  comfortable s e t t i n g ,  f o r  examples, checking 

\ %  . 
t he  number of  booklets ,  ar ranging f u r n i t u r e ,  and br inging 

spare  equipment. Moreover, the  s i t e  agreement s t i p u l a t e s  

encourages t h e  ldader  t o  check\detai ls .  . 
- - To what ex ten t  and i n  what ways c& the  f a c i l i t a t o r  

ensure a  s u i t a b l e  phys ica l  environment? 

~ d a l s  E 

The l i t e r a t u r e  s t r e s s e s  t h e  importance of c l e a r  goals  
-'\ 

and suggests  negot ia t ing  gaps between them and p a r t i c i p a n t  

expecta t ions ,  Goals should be p r a c t i c a l  and a t t a i n a b l e ,  

- 
- and th&purpwearound-whic h- acavi&iw-are agani aed , -- 

I n  one of our sess ions ,  t he  goals  were not  announced & 
1 

and i n  no cases were they o f f e red  for -negot ia t ion .  However, / 



fa' 
. 

- - - - - - - - - - - - - - -- - - - - - - - - - - - - - --- - --- C - - 

- - -  --- - I 46 

- 

% b t h e r e  was n6 c l e a r  e f f e c t  oT t h i s  on p a r t i c i p a n t s ;  i n  f a c t ,  . . 
they commented p o s i t i v e l y  on the  a l e a r  d i r e c t i o n  of  t he  day , 

and the  l o g i c a l  r e l a t i o n s h i p  of the  a c t i v i t i e s  t o  each o ther .  

On the  o the r  hand, the  problem of  time pressQsq and 

the  d i f f i c u l t y  p a r t i c i p a n t s  had i n  definilig a  goa l  and . 

-- - 
1 - A 

- 

planning r a i s ed  a  quest ion i n  t he  minds" of' some respondents: , 
* 

- " - - 

Are the  workshop goals  a t t a i n a b l e  i n  a one-day workshop? 
P . 
h 

' The o v e r a l l  program goals 'of increased in f luence ,  
f 

- - - 
- - c w e t e n c e  ,&=joy -a re &susse&=& gre&e r--+w* k=-&e==--==--= -- 

following chapter .  

F ~ x p e r i e n t i a l  Focus 

Because i t  i s  based on a  problem-solving model, the  

S3P bu i lds  from the  previous experiences of p a r t i c i p a n t s .  

In  t h i s ,  i t  i s  cons i s t en t  with a d u l t  l ea rn ing  theory.  

- 

- 
- 

- - T h e  wo r-kshep - l i % e r a % r e a f s e 4 e s c - r  %be s--%heproee -- - :-- - 

of e x p e r i e n t i a l  l e a rn ing  f o r  a c t i v i t i e s  l i k e  Joy 'and M i s e r ~ ,  
- 

the  Vision, and s o  on. The process a f t e r  t he  i n i t i a l  ex-,, 
b- 

\ '... - \ 

e r c i s e  cons i s t s  of shar ing  experiences,  in te rpre t ing ;  1 
, 
--, 

genera l iz ing ,  and applying,  a sequence t h a t  i s  c a l l e d  
? 

pnpsessing o r  debr ief ing.  
1 .  

. For the  SDP, processing w a s  sometimes a few sentences 

by the  f a c i l i t a t o r  about what should have been learned,  I 

sometimes a period-of- smalL g r o u p s h a r i n g  unguidefl-by +kt--- -y- 

f a c i l i t a t o r ,  and o f t e n  omitted a l toge ther .  

Yhen t h i s  happens, there  i s  the  p o s s i b i l i t y  t h a t  



- - - - - - - - - - - - -- 

' p a r t i c i p a n t s  may not  have s u f f i c i e n t l y  r e f l e c t e d  on an 

a c t i v i t y  enough t o  have l e b n e d  f ro@ it. A summary by 
% ,  

the  presen tor  without a  questioning process *creases ,the 
.i 

presen to r ' s  con t ro l .  I t  a l s o  cu t s  o f f  the  l eade r  from a .* . 

source o f  information about p a r t i c i p a n t s '  l e a rn ing  o r  
< 

fee l ingsp2  and r educesoppor tun i t i e s  f o r  whole group C 

" - .  

i n t e r ac t ion .  

. What i s  the  intended lea rn ing  f o r  each workshdp com- 

su re  t h a t  t h a t  l e a r n i w  takes  place? 

jdyce and Shower's research (i980)'  has shown the  i m -  
, - 

-portance of  t h m r y ,  demonstration, p r a c t i c e ,  feedback, 

and coabhing i n  a s;c.ceqsful --. t r a i n i n g  sess ion.  ' P r a c t i g n -  , 
\ 

e r s  have a l s o  mentioned the  need t o  discuss  t r a n s f e r  with 

p a r t i c i p a n t s ,  the  i n d ~ u s i o i  of relgFxt content ,  a c t i v i -  
",. 

t i e s  w i t h  personnel  who a l sq  work toge ther  oh\ the  job, 
s: . .. -. 

\ 

and inc lus ion  of  time f o r  p a r t i c i p a n t s  t o  discuss  back 
=% 

home app l i ca t ion ,  i 3. -.. 
)C 

' . 

The SDP, t o  a c e r t a i n  ex ten t ,  i s  a t r a i n i n g  sesgion - & - \-. 
b 

because i t g  purpose is  t o  - teach  a  p a r t i c u l a r  process  of .- . + 

personal  problem-solving. T h q e  is  a c t j o n  planning by :$ 

' teachers on r e l evan t  content ,  t h e i r  own goa ls ,  and 
- - -  - - - - - - - - - -- - - - - - - - - - - - - - - - - - -- -- - - --- - -- *---- -- -- 

I 

establishment o f  s u G o r t  teams. The intended behaviour o f  
_ 7 _ ,  

the  teams is not  discussed a t  t he  workshop except i n  a - \ 



very general  sense. There is no s ihu la t ed  p r a c t i c e  o f  

a c t i on  plans-, feedback, >'dr coaching. . ,  
3 - 

To what ex t en t  would the  inc lus ion  o f  p r a c t i c e ,  feed- 

back, and coaching improve the  chances of  success o f  the,SDP? 
I 

M -Variety of  Graup Dynahics and A c t i v i t i e s  
A - - - 

.> 

Kirschenbaurh -( 1977) suggests  mrying .&up dynamics . +  
- - 

~ e u r o - l i n g u i s t i c  Programming suggests  varying sensoqy 
e- - modes. 

- -  - - - - - - - -  - 
- - - - - - - - - -- -- , 

- - - - =-- = - = -- 
The S D ~  emfiaslzes p resen ta t ion ,  ~ m a l l  group5 a~ 

C 

ind6vidual  activities , and s m a l l  group d<scussibn. There' 
\ 

. * is* 1 i ; t t l e  o r  no time spent  ,on l a rge  group a c t i v i t i e s  o r  

d iscuss ion.  . '$lie design =adaptatLons t l ia t  . teachers l i k e d  .. 

. the  most were l a rge  and s&ll group a c t i v i t i e s .  
a .  

There i s  a s i g n i f i c a n  amowt .of reading and wrlkting , , - 
- - i - , - -  - -  - ------------------- ' .  i n  the  SPP. There a r e  no planned non-verbal a c t i v i t i e s  
,. - .. .. - - * 

o r  phys ica l  movement. 
a - 
'I , - 

1s' the  p re sen t  -Toformat. s ~ f ? i c i e n t l r  .varied? How can t 

4 
- .  

. - I . .  - success fu l  design 'adaptat ibns be shared among f a c i i i t a t o r s ?  



2)  types of a c t i v i t i e s  f o r  c e r t a i n  times, 3) the  c o r r e c t  - 

length ' -ef , t ime f o r  cQmponents, s h o r t  enough t o  avoid f a t i gue ,  

but  long enough t o  al low f o r  l ea rn ing ,  4) timing o f  ' the  

f a c i l i t a t o r ' s  in te rvbnt ions ,  appropr ia te  . . but  not  too 
- 

f requent ,  and -5)  the  i nc lus ion  of the  cycle  of r i s k  .and 
< 

r e t r e a t ,  the  design element advocated by Roger Har r i son  - - 

-% 

+ - -  
. ( 1978) t o "  encourage ' s e l f -d i r ec t ion .  We w i l l  comment i n  

sequenee on the  SDP i n  r e l a t i o n  t o  each of  these .  

- - 

' . - F i r s t ,  t he re  was a pressure  t o  f i n i s h  i n  two of  the  
-- - - - - - - - - - - - - - -- - - - + -- -- - 

- -- - 
- - -- - - - - - - - - - - 
- -p-pp- - - 

Z h E  yorkshops s tud ied .  This ove ra l l '  dimension c o ~ ~ u r e d  

many o f  the  o t h e r  aspec ts  of  timing. A s  unaer the  disckss-  

i on  of  goa ls ,  - t he re  is  the  Questionr Is the re  s u f f i c i e n t  

time f o r  the  workshop goals?  - 

  he r e l a t i o n s h i p  o f  a c t i v i t i e s  t o  times of  the  day 

. w a s  not  a  focus of  t h i s  s tudy.  However,, a  general  

. - observat ion i n  two workshops v J a s  t h a t  p a r t i c i p a n t s  were - 
.. t i r e d  a f t e r  l m c h .  Should a  warm-up a c t i v i t y  a f t e r .  lunch - 

be b u i l t  into'3he design? 
- 

The t h i r d  f ea tu re ,  length of kirhe f o r  s p e c i f i c  

c o ~ p ~ n e n t s ,  has s u b s t a n t i a l l y  been covered i n  discuss ing 
, 

the  expe r i en t ig l  l ea rn ing  cycle .  

The timing of  f a c i l i t a t o r  in te rven t ions  var ied . 3 ' .  

considerably and t h i s  too w z s  not: a  focus o$ observation.  
- - - - - - - - - -- - - - - - - -- - - - --- - - -- 

In  genera l ,  however, i t  was not iced t h a t  t he re  were - 
f requent  in te rven t ions  t o  move the  group on. 1klhat e f f e c t  =B 

' S  - .- 
do f reauent  f a c i l i t a t o r  i n t e rven t ions  have on pa r t i c ipan t s?  . 



13v  

The agenda a t  a l l  . t h r ee  workshops w a s  very f u l l  and 

did  not  al low se l f -d i r ec t ed  time for. p a r t i c i p a n t s .  None- 

t h e l e s s ,  a t  two workshops teachers  took extended' t ime t o  

soc i a l i ze -  over lunch. Is i t  poss ib le  i n  a one-day work- 

shop .to have f l e x i b l e  time i n  which p a r t i c i p a n t s  have - 

- choices about what t o  do? - 
- - - - 

\ 

- ff . -  - 

K ~ u p p o r t i v e  Climate ' \  
This i s  a  func t ion  of  bath f a c i l i t a t o r  s t y l e  and * 

behaviours of P a r t i c i p a t i o n  qnd Trus t  - t e s t i n g  and 

expressing understanding, recognizing and i n v  l v i p  \ 
o the r s ,  and personal  d i sc losure .  Davis (1974)  sugges t s  

7 
3 

t h a t  a  support ive cl imate can alsd be planned f o r  by: 

1) warmly g ree t ing  p a r t i c i p a n t s ,  2 )  g e t t i n g  everybody 

comfortable, 3 )  s p e l l i n g  ground r u l e s ,  4) warming up, - - - - - - - - - - - - - - - - - - - - - - - - -- - - -- - - - --- - - - - - - 

5 )  discuss1  expecta t ions ,  and 6 ) .  negot ia t ing  g ~ a i s .  

, I n  pra!?kce, rnost-of these  s t e p s  and the  use of 

P a r t i c i p a t i o n  and Trust  $ere+ f ea tu re s  of two o f  the  th ree  ' _ .  
workshops. One f a c i l i t . a t o r  an t i c ipa t ed  i n  h i s  i n t r o -  

duetion poss ib le  concerns and t r i e d  t o  a l l e v i a t e  them. 

A concern t h a t  ' w a s  f requent ly  mentioned, by teachers  

before the  workshop w a s  t he  poss ib le  personal  na ture  a f  

- - - 
the  SDP. - - - I n  - - - assess ing  - - -- - - - the  - - i t s e l f ,  - - - a - - t h i r d  - - - - - of  - - - 

the  respondents a t  Eggl i  o f  the  personal  

aspect: Two teachers  of four teen a t  valleyview 
4 

ioned the  BCTP's involvement i n  such programs.. The 
-% 

- - - - - -- - - - - - - - - - - - - -- 
w a s  t h e  focus of in tense  d i s l i k e  by 

- 



a few. 

The p r i n c i p a l  o f  Val leyview f e l t  t h a t  t h i s  concern  

. abou t  p e r s o n a l  exposure may have formed a b a r r i e r  around 

a l l  a s p e c t s  o f  t h e  program. 

How could  t h e  f e a r  o f  p e r s o n a l  exposure be l e s sened?  

Should t e a c h e r s  w6Fk o n l y  on  p r o f e s s i o n a l  g o a l s ?  -How does 

t h e  e h p h a s i s  on p r e s e n t a t i o n  and tfte l a c k  o f  d e b r i e f i n g  I 
-i 

i n f l u e h e  t h e  c l ima te?  

A s u c c e s s f u l  workshop moves from a s u p p o r t i v e  c l i m a t e  

t o  a c l ima te  o f  r i s k  t a k i n g .  

This  i s  encouraged by p r o c e s s e s  t h a t  disconfirmr 

p r e v i o u s l y  h e l d  "mind-sets" o f  pa r t i c ipan t s . .  These 

cou ld  be group decision-making, d i sconf i rming  informa- 

t i o n ,  a n  emot ional  s t i r - u p ,  o r  r h e t o r i c .  A r e t r e a t -  
- - - - - - - - - - - - - - -- - - --- - -- - - -- - - -- -- - - - -- 

l i k e  s e t t i n g  a l s o  encourages d i s c o n f i r m a t u r e .  
K D  

The SDP i n c l u d e s  s e v e r a l  components tha t  a r e  i n t e n d -  

ed t o  d i sconf i rm o r  t o  "unf reeze" ,  e s p e c i a l l y  t h e  Day o f  

Joy  and Misery, t h e  Vis ion ,  qnd t h e  Chal lenge ,  Moreover, 

t h e r e  is  t h e  o v e r a l l  r h e t o r i c  o f  t h e  book le t s .  The 

f a c i l i t a t o r s '  program and t h e  p r e s e n t o r ' s  gu ide  encourage 

t h e  p r e s e n t o r  t o  -use.  similar r h e t o r i c  and t e s t i m o n i a l .  
i 

I n  p rac t i c . e ,  t h e  u n f r e e z i n g  a c t i v i t i e s ,  l i k e  t h e  

workshop i t s e l f ,  r e c e i v e d  mixed responses  (based  on - 
l i m i t e d  evidence)  . Only t h e  Con t rac t  r e c e i v e d  g e n e r a l  

p r a i s e ,  The r h e t o r i c  o f  r i s k - t a k i n g ,  t h a t  i s ,  t h e  



A t  another  Tocation,  i t  w a s  almost not  used a t  a l l .  

-How important is it f o r  the  f a c i l i t a t o r  t o  comrnuni- 

ca t e  . r i sk- taking? Xould more a t t e n t i o n  t o  a support ive  

c l imate  f irst  increase  the  success of unfreezing a c t i v i t i e s ?  

To whkt ex ten t  would debr ie f ing  inf luence r i s k - t a k i w ?  

Ffi Sxcitement - 

~ e i ~ h t e n e d  f ee l ings  can be 'generated i n  a workshop 

when p a r t i c i p a n t s  work toge ther  f o r  goals t h a t  they thern- 

- -- --- - - - -- 
sel_ue s value .- m e  -mi t ing_s_~f-Ber leK$ h'74)- anLa1es=- - -- = =-=== - - - -= 

(1964) suggest  t h a t  t h i s  happens when members of  the  work- 

?hops p a r t i c i p a t e  vigorously,  take r i s k s ,  take responsi-  

b i l i t y  f o r  themselves, s ee  the  p o t e n t i a l  f o r  ac t ion ,  

and have a  shared common v i s ion  of a  g r e a t e r  purpose. - 

Equal i ty  of r e l a t i o n s ,  increased communication, and the  

The SDP design includes  the  elements o f  an  exc i t i ng  
- - 

workshop, y e t  i n  p r a c t i c e  only one workshop was regarded 

by p a r t i c i p a n t s  a s  exc i t i ng .  This discrepancy may have 
* 

been due to  infrequent  use by the  f a c i l i t a t o r s  of the  

Common Vision inf luence s t y l e ,  time pressures ,  emphasis 

on presen ta t ion ,  o r  the  ind iv idua l  focus o f  the, design. 
&- 

(There was the  suggest ion i n  interviews t h a t  the  focus 
, 

o n  i n d i y i d u a l  aftfteerrtheVisinn--diffmeLsomeaf 
- 

the  p o t e n t i a l  of excitement.)  - 
I n  what ways can t h e  SDP be a l t e r e d  t o  r e a l i z e  i t s  

t e n t i a l  f o r  excitement? 



The SDP Implementat ion P lan  

Teachers as Or ig ins  

Xvid6nce from r e s e a r c h  on implementat ion i s  t h a t  t h e  

requi rements ,  needs,  and p r e f e r e n c e s  o f  t e a c h e r s  should  .! 

3 

be t h e  s t a r t i n g  p o i n t  o f  an innovat ion .  School-based 
I 

programs, i n s t r u e t i o n  by t e a c h e r s ,  mutual p lann ing ,  mutual -- - - 
- - r-7 

a s s i s t a n c e ,  i n d i v i d u a l i z a t i o n ,  and l o c a l l y  developed 

m a t e r i a l s  .a re  a l l  s t r a t e g i e s  which fo l low t h i s  p r i n c i p l e ,  

d i scussed ,  and l o c a l l y  developed m a t e r i a l s ,  t h e  SDP 

d e s i g n  i n c l u d e s  t h e s e  s t r a t e g i e s .  I n  p r a c t i c e ,  i t  i s  
7 

worth n o t i n g . t h a t  t e a c h e r s  d i d  n o t  u s u a l l y  choose c2ass-  

room g o a l s  and i n  some c a s e s  the$ commented t h a t  t h e  SDP - 

w a s  n o t  concerned w i  t h e s  g o a l s .  The e x p l a n a t i o n  f o r  - n 
t h i s  i s  -not  immedia e l y  e v i d  n t .  - 

- -  ~- ~-~ r------ ~ ~ f 
~ o r e o v e w  c o l l a b o r a t i o n  of t h e  c o l l e a g i a l  teams =P 

a f t e r  t h e  workshop w a s  l i m i t e d .  The members reminded each - 

o t h e r  of t h e i r  commitment and encouraged each o t h e r  t o - p e r s e v e r e ,  

They d i d  n o t  meet o f t e n  o r  f o r  long,  nor  d i d  tkey  engage 
' 

i n  problem-solving. L 
- --- -- 

flow could  c o l l a b o r a t i o n  be improved? 

B Planning 

S u ~ ~ e s ~  i&lernentat ion needs a p l a n  t h a t  i n c l u d e s  
- - -- - - -- - - - - - --- - - - - - -- - -- p---p 

l a r g e  and long-range g o a l s ,  b u t  a l s o  i n c l u d e s  a good d e a l  

o f  ongoing on- the - l ine , a s s i s t ance  by program staff .  -- 

- 

- - - - - 

- - - - 



Planning needs - -- t o  be a d a p t a b l e  t o  changing c o n d i t i o n s .  
- - - 

This  i s  he lped  by a map- -a c o n c e p t u a l i z a t i o n  o f  t h e  change 
- 7- 

process-  -and by f r e q u e n t ,  r e g u l a r  moni'toring, - - - - - - 
-- 

The-site agreement o f  - the  XDP i s - a  l i s t  o f  p r e p a r a t o r y  

s t e p s  and pos t -conference  t a s k s  "necessary  t o  ensure  s u c c e s s , "  

The performance of a l l  o f  t h e  t a s k s  by the  s i t e  l e a d e r  
- - - 

would c o n s t i t u t e  a n  e x t e n s i v e  implementat ion program. I n  - 

concep tua l  e x p l a n a t i o n  o f  t h e  implementation p r o c e s s . f o r  

e i t h e r  p r e s e n t o r s  o r  s i t e  l e a d e r s ,  l e a v i n g  t h e  s i t e  ag ree -  

ment as more o f  a n  i t i n e r a r y  t h a n  a map. 
1 

, , 
koreover ,  i t  is  n o t  c l e a r  what t e a c h e r  behav"iur a v e r  

,.- 
t ime c o n s t i t u t e s  implementat ion o f  t h e  SDP, whether i t  i s  .-- 

- - -- = -- - -- pp - - - --- pP - -- - - - - 

tfie-i.7idiTiCual ECnplet lon o f  c o n t r a c t s  o r  t h e  more c o l l a b -  

o r a t i v e  a c t i v i t i e s  op  t h e  s i t e  agreement.  

A s  r e g a r d s  t o  i n t e r v e n t i o n s  by program s t a f f ,  t h e r e  

a r e  o n l y  t h e  pre-workshop c o n t a c t  and t h e  workshop i t s e l f .  

The i n c l u s i o n  o f  c o l l e g i  teams and c o n t r a c t s  a r e  innova t ive  
i 

h 
a t t e m p t s  t o  overcome - t h i s  l i m i t a t i o n  of l i t t l e  s taff  contac*. 

Yhere t h e  program w a s  w e l l  r e c e i v e d ,  they  were u s e f u l  

s t r u c t u r e s .  
0 

t o  t h e  s i t e  l e a d e r  o r  p a r t i c i p a n t s ?  Should a conceptual-  
*. i z a t i o n  o f  t h e  SDP change p rocess  be part o f  t h e  f a c i l i t a t o r ' s  -- - - 

o r  s i t e  l e a d e r ' s  t r a i n i n g ?  



- - - - -- - - - - - -- 155 / /-- 

-- -_- - I  __  --A_--- 

- - - ---A C 
-- - - _-- ---.--- - 

C The I n s  t &u tTcina2 SiSft-~ ne:---~=;-- ----- - -- 

- - 
- - + 

- - / --- 
- - - -- - Implementat ion o f  a n  innova t ion  means changes i n  

p a t t e r n s  of behaviour ,  i n  t h i s  c a s e ,  t h a t  would mean i n c r e a s e d  . 

s e l f - d i r e c t i o n 2 a n d  c o l l e a g i a l i t y .  For t h i s  t o  happen, 

t h e r e  must be a. r e spons ive  schoo l  c l i m a t e ,  a c t i v e  adminis-  

t r a t i o n  s u p p o r t ,  a n d  p a r t i c i p a 6 t  commitment. I n i t i a l  

i n s t i t u t i o n a l  r e a d i n e s s  i s  impor tan t  f o r  a program t o  have 

a chance t o  t a k e  r o o t .  Also impor tant  a r e  on-going s t r a t -  

e g i e s  such as c o a l i t i o n - b u i l d i n g ,  advocacy, and r e g u l a r  
- -- -- - -- -- -- - - -- - - - - -  - - - - --- - - - - - -- - - - - 

-- - - - -  

meetings which can  b u i l d  s u p p o r t .  

The q u e s t i o n  o f  r e a d i n e s s  was d i s c u s s e d  e a r l i e r  when - i 

c o n s i d e r i n g  t h e  SDP a s  a workshop. Suppor t -bui ld ing  f o r  

t h e  program i s  Gain ly  done through t h e  n e g o t i a t i o n s  o f  

t h e  f a c i l i t a t o r  and s i t e  l e a d e r  ove r  th,e s i t e  agreement.  

The one s c h o o l  where t h e r e  w a s  success  was where t h e r e  
-- - - -- - - -  - - - - - - - - - 

were r e l a t i v e l y  harmonioys s t a f f  r e l a t i o n s ,  a s u p p o r t i v e  

a d m i n i s t r a t i o n ,  and p e r s o n a l  c o n t a c t  - - wi th  t h a t  adminis-  
- 

- 

f 

t r a t i o n  by t h e  f a d i l i t a t o r  before ' the  workshop. 

What s t e p s  could  be t aken  t o  p repa re  a s c h o o l  a n c  
2 

t o  b u i l d  suppor t?  



- 

This 

l e v e l ,  i t  

.. - THEMES 

i n q u i r y  has  t h r e e  l e v e l s .  A t  t he  d e s c r i p t i v e  
b 

has dep ic ted  t h e  ebb and f low 'o f  workshop l i f e  

and i t s  impact on schoo l  t e a c h e r s .  A t  t h e  e v a l u a t r v e  l e v e l ,  
- 

it has genera l i zed  from t h e  d e s c r i p t t o n  and made judge; 
I 
I 

ments about '  how t h e  program could be improved. Now a t  t h e  

e l u c i d a t o r y  l e v e l ,  t h i s  c h a p t e r  throws l i g h t  on t h e  broad- 

jumble of  f i n d i n g s ,  i t  seeks  g e n e r a l  p a t t e r n s  of  meaning. 

Although t h i s  has i m p l i c a t i o n s  f o r  program improvement, i t  

w i l l  be more explanatory  than  e v a l u a t i v e .  

The a n a l y s i s  i s  of  t h e  c u l t u r a l  themes d i scussed  i n  

t h e  -methodology: p r i n c i p l e s  which r e c u r  i n  a  number of  
I 

domains - - - - - - - and - - - - - s e r v e  - - a s  - - a  - - r e l a t i o n s h i p  -- --- among them. P r i n c i p l e s ,  -- - --- 

pr themes, a r e  g e n e r a l  assumptions about t h e  n a t u r e  of 

exper ience ,  

t h e  

a 1  -, 
and 

gap 

I have 

p rocess  

second, 

a  model 

between 

and .they may be t a c i t  o r  e x p l i c i t .  - 

chosen t h r e e  a r e a s  t o  gxplore  f o r  themes: f i r s t ,  

o f  change used by t h e  S e l f - D i r e c t i n g  Profess ion-  

charisma a s  a  technique of  s o c i a l  i n f l u e n c e  

o f  behaviour,  and t h i r d ,  t h e  c o n t r a d i c t i o n  o r  

t h e  r e a l i t y  o f  p a r t i c i p a n t s  and t h e  program - 
r e a l i t y ,  - and the  f a c i l i t a t o r s '  e f f o r t s  t o  'b r idge  t h e  gap. 

- - - - - - - - -- - - - - - - -- 

The themes were developed by s e v e r a l  d i f f e r e n t  methods - 
-- -- 

suggested by Spradley (1980) :  myself i n  t h e  d a t a ,  



c o n s t r u c t i n g  a diagram o f  domains and t h e i r  r e - l a t ionsh ips ,  

s e a r c h i n g  - - -  - f o r  impor tan t  s i m i l a r i t i e s  and d i f f e r e n c e s ,  - 
i d e n t i f y i n g  o r g a n i z i n g  domains which r e l a t e  many o f  t h e  , 

i 
f i n d h g s  t o g e t h e r ,  and s e a r c h i n g  f o r  themes i n  t h e  l i t e r -  t 

a t u r e  on i n n o v a t i o n s  and workshops.' Often t h e r e  a r e  

u n i v e r s a l  themes such a s  t echn iques  o f  s o c i a l  i n f l u e n c e  o r  
- - -- - - - 

ways t o  r e s o l v e  c u l t u r a l  c o n t r a d i c t i o n s .  

The domains examined h e r e  were chosen because t h e y  

emerged through t h i s  a n a l y s i s  as t h e - m o s t  powerfu l  explzma- 

e n t s .  ?n examinat ion o f  t h e  l i t e r a t u r e  he lped  r e v e a l  t h e  

themes behind i t .  

S t r a t e g i e s  o f  Change 

Man has  a t ropism f o r  o r d e r .  Keys i n  one pocke t ,  
- - -- - -- - - - c h a n g e  - i n  ah0  the^ k&andnlin~_are-Auned-GT)AF:~ - ---- - 

The p h y s i c a l  world has  a t ropism f o r  d i s o r d e r ,  
en t ropy.  Xan a g a i n s t  n a t u r e . .  . t h e  b a t t l e  o f  
t h e  c e n t u r i e s .  Keys yea rn  t o  mix wi th  change. 
b7andolins s t r i v e  t o  g e t  o u t  o f  tune .  Every 
o r d e r  has  w i t h i n  i t  t h e  germ o f  d e s t r u c t i o n .  A l l  
o r d e r  i s  doomed, y e t  t h e  b a t t l e  i s  worthwhile .  

- Y'athaniel Yes t ,  Day o f  t h e  Locusts  

I n d i v i d u a l s ,  g roups ,  and o r g a n i z a t i o n s ,  a l l  t r y  t o  

make o r d e r  from chaos.  Yhen t h e  p rocess  i s  g r a d u a l ,  one 

t a l k s  o f  growth, l e a r n i n g ,  o r  development. Yhen i t  i s  

a d d e n ,  pne t a l k s  of c r i s i s  and confus ion ,  This-- 
- --- - 

worthwhile b a t t l e  i s  t h e  p r o c e s s  of change. 



- I n  most cases  change i s  t a c i t ,  it o p e r a t e s  a t  t h e  

unco-nscious l e v e l .  However, purposeful  change, t h e  atkempt 

t o  a l t e r  a  system conscious ly  t o  ensure o r d e r l y ~ a c l j u s t m e n t  

o r  a d a p t a t i o n ,  has  become, i n  r e c e n t  decades, a  f i e l d ,  o f  

i n t e n s e  s tudy.  
I 

I 

I .  

- Kurt Lewin's work i n  t h e  1930's and hots  provided-a-  

h igh ly  i n f l u e n t i a l  m&el f o r  change o f  a s o c i a l  system, 

one t h a t  has s i g n i f i c a n c e  f o r  a  s tudy o f  a n  innova t ion  

l i k e - t h e ' i D P  Hecdivided inta t h r e e  s e q u e n t i a l  - = 
-- 

phases:  unf reez ing ,  t h e  d i s s o l u t i o n  o f  p r i o r  group 

s t andards  o f  behaviour,  moving t o  some new s t a t e  o r  l e v e l ,  

and r e f r e e z i n g ,  s t a b i l i z i n g  t h e  new behaviour ( d e s c r i b e d  

i n  L i p p i t t ,  a t s o n ,  and Wesley, 1958, L i g p i t t  e t  a l . ,  1977, 

and Smith and Ke i th ,  1971) .  Assumed i n  t h i s  sequence i s  a  

. through the  change, and t h e  c l i e n t s ,  those  who a r e  t o  change. 

L i p p i t t ,  Watson, and Wesley i n  the  Dynamics o f  Planned 

Change ( 1958) have f u r t h e r  r e f i n e d  Lewin' s model t o  inc lude  

the  fo l lowing:  

Unfreezing: 

1, Development o f  a  need f o r  change by t h e  c l i e n t  

system; 

- - 2. - Establ ishment  -- - o f  - a change r e l a t i o n s h i p  between-- 

t h e  change agen t  and t h e  c l i e n t s ;  



- - 
3. - Diagnosis  o f  problems through c o l l a b o r a t i o n  ,be- 

tween c l i e n t s  and the -change  a g e n t ;  

4. Act ion  p l a n n i n g ;  I -. 
b .  

.- , - . . - a. , . .  
"5. Act ion  jmplementa.tion, a t ~ i a l  p e r i o d  w i t h  feed-  - 

* 1 

back; - - - - . - - 

Refreez ing:  

6. G e n e r a l i z a t i o n  and s t a b i l i z a t f  on o f  change, most 

importantly', '  by devel.oping a body o f  peop le  who a r e  committed 
- ---- ----J- ~ ~~ -~ ~ - -- ------ -- - - 

T~- -  -~ - 
~ --- --p---p-------p------ ~ - -  ~ ~ ~ ~ 

t o  t h e  change and s e e i n g  i t  b e a r  f r u i t ;  

7 .  Terminat ion.  

0 t h e r '  models and r e s e a r c h  about  cohange a r e  d i s c u s s e d  

in '  c h a p t e r  two. k+ 

These c a t e g o r i e s  g i v e  a s imple  and u s e f u l  way o f  

9:l a l s o  h e l p s  h i g h l i g h t  some o f  t h e  themes o f  t h e  SDP. 

I n s e r t  F igure  9 : l  about  he re  

There a r e  s e v e r a l  assumptions which both  models have 

i n  common. Among t h e  most impor tan t  a r e :  

1. Change begins  w i t h  un f reez ing .  Examination o f  

undes i r ed  s i t u a t i o n s  and t h e  - p o s s i b i l i t i e s  o f  ' a c t x ~ n ,  such - 
as ~oy{pi;isery,-he1~-establish%=-rreerffor c h a i 3 g e ~ ~  - -  

7. niagnosis am-l ar?t iarqibnrh&aJre l ? Q s Q m r y  +A 

ensure  s u c c e s s f u l  a c t i o n .  



B 

-- - - - - - - -- + -- 

Stages in the 

SDP workshop: 

1. Pre-workshop 
contact 

Workshop: . ~, 

2 .  Introduction _ 

5 .  Vision 

6;Choice of goal 

7. G.A.S. . 

8. Goal Planning 
-- 

9. Contract 

10. Follow-up 
arrangements ' 

L6" 
$ 
f 

Stages in the i 
1 

change Process: -I 

- f 

\ 

f 

Unfreezing: establi'shment of a chaYigs--~la . - .  - + 

tionship-between the presentor and site - 4 . 
leader; possibly, through the booklets, es- + I 

tablishment of a need for change 
i 

I 

Unfreezing: establishment of a need for 
change through the rhetoric of presentor A - 

I 

unfreezing: "establishment of need for 
change; Moving: diagnosis 

Preparation for ~ o v i n ~  r' action planning and. 
Refreezing . . . + 

- 
--- -- -- - - - -- ---- 
- A - - -- - --- - - - - - -- - - - 

Unfreezing: establishment of need for change . 

Wovingr diagnosis 

Uovingr. diagnosis . . 

e floving a action planning 

doving: action planning; Refreezing: sta- 
~ilization of change 

lefreezingr stabilization of change 

Figure 5)_ : 1 C om~ari son of the SeE-Direct ing-Praf essi onal-xif h-- 
the Model of Planned Change 



3 .  The d e c l a r a t i o n  ;to o t h e r s  o f  a commitment- t o  a c t i o n  

h e l p s  ensure  t h a t  t h e  a c t i o n  t a k e s  p l a c e .  

However, t h e r e  a r e  a l s o  some themes under ly ing  t h e  SDP 

t h a t  c o n t r a s t  w i th  t h e  planned change modeli 

1. The m a j o r i t y  o f  t h e  change p rocess  can t a k e  p l a c e  

i n  one day. - 

. 

2. The- t r i a l - p e r i o d  and feedback a r e  e i t h e r  n o t  nedess-  

' a r y  o r  w i l l  occur  i n c i d e n t a l l y  wi thou t  p l ann ing .  

4. Teachers  p o s s e s s  t h e  necessa ry  s k i l l s  f o r  t h e  SDP ,m 

g o a l  a t t a i n m e n t  p r o c e s s .  

5. The p u r s u i t  o f  i n d i v i d u a l  goa l s '  i s  t h e  be%% means 
- d 

t a  ach ieve  change. -. 
CnderLying most o f  t h e s e  themes is* a more fundamental  

assumption e x p l a i n s  t h e  e x c l u s i o n  o f  o t h e r  p o s s i b l e  change 
. 7 .  . 4 .  

e f f o r t s  such a s  o u t s i d e  i n p u t  by a change a g e n t ,  peers o r  9 ;  
t 8 - > -  .,.- -- 

.-- " 

o t h e r s  i n  d iagnos is3  a t t e m p t s  t o  b u i l d  i n s t i t u t i o n a l  s u p p o r t i  

o r  t h e  development o f  group g o a l s .  

The p o s i t i v e  i n f l u e n c e  o f  t h e  s c h o o l . s e t t i n g  a t  P a t e l  

and t h e  n e g a t i v e  i n f l u e n c e  a t  Eggli sugges t  t h a t  o rgan iza -  

t i o n a l  dynamics a l s o  p l a y  a powerfu l  r o l e  i n  i n d i v i d u a l  

change. Yoreover, t h e  i n d i v i d u a l  t e a c h e r  w a s  o f t e n  unable 
- - -- - - - - -- - - - - - - - - - -- - - _  - - - -J . 

P 

t o  diagnose and p l a n  e f f e c t i v e l y .  Thewlack o f  4 group 

purpose and process  s k i l l s  i n h i b i t e d  t h e  d e v e l o p m e ~ f  --- 



the  c a l l e a g i a l  teams. Team members, i n  general ,  pursued 

their goals- independent ly .  These r e s u l t s  po in t  t o  the  
t 

i r qo r t ance  of  group development 'and -the expanded r o l e  of  

ge agent.  These topi'cs a r e  e lucidated fur%her  - 
i n  the discuss ion o f  t h e  progrzm-participant gap. 

-. - > 

>one ind iv idua ls  seem .zSle tq c ~ e a t e  an' zuraaof  extra- 
-* 

ord inar iness  around theemelvesj, t o  appear larger thzn l i f e ,  
- 4 %  

zLd t o  xake clalw on o%k?rs f o r  e o m i t n e n t  qnd res?ect  - . . 
- - 

-&at s o c i o l o g i s t s  call charisme. . -  b 
Cthe'r A,.jnts A i c a t e  :hat t h e  q u a l i t i e s  0s charfs- 

- - - - - -- -- - - -- - - - - - --- --- - . 
w t i c  leadershi2  - heightened feelizgs of  purpose  an? 

coriitnent 'co actior!  - car, 3e . ' zkm on 5y teac3ers as a 
%- 

'group (?x->el et a., l97??, xorksl.,op p r t i c i p n t s  (?.:Iles, 

' I  .z 

Y-e I s n g ~ a g e  o f  <he booklets  and suggested a0221 o f  

~ r e s e z t z t i o x  of  t h e  '3F have e l -Larzc te r i s t i cs  of ckar i sza .  
i 

*=.- 
- 3  o r  t h e  i s  o f  t t is inquiry  car: be explainee by a 

- - - - - -  - -- - - -- - - - - - - - -- - - - - - - - -- _ I  

~ozsiEering t k e  conseq2znc:s o f  z charismatic approach. 

Y.e t e r z  char isxe i s  w i d e l y  used b u t  seldom ;vith the  - ,  

$=L 
p e c l s i o z  o f  ;.:a .:e5erWs i f i i t i a l  c?efinit ien.  ue defined - 
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s - t h e  term as. **z c e r t a i n  q u a l i t y  o f  a n  i n d i v i d d a l  p e r s o n a l i t y  
b > 

B 
by v i r t u e  of  which he  is s e t  a p a r t  from o r d i n a r y  men and t 

- .  
, .  t r e a t e d r  as endowed wi th  s u p e r n a t u r a l ,  superhuman, o r  a t  l e a s t  .- 

- s p e c i f i c a l l y  e x c e p t i o n a l  q u a l i t i e s . "  Fol lowers  a r e  devoted ~ A >  * 

t o  h i m  and t o  " t h e  normative p a t t e r n ~ b . b f '  o r d e r  r e v e a l e d  

o\r o rda ined  by him" ( i n  S w i d l e r ,  1979, p;7Z),  
\ il 

e Y i l l i a m  F r i e d l a n d  (1964) hag argued t h a t  c h a r i s m a t i c  

l e a d e r s  ark' s u c c g s s f u l  wheq. they  express  widely h e l d  b u t  
1 

ta t a k e  l i n k u a l  p e r s o n a l  r i s k s - o n  behalf" o f  t h e  group,  'and 
P 

when t h e i r  endeavours appea r  crowned with Success .  

- I n  h e r  s t u d y  o f  a l t e r n a t i v e  schoo l s  (1%79), Swid le r  

- -  d e s c r i b e d  t e a c h e r s  who Gsed s h a r e d  gsoup v a u e s  and ' s e l f -  , \ 

ze 
C 

, d r a m a t i z a t i o n  t o  a c h i e v e  c h a r i s m a t i c  i n f l u e n c e ,  Some t e a c h e r s  
I 

-- A- - - - - -- - -- - - - - - - -- - - -- -- - - --- - -- --- 
appealed t o  group accomplishments and s h a r e d  meanings, such  L j  

4 

9 

a s  t h e  p o s i t i o n  o f  t h e i r  s c h o o l  as a n  embat t led  e 'nclave, 
- - 

o t h e r s  c u l t i v a t e d  a n  unusual  s t y l e  o r  mystique; 
' ,  

Runkel e t  a t ,  (,1977) have p o i n t e d  o u t  t h a t  groups too  
I -  - , -_ 

A can  \ i n s p i r e  themselves'  t o  . a c t i o n  i n  t h e  same way a c h a r i s -  

ma t i c  l e a d e r  can.  The a u t h o r s  draw on Ber l ewls  concept  o f  

' charisma (1974) ,  d i s c u s s e d  e a r l i e r  i n  i 'hapter  t h r e e , - t o  e r 

L desc r ibeLthe  c h a r a c t e r i s t i c s  o f  su&h group:  "When 
\- 
- 

' A . mgmb e r s  a o y a  @% Tip-EnCTa €ZX-ii%iii5EnnTisio < 7 i h F i t h e y E K p - - - p  

- . common d e s t i n y  i n  a way t h a t  i n d i v i d u a l s  prize-; ahd when - 
. - 

- 1  - 
4 t h e y  can  choose oppp tu r -d t i e~- fo r  a c t j _ ~ n ~ t h a _ L f i t t h e i ~ - -  -- ---- 7 - -- 

- 



v i s i o n  and t h e i r  va lues ,  then  t h a t  group can  t ake  a c t i o n  - 
with  a l a c r i t y ,  d e c i s i v e n e s s ,  and vigour" ( p . 9 1 ) .  - 

K i l e s ,  i n  fiis t r ea tment  *f temporary sub-systems, 

a l s o  d i scussed  i n  c h a p t e r  t h r e e ,  a t t r i b u t e s  s i m i l a r  po ten t -  
1 

i a k  q u a l i t i e s  t o  involved i n  events  l i k e  a  workshop 
A 

o r  a conference.  Workshops can be "shor t - te r rn .quas i -  
- - 

Utopias.  .. t o  which one can become~cornrnitted i n t e n s i v e l y ,  - 

meaningful ly,  s a t i s f y i n g l y  - and imRerm&ently" (p .465) .  - I 

7 

F i n a l l y ,  Yacdonald and IJalker,  i n  t h e i r  s t u d y  o f  a 

b 
% 

- - - - - - - - yuT1^ ~~I;Xm-~-**ge't~'fi---des~~e t E e  pm+"t~& *-C*ivfiS -:-= = - - --- 7-- 

o f  v i s i o n a r y  r h e t o r i c  i n  innova t ive  prpgrams t o  h e l p  , - 

b r i n g  about  t h e  r h e t o r i c ' s  o h  f u l f i l l m e n t ,  t o  f i x  a s p i r -  
I 

- a t i o n s ,  t o  d e f l e c t  i n t e r f e r e n c e ,  and t o  minimize unpro- 
. . 

duc t ive  c o n f l i c t .  

H6w 9 s t h e  S e l f - D i r e c t i n g  ~ r o f e k s i o n a l  d i s p l a y  t h e s e  -- A 

- - c ? & z c t e r l ~ % ~ c c s  oT c h a r i s m a  efither-in-IEZdeersh-ivr-groupupup- Tr- - 
behaviour? - - 

F i r s t ,  i n  t h e  r h e t o r i c  o f  t h e  workshop p r e s e n t a t i o n  

2 t h e r e  i S  a n  appea l  t o  t h e  e x t r a o r  nary q u a l i t i e s  o f  being 

se l f -d i rec ted . .  There a r e  exh t a t i o n s  t o  push and s t r e t c h ,  9 
t 

and t e s t i m o n i a l s  o f  s t r u g g l e  e v e n t u a l l y  crowned wi th  

' success .  A t  t h e  E g g l i  workshop, t h e  t e s t i m o n i a l  o f  tfie 
- 

ope f a m i t a t o r  on h e r  weight l o s s  y i e l d e d  applause .  The 

1 

i~ t h e  Cont rac t  t h e  reward i s  explained wi th  a  r e f e r e n c e  t o  
2- 

t e a c h e r s  be ing never  rewarded. The Se l f -Di rec t ing  Profess ion-  P 
-- - - - - - - - - - - - -- - - - -- - - - - - - - --- - - - - - - - - -- - - - - - -II- 

3 - 
.& 

u 



a l * s  c la ims  o f  g rahdeur  - t o  i n c r e a s e  joy, i n f l u e n c e  and 

competence; t o  pu r sue  e x c e l l e n c e ;  t o  c r e a t e  an upward. 

s p i r a l  of-we t h e s e  too  can  be s e e n  as e f f o r t s  

a t  

- The workshop z l s o  t r i e s  t o  promote i n  t h e  p a r t i c i p a n t s  

he igh tened  f e e l i n g s  o f  t h e i r  own c h a r i s m a t i c  p o t e n t i a l ,  v 

The Vis ion  e x e r c i i e  i s  s p e c i f i c a l l y  in t ended  t o  r e l e a s e  

f a n t a s i e s  o f  power and s u c c e s s .  ( Impoverished power f a n t a s -  

i e s  a r e  a block t o  t h e  recsgni t ' ion  o f  e x c i t i n g  p o s s i b i l i t i e s  

and a c t i o n ,  accord ing  t o  Harr i son ,  1977) The c h a l l e n g e  i s  . 
=% J, > 

a n  e x h o r t a t i o n  w i t h  a similar purpose. '  Eoth o f  t h e s e  
C .  

encourage i n d i v i d u a l s  50 a c t  c h a r i s m a t i c a l l y .  

The sugges ted  a c t i v i t i e s  f o r  t h e  c o l l e a g i z l  team - . *  - , 7. 

members a f t e r  t h e  workshop, problem,solving and rewarding  

e w h  o t h e r ,  could  r e s u l t  i n  t h e  group c h a r i s m a t i c  behaviour  

t h e r e  w a s  some evidence  t h a t d h e  s m a l l  s taf f ,  though n o t  

t h e  teams, d i d  r e a l i z e  some o f  t h a t  group p o t e n t i a l .  

A p o t e n t i a l  way t h a t  e i t h e r  c h a r i s m a t i c  l e a d e r s h i p  

could  be e x e r c i s e d  o r  c h z r i s m a t i c  group behaviour  encouraged 

i s  through t h e  use  o f  jargon.  I n  t h e i r  s t u d y  o f  Kensington 

s c h o o l  (1971) ,  Smith and K e i t h  no ted  t h a t  ja rgon could  

s e r v e  as a r a l l y i n g  p o i n t  o r  dramat ize  t h e  i n n o v a t i v e  

q u a l i t i e s  and uniqueness  o f  t h e  program. However, t h e  d a t a  

on t h e  SDP workshops showed l i t t l e  use  by p a r t i c i p a n t s  o f  



the  program jargon. Only common terms, l i k e  team er contract, 
- 

- 
- 

were used s p o n ~ ~ n e o u ~ l y  i n  in terviews with users  of  the  
- 

program. 
- Z 

Underlying the  'SDP'S mddel of preserita-tion is- the  be- 
\ 
\ l i e f  t h a t  char ismat ic  appeals q re  an e f f e c t i v e  in f luence  - 

technique. I n  the  e f f o r t s  $0 empower ind iv idua ls  with - 

heightenedLfe"elings, the  assumption i s  again  t h a t  the  
\ 

- 
' B 

- 
ind iv idua l  is the  key. There a r e  no intended group vis ionary - ~ 

exerc i ses  i n  the  workshop i t s e l f  l i k e  those suggestxed above 
- --- -- -- -- --- - -- 

- -- - - - - -  - - - - - - - - - - --- - - -- -- - - --- 

by Runkel a. ( 1977) . The inc lus ion  o h t w o  col labora-  
'\ 

t i v e  a c t i v i t i e s  and the  dynamic presen ta t ion  a t  Eggl i  d id  
\ 

, c r e a t e  powerful group f e e l i n g s ;  however, the  move t o  the  

i nd iv idua l  focus of the  Contract d i f fused the  excitement. 

Group dynamics seem t o  be important f o r  r e l ea s ing  ene'bgy a s  

4 wel l  as problem-solving, 

-- 
group enthusiasm would be a  worthwhile a rea  of research.  

A ~ t h e r  f ind ing  of t h i s  study -is the  importance f i r s t  

of p a r t i c i p a t i o n  akd t r u s t  before charismatic appeals can 

be e f fdc t ive .  Despite a  s i g n i f i c a n t  amount of Common Vision 

behaviour a t  one school,  the  o v e r a l l  l eader  dominance 

z l i ena t ed  the  p a r t i c i p a n t s .  A t  Zggli  Zlemtary, where t he re  

was p a r t i c i p a t i o n  and t r u s t ,  the  p a r t i c i p a n t s  were very 
- - - - --- -- - -- -- - -- 

apprec i a t i ve  of the  appeals t o  exc i t i ng  p o s s i b i l i t i e s  o r  
A 

a shared iden t i t> .  - 

1 



c h a r i s m a t i c  r h e t o r i c ,  and t h e  l a c k  o f . s u c c e s s  a t  S g g l i ,  
- 

which d i d  have exci tement ,  p o i n t  t o  t h e  l i m i t e d  e f f e c t  
- - - .- 

o f  t h e  c h a r i s m a t i c  i n f l u e n c e  technique .  - - 
8 .  

The Gap Between and P a r t i c i p a n t s  * 

I 
s t u d e n t ,  . school  work a n d  fun ,  s c h o o l  board and t e a c h e r s ,  

and' s o  f o r t h  make up much of t h e  dynamics o f  o u r  s c h o o l s ,  

Common t o  t h e s e  a r e  e f f o r t s  t o  r e c o n c i l e  t h e  gap between 2. 
t h e  b p p o s i t e s .  Teachers  joke wi th  s t u d e n t s .  School  boards 

I 

i - 
n e g o t i a t e  G t h  t e a c h e r s .  ' - - - -4 

image o f  a t e a c h e r  s y s t e m a t i c a l l y  s t r i v i n g  f o r  g o a l s  o f  

- exce l l ence .  Its major theme i s  q u i t e  e x s i c i t :  t h i s  

model o f  g o a l  a t t a i n m e n t  i s  worthwhile and f e a s i b l e .  The 

t e a c h e r s '  p r i n c i p l e  i s  a l s o  e q u a l l y  ev iden t :  g iven  t h e  

working c o n d i t i o n s ,  we're  doing t h e  b e s t  w e  can. Moreover, 

Sy a l l  popu la r  and academic accoun t s ,  what t h e  t e a c h e r s  do - a 

i s  n o t  t h e  same as t h e  mogiel o f  t h e  S e l f - D i r e c t i n g  Pro fess -  

How t h e n  do t h e  t e a c h e r s  and t h e  program s t a f f  a d a p t  

-- - t o  - --- t h i s  - gap? To use  - - t h e  --- words - - -- o f  - 
t h e  - -- - s o c i a l  A - s c i e n c e s ,  - 

- - - - . - -3- 
:$ 

.I 
3 3 



168, 
how i s  t h e  c o n t r z d i c t i o n  mediated? The t e a c h e r s  themselves,  

t o  some e x t e n t ,  'mediate  t h e  'contradi ; t ion.  They r e a d  ' the 

+book le t s  o r  h e a r  t h e  p r e s e n t o r s ,  and decide i n  t h e i r  own - 

minds how t o  implement o r  r e j e c t  t h e  SDP. Yet t h e  r e l a t i o n -  
~ e 4 s h i ~  between t h e  program and t e a c h e r  spheres  i s  a l s o  m s d -  

- i a t e d  by-othe% means: t e a c h e r  a t t i t u d e s  towards p r o f e s s i o n -  
- -- - - -- - 

a1 development days,  t h e  norms o f  t h e  s c h o o l  c u l t u r e ,  
/ 

r e p r e s e n t a t i o n s  o f  t h e  program by t h e  s i t e  l e a d e r .  apd,  f 
< 

t h e s e  i n f l u e n c e  how t h e  progrzm is  seen  by t e a c h e r s .  
\ 

There a-re o t h e r  r e l a t e d  dynamics which w i l l  n o t  be d i scussed  
t 

he-re: t h e  feedback o f  in fo rmat ion  on t h e  workshop by t h e  

f a c i l i t a t o r s  and t h i s  e v a l u a t o r  back t o  t i e  program o r i g i n -  - 
a t o r s ,  and t h e i r  subsequent  a d a p t a t i o n s  back t o  t h e  f a c i l i -  

* 1 
t 

- - - - t a t o r ,  F i x u r e  9 : 2 repres ents-th~aa-d-as-&mcs,--*------- 

. -- 

- J n s e r t  F igure  9 : 2 about  h e r e  

The f a c i l i t a t o r -  media tes  by adap t ing  t h e  .program, 

changing a component-here o r  o m i t t i n g  a n o t h e r  t h e r e ,  and 
" ,  

by p r e s e n t i n g  o r  selling i t  in as effective a m a n n e r ~ a s  - 
L - 

p o s s i b l e .  ( I t  hs n o t  coinmonly r e a l i z e d ,  accord ing  too 
< 

c 
I 

ldacDonald and Nalker  {1976) ,  how c l o s e  "what i s  implemented" 
~- - -  - -~ --  ~ - -- ------ 

is t o  ''what is- s o l d . " )  . . 

t h e  
u 

S X  and workshops i n  g e n e r a l ,  t h e r e  a r e  s e v e r a l  
% 

I 

b a r r i e r s  t d e f f e c t i v e  media t ion:  t ime i n  which t o  p l a n  . * 
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L - 
- - - - ------Ap---- 

adapta t ions ,  l a c k  of experience and s k i l l  i n  des ign and pre- 
- 

sen t a t i on ,  l a c k  of knowledge of t h e  c o n t e n t , .  and so f o r t h .  I 

From t h e  evidence of t h i s  s tudy t h e  c u l t u r e  o f  t he  school can 

0 

- 

make o r  break towards pro- 

f e s s i o n a l  

Valleyview and P a t e l  where l u n  r i o d s  were two hours  long,  - 

- - - - .  
can infxuence t h e m  mediation. PFofessional development i s  a l s o  

9 '  

s t rong ly  assoc ia ted  wi th  one-shot workshops and the  SDP follow- 

curriculum n e g o t i a t i o n , J n  t h e i r  s tudy of curriculum innova- 
Y 

t i o n s  (1976) .  _Curriculum - developers p lay a s i m i l a r  r o l e  t o  t h a t  
'L 

of t h e  f a c i l i t a t o r s .  They nego t i a t e  between an  i d e a l  p ro j ec t  - 
i m 3 e  which i s  presented t o  academics-and t h e  p r a c t i c a l  h a g e  ; 

L 
presented t o  t eachers .  Their ro le .  i s  t o  s e l l  t h e  curriculum, , J -  

d 

-C 

do t h a t  t hey  t rade-off  c e r t a i n  a spec t s  of t h e  c u ~ r i c u l u m  i n  
P - 

- order  t o  ga in  o v e r a l l  acceptance;  t P -- 
r h I n ' a  case-study of a geography curriculum p r o j e c t  i n  t h e  . 

- 

United ~in~dom,MacDonald and Walker examined 'the* e f f o r t s  of 

developers t o  ensure disseminatkion. To teacher  audiences,  t he  
' ,  . . f 

developers downplayed t h e  cogni t ive  content  s o  as t o  avoid - 
. - 

t h r ea t en ing  t h e  i d e n t i t y  of  t e ache r s ,  i d e n t i t y  based on teacher  . - 
- - - --- - -  ----p 1 -  - - - 

- knowledge. To academic audiences,  tjhe conceptual  aspec t  of  
- 

/-wric;lum -was high1 ?ghted. The. e  ff OZ-t o . . 
- - - 

/ 
- 3  . -  0 I . 1  

A -  - - - -- - -- -- - - - - - - - - - - - - - -- - - - - - 07- - ---A 2 

. 
- .C 

L 
. - . . 

+.- I 

- - 
=r -- 



171 
-- - - - 

--FA bricIge t h e  gap and g a m  t e a c h e r  f a v o u r  w a s  e x c e p t i o n a l l y  

s u c c e s s f u l ,  Zowever, IYacDonald and Walker warn t h a t  t h i s  

approach a l s o  c a r r i e s  w i t h  i t  t h e  danger t h a t ,  i n  a n  e f f o r t  
- 

t o .  be .acceptable,  a p r o j e c t  may d i s g u i s e  t h e  ve ry  c o n d i t i o n s  - 

which would e n a b l e  i t  tb sur;ive and t a k e  root .  - 

case s t u d y ,  a n  . - 
- 

- - - 
d 

p a r t i c i p a n t  g2p3 The Eiumanities C u ~ r i c u l u m  F r o j e c t ,  a 

va lues  educa t ion  program.  l e a d  by Lawrence S tenhouse ,  o f f e r -  ' 

- - d - - - - -- - -- - - - - - - - - -- - 
- - - - - - - - - - -- - -  - 6 -  - 

- - - - - --- -- - -- -- 

e  d  a " drFari image"  t o  Yt-e achP- e r s  o f  - professional l i?xpert ise .  - 

" I t  w a s  a long  way from t h e  secondary modern schoo l . .  . , 
bu't many were seduced by t h e  dream and tempted, by t h e  - 

>powerful r h e t o r i c  and charisma o f  t h e  p ro - j ec t  team, t o  . 
- 

-. under take  t h e  journey." I n  o t h e r  words? t h e  Eumani t ies  . 
# 

Curriculum P r o j e c t  k e p t  t h e  gap wide and o f f e r e d  a c-lear ' 
- -- ------p------ ---- - -- - 

and compel l ing  a l t e r n a t i ~ e ~ b  e x i s k i n g .  p r a c t i c e  .- However, 

"many t e a c h e r s  who jo-ined t h e  .' crusade '  found themselves " s  

imprisoned i n  a gap between t h e  p r o j e c t ' s  i m p l i c i t  model 
-f -, 

?? ' the s c h o o l  and t h e  r e a l i t i e s  o f ' q e  i n a t i t u t . z o n a l  
, 

- mil i eux  i n  which they  were l o c a t e d "  ( p .  81) . I 

The S e l f - D i r e c t i n g  P r o f e s s i o n a l  and t h e  model p r e s e n t -  
- 

ed i n  F i g u r e  9:Z have s o m e . d i f f e r e n c e s  w i t h  t h e  s i t u a t i o n  

d e s c r i p e d  above. F i r s t ,  t h e  SDP i s  n o t  d e v ~ l ~ e d  by t h e  

s, 

spec  j a .1  group , s o l i d a r i t y  o f  t h &  p r e s e n t o r s ,  t ime o f f ,  f r e e  



t r a i n i n g  from t h e  Teachers '  Federa t ion ,  and r e c o g n i t i o n  

compensate somewhat. Second, t h e  program o r i g i n a t o r s  a r e  

members of t h e  academic community and t h e  program c o n t e n t  <. 
a 

i s  n o t  t h a t  o f  a n  academic d i s c i  l i n e ;  t h u s  t h e r e  is  no q 7 

need t o  manipulate  t h e  program image f o r  a u n i v e r s i t y  aud- 

i e n c e .  - - - + - 

- 
, However, t h e  p o g r a m - p a r t i c i p a n t  gap i s  much t h e  same 

i n  both  c a s e s .  The h igh  a s p i r a t i o n s ,  c h a r i s m a t i c  r h e t o r i c ,  
7 -  

and v i s i o n a r y  e x e r c i s e s ,  which keep t h e  gap wide; can  c r e a t e  
- - -- - - -  - 

- - - - - - L . - - - - -- - - - - - - - - - 
- - - --- -- - - - - - 

- - - - - - - - 
- - - - - - -- - - - - - - -- -- - -- -- 

' a need f o r  change- and mot iva te  t e a c h e r s  as they  d i d  w i t h  
* 

P a t e l .  They can,  a l s o  be s e e n  as u n r 6 a l i s t i c  and r e j e c t e d .  A s  - - .  . .. i - - \ 

From t h e  evidence 6f E g g l i  i n t e r v i e w s ,  many teachers ,  
i 

were s t r a n d e d  i n  t h e  m'iddle: they  a s p i r e d  t o  the*ir '  c o n t r a c t  , ,  
- 

g o a l s ,  bu t .  because o f  t h e i r  otvn shortcomings ,. t h e  l a c k  o f  
- 

a s u p p o r t i v e  c l i m a t e ,  a n  inadequate  p l a n , ' u n r e a l i s t i c  goa l% 
, 

- -- - - - - - - - - - -- - - - - - - -- - -- - -- -- - -- - -- 

o r  a poor ly  f u n c t i o n i n g  team, they  f a i l e d ,  a ,  

. - 
The SDP a l s o  t r i e s  t o  narrow t h e  gap. It  i s  a l r e a d y  

- 

a one-day workshop, which f i t s  t h e  common mode o f  B r i t i s h  . 

ColumSia schoo l s .  C e r t a i n  s e c t i o n s  o f  . t h e  program a r e  
'- 'p 

l e f t  o u t  i n  p r e s e n t a t i o n  i n  o r d e r  t o  meet t g e  t ime r e s t r i c t -  

i o n .  The s i t e  agreemen1 pos t -conference  t a s k s ,  which would 

invo lve .  cons ide rab le  e f f o r t  by t h e  s i t e  l e a d e r ,  a r e  f o r -  + . 
- - 

c, " 

g b t t e g .  I n  a d d i t i q n ,  t h e  f a c i l i t a t o r  makes s e v e r a l  m h o r  5 
- - - -  - 

r .  
-- - -- -- - - -- - -- - - -- -- - --- -- -- - - - - - - -- - - -- - - - - +- 

changes i n  t h e i r  e f f o r t s  t o  make - t h e  program as w e l l  r e c e i v -  

' ed as p o s s i b l e .  Unfor tunate ly ,  t h e  d a t a  s u g g e s t s  t h a t  some - - 

+ 
- 



of t h e s e  e f f o r t s ,  e s p e c i a l l y  t h e  s h o r t  t ime frame aria 

n e g l e c t e d  s i t e  agreement mean t h e  omission o f  t h e  very 

implementation s t r a t e g i e s  necessa ry  f o r  s u c c e s s .  

When workshop d e l i v e r y  and ' t h e  implementat ion p r o c e s s  

a r e  cons ide red  a s - p r o g r a m  media t ion ,  t h e  importance o f  t h e  - 

media to r s  becDmes e v i d e n t ,  Both f a c i l i t a t o r  and s i t e  

- . l e a 8 e r  need t o  "own" t h e  p roduc t  t o  s e l l  i t .  Eoth need 

s k i l l s  and t h e o r y  t o  d e a l  w i t h  problems. 

The s i t e  l e a d e r ,  i n  o r d e r  t o  p e r f o h  t h e  pos t - confe r -  
- - - ~  -~ ~ 

, - Ly=-z_ ~ - -  - -  - -  -- - - ~ - . - ~ - - -- -- --- - -- - ---=:=-- - -- - =--- -- - - - 

ence t a s k s  o f  t h e  agreem&t, such  as a r r a n g i n g  r e l e a s e  
. . 

ti'rne o r  c o n s u l t i n e '  w i th  teams, must  a l s o  have a c c e s s  t d  
I 

power. Only a t  P a t e l ,  where t h e  s i t e  l e a d e r  w a s  t h e  v ice-  

p r i n c i p a l  and he w a s  ' e n t h u s i a s t i c , . d i d  t h e  program succeed.  I 
I *  

9 

1- # 



CHAPTER TEN 3 

CONCLUSION 
b 

The findings of this thesis and the ideas of program me- 

diation and planned change point to some broad conclusions 

about workshops and innovative change. 

Because the workshop, as a mode df instruction, recog- 

nizes 'participants' experiences and emphasizes practical appli- 

cation, it is an effective way to mediate the gap between pro- 
- p- - p- - - - - - - - - - -- - --- - - 

-- 
- - - - - - - - - - - - -- - 

gram and partrc i p a n t r  TFie f raings show that part'icipant iT-- 

volvement and trusts are necessarjr for the success of the work- 

shop and prog$am. The Self-Directing Professional workshop 

involves teachers by building,on their own experiences. It 

could do more if there was sufficient time for the content, 
. . 

, debriefing of exercises, and mutual plkming. - 
.a 

- 
The research results and the.diagram of program mediation 

(Figure 982 )  show that the workshop presentation is not the 
- ,  - 

- .  only variable between the program and the participants. The 

iAstitutiona1 setting, especially the school climate and ad- 

. - ministrative support, is also important. Where there was en- 

thusiastic -support by the vice-principal, a relatively harmon- 

ious climate, as well' as a fa~ilitation~style of participation . 
. "2 

and trust, the program was well received. 
- - - -  

-4 

- K e y  f igur3 ST @ tKerEd La3 i.on -if the S i i l ~ ~ ~ i r e c ~ t ~ ~ n ~ p k ; ~ ~  
--- 

- 

a. ---- -R~~I=F-- - the ggtc 
e 

9 leahrs, the program representatives. They are expected to be 



ported in that position, 

The dilemma in program mediation is to steer a cour , 

between the Scylla of overly grandiose ideals and,the Charyb- 

dis of overly accommodating mediation, Lofty goals ingpired 
- - - - A 

some teachers, but-they-floundered-when left unsupported by their I - 
P 

colleagial team and institutional milieu. Efforts to adapt the 

program to the norms of professional development in Briti,sh 

time frame and follow-up tasks, that were necessary for imple- 
.' 

mentation. 

The concept of mediation gives a dynamic description of 

program presentation and ~mplementation. However, it lacks the 

dimensions of time and sequence that are features of the model- , 

- .  - + 

L 

C F ~ '  prmne3 change ; Tli e-SelT--DiFeCtilzp Profeessional w o r k s K o p 7 X F T -  
- - 

be understood as having three stages of planned change: unfreez- P 

ingL-establishing a need for change and a relationship between ' 

the facilitator and teachers, moving--diagnosing and planning, - 
and.refreezing--stabilizing -change. 

However, the SDP does not have the same extended 

or extensive personal contact by the facilitator that 

time frame 
s - 

the lit- + 
erature suggests for change to take place. One of the chief rec- 

-- 

ommendati ons- of t h e  evaluztto-n-is -tc-&tend-~h-eakno~rrtrof time- ----- 

A theme-that underlies the Self-.Directim .Professional is 



# 7 . ' Y -  , " ^  . . - 
2 -  

- - - -- - - -  - - -- -- - - --- - - -- - -- - - - - - - - - 

-,- - - presented in 

ary exercise; about individual responsibility excited the par- - 

tisipants. However, the reliance on the individual to diagnose . 
1 -. 

and plan his or her goals &nd the focus away from group or or- i ; 
ganizational goals led to problems of poor planning and poorly I. . 
functioning groups. , ' 

I 
- In conclusion, I 'feel that this tKes%s provideb model Tor - . + -  I .  

f Y  

- 2  . 
the development and evaluation of similar workshops. The H s t  . j 

, . 
of factors that were established in the literature review give 4 

2 
a U L o f  key p a f  n_canfiidF?r. i 

- -- - - - - - - 
--- - - - - - --- - - 2, to- use-an eaflhrmetar>hor,--- I 

# 
7 

an itinerary. The concepts of program mediation and planned ., % 

change give- the cognitive map necessary to 'adapt particular pro- 1 ' 
w * 

4 f 
gram goals to the workshop format. 1 - * .  

P 

L 4 
3 

-P 
4 

' -  - 3  ' 
- - - -- - - - - - - - - - - - - - - --- - - - - - ---- -$. *- - :* 

.I - a 

3 - 
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% 
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DESCRIPTI 1 - 
The Self-Directing Professional was developed by Challenge 

Education Associates; "a professional research and development 

.groupw comp.osed of Maurice Gibpons, Peter Norman; and Gary 
4 

Phillips. , *  
5 

They aefine a self-directing professional as "one who sets 
- 

- 
" - .- - - - --- . 

goals for improvement,, and then plans and implements a system- 

" atic procedure for achieving them. The self-qirecting profes- 
i 

- -&-anal attempts to 4ecome r n ~ r e ~ ~ o r n ~ e t e ~ ~ o n ~ t h ~ ~ j o b ,  _more -inl ,--, , - - -- -- 

-. --. 
fluential, and more joyful." 

The one-day workshop attempts to teach the ski13 required 

to be such a person. "Teachers who complete this brief program 

. /  will enjoy a number of important benefits. 

1. They will choose and achieve at least one important 

- - g o a l  T o r  themsely3s. - -- - --- 

2. They will be part of a team of cdleagues working 
- 

,for personal and professional improvement. - 

.&4. 

3. They will learn a method they can use regularly for 

developing their own in-service programs. 
L . . 

4,, They will model self-directed learning to their 

students--the most powerfu'l teaching method. 

5 .  They will learn methods for teachin&their studegts 

,) to be_self-dire_cted; - - - - -  - - 

The introductory booklet concludes'with "Our exper-ience 

with teach.ers in widely varied circumstances enables us to say 

cgnfidently that completing this program can be one of the most 

'U - - ---- -- A 

'i 



The pkogram was purchased by the B.C. *Teachersw ~edera'tion . / 
1 

. - 4 
mentation in the school year 1980-81. Twenty teachers 

wer.e trained as workshop leaders during a five day training 

session. at the Univetsity of Victoria -in August, 1980. - They 
s 

- - - - -  - - 

had further weekend training programs in Vancouver in November, 

1980 and May 1981. 

, The workshop itself has ten parts. (In addition, indivi- 

+ - daappre sentors madet hekr-yown ehanges~b-%e se-t-errcomponen+s====-==-= 
,. 

are a 

1. The Self-Directing Professionals introduction by 

leader to the concept of self-dire'ction and &he goals 

of the programi 

2. A Day of Joy: A Day of Misery: reflection by partic- 

- - - ipants-~npast-successesmd-fa-i;lure~-arrd-an-m-alysis-- 
1 

of patterns of behaviour; 
- 

3 ,  How Important Is It To Be a Self-Directing Profession- 

al? Should We Bother?: lecturette giving rationale; 

4, The Colleagial Team: formation of groups of three 
i 

for the day's activities and for meetings after the 
\ 

workshop ; , 

5. A Vision For Tomorrow: Goals For To 4 abguided - 
-fantasy given-byi3eader-an& the- se 1 ec t i err by--part+ - 

6. Goal Attainment Style: explanatory lecturette and 



- - - - - - - - -p -p- 
-p - -- -- --- 

- 
- 

- - - - - -- 

completion by-participants of an inventory .assessi% 

individual styles. of achievement with the selection of 

styles which apply to their particular goals: 

. 7. Directing Your Own Personal and Professional Develop- 
0 

mentt 'A Ten-Step Process: a brief overview given by' 

leader ofeSDP process; 
- 

8. -The Self-Directing Professional's Contact: a khd of . 

individual problem solving activity on the goal com- 

bined wi'th choosing a challenge and a reward. 
- 

- - - - - - - - pp - pp - -  
- p- - -- -- 

9. ~ o s t ~ ~ o n f ~ r e n c e ~ ~ ~ l l o w - u p :  selection ofpa meeting date 

by each team and discussion of possible problems in 
' 

t implementing contracts. 

10. Becoming Influential: suggestions for future activi- 

ties. 

Other components of the overall program include pre- 
- p p p- p p p p p p - p p p- - p -- -- - - - -- - - 

worksh~pcontactp~d post-workshop activities based on the 
n 

contracts and team meetings. P 



INTERVIEW SCHEDULE 
Y ., . 

t- 1. I ' d  l i k e  f i rs t  t o  d i s c u s s  t h e  workshop itself. A s  you r e -  
. . 

c a l l  t h e  day ,  does  any th ing  s t a n d  o u t  i n  your mind? 
" 

1.1 Were t h e r e  any  t h i n g s  t h a t  p a r t i c u l a r l y  impressed 
m 

you, p o s i t i v e l y  o r  n e g a t i v e l y ?  
- 

. .  % '  
- f . 2  Anything you l i k e d  o r  d i s l i k e d ?  

r t 

1.3 Anytimes when y o u ~ w e r e  ~ d n f u s e d  o r  d i d n ' t  s e e  t h e  
r: 8 

purpose o f  an a c t i v i t y ?  
* 4 9 

* A. * - . 
- - - -- -- 1,4 A n y t i m e -  whe_n_yo&were e x c i t e d m  , o ~ ~ c o & u s e d ? - - - -  - - - ' 

! .y - 
a 2. I'd l i k e  t o  a s k  you about  a few s p e c i f i c  com,ponents of  t h e  

\ .  'progrqm and how, you P e l t  about  them. What were your r e a c t i o n s  . / 

t o  t h e :  v. 

2.1 Day o f  Joy  and Misery? 
pd I -  - 

, @ 
2 . 2 .  The Super  

2.-3--The Goal  Attainment  S t y l e ?  ---- --- - 

2.5 ,  The Contract? 

- 3 .  When you've heard  d t h e r  staff t a l k .  about  t h e  workshop, - i n  

t h e  staff room o r  o t h e r  p l a c e s ,  what k inds  OJ t h i n g s  have t h e y  

s a i d ?  

4. I ' d  l i k e  t o  a s k  you ,some q u e s t i o n s  about  your  c o n t r a c t ,  i f  

I may. Could you t e l l  me what your  g o a l  i s ?  . 

- 4-J . Have you- had -a_chance- 30 work -on- that- g o a l 3  -- - - 
5. ( I f  yes. t o  4 .1)  Could you d e s c r i b e  t o  me what you d i d  t h e  
-- 

last  t ime you ... ( r e f e r  t o  s p e c i f i c  g o a l ) ?  

5.1 Were t h e r e  any p a r t i c u l a r  b locks?  



--- - mz- 
5.2 What d i d  you do t o  overcome t h e s e ?  

C .- 5.3 About how much t ime have you s p e n t  o n . . . ( r e f e r  t o  
L ?  

s p e c i f i c  g o a l ) ?  

6. ( I f  no t o  4.1)  cou ld  you d e s c r i b e  t o  m e  what some of  t h e  

r e a s o n s  o r  c i r cums tances  were t h a t  meant you d i d n ' t  work on  

t h e  c o n t r a c t ?  /- 
- - - 

7. Have you had a chance t o  meet w i t h  your c o l l e a g i a l  team? 

8. ( I f  yes  t o  7 . )  Could you t e l l  me who i s  i n  your team?. 

8 .1 What a r e  t h e i r  g o a l s ?  

I ( yes -tT -T-, . =As- y o u - r e c a l ~ ~ ~ ~ e n  you have me't , c ould you 
- - -- - - - - - - - - - - - - - - - -- - - - -- - -- - - - - - - 

d e s c r i b e  f o r  me what you d i scussed?  

9.1 About how l o n g  d i d  you meet f o r ?  

9.2 How h a s ' t h e  p r o g r e s s  been f o r  your  team members? 

9.3 what w a s  your  impress ion  of  your meeting? 

lo1- 1'-d a l s o  l i k e  you t o  t e l l  me any o t h e r  t h i n g s  you've 
B 

-- - -- - - - - -- - - - - - - - 

he-Zi-b-peop1e saypabou t  t h e  program? 

k 10.1 Any changes i n  behaviour  you've observed? 

. , e 

10.2  Any comments about  t h e i r  teams?  

"- 10.3  T h e i r  c o n t r a c t s ?  

. l i e  Have any changes t a k e n  p l a c e  i n  t h e  schoo l  t h a t  might be 

connected  somehow t o  t h e  workshop? 

1 2 .  F i n a l l y ,  I ' m  i n t e r e s t e d  i f  you have any  s u g g e s t i o n s  f o r  

changes o r  improvements t o  t h e  S e l f - D i r e c t i n g  P r Q f e s s i o n a l ?  ! 



Wac the names of the persons observed at the top of the columns below. Make a tick under 
the person's name each time you observe himher exhibit tht BEHAVIOR CATECORY. 
Several categories may be scored for one "speech," but not repetitions of the category lkithin 
the same "speech."' 

I 
Evaluation: rppr~&g md dluppro*ln#; urlag 
r J u e  lorded mu& a expmdoas or moral judg- 
memu. 

Rescribing Goals and Expectations: 
-cam-= & r n c n b F ~ . n *  nttkag - -  - - - - - - - - - - - -- - - - - - - - - - 

amducb for babavtor and parfarmlacr. 

1 < \ I 

Incentives and Pressures: onorlng krpbr. 
r-&, thrarb, punlhmenb. l n r o ~  power. 
ata tq  ruthortty. I 
Personal Disclosure: rdmttttn~ m l r t r h ,  a- 
r m ;  opennem rbout lack of knowlw(e@ rad n- I rourca; lettin# uncsrlrlnty dm.. 

Jecognizing, InvolvingOthen: irnrlw 
contribution#; buildln# on othub idau. a ra 
s p o d W I t y  witb others. I 
Testing, Expressing Understanding: 
'&ytII# b r k "  rnotha's feeHog. I- a 8- 
to t a t  rrobart.adb, I 

ZoMMON VISION (CV): I 1 I 1 

Generating A S h a d  Identity: 
to common *a; bdpby to t a  a m l a  
I n t r r b ; b v e d h l q a c l p c a & d o n .  

- 

@ 1976. and 1978 copyright by Situation &sgtrnent Systems, hc.; used with 
permission. / 



QVESTIONNAIRE FOR PARTI CIPASTS 13 

THE SELF-DIRECTINC PROFESS1 O!:I\!. rHOCRh'l 

P l e a s e  w r i t e  i n  t h e  l a s t  f o u r  numbers o f  y o u r  t e l r p l i o n e  number: 

P l e a s e  c h e c k  i n s i d e  t h e  a ~ p r o p r i a t e  box f o r  e a c h  q ~ i c s t i o n .  Check onlv  one  box 
e x c e p t   here o t h e r w i s e  i n d i c a t e d .  

1. Sex:  q Xale  4 Female 

I f  you a r e  a t e a c h e r ,  p l e a s e  answcr a l l  o f  t h ~ .  f c i i l uwinp ,  q 1 ~ r i t i u i 1 4 .  I F  Y.)U 

not a t eacher .  ) , lease  a n s v c r  o n l v  q u e s t i o n s  7 t t .  I!. 

3 .  Vhat  g r a d e  1 r i . e l  dc vou t e a c h ?  

Q p r ; ~ d c s  );-3 i:r.~<la.u H- lo 
q ~ r n d e s  L - 7  Q p r ; ~ d c s  1 ! - I ?  

4 .  How r.3ny w a r s  t e a c h i n g  e x p c r i e n r r  h a v e  vou h x l  p r i c t r  t o  t h i s  s r l ~ ~ w l  v r a r ?  

f i r s t  v c a r  t e a c h i n g .  no 2-5 v c n r s  c x p c ~ r l r n ~ t ~  0 p r  ..via... e x p e r i e n c e  a 

0 1 y e a r  e x p e r i e n c e  q more tt tan 5 vrars 

5. I f  you t e a c h  i n  a  secondary  s c h o o l  o r  i f  vou a r e  a n  e l c m c n r a r v  s u b j e c t  
s p e c i a l i s t ,  p l e a s e  w r i t e  i n  what  s u b j e c t s  you  t e a c h :  



6.  O f  which of t l i r  f o l l ~ u i n ~  havc you n t  one t l m ~  lu.t,n n mc,r!x r  o r  art. 
c u r r e n t l y  a  member? (Check one of t h e  t h r e e  b o x e s  f o r  e a c h  g r o u p . )  

a PSA 

t h e  e x e c u t i v e  o f  a PSA 

s c h o o l  s t a f f  committee 

n  d e l c p n t i o n  t o  t h e  Ann~ia l  C ~ . n e r a l  
Hre t inp .  of  t h e  BCTF 

commit tee  o f  l o c a l  a s s o c i a t i o n  

RCTF r o m l  t  l c r  

e x e r u t i v e  o f  y o u r  I o c ~ l  

School  Hoard c o n m i t r c e  

N i n i s t  r ?  cnrml i r tee  

0tl1c.r c.<loc n t  i u n  crotlp ( p i c a i ~ .  
,,?<.ci f v )  : 

7 .  How =uch o f  y o u r  o m  a b i i i t v  and s k i l l  c a n  you p u t  t o  use  a t  your  s : h o o l ?  

1  wish  t h a t  1 r o u l d  p ~ ~ t  murt, o f  mv . ~ l > i l l L i t . s  L O  I I W  t11.1n mv / oh  
I l ~ W  dllUWS 

0 I  c a n  p u t  oy  a b i l i t i e s  t u  use  t o  about  t h e  d e g r e e  t h a t  I writ 

0 1 w i s h  my lob d i d  no t  dt.mnnd .I.. m ~ w l ~  o f  1~ ah1 l i t i c s  n s  i t  & w s  

8. H w  d o  vnu f t  c l  a h o u t  vho  nnkes t h e  d e r i s i o n . ;  n h n t ~ r  ubrrt votl si,otllr ' do 
i n  v o u r  r l n s s r o o m ?  

a O t h e r  p e o p l e  make t o o  many d e c i s i o n ; ;  f o r  me a b o u t  my work; I ' d  
l i k e  t o  be making more 

I l i k e  t h e  d e g r e e  t o  h i c h  I myse l f  make d e c i s i o n s  

I  am e x p e c t e d  t o  make t o o  many d e r i s ~ o n s ;  I ' d  l i k e  t o  l e a v e  
n o r e  o f  them t o  o t h e r s  

9. H m  do vou f e e l  a b o u t  t h e  s h a r i n g  and c o - o p e r a t i o n  o f  t h e  p e o p l e  w i t h  
d ~ r m  vou v o r k ?  

13 T h e r e  is t o o  much buddy-budd! s t r a i n i n g  t o  be  c o - o p c r a t i v e  
v h e r e  I  work 



&it is h Columbia ~eacherS ~ederation 
Gmrd h e m .  R.M. Bum 105.22% Stmt ,  Vmcouur. B.C. V U  3HO TJIpLm 731-8121 

EVALUATION: 
TO rid US in maintaining q d i t y  m o i ,  mruu vw pfeaa ccmpiote this quadkmr~m. 

PD Arociates: * 

Please antwer the fdhwbg quutionr to help us evatuate md impmve the pmgrm. Oss the reverse 
e 

si& to expand ywr amen. t 

b. Media materia4 (videotapes) 1 2 3 4 5 6 7  
c. Work- leaden' prcnentatims 1 2 3 4 5 6 7  

'd. ~articipkts' activltk (joy and misery, vbion, etc.) 1 2 3 4 6 6 7  

2 -What, for you, was the most valuable pap of the program, and why? 

3. Nhat. for you, was the least valwMe pert of fhe program, end why? 
* 't 

4. As a r m l t  of this workshop, what action will y w  take? 

\ 

5. I& would yw cate the program in comparison with other professional development work- 
thopr in whkh you have participated? 

vw much worm worn about the m e  better very much better 

6. Pkam let US know mything else which you think would help us improve the Self-Directing 
Pfofeniuaal. 

Tfmnk y& for compkting this evaluation. 



Please w r i t e  i n  t he  l a s t  f o u r  numbers o f  you r  teleohone n ~ n i h e r  

Except where o the rw i se  i nd i ca ted ,  p lease w r i t e  i n  t he  box on t he  r i r l h t ,  t he  
n ~ m b e r  n e x t  t o  t he  response t h a t  bes t  r ep resen ts  your  nu in i on .  

A .  Abou? what l e n g t h  o f  t ime  hds passed s i n c e  you p a r t i c i p a t e d  i n  t he  S e l f -  
D i r e c t i n g  P r n f e s s i o n ~ l  workshop? 

l. dbout  two weeks 
2 .  a W u t  t h r e e  weeks 
3 .  abou t  f i v e  weeks 

4 .  o t h r r  (p lease i n d i c a t e )  

~- - - . ~  

B .  One o f  t h r  ~ : 3 1 n  goa ls  of t he  w o r k ~ h o p  i s  t o  i n c r ~ , ? s r  t h ~  ! ~ a r t i c i L , , n t s '  
s e l f - d i r e c t i o n .  To what e x t e n t  dc you t h i n k  :hat t he  ho r i shop  has he lped 
you become nore s e l f - d i  r ec ted?  

1  ? 3 4 5 

he lped  a  he1 ped d i d  n o t  h e l p  
g r e a t  dea l  sn~wwha t a t  a l l  

C .  Below a r e  a  number o f  p a i r s  o f  oppos i t e  words o r  phrases which cou ld  be 
used t o  d e s c r i b e  a  workshop. For each p a i r ,  p lease r a t e  t h e  S e l f - D i r e c t i n g  
P r o f e s s i o n a l  workshop. 

1 2 3 4 5 

erci t i n g  u n e x c i t i n g  

1 2 3 4 5 

17 
use fu l  use less  

1 2 3 4 5 

17 
s t i m u l a t i n g  n o t  s t i m u l a t i n g  

1  2 3 4 5 

0 
~ r ~ c o r ~ f o r t a b l e  c o r l f ~ r t d b l  r 

1 eader 
c m t r o l l e d  



HOW would  YOU r a t e  t he  S e l f - D i  r e c t i i l g  P ro fess iona l  i n  comparison w i t h  
o t h e r  p r o f e s s i c n a l  developnient worL.shops i n  whi r h  you nave p a r t i c i p a t e d ?  

very  much worse about t he  b e t t e r  very  much 
worse sanie b e t t e r  

A t  t h e  workshop. you chose a goal and developed a p l a n  t n  roach  t h a t  goa l .  
Absut how niuch t ime have you spent work ing on t h a t  p l a n ?  

1. spent no t;me on p l a n  
2. worked o c c a s i o n a l l y  on p l a n  
3. worked o f t e n  
4 .  worked r e g u l a r l y  

A t  t h e  workshop, you formed w a l l  groups c a l l e d  c o l l e a g i a l  teams. How 
h e l p f u l  do you t h i n k  you r  co l l eag ia !  team has been s i n c e  t h e  workshop 
i n  h e l q i n g  you work on y o u r  goa l  p l a n ?  

he lped a 
g r e a t  deal 

t e l  ped d i d  n o t  h e l p  
somewhat a t  a l l  

F iease t h i n k  about wnen you have discussed your  goa l  ki!.h ncriiters o f  y o u r  
co1;edgial  team. How many t i n e s  have you met w i t h  t he  t.edv s i r lce  t he  
workshop? 

1. have n o t  met 
2 .  hdve met once 
3 .  tw i ce  
4 .  t h ree  o r  more t in ies 

I f  you  have : w t  t oge the r ,  f o r  what amount o f  t ime  a t  t he  average meet inq 
d i d  you d iscuss each o t h e r s '  goa l s?  

1 .  l e s s  thari f i v e  ni inutes 
2. f i v e  t o  f i i t e e n  ni inutps 
3. pore  than f i f t e e n  minutes 

S l r c e  t he  worlr\ncp, have you been ah le  t o  a c h l e v i  yub r  qoa l '  

1. no 
? .  yes, t o  a i !~ in in~un i  levc.1 
3 .  ves. t o  a s a t i s f a c t o r y  l e v e l  . . 
4 .  yes, t o  a l e v e l  o f  e x i e l  l e n c ~  



One p o s s i b l e  outcome o f  t he  S e l f - D i r e c t i n g  P r o f e s s i ~ n a l  i s  a  change i n  r i a r t i c i o a n t ' s  
o p i n i o n  o f  t h e i r  schoo l .  Your answers t o  ques t i ons  J t o  L w i l l  h e l p  us  assess 
t h a t  by  a l l o w i n g  comparison w i t h  responses t o  t he  ques: ionnaire b e f o r e  t he  workshop. 

J. How much o f  you r  own a b i l i t y  and s k i l l s  can you p u t  t o  use a t  your  schoo l?  

1 .  I wish  t h a t  I cou ld  p u t  more o f  my a b i l i t i e s  t o  use than my 
j o b  now a l l ows  

2. 1 can p u t  my a b i l i t i e s  t o  use t o  about t he  dearee t h a t  i want 
3 .  1 wish my j o b  d i d  no t  demand as n!uch o f  my a b i l i t i e s  as i t  does 

K .  How do you f e e l  about who rakes t he  d e c i s i o n s  about what you shou ld  do 
i n  t h e  classroom? 

1. Other  peop le  m i t e  t oo  many dec i s i ons  f o r  me ahout  my work; I ' d  
l i k e  t o  be m k i q g  nore  

2. I l i k e  t h e  degree t o  which I myse l f  mane d e c i s i o n s  
3. I am expected t o  male t oo  Pany dec i s i ons ;  I ' d  l i k e  t o  l e a v e  r o r e  

o f  them t o  o t h e r s  
C 

L. How do you f e e l  about t he  sha r i ng  and c o - o p e r a t i n g  o f  t h e  people  w i t h  
whcn you work? 

1. I l i k e  t he  annunt o f  co-operation we ha re  a t  work; i t ' s  n o t  t oo  
much and n o t  t o o  l i t t l e  

2 .  1 w i sh  we had nu re  o f  a  f e e l i n q  o f  s h a r i n g  ?nd c n - o o e r d t i o n  a t  
work 

3. There i s  t oo  - u i h  buddv-buddy s t r a i n i n g  t o  be c o - o u e r a t i v e  where 
I work 

M. A s  vou r e c a l l  you r  impressions b c f o r e  t a k i n g  t h e  wcrkshop, would  you have 
p r e f e r r e d  no re  i n f o r m t i o n  about t he  S e l f  - D i ~ . e c t i n g  P r o f ? s s i o n a l  beforehand? 

1 .  yes, a  l o t  more 
2 .  yes. a  b i t  no re  
3. no, I had enough i n fo rma t i on  

N. Would a  f o l l o w - u p  t o  t he  workshop ( o t h e r  t han  t h ?  t e a x  meet ings o r  t h i s  
e v a l u a t i o n )  have been use fu l  t o  you? 

1. yes 
2. no 0 

0. I f  yes,  what k i n d  o f  f o l l ow-uo  would you sugyest?  (P lease  i n d i c a t e )  



P. I f  yes,  a t  what t i n e  a f t e r  t i i c  worl.srm:l would y x  suggest f o l l o w - u p ?  
(P lease  i n d i c a t e )  

Q. I n  what hays do you fee l  t he  workshop i t s e l f  c o u l d  be improved? 

R. What e f f e c t ,  i f  anv. has , t he  S e l f - G i r e c t i n q  P ro fess iona l  workshop had upon 
y o u r  persona l  o r  o ro fess iona l  l i f e ?  

-- - -  .~ - 

5. Cons ide r i no  t h ~  t ime, e f f o r t ,  and r e s u l t s .  do you f e e l  i t  was w o r t h ~ l h i l e  f o r  
y o u r  school t o  have had the Se l f -D i rec t . i ng  P r o f e s ~ i o n a l ?  

1. yes 
2. no D 



Brit is h Columbia ~eachers~~ederation 
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P 

SITE AOREEMENT: 1 HE ELF-DIRECT INQ PROFESSjONAL WORKSHOP 
F l M t r s l p m a r 1 8 0  ' 

- - - - 

The fdtowinp d i t ionr must be aped to bawem the BCTF- Profanonot Development Dlvidon .nd the slte 
contact p e r m  tthe-mfnmsib f ~ r f h a ~ ~ d ~ b p , & W _ I s d a d ~ ~ h  rqoafmntjr f m m s m y ~ u m  - - by plming c#vhrlly both p.. .nd post-wofWmp preperrtion. The expactatims of the,contmct penon 
mwt b. male clsv by ths BCTF PO ruff bodring t t ~ ~  workshop. 

E R t b l ~ h f J D . b y t b a u t . L a d a  wmt=fw 
Not Euntid Rrpi.tory Stop to Emring Sueam 

- 1. P.rticiprtion by mafmn mist be a vd- 

C ytq Ws. - 1. The preferred wwiohop IS w a y  from normal - 2. TIM prrricipntr .re (or, u e  p u t  on intact working conditions. Try t~ locate a pleasant. 
woup, 0.0.. a rhod staff. I d  PSA, ete. retreat-like site. 

- 3. A @mxm on site w pmt of tho intrct~goup 
receiving the &dmg must be idsntifiad and 
agw to rrwrna the res@omibilitk a the ate 
leader. 

- 4. Invitatiom dtnributd ( m y  be d) to partic- Poet-Confinna Aqmant: h r & w  S u m  

The following is a follow-up chedtlist for the site 
leader. Agreement must be negotiated op aential 
items prior to the workshop presentation by the PD' 
Arrociate(r). 

- 1. Time and place will be rnanged for the cd- 
legial group meetingr at least twice monthly. 
The Ate leader may required to anist temns 
with scheduling problems. - 2. Thrcllgh the rerwrca penon identified in pre- 
pafatoy step 10, begin a survey resulting in 
file or publication of potential rewuraa for 

n d s .  This Ibt mi@t include: 

\ 
the panidpants' professional development 

a )  S c h d  district penomel who could pre 
sent. model, w dlrbwste.  

b) BCTF proguns or parsunnei. 
c )  University or community college faculty. 
d) Print or media materials. - e) Future workshop possibilities on site. . 

- - - - - - - - - - -- - - -- - -- 

f ) Visitations to other rchool districts. 



5. Arrange for sped81 workshops on {te wiwe 
n& to &kt participnts with their cdleg 
tal teams or ~elf-directing contcactr. Exmples 
of such workshops mtght indude: " 

. a) Time mansgellrent. 
b) Qnflict resolution. 
c )  . Stress-t (rvaiiablefrolir BCTF). 
dl Cmmuniation' skills l&uilabls from 

BCTFt. 

I 

. t .  NOTE: Two foma ere mc)mad. Aher completion, please retain one and foward the other to: . b 
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