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Abstract 

Many respected educational scholars maintain that for  schools t o  

improve, improvement projects must be planned and implement-ed a t  the 

school by the people who work there. The purpose of this thesis was to 

investigate such school-based projects i n  order to glean information 

which may assist others when they are planning such an undertaking. 

Schools that were considered to have exemplary plans i n  place or 

under development were identif ied through a process based on 

professional expertise. Nine schools i n  three dist r ic ts were identified, 

seven elementary and two junior secondary schools, and within each 

school the principal and two teachers were interviewed. 

Data analysis showed many simi lar i t ies among the schools i n  the 

way the improvement plans were started, implemented and evaluated. 

Most plans began w i th  a goal setting process involving al l  the staff. 

The goals became the focus of the plan but other plan components such 

as strategies, ti melines, resources, professional development, and 

persons responsible allowed goals to be attained. 

Implementation was supported through the creation of 

opportunities fo r  teachers to work together as wel l  as ongoing 

professional development. The evaluation component, a1 though of ten 



included in  the plan, was the least developed element. 

In a l l  schools studied, i t  was the principal who drove the plan 

forward. Through principal init iat ive, time for  teachers' ongoing 

involvement was created and money obtained. Through principal 

support, supplies were provided and concerns addressed. Through 

principal openness and empowering, teachers had continuous input into 

the plan and control over i t s  direction. Through principal commitment, 

teachers were freed from the classroom. Through principal monitoring 

and organizing, the plan was always the focus. 

Very importantly, the school d ist r ic t  must also support the 

schools i n  this planning process. School staf fs  identified d ist r ic t  

personnel assisting a t  the school level and money as being the most 

valuable forms of plan support. 

As wel l  as giving the school focus and direction, benefits of 

school-based improvement planning were many. It resulted i n  

teachers' sense of ownership i n  the school. Teachers became more 

collegial and school-focused. Teachers' power and efficacy increased. 

When these components are present i n  a school, much empirical 

research assures us that teachers feel satisf ied w i th  their jobs and 

also that their schools are more adaptable and successful. 
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Chapter I: Problem Statement and Rationale 

Some schools are considered to be more successful than other 

schools. Current empirical research explains one reason for this 

difference. In more successful schools there i s  school-based 

planning for  school improvement. There i s  however, very l i t t l e  

information on what this planning looks like. 

Research Problem 

The focus of this thesis i s  to study school-based improvement 

planning to discover how planning i s  done at present - to look a t  the 

process of a plan's development and implementation. Many questions 

are t ied into this central focus. Who i s  involved i n  the planning? 

When and how i s  the planning done? Are al l  plans the same? Do 

plans contain common elements such as goal setting, an 

implementation section which includes timelines and methods for  

goal achievement, and an evaluation component allowing goal 

attainment to be measured incrementally as wel l  as at goal 

completion? How are these plans institutionalized? What specific 

benefits result from school-based improvement planning? Answers 

to these questions then w i l l  provide a basis fo r  an answer to the 



central research question, what makes a good school improvement 

plan? 

Problem Background 

D is t r i c t  In i t ia ted Beginning 

Six years ago i n  the researcher's school d is t r ic t ,  principals 

attended a conference on planning f o r  school success. A team of 

presenters f rom Calgary led the Effect ive School Program which they 

had developed cal led Schools Do Make a Difference. Their work was 

based on Rutter's empir ical study, Fi f teen Thousand Hours: Secondary 

Schools and Their  Ef fects on Children (Rutter, 1979). 

These presenters demonstrated t o  pr incipals how they could 

involve a l l  the i r  s t a f f  i n  a goal set t ing process a t  t he i r  schools. It 

was suggested that e i ther  the principal could lead th i s  ac t i v i t y  o r  

someone f rom central o f f i ce  could i f  requested. 

The focus f o r  the school goal set t ing was to  be on seven 

factors put forward by the Calgary Team: 

1) use of rewards and praise 

2) emphasis on learning 

3) the level of expectations that  teacher behavior represents 



4) student part ic ipat ion 

5) appearance and comfort  of school environment 

6) school organization and teacher s k i l l s  

7) f i r m  leadership and teacher involvement i n  decision making. 

Beginning a t  the School Level 

In the fo l lowing May and June, most principals did involve the i r  

s ta f f s  i n  a goal set t ing process as outl ined by the team. Many had 

assistance f rom d i s t r i c t  o f f i ce  personnel. The planning took place on 

a Professional Development Day. 

A f t e r  the school s t a f f  had gone through the descriptions of  

each factor, they looked a t  ways the fac to r  was used i n  the i r  school. 

The s ta f f  then selected which factors they wanted t o  focus on during 

the next year. The factors became the school's goals. Together the 

s ta f f  outl ined proposed actions and t imel ines to  implement the goals. 

The plans which came out of  th is  workshop were cal led School 

Growth Plans. 

There was a d i s t r i c t  expectation that  each school would have a 

School Growth Plan by the end of  June. Accountabi l i ty was ensured 

by having each principal discuss the plan w i t h  the assistant 



superintendent. Plans were theref ore developed but very 1 i t t l e  more 

was done w i t h  them. Principals had not been inserviced past th is  

point. 

Researcher involvement 

During the t ime  of t h i s  school d i s t r i c t  focus, t h i s  researcher 

f i r s t  took par t  i n  school-based planning as a teacher. On being 

appointed a vice principal, part ic ipat ion was i n  the fo rm of leading 

the i n i t i a l  workshop t o  set goals and form a two-strategy plan 

(proposed actions and timelines). A f t e r  appointment as a principal, 

the researcher involved a l l  s ta f f  i n  a goal set t ing process based on 

Mortimore's twelve factors which distinguished ef fect ive elementary 

schools (Mortimore, 1987, pp. 7-8). As well, the process included an 

assessment of  where the s ta f f  believed the school focus was, where 

the school focus needed to  be (goals) and how the s t a f f  could ensure 

the school focus (goal attainment through strategies). 

Many f rust ra t ing concerns arose. First ly,  the forms which the 

d i s t r i c t  o f f i ce  supplied f o r  year-end input did not mesh w i t h  the plan 

the school s ta f f  had devised. The forms s t i l l  focused on the 

principals' performance objectives and were separated in to  f ive 



domains: 

1. school philosophy and direct ion 

2. organization and management 

3. instruct ional  leadership 

4. interpersonal relationships 

5. prof essional development. 

The new school growth plan focused on the improvement of the 

overall school through school goals and strategies fo r  reaching the 

goals. A1 though the d is t r i c t ' s  expectations had changed, 

documentation f o r  these expectations had not. 

Lack of  knowledge was the basis of another concern. Principals 

looked to  the d i s t r i c t  f o r  feedback about the i r  plans but none was 

forthcoming. No one seemed t o  know anything more about what 

should be happening next. Schools were therefore very much l e f t  on 

the i r  own w i t h  the i r  school-based improvement plans. For plans to  

be successful, more informat ion was required. 

A f t e r  the researcher looked a t  school improvement research by 

respected educati onal 1 eaders, school-based improvement planning 

gained fur ther  importance. Many empir ical researchers believed 



successful school improvement projects must be school-based and 

school specific (Sirotni k, 1987; Heckman, 1987; Full an, 1982; Goodlad, 

1984; Coleman, 1984; LaRocque, 19831. What was always missing was 

the "how." I t  i s  this background then that led t o  the questions 

outlined previously and ask the overall question, "What makes a good 

school-based improvement plan"? 

The Significance of the Study 

By finding the answers to the outlined questions, this study 

w i l l  form the basis of a 'How To' manual on school-based 

improvement planning. The guide w i l l  give ideas about not only 

beginning the undertaking but also continuing the process. I t  w i l l  

enable central off ice administrators to guide principals as they lead 

their school staf fs  i n  planning efforts. It w i l l  assist principals i n  

not only developing a plan but i n  plan implementation and evaluation. 

In addition, the principal's role i n  this process w i l l  be 

uncovered. Principals w i l l  be able t o  see which of h i d h e r  actions 

te l l  others that this plan i s  to be taken seriously. It w i l l  te l l  them, 

from a teacher's point of view, how the principal's actions are 

interpreted. The results and conclusions about the principals' role 



w i l l  ensure success f o r  a principal through action. 

Benefits to  school planning may be discovered. In  some cases 

i t  may be a new finding, i n  others i t  may conf i rm what other 

researchers have found i n  the i r  studies. For example, L i t t le 's  study 

found that teachers talking and planning together led to  continuous 

professional development and col legial i ty (Li t t le,  1982, p. 33 1) .  By 

providing opportunities f o r  teachers to  work together on an 

improvement plan, w i l l  teachers develop these same attr ibutes or  

does such work indicate the existence of  these norms? This type of  

f inding w i l l  be signi f icant because i t  w i l l  fur ther  validate school- 

based improvement planning. 

This study w i l l  therefore be signif icant i n  three ways. It w i l l  

help other educators begin o r  continue to  expand school-based 

planning by providing guidance f o r  successful implemention. It w i l l  

help principals understand the i r  roles i n  the process. It w i l l  help 

conf i rm o r  uncover benefits of such a program. 

Definition of Key Terms 

Central o f f ice s taf f  - senior o f f ice administrators, a l l  hold one of 

the fol lowing positions; d i s t r i c t  principal, director, assistant 



superintendent or superintendent. 

Codes - an abbreviation or symbol applied to a sentence or paragraph 

i n  transcribed notes. Codes are categories of information. 

First  leve l  coding - a single code describing a category of 

information, for  example, out in f  = outside influence. 

Second level coding - a further refinement of f i r s t  level coding; for  

example, f i r s t  level - outside influence i s  divided into sources of 

influence > distr ict, ministry, parents. 

Outside source - any one or a group not based i n  the school building. 

School-based improvement P I  - a plan originating at the school 

level having total s taf f  input. The plan outlines the direction the 

school w i l l  be taking and strategies for  maintaining and reaching 

that focus. I t  i s  the basis by which decisions are made and actions 

taken by school personnel. 

School Portrait - a description of what i s  happening i n  a school 

drawn from data collected during the interview(s1 and the plan's 

contents. 

Staff Development Liaison Group_ - group members are central off  ice 

administrators responsible for  their distr icts '  professional 



development program. They are experts i n  what i s  happening i n  each 

o f  their distr ict 's schools. 

Teacher Efficacy - a teacher's belief that heishe can influence 

others, that heishe can make a difference. 

Study Limitations 

In this or any educational study, one i s  l imi ted by the 

accessibility wi th in a d is t r ic t  and wi th in a school. Because a 

researcher i s  making demands on dist r ic t  and school staff, one can 

only ask that certain things be done and hope that i t  i s  followed 

through. For example, when central off ice administrators select the 

exemplary schools to be studied, no validity check i s  possible. This 

fact i s  seen as a study l imi tat ion by this researcher. 

As wel l  when interviewing staff, the researcher i s  always very 

aware of the t ime element - even though teachers select interview 

times and interviews are to be twenty to twenty-five minutes. 

Either the teacher w i l l  have just finished teaching or be about to 

start. The principal although busy w i l l  have more time f lex ib i l i ty  

than the teachers. Time l imitations may restr ic t  the study because 

answers may not be as complete and introspective as they would 



have been i f  t ime were not a factor. 

Study Outline 

This qualitative study involved three school d ist r ic ts within 

Bri t ish Columbia's lower mainland. Each d is t r ic t  was asked to 

identify two or three of their schools which d is t r ic t  s taf f  consider 

to have exemplary school improvement plans. In total, nine schools 

were studied. 

Three staf f  members i n  each school - the principal and two 

teachers - were asked to participate i n  separate interviews. A l l  

three interviews took place on the same day. Identical, preselected 

questions were asked each intervi ewee (see Appendix Dl.  Questions 

focussed on the plan's contents, development, implementation, 

evaluation and s ta f f  participation as wel l  as outside influences that 

may affect the plan. Effort  was taken to ensure questions were not 

leading. Many open-ended questions were also included. 

A l l  interviews were recorded and then transcribed. As well, 

a copy of their school plan was requested to give additional 

information and/or clarification. These two sources formed the data 

for  analysis. 



The dist r ic t  superintendents' approval was sought p r i o r  to 

beginning this project i n  a distr ict .  Throughout the study, he/she 

was informed as to the progress being made, that is, when the 

researcher was i n  the dist r ic t  doing interviews and when the 

interviews had been completed (see Appendix I3 and GI. 

Within each school, the principal's approval and willingness to 

partake i n  the study was required. The principal was involved i n  the 

selection of teachers to be interviewed. I t  was through the principal 

that interview times were decided. A t  a l l  t imes the principal was 

informed when the researcher entered and l e f t  the school building. 

Af ter  interviews were completed, data analysis took place. 

Analysis on a school level preceded cross s i te analysis. At the 

completion of this overall study, results were forwarded to each 

participating school principal and dist r ic t  superintendent. The 

results w i l l  hopefully help d ist r ic t  administrators and principals as 

they continue w i th  school-based improvement planning. 



Chapter II: Literature Review 

The basic premise of this thesis i s  that i n  order for  schools to 

improve, the focus must be on the school as the unit of change. Self 

renewal w i l l  be individual because each school i s  a unique entity 

serving various population groups which together form a school's 

culture. It i s  through the principal and teachers working together to 

plan the school's current and future direction that renewal 

(improvement) i s  possible. 

Guthrie (1986, p. 306) maintains sustained school reform 

requires this active involvement of educators at the building level. 

Sirotni k also believes this premise and maintains that, 

... School improvement must take place i n  schools by and for  the 
people i n  them; description, judgement, decision making, and 
action taking regarding improvement ef for ts require informed 
inquiry and cr i t ica l  thinking; this evaluative process includes 
mu1 tip1 e perspectives on what constitutes appropriate 
knowledge and information; and this process i s  not a one-shot 
deal but an ongoing part of the daily workl i fe of professionals 
involved i n  their own school improvemement efforts (Sirotnik, 
1987, p. 41). 

Sirotni k's statement i s  supported by many empirical 

researchers. LaRocque talks of the school as, "a unit of change" and 

quotes Goodlad's argument that, "...in any developmental or renewal 



activity the school as an enti ty, ... should be the unit of analysis, 

planning and implementation" (LaRocque, 1983, p. 228). Coleman 

concurs and writes, "Efforts t o  change schools need t o  be school 

-based and school specific" (Coleman, 1984, p. 1). When evaluating 

more and less renewing schools, Heckman notes that school- 

focussed characteristics were a distinguishing factor of more 

renewing schools (Heckman, 1987, p. 68). As well, Fullan (1982, p. 

120) points out improvement and progress are possible and do happen 

but i t is, "...as a result of deliberate planning, not just by chance." I f  

schools are to improve, therefore, the plbnned improvement effort 

must occur a t  the school l e v e l  by the people involved in  the school. 

The School's Community 

It i s  vital to look a t  an important aspect of the schoo 

looking a t  an improvement effort  - the school's community 

1 when 

. When 

planning for improvement, i t  must be known what factors may hinder 

o r  help i n  the improvement effort. By examining the schools' 

community, factors that may contribute t o  the plan's overall success 

o r  failure, may be uncovered. Henshaw e t  al., encourage, 

... those of us comprising the school community to examine not 
only our own immediate environs ... but also the interactive 



e f f e c t  o f  each se t t i ng  upon; the en t i re  school community.  
Through such a c t i v i t y  w e  gain a c learer  understanding o f  our  
present i d e n t i t y  as w e l l  as our  potent ia l  f o r  change (Henshaw, 
Wilson, & Morefield, 1987, p. 134). 

The reason f o r  t h i s  c lose sc ru t iny  o f  the communi ty  i s  when you 

make changes you conf ront  the  school's cu l tu re  and the  problems 

involved i n  changing t h a t  cu l tu re  (S i ro tn i  k, 1987, p. 63). These 

problems o r  d i f f i c u l t i e s  need t o  be taken i n t o  considerat ion when 

planning f o r  improvement. 

The school s t a f f  i s  i n  a pos i t i on  t o  understand t ha t  cul ture.  

S i ro tn i k  (1987, p. 64)  therefore, l i k e  Henshaw e t  al., a lso  encourages 

school s t a f f  members t o  examine the t o t a l  se t t i ng  i n  wh ich  they 

work.  

Teacher Involvement i n  the Improvement Effort 

Goodlad supports s t a f f  involvement i n  change and says t ha t  the  

people connected w i t h  the school mus t  develop, "...a capaci ty  f o r  

e f f ec t i ng  renewal  and es tab l ish  mechanisms f o r  doing th i s "  (Goodlad, 

1984, p. 276). Further, t ha t  people o ther  than t he  pr inc ipa l  mus t  be 

involved i n  decisions regarding the schools' w e l f a r e  (Goodlad, 1984, 

p. 278). 



It i s  important, therefore, that  the process of  improvement 

becomes a focus as i t  i s  through th i s  process that teachers become 

"involved." According t o  Lei thwood and Montgomery (1982, p. 326) 

and Blase (1987, p. 600), e f fect ive principals use the process of 

improvement planning and goal formulation to  encourage teachers' 

part ic ipat ion i n  decision making and these principals act ively so l i c i t  

teachers' opinions. Part ic ipat ive decision making takes advantage of 

the s k i l l s  and knowledge of a l l  members (Sirotnik & Clark, 1988, p. 

663) and has also been l inked to  the performance levels of teachers 

(Smylie, 1988, p. 10). This type of part ic ipat ion was viewed as 

helping connect teachers t o  the school processes, programs and 

goals, "I'm a par t  of  the whole"; "you're on a team that's going 

somewhere"; "you are important t o  others" (Blase, 1987, p. 604). As 

well ,  it, "... increases teachers ownership of school instruct ional  

goals and buys them a stake i n  the future of  a col lect ive enterprise" 

(Rosenhol tz, 1985, p. 374). Rosenhol t z  adds that  i t  i s  t h i s  

part ic ipat ion which leads t o  col legial interact ion and "...implies a 

commitment t o  school-based instruct ional  programs, bet ter  

curr iculum development through the adaptation of  curr icular 



mater ia l  to  specif ic classroom needs, and increased student learning 

resul t ing f rom greater teacher effectiveness" (Rosenholtz, 1985, p. 

374 & 375). 

She points out that, "Successful schools were distinguished ... 

by patterned norms of  co l leg ia l i ty  among staff," and "...greater task- 

related interact ion leads to  greater facul ty cohesiveness" 

(Rosenhol tz, 1985, p. 365-66; L i t t le ,  1982, p. 338). I f  col legial i ty i s  

an indicator of  successful schools, then involving s t a f f  i n  decision 

making regarding school improvement planning should increase that 

col legial i ty.  Rosenhol tz 's  research would support t h i s  idea. She 

emphasizes that norms of co l leg ia l i ty  don't j us t  happen but "...are 

careful ly engineered by structur ing the workplace w i t h  frequent 

exposure t o  contact and frequent opportunities f o r  interaction" 

(Rosenholtz, 1985, p. 367). Fullan also concurs that  th is  type of, 

"focussed teacher interact ion i s  essential to  large-scale successful 

change" (Fullan, 1982, p. 122). 

In LaRocque's studies, she ident i f ies  t w o  types of teachers; 

school -ori  ented and c l  assroom-ori ented teachers (LaRocque, 1 g83, p. 

iv). She points out that  working successful1 y w i t h  colleagues had 



changed some teachers from classroom-oriented into school- 

oriented teachers and if," ... there are many school-oriented teachers 

on a staff, then the staff  i s  l ikely to share the norms of collegiality 

and continuous improvement" (LaRocque, 1983, p. 206). I t  i s  

important, theref ore, to involve teachers i n  the process of school 

improvement planning not only i n  order to have teachers "buy into" 

school improvement but also to increase collegiality. The benefits 

of such a program are summarized by L i t t le .  In her research she 

found, 

Some schools sustain shared expectations (norms) both for  
extensive collegial work and for  analysis and evaluation of an 
experimentation w i th  their  practices: continuous improvement 
i s  a shared undertaking i n  these schools, and these schools are 
the most adaptable and successful of the schools we studied 
(Little, 1982, p. 338). 

Continuous improvement i s  the desired outcome of school- 

based improvement planning which includes teacher participation 

throughout the effort. Mortimore's work agrees that, " Schools i n  

which teachers are consulted on policy issues as wel l  as issues 

affecting them directly, appear to be more successful" (Mortimore & 

Sammons, 1987, p. 7). 



Teachers' Feelings 

But what about the teachers' feelings i n  th i s  process? Do they 

feel i t  i s  worthwhi le? 

In the schools that  Coleman studied, he found a factor  which 

summarized the preferences of teachers, "...school level planning led 

by the principal ... (was] a c r i t i c a l  c l imate component" (Coleman, 1984, 

p.4). Heckman also found that  teachers i n  more renewing schools, 

"...perceived that the s ta f f  together got jobs done" (Heckman, 1987, 

p.69). McLaughlin and Yee's study noted the most important change t o  

teachers i s  through organizational direction. They maintain, " I f  

teachers are part  of the decision-making process they are 

enthusiastic about bringing about (the changes necessary t o  

improved practice)" (McLaughl i n &Yee, 1988, p. 28). Furthermore, a 

part ic ipatory orientat ion was related t o  teachers' sense of 

professional i s m  ("I'm recognized f o r  my professional knowledge") 

(Blase, 1987, p. 604) and co l leg ia l i ty  (L i t t le,  1982; LaRocque, 1983; 

Rosenhol tz, 1985). 

Spuck reports h is  findings i n  which schools that  reported l o w  

levels of teacher absenteeism also report  high facul ty  agreement 



w i t h  organizational goals (Spuck, 1984). Rutter's research concurs 

w i t h  th is  finding, "Schools where most teachers planned jo in t l y  

tended to  have be t te r  attendance ...." (Rutter e t  al, 1979, p. 136). The 

resul ts  of these studies indicate that  teachers have posi t ive 

feelings about school-based planning which includes part icipatory 

deci sion-making. S ta t i s t i ca l  f indings on teacher absenteeism 

substantiate th i s  idea. 

Teacher Autonomy 

It must be included a t  th is  point that  although the school s t a f f  

together plan the improvement ef for t ,  there must be much room f o r  

the individual teacher's professional s ty le  and judgement when 

implementing the plan i n  the classroom. MacKenzie says, "The goals 

of change are strongly focused and clear1 y defined but mu1 t ip le  

strategies are encouraged, and teaching s t a f f  have the autonomy and 

f l ex ib i l i t y  they need t o  discover and implement adaptive practices" 

(Mackenzie, 1983, p. 11). As wel l ,  one of  three conditions Rosenhol t z  

ident i f ies  as necessary f o r  professional f u l f i l lmen t  of  teachers i s  

teacher's task autonomy. It is, "...the sense that  achieving work 

goals resul ts  direct1 y f rom purposive actions, o r  teachers' feel ing 



that  the i r  own intentional e f fo r t s  cause posi t ive changes to  occur" 

(Rosenhol tz, 1989, p. 164). Goodlad's (1984, p. 189) studies also 

showed that  schools i n  which teachers had high levels of  control 

over how they carr ied out the i r  job, came out high i n  teacher 

satisfact ion. 

It i s  therefore important t o  remember when the plan i s  

actual1 y being used i n  the classroom, there must  be much room f o r  

individual teaching s ty les and classroom practices. In  fact, 

individual adaptation should be encouraged. 

Role of the Principal 

The principal 's ro le  i n  school-based improvement e f fo r t s  i s  

central t o  i t s  success (Leithwood & Montgomery, 1982, p. 309; Fullan, 

1982, p. 135). Teachers see ef fect ive principals as ones who use 

goal-setting processes based on facul ty part ic ipat ion (Blase, 1987, p. 

604). Not only do teachers see ef fect ive principals i n  th i s  l i gh t  but 

also empir ical research indicates th i s  v iew t o  be true. Lieberman 

notes, e f fect ive leaders know, "...the best way t o  lead i s  t o  empower 

others by f inding ways f o r  a l l  members of  the community t o  

part ic ipate i n  shaping a school's values, goals, and procedures fo r  



attaining those goals" (Lieberman, 1988, p. 649). Principals who 

empower others i n  this way therefore, find many benefits. "When 

principals relinquish their need to control, trusting faculty w i th  

discretionary decisions, decisions that may result i n  greater 

performance fulf i l lment, teachers tend t o  become more unstinting 

contributors to the workplace" (Rosenholtz, 1989, p. 144). I f  

empowerment of this type i s  to be possible, i t  i s  the principal who 

must release his/her control and share the decision making power 

which he/she current 1 y dominates. Empowering teachers through the 

process of participatory improvement planning appears to be a 

positive step i n  the r ight direction. 

In addition to the principal's role i n  the planning stage of an 

improvement effort, the principal also plays an important role 

throughout the plan. It i s  the principal through his/her actions who 

carries the message to teachers that a change i s  to be taken 

seriously (Fullan, 1982, p. 135). These actions show support for 

teachers, both psychological 1 y and w i th  resources, as they work 

through the improvement process (Fullan, 1982, p. 71 &135). As well, 

principals must supply local assistance to s ta f f  members and also 



protect them as they carry out the improvement effort  (Huberman & 

Miles, 1984, p. 277). Assistance of this nature, lets staff members 

know that the principal, although perhaps not involved in  the same 

way as the teachers, i s  definitely behind the improvement plan and 

w i l l  protect teachers as they work t o  implement i t .  Fullan agrees 

and maintains, "Whether ~t i s  direct o r  indirect, the principal plays a 

fateful r o l e  i n  the implementation and continuance on any change 

proposal; the evidence i s  very strong on this point" (Fullan, 1982, p. 

140). In his research, Fullan found, "...the principal was the key t o  

both implementation and continuation" of an improvement effort 

(Fullan, 1982, p. 76). For this reason, principal stabil i ty plays a v i t a l  

role i n  school improvement efforts (Fullan, 1982, p. 77; Huberman & 

Miles, 1984, p. 21 1 & 281; Blase, 1987, p. 607). 

Implementation 

Implementation of an improvement effort  i s  also enhanced 

when teachers are more collegial, more school regarding. In a 

longitudinal study across al l  grades, Wilson and Corbett (1983) 

report that, "...tighter coupling increased the implementation of new 

teaching practices" (Rosenhol tz, 1985, p. 360). Fullan's research 



agrees w i th  this finding. He maintains, "Within the school, 

collegiality among teachers as measured by the frequency of 

communication, mutual support, help, etc. was a strong indicator of 

implementation success" (Fullan, 1982, p. 12 1). 

Another factor Fullan identified as influencing school 

implementation ef for ts i s  teacher efficacy. This factor came 

through strong1 y (Fullan, 1982, p. 70). Efficacy i s  the teacher's 

belief that he/she can make a difference - can cause things to 

happen. The direct relationship between personal teaching efficacy 

and change suggests 

instrumental to the 

i f  teachers believe that they themselves are 

learning of their students, they are more l ike 

to change their behavior i n  directions that may improve their  

classroom effectiveness (Smylie, 1988, p. 23). But findings suggest, 

"...that efficacy i s  more of an organizational feature of schools 

which come to have a school-wide emphasis and expectation that 

they can improve student learning-and they do" (Fullan, 1982, p. 72). 

It appears then, that schools which engage i n  school improvement 

planning involving a l l  s taf f  members i n  a way that i s  being outlined 

here, would contain the organizational controls which give teachers 



this sense of efficacy. 

The very nature of teacher involvement i n  the implementation 

of an improvement plan has a real benefit. Like involvement at the 

planning stage, involvement at this time can increase teacher 

commitment to the overall improvement effort .  Crandall's studies 

found, "The commitment of teachers and administrators can be 

engaged as fu l ly  ... by involvement i n  actual implementation 

act iv i t ies as by extended participatory planning and make-ready 

activit ies" (Crandall et al., 1986, p. 23). The involvement of teachers 

i n  school-based improvement planning therefore, does not stop at the 

planning stage but most importantly for  their  commitment, must be 

ongoing throughout the implementation period. 

Evaluation 

Evaluation of the improvement plan becomes crucial i n  this 

process. As Sirotnik pointed out, this process i s  ongoing (Sirotnik, 

1987, p. 41). School staf fs  could use self-evaluation as a framework 

for  measuring the effectiveness of their school. Mortimore 

maintains this i s  what good teachers have always tr ied to do, "...to 

ref lect upon their  successes and failures and, as a result, modify 



their practice. What i s  new i s  a more structured approach, and an 

awareness that there i s  more to ref lect upon than just teaching i n  

one classroom" (Mortimore & Mortimore, 1984, p.12 & 13). That 

reflection then, becomes one of a school rather than a classroom 

focus. 

Sirotnik agrees and af f i rms the process of school renewal 

becomes that process of rigorous self-examination (Sirotnik, 1987, 

p. 42). The important point to remember is, "... evaluation i s  better 

used to understand events and processes for  the sake of guiding 

future activit ies" (Sirotnik, 1987, p. 52). I t  i s  what you then do w i th  

the information gained through evaluation that becomes the 

challenge. Linking the evaluation data to instructional improvement 

i s  a d i f f icu l t  task. The reason fo r  this d i f f icu l ty  i s  evaluation 

information takes you back to the beginning of the plan (Fullan, 1982, 

p. 248). It te l ls  you what should be changed but not "how" to go about 

changing it. Regardless of the challenge involved, "Gathering 

information and using i t  for  a1 tering the program i s  central to 

effective change" (Fullan, 1982, p. 177). According t o  Fullan, the 

message i n  the research suggests, "...a system or procedure for  



informat ion gathering and use i s  par t  and parcel of an ef fect ive 

change process" (1982, p. 177). As a result, an evaluation component 

i s  an important par t  of  and needs t o  be included i n  any school-based 

improvement e f fo r t .  

There i s  another area of  evaluation that needs t o  be mentioned 

a t  t h i s  point. It i s  teacher evaluation. It appears informat ion 

col lected t o  evaluate the effectiveness of an improvement plan, 

could be used not only t o  assist  teachers i n  becoming more ef fect ive 

w i t h i n  that  improvement e f f o r t  but also t o  measure how we l l  they 

i s  are doing w i t h i n  that  e f fo r t .  Rosenholtz be1 

possible. 

i eves tha t  t h i s  idea 

Obtaining informat ion on the outputs of  teaching, comparing 
those outputs against standards prescribed by goals, detecting 
s igni f icant departures f rom the standards, and issuing 
technical assistance and direct ives back t o  the technical core 
t o  improve on the quali ty o f  outputs suggests a taut  system 
where teacher uncertainty i s  minimized (Rosenholtz, 1985, p. 
370). 

In th i s  way, "Teachers can gauge the i r  performance not on1 y 

against individual goals, but also against goals established f o r  the 

school as a whole (McLaughlin & Vee, 1W8, p. 3 1 ). Teacher evaluation 

then becomes par t  of  the overall school-based improvement process. 



It i s  not carr ied out as an isolated event but rather as a col lect ive 

accounting f o r  school outcomes. 

The Role of the Distr ict  

Obviously, i f  schools are going to  be able t o  implement the i r  

improvement plans, the school d i s t r i c t  i s  going t o  play an important 

ro le  i n  th is  procedure. MacKenzie says, "Purkey and Smith (1g82) 

mention d is t r ic t - leve l  support f o r  school improvement as a posit ive 

fac to r  i n  schoolwide change" (Mackenzie, 1983, p. 11). This support 

was also one fac to r  ident i f ied by David (1989, p. 51) as ef fect ing 

school change, "...studies of school improvement programs f ind  that 

when changes occur, they are the resul t  of  d i s t r i c t  support ...." 

But what should th i s  support look l ike? Goodlad says there 

should be, "...greater decentralization of author i ty and responsibi l i ty 

t o  the local school s i te"  (Goodlad, 1984, p. 3 18). Coleman points out, 

"The task of  the d i s t r i c t  administrator i s  t o  develop and protect  the 

autonomy of  the schools" (Coleman, 1984, p. 4). He also maintains, 

"Dis t r ic t  administrators should adopt the v iew that a good school 

d i s t r i c t  i s  only a group of  good schools, working we l l "  (Coleman, 

1984 p. 4). Goodlad concurs w i t h  th i s  point and claims that as fa r  as 



the individual school i s  concerned, "The ma jo r  decisions regarding i t  

are made there, where they are easi ly scruntinized by the school's 

patrons. The d i s t r i c t  prospers t o  the degree that  i t s  schools exhibit  

good health" (Goodlad, 1984, p.3 18- 1 9). 

Ful l  an's research fur ther  emphasizes the importance of 

d i s t r i c t  level support. He claims the paramount task f o r  d i s t r i c t  

administrators i s  t o  bui ld the capacity of the d i s t r i c t  t o  handle any 

and a l l  innovations (Fullan, 1982, p. 179). One of  the guidelines he 

ident i f ies  f o r  d i s t r i c t  adminstrators i s  to, "Direct ly and ind i rect ly  

(e.g., through principals) provide resources, training, and the clear 

expectation that  schools (teachers, principals, etc.) are the main 

uni ts  of change" (Fullan, 1982, p. 178). 

The message then i s  clear. D is t r i c t  s t a f f  need t o  support the 

schools i n  the i r  change ef for t .  But make no mistake about it, i t  i s  a t  

the school where the change must be made. 

Benef i ts 

When the plan becomes the school's f ocus, the d i r  ec t i  

the school becomes clear. The importance of t h i s  c lear direct ion i s  

noted by McLaughlin and Yee. They point out that  when the 



i n s t i t u t i ona l  "rules o f  the game" are clear, teachers have a d i rec t ion 

i n  which t o  po in t  t h e i r  e f f o r t s  (McLaughlin & Yee, 1988, p. 32). As 

w e l l  as c lear  direct ion, t h i s  type of  in tegrated environment provides 

a degree of  comfor t  and cer ta in ty  t o  teachers as they t r y  t o  acquire 

new s t ra teg ies  and s k i l l s  (McLaughlin & Yee, 1988, p. 32). They 

maintain, 

Having common goals and ob jec t ives so t ha t  a l l  the facu l t y  i s  
headed i n  the same d i rec t ion  not  only creates a sense of  
so l ida r i t y  around a shared purpose, i t  i s  also a source o f  
mot i va t ion  and reward  i n  i t s e l f .  .... In  such an atmosphere, the 
general leve l  o f  opportunity f o r  an indiv idual  teacher - i n  
te rms  o f  s t imu la t i on  and challenge - i s  high. And indiv idual  
power  o r  capaci ty  i s  enhanced by the col lect ive,  cohesive 
nature o f  the school's purpose - as i s  co l leg ia l i ty ,  a t h i r d  
i ns t i t u t i ona l  element fundamental t o  a sa t i s f y i ng  career as a 
teacher (McLaughlin & Yee, 1988, p. 33). 

L i t t l e  (1982, p. 338) found schools wh i ch  had high co l leg ia l i t y  

were the mos t  successful and adaptable because i n  such schools 

continuous improvement was a shared undertaking. Most impor tant  

t o  the school i s  t ha t  co l leg ia l i t y  among teachers i s  related, 

"...signif icantly t o  teacher change associated w i t h  the 

implementat ion o f  school innovation" (Smylie, 1988, p. g). In  other 

words, provid ing teachers w i t h  the opportuni ty  t o  work  together on 

such an a c t i v i t y  as school g row th  planning develops co l leg ia l i t y  and 



co l leg ia l i t y  then helps t o  implement the plan. 

In addition, a f u r t he r  bene f i t  t o  teachers work ing i n  t h i s  

col legia l  environment, happens because they develop a body o f  

technical knowledge about which teaching pract ices are l i k e l y  t o  be 

e f f ec t i ve  (Smylie, 1988, p. 24). These e f f ec t i ve  teaching pract ices 

can then be used t o  implement the improvement p lan i n  the 

classroom. 

Many addit ional advantages occur f o r  teachers and schools i n  

t h i s  type o f  environment. For example, schools t ha t  have 

col laborat ive goal development k g . ,  def in i t ion,  evaluation, 

redef in i t ion)  were i den t i f i ed  w i t h  increases i n  organizat ion cohesion 

and greater  consistency between teacher values and teacher behavior 

(Blase, 1987, p. 600). Furthermore, i t  i s  w i t h i n  the f ramework  o f  

school-based improvement planning t ha t  teacher commitment t o  the 

fu tu re  and t h e i r  own  professional g row th  i s  enhanced (Rosenhol tz, 

1989, p. 156). Wi th in  t h i s  framework, there i s  also opportuni ty  f o r  

teachers. Rosenholtz found, "Work t ha t  a l l ows  people t o  grow and 

develop, t o  per fec t  cur rent  s k i l l s  and learn  new ones, gives them a 

sense o f  challenge and personal progress t ha t  compels greater  



workplace commitment" (Rosenhol tz, 1989, p. 142). 

A most important benef i t  t o  the ent i re school i s  that  schools 

i n  which there i s  c lear direct ion fo r  improvement a l lows the 

resources, time, responsibi l i t ies and assistance t o  be focused 

(Lieberman & Rosenholtz, 1987, p. 89). The type of  teamwork 

described here i s  character ist ic of more successful schools, Rutter 

maintains. He found, "...good morale and the rout ine of  people 

working harmoniously together as part  of  an e f f i c ien t  system meant 

that  both supervision and support were available t o  teachers i n  a 

way which was absent i n  less successful schools" (Rutter, 1979, p. 

137). 

Focus of  d i rect ion through school -based improvement p i  anning, 

resul ts  i n  many posi t ive outcomes not the least  o f  which i s  improved 

academic programs. Rosenhol t z  says, "The performance benefi t  of 

col lect ive decision making may resul t  f rom the del i  berate 

evaluation, suggestions, discussion, and modif icat ions that  are 

necessary to  improve the qual i ty of academic programs" (Rosenholtz, 

1985, p. 373). 



It appears therefore, the possible payof fs  o f  t h i s  

organizat ional process - school-based improvement planning - are 

vast. Th is  f a c t  i s  espec ia l l l y  impor tan t  t o  remember when the input  

i s  considered - l i t t l e  e f f o r t ,  j u s t  reorganizat ion. 

Conclusions 

To make these improvements, the  message i s  clear.  The focus 

mus t  be on the school as a u n i t  and school l eve l  planning i s  essent ial .  

The pr inc ipa l  and s t a f f  mus t  be involved i n  t h i s  planning and 

together f i n d  the processes tha t  w i l l  a l l o w  implementa t ion  t o  occur. 

The pr inc ipal ,  the  key i n  successful  improvement e f fo r t s ,  

needs t o  be held accountable f o r  us ing widespread s t a f f  

pa r t i c ipa t ion  i n  developing, implementing, evaluat ing and replanning 

a school improvement plan. Keeping i n  m ind  the benef i ts  o f  such a 

process, i t  becomes m o s t  impor tan t  f o r  the  pr inc ipa l  t o  f i n d  ways i n  

wh ich  s t a f f  i n te rac t ion  about the p lan can occur on an ongoing basis. 

It i s  through t h i s  i n te rac t ion  t ha t  the  s t a f f  wou ld  cont inual ly  

discuss where they are, where they are going r i g h t  and/or wrong, and 

where they expect t o  be i n  the  future.  Th i s  type o f  evaluat ive 

process i s  cent ra l  t o  the success o f  the i den t i f i ed  improvement plan. 



Data col lect ing must also be an ongoing part  of the process. It 

has been pointed out that, "...despite espoused goals of student 

learning, data on student performance are almost never col lected by 

principals t o  evaluate teacher performance (or t o  monitor student' 

performance), despite the fac t  that  data are frequently available" 

(Rosenholtz, 1985, p. 359). Bu i l t  i n to  the plan therefore, should be an 

evaluation component outl ining what types of data need t o  be 

collected, what measurement instruments are t o  be used as we l l  as a 

method of  using the resul ts  t o  re-evaluate the plan. An evaluation 

process such as th i s  one would legi t i m a t i  ze not only the school plan 

but also what the school s t a f f  i s  doing. 

To enable these recommendations to  occur, each school should 

be expected t o  design such a School Improvement Plan. This plan 

would not only outl ine the goals, but  would also ident i fy  specif ics 

fo r  implementation and the processes f o r  ongoing evaluation. The 

principal would be held accountable f o r  t h i s  plan. 

The d i s t r i c t  must support the school as a un i t  by providing i t  

w i t h  necessary resources i n  order f o r  the plan t o  be implemented. 



They must hand over more control to  the schools. The d is t r i c t ' s  f i r s t  

step would be to  provide school based administrators w i t h  inservice 

regarding the importance of school based planning and goal set t ing 

and then hold the principals accountable f o r  implementing the 

process. During the t ime  a school i s  working on th i s  process, the 

d i s t r i c t  should support and protect  the school i n  order t o  preserve 

the school's autonomy. 

School improvement i s  w i t h i n  our reach but as Coleman noted 

i n  h is  research, although i t  seems v i ta l  t o  school quality, "...the kind 

of intensive school-level planning ac t i v i t y  ... i s  not characterist ic of 

schools a t  present ..." (Coleman, 1984, p. 4). Improvement planning at  

the school level would f i l l  the void. S ta f f  involvment i n  the process 

and the resul t ing agreement about goals and ways to  achieve them, 

means a more col legial s t a f f  w i t h  clear direct ion f o r  school 

improvement. The ongoing evaluation of  the goals gives the school 

s ta f f  knowledge on which to  base future "planning" decisions as we l l  

as t o  judge student achievement. In addition, focus on "the plan" 

informs everyone that  t h i s  school knows where i t  i s  going and how 

to  get there. It leg i t imizes what the school i s  doing. 



Summary 

Literature relevant t o  th i s  study provided knowledge about 

school improvement planning. The importance of s ta f f  part ic ipat ion 

at  a l l  points i n  the plan was emphasized by many researchers. The 

ro le  of the principal as a supporter was made repeatedly. The value of 

teacher co l leg ia l i ty  and ef f icacy during implementation was found t o  

be important. The significance of  evaluation i n  order t o  guide future 

ac t iv i t ies  was also stressed. The l i terature, therefore, confirmed the 

importance of these topics i n  school-based improvement planning. 

The questions that  s t i l l  needed answering were related t o  how 

th i s  planning was done and what actual ly took place. For example, i f  

s ta f f  should be involved i n  decision making throughout the plan, what 

strategies are used t o  include the s ta f f?  In order to  answer the how 

and what, a closer look needed t o  be taken w i t h i n  representative 

schools partaking i n  school-based improvement planning as suggested 

by the l i terature.  



Chapter I I I: methodology 

Background to the Method 

In order to answer the question, what i s  a good school-based 

improvement plan, a process had t o  be devised to identify schools 

which had such plans. The focus was to be on schools which had 

exemplary improvement plans i n  place or under development. For this 

study then, "expert" identification was needed, by people working 

wi th in school d ist r ic ts w i th  access to a l l  d is t r ic t  schools as well as 

having contact w i th  other distr icts.  

Once that step had been completed, the next question t o  be 

answered was, what i s  the best way to obtain information about this 

planning? The staff 's wr i t ten plan was one source. But a wr i t ten 

plan does not guarantee i t  i s  being carried out i n  the school and te l ls  

nothing about how the plan was developed or implemented. It became 

evident therefore, that information must be collected at the school 

level from the people who worked there - teachers and principals. 

According to Merriam, (1988, p. 31, "...Research focused on discovery, 

insight, and understanding from the perspectives of those being 

studied offers the greatest promise of making significant 



contributions to  the knowledge base and pract ice of education." 

A decision was therefore made t o  use a qual i tat ive research 

method based on interviews. This method seemed best suited t o  

address not only the 'what' of  school-based improvement planning but 

the 'how' and 'why' as wel l .  It was decided therefore to  do case study 

research. Merriam (1988, p. 2 )  maintains, "Case study research, and 

i n  part icular qual i tat ive case study, i s  an ideal design f o r  

understanding and interpret ing observations of  educational 

phenomena." 

Research Procedures 

The study was t o  involve schools f rom d i s t r i c t s  surrounding 

Vancouver. In total,  there were fourteen d i s t r i c t s  used i n  the 

selection pool but  only three were t o  be ident i f ied f o r  study. Experts 

w i t h i n  each of  the fourteen surrounding d i s t r i c t s  were contacted i n  

order t o  ident i f y  school d i s t r i c t s  that  were using school-based 

improvement planning. These experts were a l l  members of  the Lower 

Mainland Sta f f  Development Liaison Group and met  regular1 y to  

discuss and plan cross-distr ict  professional development act iv i t ies .  

The members of  t h i s  group were a l l  d i s t r i c t  o f f i ce  personnel ranging 



in  t i t les  from dist r ic t  principal, coordinator, director, to assistant 

superin tendent. 

Each of these individuals was contacted and asked two 

questions. 

1. Do schools i n  your d ist r ic t  take part i n  school-based 

improvement planning? 

2. Could you name three dist r ic ts wi th in the lower mainland i n  

which schools are involved i n  school-based improvement 

planning and which you consider to have a good model for  any 

dist r ic t  to fol low when undertaking such planning? 

The f i r s t  question was asked as a validity check. I f  a 

particular d is t r ic t  did not do this type of planning and a nominator 

selected i t  as being a good model, then i t  would be known that the 

person doing the selection was not a credible source. Any 

nominations made by that person would therefore not be used. This 

did not happen. A11 identif ied only those dist r ic ts using this type of 

planning. Some experts did find i t  d i f f icu l t  to identify three other 

d ist r ic ts as they fe l t  there was only one or two dist r ic ts that were 

really advanced i n  this subject. As a result, some distr icts only 



nominated one o r  t w o  other d is t r ic ts .  

Table 3.1 indicates the resul ts  of the survey. Each d i s t r i c t  had 

a possible four votes, one f o r  themselves i f  they did school-based 

improvement planning and three f o r  other d is t r i c ts .  The mark a t  the 

cross-section of, f o r  example, Merr i l l  and Mer r i l l  i s  the nomination 

of themselves. The resul ts  were tabulated and the d i s t r i c t s  w i t h  the 

most nominations were then se 
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A l e t t e r  was sent to  the superintendent of each of these 

d i s t r i c t s  requesting permission to  do research w i th in  that  d i s t r i c t  

and requesting the help of d i s t r i c t  o f f i ce  s t a f f  i n  the selection of the 

schools to  be used (see Appendix A). On1 y schools w i t h  "exemplary" 

plans i n  place o r  development were t o  be ident i f ied.  The name of the 

person already contacted f rom that d i s t r i c t  i n  the i n i t i a l  selection 

process was included so that the "expert" would be involved i n  th i s  

next select ion step. 

Flora D is t r i c t  responded very quickly w i t h  the schools to  be 

used - Court Elementary, Maitland Junior Secondary and Garden 

Meadows Elementary. Merr i l l  D i s t r i c t  selected F i r  Grove Elementary, 

Glen Oakes Elementary and Glenside Elementary. However there was 

a problem w i t h  San Juan D is t r i c t .  This d i s t r i c t  found themselves 

involved i n  a str ike.  Due t o  th i s  s i tuat ion nothing was heard f rom 

them f o r  quite some t ime  and therefore Ocean Paci f ic  Distr ict ,  the 

next most frequently nominated d is t r ic t ,  was selected f o r  study. 

This d i s t r i c t  ident i f ied Edgemont Junior Secondary, Northbend 

Elementary and Nightingale Elementary as the schools t o  be studied. 



Each dist r ic t  had off ice staf f  contact the identified schools and 

request the principals' assistance i n  this project pr ior to forwarding 

their names. As a result, principals were expecting to meet w i th  the 

researcher and this in i t ia l  meeting went very smoothly. 

Interviews were to be used as the means of collecting 

information. "The purpose of the interview ... i s  not to put things i n  

someone else's mind ... but rather to access the perspective of the 

person being interviewed" (Patton, 1980, p. 196). The principal and 

two teachers were needed for  the interviews. In case study research, 

"...the crucial factor i s  not the number of respondents but rather the 

potential of each person to contribute to the development of insight 

and understanding of the phenomenon" (Merriam, 1988, p. 77). As a 

result, together the researcher and principal using set cr i ter ia 

decided on the two teachers to be interviewed. The selection cr i ter ia 

used was two-fold. First1 y, the teachers had to come from different 

grade levels andlor subject levels. Secondly, the teachers had t o  

have been i n  the school for  different lengths of t ime - someone who 

was on staf f  for  some time compared w i th  a new teacher. The reason 

for this cr i ter ia was not only to get teachers w i th  different 



perspect ives bu t  also t o  make the select ion qu i te  random and 

therefore no t  i n te r v i ew  only teachers i n  agreement w i t h  the 

pr inc ipals '  v iews.  Having teachers selected i n  t h i s  manner was used 

as a method of checking the va l i d i t y  o f  wha t  the pr inc ipa l  had said. 

"The m a j o r  way t o  detect  and cor rec t  d i s to r t i on  i s  by comparing an 

in formant 's  account w i t h  accounts given by o ther  in formants"  

(Whyte, 1982, p. 1 16). 

Once t h i s  se lec t ion was completed, and selected teachers asked 

t o  take pa r t  i n  the study, i n te r v i ew  t imes  were scheduled a t  the 

teachers' convenience. A l l  three i n te r v i ews  were scheduled f o r  the 

same day - one a f t e r  the other. A l e t t e r  was  then sent t o  the 

superintendent out l in ing the days the researcher would be i n  the 

d i s t r i c t  co l lec t ing  data (see Appendix 8). 

In te rv iews  were a l l  done w i t h i n  the month o f  Ap r i l  and 

proceeded according t o  p lan w i t h  t w o  exceptions. A t  Court 

Elementary, a teacher t o  be in terv iewed went  home ill on the 

i n te r v i ew  day and therefore another teacher had t o  be selected. The 

pr inc ipa l  conferred w i t h  the teachers a t  recess and a f t e r  explaining 

the se lec t ion c r i t e r i a  asked teachers who they f e l t  would be a good 



person to be interviewed. As well at Edgemont Junior Secondary, one 

teacher had a conflicting appointment and therefore someone else had 

to be selected. In this case the principal just asked teachers as they 

came into the off ice af ter  school i f  they would be interviewed. The 

second teacher asked agreed. In both cases at Court Elementary and 

Edgemont Junior Secondary a1 though the replacement selection did 

not have researcher input, the selection of the second teacher f i t  the 

criteria. 

Data Collection Technique 

Each person interviewed was asked to sign a consent form prior 

to the interview (see Appendix C). This form guaranteed them 

confidentiality and explained how the information collected i n  the 

interviews was to be used. According to Taylor and Bogdan (1984, pp. 

87-88) these issues need to be addressed at the outset of every 

interview. 

The interview was semistructured. "In the semistructured 

interview, certain information i s  desired from a l l  the respondents. 

These interviews are guided by a l i s t  of questions or issues to be 

explored ..." (Merriam, 1988, p. 74). A l l  questions asked theref ore 



were preselected including the follow-up, open ended questions. The 

researcher was quite prepared to change the order i f  their answers 

dictated it. At times i t  was necessary to be flexible to fol low a lead 

or allow the person being interviewed to express opinions, thus the 

semistructured format was best suited to this topic. 

A l l  teachers and principals were asked the same questions 

(Appendix D). The questions were formed to obtain information i n  the 

following areas: 

1) plan development 

2) content of the plan 

3) plan implementation 

4) plan's affect on the teacher i n  the classroom 

5) evaluation of the plan i n  both the classroom and the school 

6) outside sources that may affect the plan. 

A p i lot  interview was f i r s t  done i n  one school i n  order to test 

the questions fo r  clarity, to see i f  they elicited responses easily, as 

wel l  as to give the researcher practice i n  interviewing. Because of 

this p i lot  interview, one of the questions was changed and tape 

recording techniques improved. However, once the interviews were 



underway, no further changes were made i n  the questions. 

Each interview was done separate1 y w i th  on1 y the researcher 

and subject i n  the room. During the interviews, researcher reaction 

t o  responses was minimal i n  order not to influence what people were 

saying. While at each school, some information about the schools and 

the respondents was recorded on the question sheets. Every 

interview was tape recorded and later  transcribed by the researcher. 

Data Analysis 

a) during interviews 

Each interview was transcribed before the next interview took 

place. The wr i t ten copy was checked against the audio tape to 

correct any errors. Each school was coded as a number according to 

the order the interviews were done and each transcribed page 

numbered. Within the same school, a1 though each interview was kept 

separate, the pages were numbered concurrently. The purpose of this 

numbering was to form a code so that as information was being 

compared and contrasted, recording the code beside a quote gave easy 

reference as to where i n  could be located i n  the original transcript. 

Thus VI-35 meant a particular quote could be found i n  the sixth 



school interviewed on page thirty-f ive. 

During the interviews, descriptive coding was begun but kept to 

a f i r s t  level. Miles and Huberman claim, "...form fol lows function. 

Formats must a1 ways be driven by the research question(s1 involved, 

and their associated codes" ( 1984, p. 80). In depth analysis did not 

take place at this t ime however, as the researcher f e l t  there could be 

possible influence on the next interview. 

b) af ter  interviews 

Af ter  interviews were completed and a l l  were transcribed, i n  

depth data analysis followed. Codes were continued on a f i r s t  level 

as dictated by the answers but were then further broken down into 

subsequent levels as was dictated by the responses given i n  the 

interviews (Appendix E). For example, a f i r s t  level category of 

'outside support' was divided into a second level of 'district, parents, 

community, ministry'. The second level 'd istr ict '  was divided into 

'personnel and money'. 'Personnel' was broken down to a fourth level, 

workshops and demonstrati on lessons. A statement such as, "The 

money paid fo r  us to have a sub come in" was coded as outside 

support > d is t r ic t  > money. Another statement, "She's a d ist r ic t  



person and she's been the one coming i n  to give us examples and we 

go i n  and observe her teaching a class," was coded as outside support 

> d is t r ic t  > personnel > demonstration lessons. 

The f i r s t  interview to be coded was the one which the 

researcher thought would contain the most amount of information i n  

it. This interview was given to two colleagues who were 

knowledgeable about the study topic. Each person f i r s t l y  worked 

through the interview alone and selected codes which they fe l t  were 

most appropriate. Secondly, a l l  three persons went through the 

interview together and compared each response and the way i t  had 

been coded. In this way, codes were refined. For example, plan 

components was changed to be a second level coding of plan 

characteristics rather than a f i r s t  level code by i tse l f .  This process 

continued through one interview and by the end of that interview, a l l  

three people agreed on the way the researcher coded the information. 

According to qualitative researchers, triangulation by using 

independent investigators to establish validity through pooled 

judgement does ensure the study's internal validity (Merriam, 1988, p. 

169). 
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The codes were then used f o r  a1 1 three in terv  iews w i t h i n  one 

school but were added to  as new informat ion arose i n  a subsequent 

interview. A f t e r  a l l  in terv iews were coded i t  then became necessary 

to  go back and review the in terv iews i n  order to  ensure that a l l  were 

broken down t o  the l as t  level, make notes i n  margins and look f o r  

important aspects. As the coding progressed, the data f rom the 

in terv iews was charted f o r  each school according t o  the themes 

which emerged. Each school then had a separate chart and i t  was 

f rom th i s  chart that  the next step was taken, drawing a por t ra i t  of 

each school. 

School Po r t ra i t s  

By chart ing the data on a school basis, the informat ion could 

then be compiled t o  fo rm a por t ra i t  based on the emerging themes. 

This meant once again going back to  the original coded transcr ipts 

and pul l ing out quotes which i l l us t ra ted  what the researcher was 

saying i n  the por t ra i t .  

Por t ra i ts  were drawn of  each school according t o  the themes 

of: plan beginnings, plan characteristics, plan problems, plan 

implementation and evaluation, part ic ipat ion of s t a f f  throughout the 



plan and outside sources that influenced o r  supported the plan. Each 

por t ra i t  was sent t o  the corresponding school w i t h  a l e t t e r  asking 

principals t o  share the por t ra i t  w i t h  interviewed teachers (Appendix 

F). The l e t t e r  also requested a reaction to  the accuracy of the 

por t ra i t .  This technique has been cal led "member checks" and i s  one 

way of ensuring internal  va l id i ty  i n  a study (Merriam, 1g88, p. 169; 

Guba and Lincoln, 198 1 ). 

A l l  school principals responded t o  the request. Only one wrote 

a note - a l l  others telephoned. They had shared the informat ion w i t h  

s ta f f  members. A l l  agreed the por t ra i ts  were accurate i n  the 

descriptions of school-based improvement planning as i t  was 

happening i n  the i r  schools. Sometimes however, there was a detai l  

that  needed changing such as the number of  portables was four not 

f i ve  o r  the principal had been i n  the school f o r  eight not s ix  years. 

One s t a f f  wanted t o  add a footnote about the start-up of the plan 

emphasizing that  i t  was a s ta f f  development plan. Such comments 

as, "The por t ra i t  i s  spot-on," "It represents a c lear picture of  what i s  

going on i n  our school," and "It i s  very accurate," indicated that the 

interpretat ion of  the informat ion was correct. 



Cross-si t e  Analysis 

The analysis done f o r  each school was extended across a l l  nine 

schools. Each emerging theme was charted alongside each school by 

using a large matr ix.  The purpose of the mat r ix  was to  look a t  

s im i la r i t ies  and differences i n  order t o  draw some conclusions that 

would help others undertaking such a project. A t  t h i s  time, new 

themes arose due t o  the frequency of being mentioned across schools. 

For example, the topics of time, plan f l ex ib i l i t y  and benefi ts emerged 

as themes of importance and therefore needed t o  be addressed. Once 

again a f t e r  these categories were established f rom the data, a 

review of  the t ranscr ipts provided many quotations to  support these 

findings. 

Although some case studies are purely descriptive, according to 

Merri am's research, many more are a combination of  description and 

interpretat ion (Merriam, 1988, p. 29). It i s  t h i s  combination approach 

which was used i n  th i s  study and led t o  the descriptions, resul ts  and 

interpretat ions i n  the fo l lowing chapters. The next chapter i s  purely 

descriptive as i t  contains the por t ra i ts  of  each school studied. 



Chapter I V  (Findings) 

Using the "expertise" technique outl ined i n  the previous 

chapter, three d i s t r i c t s  were selected and then three schools w i t h i n  

each d is t r i c t .  Final ly the selection of  teachers t o  be interviewed 

was easily done a t  each school w i t h  the assistance of the principal. 

As a result,  the techniques used produced a l i s t  of  eager and w i l l i n g  

part icipants who had been ident i f ied as knowledgeable about the 

subject of  school-based improvement planning. 

Three in terv iews took place a t  each school - the principal and 

t w o  teachers. The coding of  the respondent's answers resulted i n  

emerging data that  could be grouped together under the headings of: 

how the plan began, a descript ion of  the plan, problems that did or  did 

not happen, involvement of the s ta f f  throughout the plan, 

implementing the plan, evaluating the plan, and outside sources 

which influenced and supported the plan. 

The next step was t o  look a t  the data produced f rom each school 

and assimi late the informat ion t o  fo rm one por t ra i t .  In  th i s  way a 

c lear picture of what was happening i n  each school was drawn. Each 

por t ra i t  was sent t o  i t s  corresponding school w i t h  a l e t t e r  t o  the 



principal explaining what was done and requesting a reaction to it. In 

each case the principal was telephoned prior to sending the portrai t  

i n  order to le t  him, (al l  principals identified i n  this study were men), 

know to expect it. A copy of the le t ter  and one of the wr i t ten 

responses are included i n  Appendix F and H. What fol lows i n  this 

chapter are those portraits. 



Portrait  fdumber One 

Court Elementary School 

Court Elementary i s  si tuated w i t h i n  an older section of Flora 

School Dis t r ic t .  There i s  new building going on around the school 

property. A l o t  of t h i s  building i s  high density housing. The part  of 

the school the v i s i t o r  sees when entering the parking l o t  i s  very old 

but behind th i s  old building i s  a newer, much larger school. As well, 

there are several portables on site. This school accommodates 600 

kindergarten t o  grade s ix  students. 

The principal of  Court Elementary i s  i n  h is  f ina l  year before 

ret irement. This i s  h is  f i f t h  year a t  th is  school. He has been i n  Flora 

D is t r i c t  working as a principal f o r  many years. During the t ime the 

t w o  teachers were interviewed, the principal taught i n  the i r  rooms. 

The f i r s t  teacher interviewed current ly taught grade three. She 

had been a t  Court Elemer+ary f o r  seventeen years and now f e l t  i t  was 

t ime f o r  a move. During the t ime  a t  the school, she had taken an 

active ro le  i n  the school's Collegial Council and seemed t o  be 

involved i n  many s t a f f  development act iv i t ies .  



The second teacher to  be interviewed was ill and had t o  go 

home. As a result,  the principal conferred w i t h  some of the teachers 

as to  who would make a good candidate and i t  was decided t o  ask the 

kindergarten teacher. She readi ly agreed t o  be interviewed. This was 

only her second year i n  the school. 

Plan development 

When th i s  principal arr ived a t  Court Elementary f i ve  years 

previously, there was no school improvement plan i n  place. He, along 

w i t h  a new vice principal, sent out teacher questionnaires a t  the 

f i r s t  s t a f f  meeting asking about teacher in terests  and goals and 

so l ic i t ing input as t o  what the school's goals should be. From the 

informat ion obtained f rom those forms, the t w o  administrators drew 

up a f i ve  year plan. 

Currently, i n  the spring, the s ta f f  votes on s ix  teachers t o  make 

up a School Collegial Council. In May th i s  council along w i t h  the 

principal and vice principal evaluate the goals f rom the current 

school plan and, "formulate a plan that we take t o  the s ta f f  a t  the 

s t a f f  meeting." Each of  the f i ve  goals has a committee t o  look a f te r  

it. Teachers choose which committee(s) they would l i ke  t o  work on. 



"Usually a chairperson 
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i s  decided upon and that  person cal 1s the 

meetings." The committees meet "several t imes during the year," 

according t o  the grade three teacher. Committees take proposals t o  

the s ta f f  meeting f o r  s t a f f  input and voting. Strategies are added to  

the plan, a t imel ine inserted and professional development days and 

speakers are t ied  i n to  it. 

This s ta f f  has found that i t  i s  important t o  do the planning i n  

the spring, "so that we were we l l  on our way t o  looking a t  them (the 

goals) and being able t o  get down t o  pract ica l i t ies  i n  using the goals 

i n  September," stated the kindergarten teacher. She also points out 

that  o f ten an idea comes f rom one s ta f f  member and then i s  

discussed by the group as a whole. Ideas are then pr ior i t ized by the 

s t a f f  and those ideas that  have top p r io r i t y  become the goals. The 

voting o r  p r io r i t i z ing  i s  sometimes done w i t h  the use of  st ickers - 

everyone having the same number of  st ickers. "In th i s  sense, i t  was a 

very democratic process .... It does tend t o  consolidate things as 

well." 

Plan description and contents 

The kindergarten teacher describes th i s  as a "co-operative" 



plan, f o r  the reasons she mentioned above. It i s  broken down in to  

f i ve  main areas i n  which, "we wanted t o  establ ish school goals." 

Each area then i s  divided in to  objectives, strategies, resources, 

t imeline, and progress. The committee keeps track of the progress 

they are making i n  each area. A t  the end of  the plan there i s  another 

section on evaluation. The i tems l i s ted  i n  th i s  section describe the 

evaluation techniques t o  be used i n  the school during the year, not the 

evaluation of each goal. 

One of  the goals 'Curriculum Improvement' i s  also broken down 

in to  the d i f ferent  subject areas, "so that we cover everything w i t h  

those objectives i n  mind," the grade three teacher pointed out. She 

said, "It i s  quite an extensive process," but she feels i t  i s  important 

t o  have a l l  t h i s  informat ion i n  the plan because i t  gives you a "focus" 

and protects against the s t a f f  becoming "splintered" and staying " in 

your own l i t t l e  world." 

The objective of  t h i s  type of  planning is, "to col lect  each 

professional person's ideas - lay them out so everyone can look a t  

them," f e l t  the kindergarten teacher. The principal stated i t  

differently, "Consistency of  e f f o r t  on behalf of  chi ldren f rom the 



point of view of the to ta l  staf f . "  A l l  agreed that  a11 s ta f f  members 

are involved i n  the plan. 

Problems wi th  the plan 

The principal remembered when they f i r s t  started th i s  type of 

planning there was, "a b i t  of  resistance because the vice principal 

and I were new." But he maintained the problem was overcome when 

the s ta f f  recognized that the input f rom the i r  sheets had become part  

of the plan. As well ,  they started having a s t a f f  committee (now the 

School Collegial Council) that  bought, " into ownership r igh t  away and 

they were the ones, really, that  convinced the res t  of  the s taf f ,  

almost a l l  o f  them." 

A problem they encountered the f i r s t  year was i n  the size of 

the plan. It was real1 y too big. A t  the end of the year, "we real1 y 

determined that  we t r i ed  too much so we cut  i t  back." The grade 

three teacher also remembers that  the format  gave them, "a l o t  t o  

think of and any set t ing up of any kind of  a plan and in i t i a t i ng  i t  i s  

d i f f icu l t . "  

Currently there i s  no problem gett ing the plan, according t o  the 

t w o  teachers. It was f e l t  a reason f o r  t h i s  was the s ta f f  choosing 



the objectives themselves. I t  i s  not a top - down plan. It i s  a 

"democratic process" and "everyone has a chance t o  voice their 

opinions." 

Involvement of staf f  i n  the plan 

From the beginning of the plan's development, the 

administrative team sought staff  input i n  the form of questionnaires 

and the establishment of a School Collegial Council. The use of the 

questionnaire i s  now l imited t o  new staff  members. Currently, 

teachers get to choose which goals w i l l  be selected for each year by 

having a vote on them. Teachers also select which goals they w i l l  

work on and have input as a committee. Committees then take their 

plans t o  the staff  as a whole and al l  staff members have a chance f o r  

input. By choice, teachers select which workshops they w i l l  attend 

that pertain t o  their goals. After attending such workshops, 

teachers, "come back and give a l i t t l e  talk of what they did." This too  

i s  done during staff  meetings. 

The kindergarten teacher said the year she spent as a member 

of the school's collegial council made her understand, 'exactly what 

our school goals were made up of and gave me a much better idea of 



how we were doing things a t  the school about the democratic process 

and actual ly having perhaps a l i t t l e  more input in to  areas because I 

was d i rect ly  working on a committee." The t ime  she put in to  the 

council, she f e l t  had therefore benefi t ted her. 

S ta f f  members mentioned that there i s  a l o t  of  ta lk ing going on 

between s ta f f  members about the plan. This ta lk ing a l lows teachers, 

Yhe opportunity t o  give opinions on how we l l  o r  how poorly things 

have gone and t o  make suggestions f o r  improvements f o r  another 

year." 

There appeared t o  be teacher part ic ipat ion regarding the 

ongoing evaluation of  various components of  the plan. For example, 

as the school's population changed, the special needs of students 

changed. According t o  the grade three teacher, the principal of ten 

sent around a clipboard w i t h  a min i  needs assessment on i t  f o r  

teachers t o  reassess student needs, f o r  example, newly ident i f ied 

learning assistance students. The kindergarten teacher also pointed 

out t h i s  method i s  used t o  ask f o r  input on the overall plan such as, 

"the plus' and minuse and suggestions f o r  next year." 

The principal believed that everyone must be made t o  feel the i r  



opinions are valuable, "We begin to  recognize that  some of the older 

ones (teachers) ca l l  themselves dinosaurs. The dinosaurs rea l ly  do 

want t o  keep up w i t h  things and they are jus t  as v i t a l  as the younger 

ones and once you get that  across, that  everybody's contr ibution i s  

appreciated i n  some way, then you get away f rom the negativism and 

you're i n to  the positive." Age then was not a fac to r  i n  part ic ipat ion 

but he pointed out some teachers don't want t o  part ic ipate fu l l y  i n  

the plan. They feel  that  things are working out perfect ly f ine and 

they want t o  be l e f t  out. "So t o  suggest that  i n  any plan ... you're 

going t o  get everybody, i s  not the way i t  works out." This principal's 

comment appeared not t o  be made w i t h  regret  but rather he was 

point ing out the rea l i t y  of  the situation. 

Teachers on s t a f f  a t  Court Elementary, seemed t o  be very used 

t o  th i s  democratic process. This fac t  was demonstrated clear ly 

when, "a date was set f o r  the spring production wi thout  the s t a f f  

being consulted - that  had t o  be rescinded and the democratic process 

was gone through again." One s t a f f  member pointed out that  th is  

teacher strength could also be at t r ibutable t o  the fac t  that  teachers 

now belong t o  a union. 



Implementation of the plan 

At Court Elementary, i t  appears the Collegial Council plays a 

role i n  the implementation of the school's overall plan. Each month 

they are involved i n  setting the staf f  meeting agenda. It i s  therefore 

to this group that committee chairpersons as wel l  as individuals take 

items that they wish to be discussed as a whole staff .  The issues 

are raised at the s ta f f  meeting, "discussed amongst the whole staf f  

and then meetings would be set and committees would go about 

fu l f i l l ing  their tasks." It therefore goes from individual o r  small 

group input to whole group discussion and then returns to "breaking 

down into groups." 

It was pointed out that teachers interested i n  a particular 

direction may choose to go to workshops on this topic, fo r  example, 

cooperative learning. Teachers return to the school and share the 

information at a staff meeting and discuss new1 y tr ied strategies, 

"w i th  other people who have been interested and have asked us." The 

grade three teacher f e l t  i t  was important to be learning about the 

goal or strategy and using it i n  the classroom at the same time. "So 

you're learning about i t  and you're using i t  and I f ind that the 



workshops we have helped me because I'm using i t  i n  my class." 

Another strategy identified as being important to goal 

implementation was the use of school-wide themes The themes 

appeared to be a vehicle to combine various goals such as cooperative 

learning and whole language. The kindergarten teacher said teachers 

keep, "in mind what the school goals are, what the focuses are and 

w i l l  use those ideas i n  their planning." These goals and themes had 

been noted i n  her long-term planning when she did her previews. 

Sometimes the implementation of a goal means reorganizing 

existing structures. The focus i n  Court Elementary on whole language 

has meant the setting up of, "a new resource centre for  whole 

language materials." Changes at this school seem to come about by 

the staf f  working together as a whole, i n  groups, and individually, but 

always the overall plan guided the staff 's direction. 

Plan evaluation 

Mentioned by al l  s taf f  members interviewed was the 

importance of the end of the year evaluation of the plan at which 

time al l  staff members had a chance fo r  input. Although the School's 

Collegial Council reviews the goals and puts for th a plan for  staff  



approval, this does not eliminate the end of the year review. The 

kindergarten teacher remembered there had been some problems wi th  

a fund raiser spelling bee, "but a t  the end of the year we assessed 

that and decided to change things a l i t t l e  bit." 

The principal maintained that he could evaluate how wel l  the 

plan was going by teacher reaction. For example, a t  s taf f  meetings 

when teachers, "request that we get on w i th  the business of let's see 

about resources for  the new primary program and who would be 

wi l l ing to put out the ef for t  to get that a l l  together," this type of 

feedback le t  him know the plan was working. He also pointed out that 

the vice principal was extremely good at giving teachers feedback 

when they were trying out parts of the plan i n  the classroom. She did 

this by wr i t ing teachers notes. 

Ongoing evaluation of the plan i s  carried out i n  the committees 

and by teachers talking together. Through the committees, "We 

monitor ourselves a lot.  We keep track of i t  . We know we've got the 

plan and we've got our timelines," mentioned the grade three teacher. 

She maintained that this interest happened because, "We made the 

plan and we want i t  t o  work. We're interested i n  these things. We 



work towards them because you want to. It 's your interest. You've 

invested." Teachers talking together, helping one another was also 

mentioned by a l l  those interviewed. "We discuss i t  and we compare 

how things are happening," said one teacher. The other teacher 

commented, " I f  someone has come up w i th  a good idea ... they w i l l  

share that idea and others w i l l  give the ideas that they have too." 

She felt, "communication i s  the big word." This sharing appeared to 

happen at a l l  times - af ter  seeing a display someone had put up, after 

inservices, at s taf f  meetings - a l l  the time. 

The teachers fe l t  they could also evaluate the plan by; 

observing their students, the tone of the class, feedback from 

substitutes and class helpers, the enthusiasm of the rest of the 

staff, the turnout of community members and the amount of parent 

support w i t h  class projects. Evaluation at Court Elementary seemed 

to come about through both planned channels such as the end of the 

year meeting, and also unplanned channels l ike receiving feedback 

from students and others. 

Influences outside the school that affect  the plan 

This staf f  mentioned many influences outside the school that 



affect their plan. Both teachers and the principal pointed out that 

Ministry innovations affect them directly. Some areas which they 

identified were the new Primary Program, the policy regarding 

mainstreaming handicapped children and the Year 2000 document. 

The point being made was that these items had not been part of their 

plan but due to outside pressures, they had become a focus for  the 

school. Central off ice sometimes asked the schools to be innovative 

i n  certain areas, the principal pointed out. The grade three teacher 

mentioned the accreditation currently being undertaken i n  the school 

took away from time spent i n  meetings about their  goals. 

The union's role was mentioned by the principal as making i t  

currently impossible to do some things that they had done i n  the past 

to help make their  goals work, such as, changing the location of 

everyone's class, tel l ing the teachers, "you are moving to such and 

such room." The kindergarten teacher fe l t  the union influenced the 

way things were done. It was currently important that, "this 

decision has come from the teachers not from the administration." 

The changing student population i n  a school can also affect the 

plan. In Court Elementary, a large influx of students that could not 



speak English meant that  an increased focus must now be placed on 

the English as Second Language and Learning Assistance Programs. 

The concerns of the community was a f inal  fac to r  noted as af fect ing 

the plan. This concern had influenced the school's goal regarding 

mu1 t i cu l  tural ism. This s t a f f  ident i f ied many pressures f rom outside 

the school that  d i rect ly  a f fec t  what they planned and then how they 

carr ied out that  plan. 

Outside Support of the Plan 

Dis t r i c t  o f f i ce  was seen as being an important source of  

support f rom a l l  interviewees a t  th is  school. The principal 

mentioned tha t  members f rom d i s t r i c t  o f f i ce  give the school 

recognition and feedback "to l e t  you know you're moving i n  the r igh t  

direction." The support of fered by d i s t r i c t  personnel coming in to  the 

class and teaching o r  giving workshops, was greatly appreciated by 

the t w o  teachers. "it reinforces that  what you're doing i s  r igh t  and i t  

encourages you t o  go on." Another source o f  support were the parents 

and outside guests t o  the school. It was the feedback f rom these 

sources making posi t ive statements t o  s t a f f  members that  they 

found very valuable. 



Portrai t  Number Two 

tlai t land Junior Secondary 

Maitland Jr. Secondary houses 690 grade eight to ten students. 

It i s  situated west of, but close to, the town centre. The building 

i tse l f  i s  twenty-seven years old and i s  i n  good condition. The school 

entrance i s  not unusual but i s  very t idy and clean. When walking 

throughout the school, one i s  impressed by the overall shining floors. 

The principal, although not new to administration, i s  i n  his 

second year at this school. He has been i n  education i n  the Flora 

d ist r ic t  for  twenty-seven years and actually went to school i n  this 

distr ict. He i s  without a doubt energetic and dynamic. He i s  also 

very welcoming and remained unguarded and open during the entire 

interview. 

Greg, the f i r s t  teacher interviewed, had been at  this school for  

twelve years. He had taught for  sixteen years. He teaches English at 

Mai tland Jr. Sec. and i s  currently the English Department Coordinator. 

He has been very involved i n  the development of the school's 

improvement plan and took over as the head of the staf f  development 

committee at the beginning of this year. 



A new teacher t o  the s ta f f ,  Blair, was the second teacher 

interviewed. This was only h is  second year here. He had taught f o r  

only a short t i m e  before coming t o  Maitland School. He teaches 

Social Studies a t  a11 grade levels. 

Plan Development 

According t o  the principal, the idea f o r  the plan developed 

between h imsel f  and one of  the directors f rom Central Off ice - the 

d i s t r i c t  was looking f o r  a school t o  p i l o t  a new project .  The t w o  vice 

principals were then brought i n to  discussions along w i t h  consultants 

f rom Central Off ice. The plan was taken t o  the s t a f f  as a, "non- 

compulsory sor t  o f  thing but we had certain things that  we were 

looking a t  doing.' Greg also agreed that  this was the way the plan got 

started. He recalled, "at the s t a f f  level we rea l l y  didn't have much 

input i n to  the i n i t i a t i on  o f  the p i l o t  project." However, the principal 

was t ry ing  t o  dovetail what the s t a f f  was already doing i n  

professional development w i t h  the p i l o t  program. Greg said, "I guess 

we developed the plan i n  response t o  a speci f ic  mandate f rom the 

school d i s t r i c t  but  we also had a generalized, i f  not  formally, 

ar t iculated plan of  the development as well." Although the new 



teacher on s ta f f  was not involved i n  the original par t  of the plan, he 

f e l t  that  the development f rom h is  point of view, was continued 

through s ta f f  involvement, " in  a Pro D day where they l a id  out some 

goals and how they were going t o  accomplish those goals." 

Plan description 

The plan i s  described as, "a cooperative plan, a plan of  sharing." 

The teachers are looking a t  ways of keeping students w i t h i n  the 

school system, (the d is t r i c t ' s  project), by using d i f ferent  teaching 

strategies such as cooperative learning, (the school's project). Greg 

f e l t  the plan al lowed them to, "incorporate those strategies in to  our 

classroom by supporting one another, by teaching one another, 

networking among ourselves t o  incorporate that  kind of  information." 

The plan a l lows the teachers to, "consolidate as much as possible, 

students i n to  broader ranges of  ab i l i t y  groupings i n  the classroom 

... and deal w i t h  these students using strategies which we perhaps 

haven't generally used i n  the past." 

Because of  the funding that was provided w i t h  the p i l o t  

project, teachers have had the opportunity t o  do much more 

professional development. They have attended workshops given by 



noted educational leaders and then brought back and shared th is  

informat ion among staf f  members. It also needs t o  be mentioned, 

that  through creative timetabling, the s ta f f  has been able to  free up a 

block "x". Teaching t ime  was increased i n  other blocks, "leaving a 

spare block wi thout  k ids i n  the school." During th is  time, the s ta f f  

agreed, "It was a t ime  f o r  individual o r  col lect ive s t a f f  development." 

Meetings are held each week during th i s  time, "to pursue stated goals 

and share informat ion received f rom external sources." 

Plan components 

"Block x" was very much a component of  the plan. B la i r  

mentioned the importance of  t h i s  t ime when, "teachers could get 

together and share ideas and learn new things." The objective of the 

plan, " to seek new and varied teaching strategies that  w i l l  work we l l  

i n  t ry ing t o  convert t o  a ch i ld  centered curriculum," along w i t h  the 

use of  t ime  during block "x" appear t o  be the t w o  components of  the 

plan that  a l low it t o  go forward. However, Greg also mentioned that 

important i n  th i s  process, i s  the objective of, "making teachers 

bet ter  a t  what they do and empowering them t o  feel they can make 

signi f icant changes i n  the i r  own l ives and, therefore, i n  the i r  



classrooms." 

New teaching strategies then come out of  the t ime  spent during 

professional development ac t i v i t ies  outside the school and then 

returning t o  the school and sharing them w i t h  s ta f f  members. 

Specific strategies are not outl ined i n  the plan. The principal f e l t  

that some people may say, "Well that 's not a plan because you didn't 

know what you were going t o  do before you went and did it. I would 

certainly agree but i t  works f o r  us." 

The plan i t s e l f  d id s ta te a purpose, include eight objectives, an 

evaluation component, quotes f rom students, and a philosophy 

statement. Greg pointed out that  the plan is, "a generalized vision of  

a direct ion i n  which we want t o  go. I guess we have kind of a road 

map of the continent but we don't have a detai led topographical map 

# 

of each l i t t l e  place." 

Plan problems 

To begin w i th, s t a f f  members reca 11 that  there was suspicion 

about the p i l o t  pro ject  because i t  came as a top-down idea. However, 

teachers soon real ized the d i s t r i c t  was not going t o  mandate how the 

s t a f f  went about developing the p i l o t  project. Teachers had l o t  of 



input. They saw opportunities f o r  professional development would be 

vast due to  the $30,000 that accompanied the project. Therefore, 

s t a f f  members' "resistance turned in to  acceptance." 61 a i r  mentioned 

that not everyone bought i n  a t  f i r s t  but as teachers had a chance to  

"get out and about" enthusiasm and excitement grew and almost 

everyone now part icipates i n  the weekly s t a f f  development meetings. 

The principal remembers that  a t  f i r s t  there were some c r i t i c s  

of the plan. He f e l t  the teachers wanted a "nice f inished product" and 

th i s  plan was not such a plan but rather i t was an ongoing plan that, 

"constantly would be changing." This idea took a wh i le  t o  be 

accepted. The principal fe l t ,  "communication was the key t o  

acceptance and the communication happened during those weekly 

meetings when s ta f f  members could see how ideas would change." 
5 

During th is  time, teachers also became more open because i t  "was 

okay t o  have a problem and not know exactly how you're going to  deal 

w i t h  it." Together, as a group, problems were solved. 

One of  the teachers thought i t  may be be t te r  t o  have more of a 

detailed plan but pointed out that  the vision type of  plan a l lows 

teachers, "to be f inding new ways t o  be excited about the i r  work." 



Also ident i f ied by one of  the teachers was the need t o  f ind  out which 

strategies rea l ly  were working, i n  other words some type of 

evaluation t o  give teachers feedback as t o  how successful they real ly 

are. 

Another problem noted by the teachers i s  s t a f f  turnover. Some 

of the key players i n  the i r  plan have l e f t  the school f o r  career moves. 

The teachers who replaced these players have, "by and large been 

younger teachers and that made i t  important f o r  us t o  spend t ime 

integrat ing those younger teachers in to  our cul ture and t ry ing to  

actual ly make them par t  of  the creation of  a culture." B la i r  was one 

of those younger teachers. His comment about the plan, "Oh I'm real ly 

satisf ied. I t 's  been tremendous." 

Participation of staf f  i n  the plan 

From what a l l  those interviewed said, the principal's ro le  was 

key i n  gett ing the plan started. He was the one who approached the 

Director of Instruct ion f o r  funding f o r  the school's pro ject  and 

through some creative juggling saw a way t o  dovetail the school's 

action plan w i t h  that  of  the d is t r i c t .  In  th i s  way funding was 

provided which al lowed the plan t o  be implemented i n  a variety of 



ways. 

Both the teachers and principal agreed those s t a f f  members 

who wanted t o  be involved were " invited t o  be involved." A t  f i r s t  i t  

was those teachers who were perceived as leaders as we l l  as those 

teachers who were interested. Now everyone i s  involved i n  

professional development. "'Every teacher on s t a f f  has gone t o  a t  

least t w o  major  workshops." The teachers get the release t ime but 

are then expected t o  debrief and share what they have learned. Once 

again th i s  sharing takes place during the t ime  created by block "x." 

According t o  Blair, the head of  the professional development 

committee was and i s  a "catalyst" i n  moving the pro ject  ahead. 

Although the person who headed that committee had l e f t  the school, 

the posi t ion was f i l l e d  by another s ta f f  member, Greg, who i s  

currently seen as a catalyst. 

To the teachers, the principal i s  seen as, "overseeing the 

change." A l l  s t a f f  members are involved i n  th i s  change process, "at 

the i r  level, w i t h  the i r  interests, and the i r  l i t t l e  networks of co- 

workers." B la i r  points out that  i t  started w i t h  "a core of people who 

were keen t o  change. But now I would say i t  i s  the vast ma jo r - t y  of 



the staf f . "  

Plan Implementation 

In actual i ty, i t  s tar ted w i t h  eight t o  ten commit ted teachers i n  

June of  the f i r s t  year and by November there were i n  excess of  t h i r t y  

teachers involved. The plan was implemented by asking teachers to  

part ic ipate not  by demanding part icipation. The teachers involved a t  

the beginning used brainstorming and problem resolut ion t o  come up 

w i t h  "how t o  s t a r t  and what we were going t o  do." The f i r s t  year was 

used t o  get the teachers using a var iety o f  new teaching strategies. 

This was done through attending workshops and then sharing the new 

knowledge w i t h  colleagues during "x" block. The importance of  th is  

t ime together cannot be underestimated. Greg feels, "Having that  

hour every week, which was put aside f o r  mat te rs  o f  ref lect ion, 

timing, col legial act iv i ty ,  I th ink has made it possible f o r  us t o  

continue forward wi th  whatever seems t o  be appropriate a t  a 

par t icu lar  time." B la i r  adds that  having d i s t r i c t  resource people 

"that regularly come in to  the school and model new ideas," has been a 

b ig  help i n  implementing new teaching strategies. He f e l t  that  

implementation was fu r ther  assisted by, "people ta lk ing about what 
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they are doing i n  the classroom and asking people in to  the i r  

classrooms to  see what's going on and ...y ou get 

people's classrooms." 

inv i ted in to  other 

This year, grade eight students have a l l  been put i n  regular 

classrooms. There i s  no modif ied program. This new approach i s  

possible by, "using the various teaching strategies which have been 

learned and which had not been used i n  secondary schools i n  the 

past," according t o  the principal. 

Some teachers playing key roles i n  the plan have, "been freed up 

t o  pursue ac t iv i t ies  other than s t r i c t l y  teaching." For example, Greg 

as the head of  the professional development and Mary i n  charge of the 

integrated program, are given th i s  extra t ime  t o  assist  i n  

implementation and ongoing reassessment of  the plan. The 

implementation i s  done through professional development both 

outside and inside Maitland Jr. Sec., giving t ime  t o  teachers t o  

discuss what they have seen, observe each other teaching, and then 

discuss again what they are doing. 



Plan Evaluation 

How the teaching strategies are being used i n  the classroom i s  

by observation of f e l l ow  teachers. Through the process of peer 

coaching, colleagues give each other feedback. Regular block "x" 

meetings give teachers a chance t o  constantly evaluate and revise 

what they are doing. The fac t  that  teacher part ic ipat ion i n  these 

meetings has increased t o  include almost a l l  the s taf f ,  i s  an 

indication t o  B la i r  that  teachers are feel ing successful. 

B la i r  maintains the plan i s  working because i n  h is  classroom, 

he sees increased student in terest  and involvement. In h is  

classroom, he has fewer  discipl ine problems than he had before and a 

higher percentage of  students on task. 

Another evaluation technique being used i s  that  of tracking 

student achievement. The teacher i n  charge of  the integrated 

program, "tracks the students a t  r i s k  and notes the i r  achievement." 

According t o  Greg, w i t h  a l l  students, "increased student marks," also 

give teachers feedback on how the i r  teaching strategies are working. 

AS well ,  the vice principal, along w i t h  a professor f rom U.B.C., are 

evaluating the program by doing in terv iews and surveys w i t h  s ta f f  



members and students. The resul ts  f rom th i s  evaluation should give 

some hard data as to  how we l l  the overall plan i s  working. 

Outside sources which influence and support the plan 

Certainly, the Flora School D is t r i c t  played an important ro le  i n  

the beginning of  t h i s  plan a t  Maitland J r .  Sec. It was d i s t r i c t  o f f i ce  

s t a f f  and Mai t land administrators together that  developed the plan's 

focus. As well, a l l  those interviewed noted the importance of the 

large sum of money f rom the d i s t r i c t  that  al lowed teachers "to 

pursue, virtual1 y wi thout  restraint ,  professional development 

act iv i t ies"  and "col laborative-cooperative planning time." According 

to  the teachers, t h i s  f inancial support has made the teachers feel 

that  the Flora d i s t r i c t  and the principal of Maitland Jr. Sec. real1 y 

believe "that professional development i s  important i n  th is  school." 

One of  the teachers noted i t  meant t o  h im that  his, "wor th as a person 

who i s  i n  th i s  f o r  a l i f e  t ime  career i s  being valued and (he) think(s) 

many people feel that  way." 

The teachers also feel that  the members of  the d is t r ic t 's  

Learning Services Team have assisted them by being, "a sounding 

board f o r  what we are doing." These people come t o  the school with, 



"fresh ideas and we bounce ideas o f f  each other and come up w i th  

better ideas." "We're i n  contact w i th  them frequently and they 

encourage us and guide us. They have been i n  the school a lot." As a 

result, the d ist r ic t  as wel l  as outside presenters have had a 

tremendous impact on what i s  happening at Mai tland Jr. Sec. 

The principal also notes the school staf f  have been and w i l l  

continue to be influenced by the new educational movement within 

the Province. The Sullivan Report, A Legacy fo r  Learners, The 

Primary Program, The Year 2000 Document and currently The 

lntermediate Program - a l l  influence what they are doing. He says 

about The Intermediate Program, "We're a l l  s i t t ing there w i th  bated 

breath wait ing fo r  it to come." 

Benefits from this plan 

From the principal's point of view, he sees the plan has, 

"drastically changed the act iv i t ies i n  the classroom. Teachers now 

use strategies they never used before." He also feels there i s  

increased communication between teachers which has been generated 

by the plan. "Teachers work together, not individually." 

From the teachers' point of view, the teachers feel 



"empowered" and believe they can "make significant changes i n  their 

classrooms." They believe these changes "benefit the students 

directly." I t  was also mentioned that teachers feel they are "valued" 

and have "worth." Overall then, a l l  s taf f  interviewed fe l t  the plan 

had many positive outcomes for  their  teaching. 



Portrait  Number Three 

Garden Headow Elementary 

Garden Meadow Elementary surrounded by expensive new homes, 

i s  located on the south side of the Flora School D is t r i c t .  The building 

i t s e l f  i s  new and we l l  kept on the outside and inside. The school 

houses three hundred and t h i r t y  students f rom kindergarten t o  grade 

seven. When I arr ived during the noon hour, i t  was pleasant t o  see the 

students outside shouting, running, using playground equipment - i n  a 

relaxed way. There was no f ight ing going on. i noticed the si tuat ion 

appeared very carefree and tensi on-f ree. 

The principal of  Garden Meadow Elementary had been i n  th is  

school f o r  s ix  years. He was being transferred t o  a larger, dual track 

elementary school i n  September. 

Chris, the grade seven teacher interviewed had been i n  th is  

school f o r  ten years. She had applied f o r  a t ransfer  a t  the end of the 

year as she thought i t  would be a posi t ive move f o r  her. Chris was 

friend1 y and welcoming. She taught i n  an open area w i t h  the other 

grade seven teacher. According t o  Chris, she enjoyed teaching i n  th is  

way. 



The second teacher interviewed was a grade t w o  teacher, Mary. 

This was her four th  year teaching i n  th i s  school and her f i f t h  year 

teaching. She had begun by teaching kindergarten but had recently 

moved t o  grade two. 

Plan Development 

The f i r s t  t w o  years the principal was a t  t h i s  school, the s ta f f  

spent time, "real ly thinking about what we were about as a school, 

the direct ion that  we wanted t o  go in." It was during the second year 

he was a t  Garden Meadows that the direct ion f o r  the school "became 

much clearer t o  us as a group." The professional development 

committee made up of  s t a f f  members, met  on a " fa i r l y  regular basis" 

and seemed instrumental i n  focussing the school's direction. A t  the 

end of  that  second year, a vice principal was appointed t o  the school. 

She had expertise i n  the direct ion the school s t a f f  had chosen t o  go. 

A f t e r  the direct ion of  the school had been decided by staff,  the new 

vice principal, the principal and a d i s t r i c t  colleague sat down during 

the summer and developed a plan t o  take back t o  the s ta f f  i n  

September. The plan was accepted by the s t a f f  and "it jus t  went 

f rom there." Chris recal ls that  the vice principal was a member of 



the planning committee. Very important t o  k icking o f f  the i r  plan was 

the attendance of a l l  s t a f f  a t  an evening workshop i n  Vancouver. She 

fel t ,  " that kind of got everybody working together towards a common 

goal ." 

Plan description 

The plan has been described as one of direction. It has "some 

sense of where we want t o  go." It had a "foundation" t o  it, being 

supported by current l i te ra tu re  a t  that  t ime. The plan was "a long 

te rm commitment although Chris didn't know " i f  i n i t i a l l y  we saw i t  

as one." Howe~er ,  t h i s  plan was also "flexible." The principal pointed 

out, "We had an idea of what our u l t imate destination was but we 

were quite prepared t o  take side t r i ps  o f f  along the way and 

investigate things that  seemed t o  be interesting." He also mentioned 

th is  f l ex ib i l i t y  was seen i n  the classroom. "In many cases what 

f ina l l y  came out, i n  a pract ical  sense i n  the classroom, was real ly 

very d i f ferent  f rom teacher t o  teacher, based on the i r  background, 

personality, what they were comfortable w i t h  and so on." 

"The plan contained t h i r t y  t o  fo r t y  teaching f o r  thinking 

strategies that  u t i l i zed  a cooperative learning approach." The 



principal pointed out that  money was an important component of  the 

plan because subst i tute t ime  had t o  be used t o  provide the teachers 

w i t h  planning t ime. "Time" was also mentioned by Mary as an 

important component. Their  plan outl ined training f o r  teachers as 

we l l  as resources "to use f o r  the implementation of  the process." 

The main object ive of  the plan was, " to make our students more 

responsible and se l f  motivated learners," according t o  Mary. Chris 

also agreed w i t h  th i s  objective but added, " to be cooperative 

citizens." From the principal's point of  v iew however, the plan's 

objective was "to provide every teacher on s t a f f  w i t h  a whole range 

of teaching f o r  thinking strategies that  they could use across the 

curr iculum a t  t he i r  level, whatever level they happened t o  be i n  the 

school ." 

Problems with  the plan 

There was no problem gett ing the plan going once the direct ion 

had been ident i f ied by s ta f f .  However, the principal recalled, "If 

there was a problem, i t was deciding what we wanted t o  do, ( to  begin 

with)." He f e l t  t h i s  was par t ia l ly  at t r ibutable t o  the fac t  that  he 

was new t o  the school and the s t a f f  hadn't changed a t  al l .  The ideas 



of the s ta f f  "didn't necessarily match ent i re ly w i t h  the sor ts  of 

things that I f e l t  that  the school would do we l l  to  pursue." The plan 

they developed, "wasn't necessarily the agenda f o r  ei ther group." He 

also mentioned the s t a f f  going together as a group, (a l l  but one), to  

the Johnson Brothers workshop rea l ly  was what "sold" o r  "cemented" 

the plan. 

Both the principal and Mary ident i f ied pacing as a problem. It 

was i n  the i n i t i a l  stages. Mary said, "that f i r s t  year was very 

intense." The principal agreed that  there were t imes when there was 

to ta l  "overloading" which lead t o  teachers saying " i t ' s  too much" but 

he also f e l t  that  there were times, "when we could have rea l ly  

focussed i n  a l o t  harder than we did." He claimed th i s  problem could 

be overcome by careful monitoring along the way and communicating 

honestly w i t h  each other. 

Sometimes the scope of a strategy had t o  become more grade 

specific. Mary recal led they would have t o  regroup in to  primary and 

intermediate o r  fur ther  narrow i t  down in to  a kindergarten-grade one 

group and a grade t w o  - three group. The scope of  certain ideas was 

too diverse when working together. 



Both teachers fe l t  the loss of the vice principal had currently 

affected the plan because "they didn't have other people leading the 

workshops." "This year we haven't had as much sharing amongst 

teachers because we didn't plan." The v ice principal had been "very 

good at organizing those things and she's not w i th  us now." The vice 

principal then seemed to be a key person throughout this plan. 

Teacher participation i n  the plan 

Al l  s taf f  interviewed noted that teacher participation 

throughout the plan was important. Frequently mentioned by 

everyone were the opportunities for  staf f  dialoguing. In the 

beginning, the staf f  development committee was important i n  

formulating a direction for  the staff. Information was always 

brought back to the staf f  so "everybody could have input," recalled 

Chris. Mary also fe l t  everyone had a chance "to have our two-bi ts" i n  

the discussion. 

The staf f  development committee was i t se l f  chaired by a 

teacher and included four teachers and the administrators. This 

committee met monthly but a1 ways brought everything back t o  the 

whole staf f  for  input and ratif ication. Sometimes a questionnaire 



was used to gather follow-up information. The results were then 

tabulated and taken back to the staff .  

During the implementation of the plan, once again staf f  

dialoguing seemed to play an important role. The principal 

remembered, "They talked about i t  and they might help each other a 

l i t t l e  b i t .  Then we come together and talk about how i t  was going 

and modify and adapt i t  and go back and t r y  it again." "The staf f  

would come to your rescue," said Mary. "There was a commitment to 

each other to say, wel l  let's stop and spend ten minutes talking about 

how we can make this work ...." Chris as wel l  pointed out, "We had 

time then t o  talk about it, what was going wel l  and what was not 

going well. The talking also continued throughout evaluation of the 

plan which seemed to overlap the plans' implementation. I f  

something hadn't gone well, Mary pointed out, "you'd have three people 

saying, what did you do? How did you do i t ?  Gee I wonder i f  .... There 

i s  a l o t  of support. I don't think anything would have gone bad, i t  

would have just gone again." Talking amongst the s ta f f  seemed to 

have been a great influence i n  the plan's success. 



Implementation of the plan 

This s ta f f  used the i r  professional development t ime to  focus on 

the i r  plan. A group of  teachers, perhaps pr imary o r  maybe the odd 

numbered divisions, "would take a half day, meet f o r  lunch i n  

someone's home and spend the res t  of the afternoon discussing and 

planning a par t icu lar  strategy." Six ha l f  days were also used f o r  

demonstration lessons w i t h i n  the school. They were given by a 

resource person f rom outside the school. She was mentioned by a l l  

s ta f f  interviewed as a c r i t i ca l  component of  implementing the plan's 

strategies. Groups of  teachers together would watch her teach a 

lesson and then they would "debrief" about it. Mary said, "It was a 

t ime  t o  be alone w i t h  your colleagues and say, 'Did you hear what so 

and so said'?" The lessons were not jus t  taught once but many t imes 

using a var iety of  classes. This technique al lowed teachers "to see i t  

again w i t h  your own kids o r  w i t h  someone close t o  your level, 

watching her actual ly in teract  w i t h  the kids. Then you feel l i ke  as a 

teacher, you're more secure." 

The teachers also did "side by side" teaching recal led the 

principal. Mary pointed out that  they had the opportunity to  go in to  



each other's classrooms. "I would go i n  and watch the grade sevens 

do this and say, 'Wow, look what they've done w i th  this.'This would 

inspire me ...." This type of plan implementation a1 lowed the teachers 

to learn a strategy, "have a chance to get together i n  school t ime t o  

talk about what we're doing and go back and t ry  i t  again," stated 

Chris. 

The cooperative learning model was also used w i th  staf f  

members a t  a staf f  meeting. Teachers would go into groups of three, 

"hash some of this stuf f  through and figure out what's best and what 

we are going to do next." Using this type of model the principal fe l t  

allowed fo r  f lexibi l i ty.  "So along the way there i s  a lo t  of talking 

and a l o t  of modifying and adapting the program." 

Although in i t ia l ly  this program was viewed as a way of 

teaching language arts, the teachers soon saw i t  could be used i n  

other areas. Chris found, " i f  a strategy worked i n  one subject, why 

not i n  another"? So she now used a particular strategy across 

subjects. As a staff, they fe l t  their plan also could be used i n  

dealing w i th  students on the playground, so once again they extended 

into another area - discipline. 



After three years of having the professional development days 

being lead by someone from outside the school, currently staf f  

members take a leadership role on these days. They fe l t  they now had 

expertise from within. 

Part of the plan's implementation turned into involving the 

parents. Staff members put on workshops for  them. Teachers 

showed parents "what we do w i th  their children." 

Plan evaluation 

The principal maintained that through observations he knew the 

plan had been implemented. Teachers were now less "front and 

centre." They were using a broader repertoire of teaching strategies 

and he had noticed an increase i n  the amount of teacher dialoguing 

about the use of strategies. He also found that when he talks to staff  

members individually about their  planning, the teachers have changed 

focus from, "What I'm planning for  my class" to "this i s  how I think 

the children are going to benefit." 

The teachers evaluate how wel l  they've done by observing the 

students. Both teachers noticed an increase i n  student involvement 

during the lessons and cooperation at a l l  times. They look at output 



of student work - sometimes i n  the form of w r i t i n g  o r  discussion. 

Current1 y, i t  was to  be a performance by the students. 

Feedback i s  also an important evaluation tool. Hearing f rom 

subst i tute teachers about student involvement and cooperation, 

helped these teachers t o  know the students were learning. Parent 

feedback during parent-teacher conferences also helped. Mary f e l t  

personal sat is fact ion was also a good indicator of successful 

implementation. Chris pointed out fewer  discipl ine problems on the 

playground was also a good indicator. 

Mary recal led that the feedback she got f rom other s ta f f  

members as she progressed, helped her evaluate what she was doing 

on a regular basis. Regular debriefing, "at the s t a r t  of the next pro 

day o r  a t  the s t a f f  meeting," was very important t o  Chris. This 

al lowed everyone t o  have input i n to  how w e l l  the plan was working. 

As well, "at the end of the year, as a whole group, we sat down and 

we evaluated the program f o r  the year and then re-established what 

i t  was we were going t o  do f o r  the next year." 

A t  present the s t a f f  i s  not t ry ing t o  implement any new 

strategies. They decided they needed a year where they could, "s i t  



back and use what we have learnt." This ac t i v i t y  i n  i t s e l f  seeme'd to  

be a form of evaluation. The principal f e l t  it was important to, "see 

if we can't get a hold of the s t u f f  we've learned and learn t o  do i t  

we l l  but not learn any more on top of that." He pointed out they had 

used the CTBS i n  the past t o  evaluate student learning, but that  

format wasn't suitable t o  evaluate teaching f o r  thinking strategies. 

As a result,  the s t a f f  have had a l o t  of ta lk  about what t o  use i n  i t s  

place and th i s  ta l k  i s  ongoing. 

lnf luences on the plan 

The biggest single influence f rom outside the school was the 

d i s t r i c t  consultant who came in to  the school on a regular basis 

throughout the three years and put on the many demonstration 

lessons, provided the s t a f f  w i t h  new ideas and of fered the s ta f f  

advice. The principal f e l t  her presence was "crucial." She was seen 

to  be "highly ski l led" and have a l o t  of "expertise." A l l  s ta f f  members 

agreed on the importance of t h i s  individual t o  the i r  plan. 

It also seemed the vice principal was a very strong inside 

influence f o r  t h i s  plan. She was seen as the " inst igator" of  the plan. 

She coordinated the overall plan f o r  the s ta f f .  She was the person 



who applied fo r  money f rom the Ministry to  help implement the plan. 

The principal f e l t  the Ministry money real ly was an important outside 

influence on the plan. 

Support for  t he  plan 

That money helped show support of the plan and al lowed the 

teachers t o  use in-school t ime  f o r  teacher release. According t o  

Mary, "The money paid f o r  us t o  have a sub come in. You didn't feel 

the stress of  your classroom being there." Chris pointed out the 

parents were very supportive and al lowed the s t a f f  t o  use parent 

-raised funds t o  supply substi tutes. It was f e l t  par t  of the reason 

they were so supportive were the workshops the s t a f f  had put on f o r  

them. AS a result, they knew and understood exactly what the s t a f f  

a t  Garden Meadows was t ry ing t o  do. The principal recalled, "They l e t  

us go t o  i t  and rea l ly  didn't run interference a t  all." 

The commitment f rom the d is t r i c t ' s  Learning Services Team 

over three years showed that these people, par t icu lar ly  the one 

consultant, was very supportive of  the plan. It seemed then that  

three outside sources showed support f o r  t h i s  plan; Ministry money, 

parents and d i s t r i c t  consultants. 



Portrait  Number Four 

F i r  Grove Elementary 

F i r  Grove Elementary i s  si tuated i n  the eastern port ion of the 

Merr i l l  D is t r i c t .  The school i s  i n  a middle class neighbourhood and i s  

about twenty years old. The building i s  spotless inside. Shiney 

f loors and a t t rac t i ve  displays give the impression of  orderliness. 

This school also has four portables. The increase i n  size i s  par t ly  

at t r ibutable t o  the French Immersion Program that i s  housed here. 

That program i s  f o r  grade one t o  seven students whi le  the English 

program includes kindergarten t o  grade seven students. 

The school's principal has been i n  th i s  school f o r  eight years 

and i s  being transferred t o  a new dual t rack school i n  the same 

neighbourhood. The f i r s t  teacher interviewed, taught grade s ix  and 

had also been i n  th i s  school f o r  s ix  years. He had taught f o r  some 

t ime before that. The second teacher had only been i n  the school t w o  

years. She was the "school-based s t a f f  associate" and took a 

leadership ro le  i n  the implementation of  the school's improvement 

plan. She taught kindergarten hal f  t ime  and a var iety of other 

programs maki ng up her f u l l  t i  me assignment. 



Plan development 

In June, th i s  s t a f f  goes on ret reat  f o r  a day a t  which t ime the 

principal leads the s t a f f  through a process that  starts, "f leshing out 

the type of things that  we want to  do." According t o  the principal, 

"We look a t  our academic achievement, we'd look a t  our school 

community, we look a t  our school c l imate and those types of areas 

and we'd determine goals i n  those areas f o r  things that we wanted to  

do as a group, as a staff.' ' AS well, the school had not had a s t a f f  

development focus p r io r  t o  th i s  t ime. Therefore during the retreat, 

plans were put i n to  place t o  get th is  focus started. For example, the 

kindergarten teacher was selected to  be the school-based s t a f f  

associate and she looked a t  l i terature, (speci f ical ly Johnson and 

Johnson's Leading the cooperative school), that  would help the s t a f f  

implement i t ' s  goals. "As we l l  there was a s t a f f  development 

committee. Within that  we made t w o  task forces t o  address each of  

those goals and then other people could c l imb on board those 

committees," remembered the kindergarten teacher. 

In early September, the s ta f f  once again has a day o f f  t o  rev i s i t  

the goals, t r y  t o  get new s t a f f  members on board and fur ther  ref ine 



the goals. They ident i fy  "who w i l l  take responsibi l i ty  f o r  those 

goals." The grade s ix  teacher recalled, "During the planning session, 

the teachers brainstormed the i r  ideas and put these ideas up on 

paper." These ideas were narrowed down t o  f i ve  and gradually to  two.  

The principal noted i t  was important t o  compare the goals t o  the 

mission statement and say, "Does th i s  match and i f  i t  doesn't match 

there i s  something wrong." The plan developed by the s t a f f  i n  th i s  

way was then submitted t o  the d i s t r i c t  o f f i ce  by October. 

Plan description and content 

The overall plan was based on the school's philosophy that was 

developed by the s ta f f .  It i s  a, "philosophy statement about what you 

believe about education and what you believe about kids," the 

principal f e l t .  "Supporting the philosophy are a series of mission 

statements saying here's what we be1 i eve about our philosophy." 

Final ly the goals were selected and compared t o  the mission 

statements. The principal saw the plan then as one that i s  based on 

what the school s ta f f  believes in. The teachers saw the plan as, 

"meeting the needs of kids," - "very much a working plan where 

strategies were t r i ed  one a t  a time." 



The staf f  also pointed out the plan contained objectives f o r  the 

goals and strategies t o  reach those objectives. Datelines, and 

resources i n  the fo rm of people and money were also mentioned as 

being included i n  the plan. The kindergarten teacher noted, " I t 's  

important t o  have these components but i t ' s  okay t o  constantly 

change them .... If you don't set  dates and guidelines and know when 

you've got there, i t  i s  very d i f f i c u l t  t o  know that  you have indeed 

arr ived and t o  celebrate that  you've achieved that." These 

components then, were seen t o  be important t o  the plan. 

Plan object ive 

A l l  interviewees agreed that  the main object ive o f  the plan i s  

t o  implement cooperative learning i n  the class. It was pointed out 

th is  objective t ied  i n to  the school goal of improving student 

achievement. There was also another objective; t o  implement a 

school-based discipl ine philosophy. However, t h i s  second objective 

was only mentioned by the kindergarten teacher. It was outl ined on 

the plan as number two, " to work towards a s t a f f  ideal of what good 

discipl ine looks and sounds like, f o r  s ta f f  and students." 



Plan Problems 

There was no problem getting this plan according to staf f  

members. When asked why there wasn't a problem, they al l  

mentioned that the staf f  was "pretty good," "very professional ," 

"everyone i s  absolutely committed," as the reasons why this was so. 

The kindergarten teacher did mention that one teacher was getting 

married and as a result i s  too overworked to be very involved but that 

was just one of those things that happened and didn't affect the 

momentum of the plan. The grade six teacher fe l t  more t ime was 

needed during the school day t o  work on the plan's strategies. Overall 

however the credit fo r  few problems was given to the entire staff .  

Plan participation 

Throughout the year, a l l  s taf f  members were involved i n  putting 

this plan i n  place. From the early stages of developing the plan, staff 

members had input through brainstorming and the selection of goals. 

There was "whole staff consensus on our focus," pointed out the 

kindergarten teacher. Groups of teachers worked on the plan's 

objectives but then input from the whole s ta f f  was solicited and she 

noted that as a result of this input, "we may modify some of those 



other components." 

As the plan was being implemented, teachers attended 

workshops on ident i f ied goals, observed d i s t r i c t  s t a f f  teaching 

strategies t o  classes w i t h i n  th i s  school and then used peer-coaching 

techniques t o  assist  each other i n  implementing the strategies in to  

the classroom. The grade s ix  teacher stated, "First  we combine w i t h  

one teacher and then observe them and we sw i t ch  again and we see 

d i f ferent  levels being taught." Peer coaching was mentioned by a l l  

these s t a f f  members t o  be an important strategy i n  implementing 

the i r  goals. 

Teachers ta lk ing together was noted by a l l  s t a f f  interviewed as 

an important way of evaluating how we l l  the plan was working i n  the 

classroom as w e l l  as working overall. "We ta lk  t o  each other," 

maintained the grade s ix  teacher. The kindergarten teacher f e l t  

"communication" through conversation o r  notes assisted i n  th i s  

process. She also mentioned, "Everyone's involved i n  some way a t  

every point. it doesn't mean that we're a l l  equally involved but we a l l  

have involvement." it was however through involvement that  she 

believed the s t a f f  had become committed t o  the plan and had 



"ownership i n  what's going on." The principal remembered, "I was 

af ra id  t o  give the ownership away at  f i r s t  but now that I've given i t  

away, i t ' s  great. I would never want i t  back." S ta f f  part ic ipat ion 

throughout the plan was seen by a l l  s t a f f  interviewed as being 

important t o  i t s  effectiveness. 

Plan implementation 

It was through the d is t r i c t ' s  in i t ia t ive,  that  the principal f i r s t  

saw th i s  school improvement planning process working i n  schools. 

The d i s t r i c t  took a group of  administrators t o  Lake Oregon where 

they observed "the tremendous goals that  they were achieving ... so 

we adopted the i r  plan." This principal also sat  on a d i s t r i c t  task 

force i n  '82 w i t h  the chairman of  the board, superintendent, a 

teacher, and people f rom the community. The outcome of t h i s  task 

force was the agreement t o  adopt a pol icy on th i s  type of school 

-based improvement planning. 

Within F i r  Grove Elementary, a s ta f f  member was selected t o  be 

i n  charge of d i rect ing the school towards i t ' s  goal and t w o  other 

teachers chaired the ident i f ied committees. Teachers volunteered t o  

s i t  on the committees. As a group then, they worked on an individual 



goal and brought the i r  recommendations back t o  the ent i re s ta f f  f o r  

discussion and s t a f f  input. 

As well ,  s t a f f  development ac t i v i t ies  were shared by the entire 

staf f ,  f o r  example, a l l  s ta f f  attended a three-day workshop on one of 

the i r  goals. D is t r i c t  resource people came in to  the school and 

demonstrated a par t icu lar  strategy of the goal such as the carrousel 

technique. According t o  the grade s ix  teacher, "We a l l  observed the 

lesson and then we t r i ed  i t  ourselves." The teachers fe l t ,  th is  type of 

implementation provided a common language f o r  a l l  s t a f f  and a big 

impact was made when teachers actual ly saw someone modell ing a 

strategy. "We see i t  f i r s t  and then we t r y  the i r  sample." 

Trying the strategy was then fol lowed by teachers working i n  

pairs using peer coaching techniques. The teachers, "Observe each 

other and we discuss it," mentioned the grade s ix  teacher. The use of 

peer coaching appeared t o  be a very important strategy used t o  

implement the plan as i t  was mentioned by a l l  s t a f f  interviewed. The 

kindergarten teacher noted when the teachers are involved i n  th is  

type of  "peer coaching immersion," ta lk  between teachers became 

focused on the goal. "At  recess time, when i t  comes t o  cooperative 



learning immersion week, ta lk  was a l l  about that  and a f te r  the fac t  

i t ' s  s t i l l  about that  too." In  th i s  school, teachers then are involved i n  

implementing the goals through input as a s taf f ,  a committee and 

working i n  pairs. Peer coaching also provided an opportunity f o r  

feedback as we l l  as input. 

The kindergarten teacher - the s ta f f  development chairperson 

- was the person who kept tabs on the plan. She said, "It wasn't so 

much that I was the f e r t i l i z e r  f o r  the garden but I was sure the 

gardener checking that  a l l  the plants were coming along fine." The 

principal made i t  very c lear that  he was not the person i n  power i n  

th i s  process. He said, "I have a task force on s t a f f  development that  

i s  chaired by a teacher. 1 have t w o  sub-task forces that are chaired 

by teachers. I don't s i t  on those committees. They submit t he i r  plan. 

We ta lk  about the i r  plan and away we go." 

The principal f e l t  t h i s  process al lowed the goals t o  be 

implemented i n  a "very natural" way. He did however mention next 

year he would give teachers the book Leading the Coo~era t ive  School 

ahead of  any planning so the teachers could be t te r  understand the 

model that  he planned t o  use and "how we're going t o  get a handle on 



things." 

Another point made by the kindergarten teacher was that  things 

don't happen the same i n  "al l  rooms a l l  the time." The principal 

claimed, "Some teachers w i l l  take things on i n  great gobbs of  it, 

they're j us t  gobbling i t  up, and some are a l i t t l e  hesitant, so i t ' s  a t  

d i f ferent  levels." They a l l  agreed that  changes were being made i n  

a l l  classrooms. The fac t  tha t  some teachers were more involved than 

others did not  appear t o  be surprising t o  them o r  reason t o  feel 

discouraged. 

Plan evaluation 

Whether o r  not  the plan worked was f i r s t  seen i n  the classroom. 

"Just watching k ids and seeing how they work and seeing the change 

- t o  see that  they're doing d i f ferent  things than they used to," 

observed the grade s ix  teacher. The principal also used observation 

to  judge classroom success of  the plan. "What you'l l  see i n  every 

classroom i s  a l o t  more student participation, a great deal more than 

what we've had before. You see k ids involved i n  t he i r  learning groups 

... a great deal o f  the time." The grade seven teacher had done some 

clessroom research. She taught a Spell ing Uni t  using the, "same ol d 



method that  she normally did. And then she taught one using a 

cooperative learning strategy and she was j us t  amazed a t  the 

difference par t icu lar ly  i n  retent ion levels a week later," recal led the 

principal.  

Using peer coaching was also seen as a method of  plan 

evaluation. The teachers received feedback f rom each other when 

t ry ing  t o  implement a par t icu lar  strategy. Sometimes th i s  feedback 

was submitted t o  the chairperson i n  order t o  l e t  him/her know how 

we l l  things were going. Talking w i t h  colleagues appeared t o  help 

teachers know how they were doing. "I can ta l k  i t  over. I can re f l ec t  

upon the success by ta lk ing about what's happening w i t h  e i ther  my 

coaching buddy o r  other people on staff ."  

There i s  ongoing discussion regarding the plan during s ta f f  

meetings. Teachers said, "I need more t ime  f o r  t h i s  o r  I w ish  I'd 

known another cooperative 1 earning strategy before I t r i ed  my l a s t  

session." The chairperson of a par t icu lar  goal i s  seen by the grade 

s ix  teacher as an important  component i n  ongoing evaluation. "She 

w i l l  t a l k  t o  us about i t  and she goes t o  individual teachers t o  see if 

there are any problems and she t r i e s  t o  r e c t i f y  them." 



Other strategies used to evaluate the plan included the number 

of teacher complaints. The grade six teacher noted, "There are none." 

Fewer suspensions, according to the kindergarten teacher, meant the 

discipline goal was working. Standardized achievement tests w i l l  be 

used as a measurement of goals. The principal claimed, "We should 

see some changes i n  children's achievement, not immediately but 

over the next two -three years." The members of the staf f  

development committee w i l l  meet over dinner i n  May to look at, "how 

we1 1 the plan i s  working," recalled the kindergarten teacher. Finally, 

i n  late May the s ta f f  together w i l l  review their  plan to see how wel l  

i t  i s  working. By using these techniques, the staf f  believed they 

could evaluate the plan. 

Influences on the plan from outside the school 

As the principal had noted previously, the dist r ic t  played an 

important role i n  in i t ia t ing school-based improvement planning. It 

appeared to have been a top-down in i t ia t ive but had input from both 

teachers and administrators by including them i n  the original task 

force. Schools i n  the Merril l Dist r ic t  are currently kept accountable 

for  this planning. Senior d ist r ic t  administrators "require" school 



principals t o  submit the i r  school's goals i n  plan fo rm t o  the d i s t r i c t  

by October of each year. As well ,  i n  June, the principal and the 

teachers i n  charge of the t w o  task forces had t o  present a school 

improvement plan summary of what they had accomplished. This 

summary was made a t  d i s t r i c t  o f f i ce  to  senior o f f i ce  administrators. 

Parents also seemed t o  influence the plan. They wanted t o  

know, "what's t h i s  cooperative learning s tu f f  that's going on"? The 

teachers therefore put on a workshop f o r  parents so they would 

understand. The kindergarten teacher fe l t ,  "some knowledge about 

what we are doing, increases the i r  commitment and empathy f o r  us." 

Outside support 

Mentioned by a11 s t a f f  interviewed was the importance of the 

d i s t r i c t  o f f i ce  personnel i n  supporting the schools i n  th is  process. In 

part icular, the Director of  S ta f f  Development had helped th i s  school a 

great deal. She offered the teachers expertise by giving 

demonstration lessons and support by providing resources such as 

bibliographies. 

Another support fac to r  was characterized by the kindergarten 

teacher as "the carrot  that  gets the teachers involved." It was 



money. The d i s t r i c t  had a Quality Enhancement Fund f rom which each 

school received some money. F i r  Grove received $13,000. The 

principal turned th is  money over t o  the school s t a f f  associate t o  be 

used to  assist  i n  the plan's needs. This s t a f f  chose to  use the money 

to  pay f o r  program materials, inservice and teacher release t ime. For 

example, "A subst i tu te  i s  h i red f o r  f i ve  days straight .  That costs 

money." Hir ing a subst i tute al lowed teachers t o  partake i n  peer- 

coaching act iv i t ies .  Outside support f rom d is t r i c t ,  (personnel and 

money), appeered,to be a fac to r  that  rea l l y  assisted i n  put t ing the 

improvement plan a t  F i r  Grove Elementary i n to  place. 



Portrait  Number Five 

Glen Oakes Elementary 

Glen Oakes Elementary i s  also found i n  the Merr i l l  School 

D is t r i c t .  It i s  located i n  the f a r  western corner of the d i s t r i c t  i n  a 

new subdivision. Houses i n  th i s  area are mini-mansions. The area i s  

def in i te ly  upper-middle class. 

The school i s  new and looks it. Upon entering the school, the 

v i s i t o r  i s  awed by the openness of the building. Windows on both 

sides of  the entrance a l low a v iew inside the l ibrary  and the of f ice.  

As w e l l  there i s  a high vaulted roof l ine composed of  skyl ights 

fur ther  adding t o  the open feeling. 

Glen Oakes Elementary has 350 students composed of  

kindergarten t o  grade seven as we l l  as Program Cadre. A l l  s ta f f  

interviewed had been a t  the school since i t  opened eighteen months 

earl ier. The principal had been an administrator f o r  nine years. The 

intermediate teacher j us t  days before the interview, had been 

appointed vice-principal. He was an experienced teacher. This was 

h is  f i r s t  admini s t ra t j ve  position. The second teacher interviewed 

was the l ibrarian. She had taught fo r  a to ta l  of seventeen years and 



was bil ingual. She was involved i n  the pursui t  of the school goals 

regarding the Primary Program and increasing student enjoyment and 

achievement i n  readinghnguage arts. 

Plan development 

In la te  spring, p r i o r  t o  the school opening, the principal and 

s t a f f  along w i t h  a fac i l i t a te r  f rom d i s t r i c t  off ice, "spent the whole 

day together developing visions and missions, goals and objectives." 

In June before tha t  f i r s t  year, s ta f f  once again got together away 

f rom the school t o  ta lk  about, "our goals f o r  the next year and how 

we' l l  work together as a school. We ta lk  about what would be the 

most important thing f o r  us t o  do, what resources we w i l l  need and 

who w i l l  be responsible f o r  working on it," according t o  the l ibrarian. 

The in i t i a t i ve  f o r  t h i s  type of  planning was given f rom the 

d i s t r i c t  of f ice.  A11 three s ta f f  members mentioned the direct ion of 

the d i s t r i c t  i n  th i s  process. It was pointed out by the intermediate 

teacher that  i t  was then the principal who, "took the bal l "  and carried 

out the process. 

Plan description 

The plan i t s e l f  i s  cal led a, "School Tact ica l  Plan." The principal 



explained the plan, " is  more of  j us t  goals and objectives that drive 

our operation." Because the school i s  so new, the goals haven't 

changed much. The intermediate teacher points out the goals are 

w r i t t e n  and these goals have an action plan, " w i t h  dates and people 

responsible and so on and then an evaluation i n  the end." 

Plan contents 

it appears the s t a f f  together began by forming a mission 

statement o r  overarching goal. The l ibrar ian maintained th is  took a 

l o t  of  concentrated work, working together i n  smal l  groups, 

combining ideas and f ina l l y  honing the idea so i t  was what they 

wanted i n  both French and English. Five goals f o r  the coming year 

were then identi f ied. Although the plan was not i n  f ront  of the 

interviewees, they a l l  pointed out that  i t  contained direct ions f o r  

implementation, "How we' l l  do it." The intermediate teacher said, 

"I've forgotten the exact terms we used but the whole idea being that 

i f  you're going t o  have a goal then things have t o  be done t o  achieve 

that goal, f o r  example, who's going t o  oversee it, also the dates f o r  

completion and a t  the end evaluation t o  see whether i t ' s  effective." 



The plan located on the staf f room wal l ,  was divided in to  

sections w i t h  the performance goal on top fol lowed by an operational 

goal. Each goal was on a separate sheet of paper. Each was then 

divided in to  strategies, s t a f f  development, resources needed, person 

responsible, target dates (s ta r t  and finish), budget and evaluation. 

These components were valuable t o  the s t a f f  interviewed. The 

l ibrar ian said, "I t 's p ie i n  the sky if you haven't ar t iculated the means 

by which you can obtain it." 

Plan problems 

The three s t a f f  members interviewed agreed they had no 

problems gett ing the i r  plan and maintained lack of problems was the 

resul t  of a l l  "teachers thinking along the same lines." They had, 

"s imi lar  goals and objectives and then also the teachers were w i l l i n g  

t o  cooperate and come to  consensus" noted the intermediate teacher. 

A1 though there didn't appear t o  be a problem gett ing the plan, 

the principal mentioned there was more of  a problem gett ing the 

wording. The l ibrar ian also pointed out that  f o r  the primary 

teachers, working on the new program meant, "A l o t  more meetings. 

A l o t  longer hours. You might f in ish  a meeting a t  four o'clock and 



then you s t i l l  have a l l  your planning and marking to  do." She also f e l t  

overall the plan could improve i f  they were, "able t o  art iculate bet ter  

what we are doing exact1 y (regarding the Primary Program)." 

Sta f f  participation i n  the plan 

It was pointed out by a l l  s t a f f  interviewed that the ent i re s ta f f  

has input during a l l  stages of  the plan. For example, when the plan 

was developed, "The meeting was run by the principal but a l l  the 

teachers were asked t o  be there and then there were brainstorming 

sessions," the intermediate teacher recalled. The plan was therefore 

developed by the s t a f f  as a whole. The l ibrar ian maintains, "The 

principal i s  very open t o  l e t t i ng  the s ta f f  decide what they want." 

The actual implementation of  the plan i s  then carr ied out by 

various groups that  are involved i n  each par t icu lar  goal. The goal of 

implementing the pr imary program had a l l  pr imary teachers as we l l  

as the l ibrar ian involved. It was th i s  group who decided together, 

"that we would move in to  the primary ungraded as a lead school," 

according t o  the l ibrarian. In order t o  carry out implementation, t h i s  

group meets weekly, " in a team kind of  set t ing so they're a l l  involved 

a l l  the time." Spending money t o  assist  i n  goal implementation i s  



also decided by the s taf f .  Together they decided to  use money t o  

release a primary and an intermediate teacher f o r  ha l f  a day each 

week. During th i s  time, these teachers would work on developing the 

plan's strategies. 

A t  the end of  the year, the whole s t a f f  i s  once again asked f o r  

input regarding the plan. The t w o  teachers pointed out, "The principal 

i s  very open t o  input and feedback f rom teachers." The teachers take 

part, " in a session where we have a chance t o  brainstorm i n  a small  

group and then those comments are recorded." It i s  during th i s  

session that s ta f f ,  " ta lk about how we l l  we have succeeded and the 

way we've done it." 

Plan implementation 

In order t o  implement the goal of the ungraded primary 

program, Glen Oakes Elementary primary teachers meet every 

Wednesday afternoon, a f t e r  school t o  work on program goals and 

objectives. As well ,  the s ta f f  used the money they received as a lead 

school, $4500, t o  provide release t ime. On one occasion, a l l  pr imary 

teachers hired subst i tutes f o r  the day and together v is i ted another 

school involved i n  th i s  program. This gave them an opportunity t o  



"meet and ta lk  about the program." 

The curr iculum coordinators, provided w i t h  a hal f  day release 

time, use th is  t ime  t o  work on school goals and strategies, "whatever 

the needs are ident i f ied by the s taf f . "  The teachers decided th i s  

method could, "help that  program along." For example, the 

intermediate teachers f e l t  i f  measurement of  student achievement 

was going t o  be done, teachers needed to, "teach tes t  taking sk i l l s  t o  

the kids." The intermediate curr iculum coordinator theref ore used 

the provided t ime  t o  develop sample questions, " l ike the ones they 

would be faced with." The intermediate teacher pointed out, 

"Teachers then use those i n  the classroom sometimes as a sponge 

activi ty." 

Teachers together also plan themes. The themes help t o  

integrate the curriculum. There i s  sharing of  t h i s  approach between 

primary and intermediate classes by having a buddy system which i n  

the long run helps intermediate teachers use the theme approach. In 

th i s  way, the l ibrar ian points out, "there's more uni f icat ion i n  the 

school. Things have become much more f l u id  and f lexible and open 

and there's been a l o t  more co-planning and dialoguing between 



teachers." Implementation then, appears to be continuous and as a 

result of teachers' decisions and input into the plan. 

Plan evaluation 

Plan evaluation, according to those interviewed a1 1 agreed was 

on-going through weekly primary meetings, biweekly intermediate 

meetings and then monthly staf f  meetings. As well, i n  June the plan 

i s  reviewed through a debriefing session, "where we take every one 

of our goals, one by one, and very exhaustively i n  a large group or 

smaller group setting, come up w i th  what we think are the strengths 

of what we have done and how closely have we come to achieving the 

goal we had set," recalled the intermediate teacher. At this time i t  

i s  also decided i f  goals should be ongoing or put i n  a maintenance 

category. A l l  s taf f  members were quick to point out that their type 

of evaluation i s  subjective and that i n  the future they need to have 

"more hard core data." 

Within the classroom the principal f e l t  teachers knew parts of 

the plan were working because of a gut feeling they had and through 

principal observations. The teachers fe l t  they could te l l  through 

increased student involvement, interest and cooperation as wel l  as a 



higher level of work being produced by students. The intermediate 

teacher pointed out i f  student marks were improved on standardized 

tests, part of that improvement may be attributable t o  teaching test 

taking skil ls. A t  this t ime however, there was nothing i n  place t o  

validate this finding. 

Sources outside the school that influence the plan 

The central off ice was seen as an outside source that 

influenced the plan. Both the teachers and the principal mentioned 

this to be so. "They have their missions and goals and that kind of 

s tuf f  and we have to be hooked i n  together," according t o  the 

principal. The librarian maintains, " i t 's the d is t r ic t  that sets the 

structure wi th in which we operate and gives us the freedom to 

develop our own plan." The intermediate teacher as wel l  cited that 

he believed, "the superintendent was instrumental i n  this as well, 

getting involved i n  the idea of schools setting their  own goals that 

are compatible w i th  the dist r ic t  goals." In this school then, the 

dist r ic t  seemed to exert pressure on the school to develop their plan. 

The Ministry was also identified as a source of influence. The 

intermediate teachers had been having monthly meetings to deal w i th  



curr icular and plan-related matters. Currently they had increased 

the meetings t o  biweekly i n  order t o  deal w i t h  the Year 2000 

in i t i a tes  put out by the Ministry. The intermediate teacher pointed 

out these in i t ia t i ves  "are not a stated goal f o r  the school." Time then 

was taken f rom the focus of  the goals to  deal w i t h  these new 

mat ters  that  resulted " f rom the pressure" f rom the Ministry. 

The f ina l  outside source ident i f ied was parents. It i s  through 

the Parent Advisory Committee that the parents l e t  the school know 

what i s  going on and "we respond quite quickly t o  what they say." 

Outside support 

Two outside sources were also seen as a support f o r  what the 

school was doing. Mentioned by a l l  the interviewees was the d is t r i c t .  

As w e l l  as assist ing i n  "the original vision-objective setting," the 

d i s t r i c t  was seen as supportive by providing personnel, expertise, 

funds, inservice and professional ac t i v i t ies  that  go along w i t h  the 

goals, according t o  the intermediate teacher. The D is t r i c t  f o r  

example showed support by providing money -the $4500- f o r  the 

Primary Program and parents too supported the plan by giving the 

school good ideas that  help i n  goal set t ing plan. The d i s t r i c t  then 



seemed to  give th is  school the greatest support fo r  i t s  plan although 

the parents did also provide some support. The support seemed to be 

important t o  l e t  the s t a f f  know they were  headed i n  the r ight  

direction. 



Portrait  Number S i x  

Glenside Elementary 

Glenside Elementary i s  located w i t h i n  the Merr i l l  School 

D is t r i c t  and i s  considered t o  be an inner-city school. The building 

i t se l f  i s  old and needs updating. Three hundred students f rom 

kindergarten t o  grade seven currently attend th i s  school. 

It was the principal's second year a t  t h i s  school but he had been 

a principal f o r  ten years and had been i n  th i s  community f o r  twenty 

-one years. The experienced, intermediate teacher interviewed had 

been on th i s  s t a f f  f o r  t w o  years and was very involved i n  the Cr i t ica l  

Thinking Process. She had given many d i s t r i c t  and province-wide 

workshops on th i s  subject. The second teacher interviewed taught 

early pr imary and had been i n  the school f o r  three years. She had 

been involved i n  the teachers' union a t  a local level  and had taken 

part  i n  some goal set t ing workshops put on by the BCTF. 

Developing the plan 

It was the pr imary teacher and the principal who actual ly 

developed a workshop t o  involve the res t  o f  the s t a f f  in  a goal 

-set t ing process which then led i n to  the development of the i r  school 



improvement plan. This workshop took place i n  September. "We had a 

s ta f f  meeting, a non-instructional day and we looked a t  what our 

strengths were and what our weaknesses were and then put these up 

on charts and we pr ior i t ized the ideas we f e l t  promoted a bet ter  

school." Once the four o r  f i ve  ideas o r  goals were identi f ied, "Then 

we formed smal l  groups t o  work on the goals that  were isolated as 

the school goals." The s ta f f  members chose the goal they wanted t o  

work on and i t  was i n  the smal l  groups where they, "worked on the 

various strategies that  would help us put the goals i n  place." It 

needs t o  be made clear that  each s t a f f  member i s  intensely involved 

i n  only one goal, not a l l  four  goals ident i f ied by the ent i re s ta f f .  

The plan i t s e l f  was described as a "one year plan" but also i t  

was pointed out that  each goal such as "c r i t i ca l  l i teracy certainly 

isn ' t  a ten month program." It would take much longer. This 

par t icu lar  plan was based on what had happened previously i n  the 

school as described by the i r  successes and therefore although set out 

as a ten month plan, it, " is  based on what we did l as t  year so i t  t i es  

in." It i s  also described as, "not a dictated workshop type plan. 

People were act ively involved i n  it, l o t s  of  brainstorming ideas, 



everybody was involved i n  it." The idea of s t a f f  part ic ipat ion 

throughout the plan came through strongly and i s  dealt w i t h  i n  a la te r  

par t  of th is  outl ine. 

The Plan 

The plan that had been developed by the s t a f f  was pr inted out. 

Each teacher had a copy and when discussing the plan each s ta f f  

member being interviewed referred t o  h i d h e r  copy. When asked, 

"What does the plan contain?" Each member pointed out as we l l  as 

the goals, the plan contained strategies f o r  reaching these goals 

along with,  "resources that are going t o  be needed and th i s  could 

range f rom t ime  t o  money, subst i tute t ime  - whatever i t  is.  The 

person responsible, when i t  w i l l  start,  when i t  w i l l  f in ish  and o f  

course evaluation - how do you measure that  you've actual1 y done i t ? "  

The need t o  have th i s  informat ion i n  the plan was agreed by a l l  but 

clearly explained by the intermediate teacher, "I think i t  gave us a 

direction. It also gave us a sor t  of rea l i t y  as t o  whether o r  not i t  i s  

possible. When you're doing th i s  f o r  the f i r s t  t ime  as we were doing 

it, you can be w i l d l y  out." The primary teacher also pointed out the 

need of having strategies and someone responsible f o r  monitoring the 



plan ensured that the plan didn't, "go by the wayside." 

Plan's objective 

The importance of a c lear direct ion f o r  the school s ta f f  and 

students was also seen as the main objective of  the school plan. This 

plan al lowed f o r  the direct ion to  continue, "throughout the school 

year." One teacher also pointed out that  the object ive was, "to make 

a good beginning ... f o r  the f i r s t  year we are implementing it. We feel 

very successful." The objective of the plan then was t o  give 

direct ion and smoothness t o  the running of  the school. 

Problems getting the plan 

There was no problem gett ing th i s  plan. However one teacher 

pointed out that  i f  the plan i s  too "encompassing" she noted that "you 

set yourself up t o  feel  less successful than you should feel" but on 

the other hand it gave "a vision by having a larger view." Both 

teachers maintained that lack of  problems i n  th i s  school was due t o  

a l l  the professionalism of teachers on s ta f f .  "There i s  so much 

in terest  and prof essi onal expertise around th i s  par t icu lar  question 

we had almost too many strategies." Another ident i f ied factor  was 

teacher input. The principal sees the overall importance of t h i s  



factor as being central to  the success of any improvement planning, 

"The whole thing s ta r t s  and ends w i t h  the teacher input." 

Sta f f  participation throughout the plan 

The part ic ipat ion of s ta f f  members was mentioned by a l l  the 

interviewees numerous t imes throughout the interviews. In fact, 

d i rect  mention of teacher part ic ipat ion i n  the plan was mentioned 

twenty-two t imes -sixteen of those t imes were mentioned by the 

teachers. This part ic ipat ion was recal led by a l l  as beginning w i t h  

the development of the plan, through t o  the evaluation of the plan. 

"We - conducted the workshop ..... We did a l o t  of  brainstorming, people 

got t o  choose areas that they'd l i k e  t o  work in." The second teacher 

noted, "Then we formed l i t t l e  sub groups .... There were four o f  us 

that  worked on th i s  par t icu lar  goal .... We a l l  contributed our 

expertise and one new primary teacher, was so open and she 

contributed questions more than anything. So we came up w i t h  our 

plan." 

In th i s  school, teachers part icipated i n  the implementation of  

the plan too. "We allocated a l o t  of  money th i s  year t o  buy bet ter  

reading materials, and once again the teachers were a l l  involved. 



They gave the l ibrar ian the l i s t s  of resources to  order." "We have 

theme charts and there's a b ig  chart up i n  the s t a f f  room where 

teachers w r i t e  i n  what they're doing and then other people can see 

that." The implementation i s  ongoing and visible. The principal 

maintains, "I know teachers are involved i n  the strategies because 

we've set t ime  f o r  it. They ta lk  about it. I know i t ' s  being done. 

They know i t ' s  being done. Theme charts - we know i t ' s  being done 

because i t ' s  up i n  the s t a f f  room." 

This ongoing implementation turns i n to  evaluation w i t h  

continued s t a f f  input. A t  the end of  the year, "We'll jus t  go a l l  

through them (the goals) and say did we achieve th i s  o r  didn't we?" 

It i s  the teachers working on a part icular goal who w i l l ,  "summarize 

and then open i t  t o  discussion around each par t icu lar  goal," according 

to  one teacher. As a f ina l  summary of the year's plan, a 

representative s t a f f  group w i l l  accompany the principal t o  the 

D is t r i c t  Off ice and ta lk  t o  senior administrat ive s t a f f  about the 

plan's successes and failures. In  Glenside Elementary th i s  same 

procedure was done a t  the beginning of the year, a f t e r  the plan had 

been formulated. 



During al l  phases of the plan then, teacher input was planned 

for and appeared to be one of the forces that drove the plan forward- 

continued the momentum. From the teachers' point of view, both 

agreed that this type of input resulted i n  ownership, "You bought in  

through ownership and it i s  more of a commitment to help see that 

the goal i s  achieved i n  the year." 

Plan implementation 

Implementation of the plan has taken time. As one teacher 

describes it, "It hasn't been drama .... I t  happens very gent1 y, real1 y." 

It seemed to the teachers that i t  took a long while to get started but 

when then looked back over what they had accomplished, they were 

surprised at haw far  they had come. "And now when I look at it, i t ' s  

only April and when we go i n  there (the computer room) we do i t  as 

though we've always been doing it." 

A l l  agreed the teachers are the ones who do the implementing. 

There i s  a plan i n  place to allow this to happen. One strategy used t o  

develop cr i t ica l  l i teracy i n  students, was to teach keyboarding. Part 

of the plan i s  a schedule of computer times every week. It i s  the 

teachers who see that their t ime i s  used and as the principal pointed 



out, "their enthusiasm just kept the ball rolling." 

Plan implementation i n  Glenside Elementary i s  enhanced 

through workshops and inservice by teachers wi th in the school. This 

inservice i s  done on non-instructional days, af ter  school or at s taf f  

meetings. Another implementation strategy i s  teachers visi t ing each 

other's room. "I've had my classroom open fo r  other teachers to be 

able to come i n  and do a l i t t l e  team work and the principal has 

relieved people so they could come in. But i t ' s  such a capable staff .  

You just have to know them to realize it." Both teachers agreed on 

the visi t ing factor, "We have gone into each others classrooms a l o t  

more this year." 

The various goals of the plans i n  these ways then become, "very 

much a program that's integrated w i th  the daily work rather than a 

program done besides what we are doing." The primary teacher gave a 

clear picture o f  how their  improvement plan i s  implemented 

throughout the year. "Because you're aware of what your plan i s  for 

the year, a l o t  of the teachers t r y  to incorporate these plans into 

their monthly planning - their yearly planning. So you t ry  to bring i t  

r ight into your core curriculum and t ie  the curriculum areas into it." 



The principal too i s  seen as an important member of the 

implementation team. It i s  during s t a f f  meetings that he asks how 

teachers are doing and are they achieving goals. He monitors the plan 

by reminding teachers ahead of time, "Remember you volunteered to  

organize Author's Day." He also rel ieves teachers of the i r  teaching 

duties so they can v i s i t  a fe l low teacher and observe a part icular 

strategy being implemented. He considers some of the teachers to  be 

experts i n  various areas and encourages them t o  take a leadership 

ro le  by put t ing on workshops. "We have experts on s t a f f  so the 

teachers are gett ing the inservice f rom each other so they're not 

a f ra id  t o  t r y  these things." 

Money i s  also required during implementation to, "send teachers 

t o  other schools o r  t o  workshops, so they can observe other teachers 

and we've taken the b i l l  f o r  that." Also i n  order t o  develop evaluation 

strategies f o r  the w r i t i n g  program, a ha l f  day non-instructional t ime 

was required. Substi tutes were brought i n  f o r  a l l  the teachers 

working on th i s  par t  of the plan and the school covered the cost of 

that. Glenside Elementary also received a large sum of money t o  help 

use computers i n  the w r i t i n g  project. This money had t o  be "won" by 



submitting a proposal to the distr ict .  It involved many hours of 

teacher time i n  order to obtain the money. Although this money 

currently helps to implement their cr i t ica l  l i teracy goal, i t  was 

quickly pointed out the obtained money required a l o t  of hard work t o  

get and once i t ' s  gone, i t  won't be replaced. 

Plan evaluation 

Plan evaluation i s  done at the end of the year, having a l l  s taf f  

involved. The principal said, "We'll look at the plan and say do we 

continue w i th  this goal o r  are we finished w i th  i t ?  So i t ' s  one year 

but i t ' s  t ied i n  w i th  more than that." As was mentioned previously, 

the teachers, "summarize as a group because the ones i n  the group 

w i l l  know the most about what's gone on - summarize and then open 

i t  to discussion around each particular goal," according to the 

intermediate teacher. "Last year, we came together at the end of the 

year and we summarized what had worked well, put i t  on charts that 

went up on the wall, so we had a visual summary," noted the teacher. 

There i s  also an evaluation component bui l t  into the plan and i n  

some cases this component i s  measurable but not always. However 

the keyboarding strategy i s  measurable. The primary teacher 



mentioned, "I know the intermediates have actually monitored how 

successful the kids have been so we have some solid evidence that 

Becky started out typing two wordslmin. at the beginning of the year 

and now i n  April she's typing f i f teen words/min." She also mentioned 

that folders of samples of students wr i t ten work were kept at the 

beginning of the year and added to throughout the year. She believed 

this meant, "There i s  now solid data of the student's improvement." 

Other means of evaluating the plan are the number of students 

involved i n  a particular strategy. Their actual active involvement 

was noted by both teachers as an observable factor that le t  you know 

how successful a particular strategy was. Feedback from many 

sources was also noted by a11 interviewees. The results of student 

work where teachers see "new responses, better responses. They see 

the better work they get." Feedback i s  sometimes from another 

teacher who says, "Boy what a great idea and they say that would be 

something good to share at a staff  meeting." There i s  also feedback 

from parents, senior board off ice staf f  and the community. This 

feedback was noted during an Author's Night when these people came 

to the school and the teachers noticed them "right i n  the groups w i th  



the children." Let ters  l a te r  sent t o  s ta f f  f rom these people, gave 

s taf f  feedback to  know that  what they were doing was "valued and 

appreciated." 

lnf luences outside the school 

These influences outside the school also help make the school 

improvement plan work. "The in terest  f rom the board o f f i ce  i s  

something that  makes th i s  seem important," noted the intermediate 

teacher. The pr imary teacher f e l t  the goals o f  the d i s t r i c t  are also 

important i n  th i s  process and ty ing in to  these goals makes sense. 

She saw the principal as being a key player i n  that  process, "he's 

more aware of what the d i s t r i c t  goals are than what the teachers 

are." The principal f e l t  a strong outside influence was the pressure 

f rom d i s t r i c t  o f f i ce  t o  make goals. "The board o f f i ce  wants to  know 

what our goals are," he said. 

On the other hand, a l l  interviewed f e l t  that  the d i s t r i c t  off ice 

had given the school posi t ive feedback about the i r  plan a f t e r  i t  had 

been presented by a delegation of s ta f f  members along w i t h  the 

principal. "They thought our goals were wonderful and gave our 

school good direction," noted the primary teacher. Their  support was 



also noted by the staf f  i n  two other ways. First  of all, by sending 

representatives from Central Office to school functions, specifically 

the Author's Night, and secondly through the funding of their wr i t ing 

program. 

One final point regarding outside influences needs also t o  be 

mentioned. The principal at Glenside Elementary, "solicits support 

from some of the community groups l ike the Ki wanis," according t o  

the primary teacher. He attends meetings of service groups and lets 

them know what they are doing i n  the school and gets financial 

support from these groups i n  order to support some of the goals 

identified i n  the school plan. The principal points out, "The Legion 

gives us money for  the program." 

General comments 

This school may appear at f i r s t  glance to be old and run down 

but after you get into the school and see what i s  happening, a 

different feeling and tone takes over. This appears to be a school 

staff  that knows where i t  i s  going and w i l l  also know when i t  f inally 

gets there. 



Portrait  Number Seven 

Edgemont Junior Secondary 

Edgemont Junior Secondary l i es  on the edge of  a twenty-f ive 

year old subdivision. In  f ron t  of  the school there i s  a shopping area 

w i t h  professional o f f ices as we l l  as stores. Behind i t  i s  located the 

D is t r i c t  Resource Centre f rom which D is t r i c t  Helping Teachers and 

Supervisors work. This school, although not new, has been given an 

internal  face- l i f t .  It i s  tastefu l ly  painted and has graphics painted 

on the wa l l s  throughout the school. There are current1 y 440 students 

who attend the school f rom grades eight t o  ten. A French Immersion 

Program i s  included. 

This school was about to  be closed three years ago. The 

d i s t r i c t  had a change of  plan and appointed a new principal t o  the 

school. This i s  now h is  th i rd  year a t  Edgemont. Previous1 y he had 

been vice principal i n  a larger senior secondary school i n  th i s  

d i s t r i c t  - Ocean Paci f ic  D is t r i c t .  

The principal was warm and welcoming. He appeared proud of 

h is  school, s ta f f  and students as he gave me a tour  of the building. 

He insisted tha t  I use h is  of f ice t o  conduct a l l  the in terv iews 



although th i s  must have been inconvenient f o r  him. 

As we l l  as the principal, t w o  teachers were interviewed. The 

f i r s t  teacher, Bud, nad been on s ta f f  f o r  s ix  years. He had taught i n  

lg Social Studies and 

lopment of t h i s  school 

the d i s t r i c t  f o r  twenty years. He was teachir 

leadership ro le  i n  the deve appearedtotake a 

improvement plan. 

The second teacher t o  be interviewed had a conf l i c t  i n  

appointments so another teacher, Jim, was selected t o  be 

interviewed. This was Jim's f i r s t  year on s ta f f .  He had taught f o r  

t w o  years previous1 y i n  a nearby secondary school w i t h i n  the Ocean 

Paci f ic  D is t r i c t .  He was current ly teaching Physical Education and 

English. He was fr iendly and very w i l l i n g  t o  cooperate i n  the 

interview. 

Plan development 

When the principal was appointed t o  Edgemont three years ago, 

he "was aware tha t  the s ta f f  i n  place was a good, strong staff." A 

d i s t r i c t  consultant a t  that  t ime  was looking f o r  a school to  do a p i lo t  

pro ject  on student-team learning. Bud recalls, "the principal was 

involved t o  the extent that  he l iked the idea and sponsored the idea to  



staf f  and fac i l i ta ted  a vote on i t . "  The principal maintained i t  was 

important f o r  the s ta f f  t o  "buy in" t o  the plan as i t  would mean a t w o  

year commitment. Teachers voted on the idea. Bud said, "Most people 

voted f o r  i t  o r  didn't vote against it, although some did vote against 

it." This ma jo r i t y  vote was required, the principal fe l t ,  i n  order to  

begin the plan. 

The new teacher, Jim, came on s t a f f  the second year of the 

project .  He, along w i t h  some interested teachers on staf f ,  attended a 

Summer lns t i  tu te  on student learning and when they returned i n  the 

Fall, presented the i r  new ideas t o  the principal and s ta f f .  He recalls, 

"We draf ted up a proposal and gave i t  t o  the principal and presented i t  

to  the s t a f f  and out of  that  came what we have now." The new ideas 

were then used t o  strengthen what was already i n  place. 

Plan Descript ion 

The plan i s  seen as a "s ta f f  improvement plan, plain and 

simple," by the principal. The teachers describe i t  as one involving 

peer coaching where t ime has been set aside so, "we can coach one 

another i n  learning new teaching strategies." "Everybody i s  required 

to  part ic ipate i n  the group and have some input each week." 



The plan i s  i n  act ion but i s  not w r i t t e n  down. I t  does contain 

financial resources which were secured f rom the d is t r i c t .  It 

contains a central goal - student team learning. I t  also contains a 

strategy fo r  reaching that  goal, "s ta f f  development," according t o  

J im. A11 s ta f f  interviewed agreed the main objective of the plan was 

t o  improve the qual i ty of  teaching by introducing and using new 

teaching strategies. Although the plan does contain variouc 

elements, these are not recorded. 

Problems w i th  the  plan 

There appeared to  be no problems gett ing the plan. From the 

principal's point of view, he believed the reason f o r  t h i s  was good 

timing. "The time was r i gh t  f o r  a change." There were some 

problems gett ing some of the teachers "on board." That problem 

seemed t o  be resolved by celebrating the successes of teachers. One 

of the teachers noted the professionalism of the teachers also 

helped, "Teachers want t o  move forward." 

There are some other problems that s t a f f  can see are hampering 

the plan. The principal f e l t  the semester system impedes the f l o w  of 

what they are doing. Everything i s  proceeding smoothly and a change 



i n  semester means time must be used to sett le i n  new classes. One 

of the teachers noted that because the teachers are divided into 

groups, "teachers don't have much chance to look at what others 

outside their groups are doing." A f inal problem noted by a l l  was the 

weekly half hour meeting time. Although the t ime i s  at the end of the 

day, teachers are "involved i n  other things so sometimes don't get to 

their  meetings on time." As a result, the s ta f f  i s  looking at changing 

this time to perhaps once a month, using a half day. This was seen as 

a possible answer to the meeting problem and the staf f  was wi l l ing 

to give i t  a t ry .  

Participation by staf f  members i n  the plan 

When the plan was f i r s t  conceived by the principal and a central 

off ice staf f  member, i t  was taken to the s ta f f  for  approval. The 

staf f  then voted to partake i n  the plan. When plan change i s  needed, 

administrators and staf f  members take the revisions t o  the 

Professional Development Committee which then bring the ideas 

forward during staff  meetings for  approval and/or discussion. The 

input from the staf f  often results i n  modification of the plan. As 

well, teachers i n  the school attend workshops outside the school and 



return to give workshops to colleagues on the new techniques 

learned. 

Edgemont staff  members participated i n  the beginning of the 

project by voting to adopt it. As the plan proceeded, teachers had a 

chance through the Professional Development Commit tee and during 

staff  meetings to have input into the implementation of the plan. 

Implementing the Plan 

In order t o  give the teachers t ime t o  meet together and discuss 

what they were doing, the staf f  did some creative timetabling. "We 

took of f  a minute between classes and four minutes during the lunch 

hour so we could bank the t ime fo r  Tuesday mornings when the kids 

don't arrive unt i l  930. That was the f i r s t  year and we found that 

wasn't working as wel l  so we went to Tuesday afternoon this year." 

During this time, teachers are divided into cross-curricular groups. 

The groups were outlined in i t ia l ly  by the administrators but then 

given t o  the Professional Development Committee fo r  modifications, 

insuring teachers were put i n  a workable group. Teachers remain i n  

the same group for  the year and use the group t ime to "plan to do 

observations w i th  one another's classroom and t r y  to faci l i tate 



through peer coaching techniques better learning of these strategies." 

Sometimes the t ime i s  spent to give each other advice, allow time 

for  reflection or help each other w i th  lesson plans. J im mentioned 

wi th in his small group, the teachers take turns leading the group, but 

each group i s  run differently. 

A1 though the original plan was just t o  implement one strategy 

each semester, Bud noted that because of the professional 

development some teachers took during the summer, the process was 

very much speeded up. They did this by putting on a workshop for  the 

staf f  and introducing a number of new teaching strategies at the 

same time. He pointed out that i f  a teacher didn't buy into the f i r s t  

strategy i n  order to improve instruction, they now had other things 

that they could be looking at. 

Implementation of the changes has been greatly assisted by 

reinforcement from peers as we1 1 as administrators, according to 

Jim. He felt, "The principal and vice principal are very cooperative i n  

covering classes i f  need be and i n  providing us w i th  the materials or 

resources that we need i n  implementing some of these things." The 

administrators attitude of, "Give it a try, i f  i t  doesn't work - no big 



deal - t ry i t  again," has been very helpful. J im also fe l t  there was a 

l o t  of sharing among the staff  and teacher talk in  the staffroom was 

focussed on the classroom "not fishing." When he i s  si t t ing in  the 

staffroom, he said someone w i l l  come up t o  him with a lesson plan 

and say, "Hey, what do you think about this?" and i t  may be something 

he hasn't seen before. In the staff's estimation, collegiality had 

theref ore real 1 y improved. 

Plan evaluation 

Two years ago before the school had an improvement focus, 

there were f i f t y  t o  sixty students wanting t o  transfer out of the 

school. At present there i s  a waiting l i s t  of forty t o  f i f t y  students 

wanting to come into the school. School enrolment has increased 

from three hundred forty students to four hundred eighty students 

anticipated for next September. The principal saw this factor as 

being an indicator that their improvement plan was working well. 

Ongoing evaluation of the plan i s  done by the Professional 

Development Committee wi th input from a l l  staff  members. "The Pro 

D committee deals wi th  those issues and we have just sat down and 

formulated what we're going t o  do for next year and then we'll take i t  



back to the staff." The proposed plan was presented i n  June for  input 

and then ratif ication. 

Within the classroom, Bud fe l t  teachers knew the plan was 

working by observing the students' active involvement i n  the lesson. 

J im agreed, "You can see the kids on task more." He also noticed an 

improvement i n  student grades which he attributed, "...to the variety 

of teaching strategies being used." He noted, "There are a lo t  more 

kids on the honor role here compared w i th  my previous school." 

Feedback from other teachers also l e t  these teachers know the 

plan was working. Feedback occurred during peer coaching and the 

weekly group meeting times. 

Outside sources that influence and support the plan 

Support from the school d ist r ic t  off ice was important to the 

staf f  at Edgemont Jr. Sec. In order to maintain the school's student 

population at f i rs t ,  the principal sought and received the 

superintendent's support i n  order to refuse students from leaving the 

school through the use of cross-boundary transfers. The dist r ic t  was 

also important i n  the beginning of the plan fo r  introducing a variety 

of teaching strategies through the use of peer coaching. The dist r ic t  



has also supported the school s ta f f  as they worked through the i r  

pro ject  by "sending teachers to  workshops and school d i s t r i c t  people 

have been i n  the school to  observe and give teachers help and 

information." The importance of these people coming f rom outside 

the school was noted by both teachers. Teachers i n  the school who 

had been "busy w i t h  teaching and hadn't had the opportunity t o  see 

other techniques, saw that there were other things out there." These 

outsiders then "opened some teachers eyes". As we l l  the i r  

involvement i n  the school l e t s  the s t a f f  know that  what they are 

doing i s  "valid" and "innovative" and they are being "recognized." Al 1 

those interviewed f e l t  the importance of  the support of d i s t r i c t  s ta f f  

throughout the plan. 

Support w i t h i n  the school also seemed important t o  teachers at  

Edgemont. They f e l t  the principal supported the i r  e f fo r t s  because he 

"juggled" the t imetable i n  order t o  free people to  go in to  fe l low 

teachers' rooms. "The principal and vice principal are very 

cooperative i n  covering classes i f  need be." Freeing teachers allowed 

more coaching t ime  t o  occur. In these ways the principal was seen as 

being very supportive of  the plan. Support f o r  t h i s  plan was 



therefore seen f rom inside as we l l  as outside the school. 

Benefits from the plan 

Benefits were seen by the principal and teachers. The principal 

f e l t  because the teachers were working together f rom outside the i r  

department, they were now, "attuned t o  the idiosyncrasies and 

nuances that other teachers have i n  a d i f ferent  specialty area." As 

we l l  there was greater "exchange of  ideas and appreciation of  the 

other person's job." Teachers f e l t  classes had opened up. Bud said, 

"It makes the i r  class more accessible t o  other teachers. They don't 

mind i f  another teacher i s  there. They feel they can t r y  something 

and i f  i t  doesn't work, i t  doesn't real1 y hurt.  You don't feel closed o f f  

and isolated, as disempowered as you have i n  the past." Not only are 

teachers t ry ing the new strategies as a resu l t  of what i s  happening, 

"they use them on an ongoing basis." 



Portrait  Number Eight 

Northbend Elementary 

Located a t  the street 's end on the north side of  a subdivision i n  

Ocean Paci f ic  D is t r i c t  i s  Northbend Elementary. This three hundred 

student school i s  not new but appears t o  be i n  reasonably good 

condition on the outside. The inside could do w i t h  some updating and 

th is  i s  one of the principal's goals. 

The principal a t  Northbend Elementary had only been a t  t h i s  

school f o r  seven months. He had fol lowed a well-respected 

gentleman who had re t i red  a f te r  being i n  the school f o r  a long period 

of t ime. The new principal i s  young, friend1 y and energetic. A f te r  

o f fer ing me coffee, he cal led i n  h is  secretary and asked that  he not 

be disturbed wh i le  doing th is  interview. 

Both part ic ipat ing teachers were very experienced having each 

taught f o r  over twenty years. Sara, the learning resource teacher, 

was the chairperson of  the primary team meetings. She had been i n  

th is  school f o r  a long period. Other s t a f f  members spoke highly of 

her leadership ab i l i t y  and valued the direct ion she offered. 



Bob taught grade seven. He had only been i n  th i s  school f o r  two  

years. During h is  twenty 'plus' years teaching, Bob had taught i n  only 

four schools a l l  of which were i n  the Ocean Paci f ic  D is t r i c t .  He had 

recently completed h is  Masters Degree a t  a nearby university. 

Plan development 

When th i s  principal was appointed t o  Northbend Elementary i n  

May, he came t o  the school and spoke t o  the s t a f f  giving them a 

general overview of  h is  concept of "what a school should be like." In 

June he asked s t a f f  f o r  feedback about the i r  teaching assignments 

and the school's three strengths and three weaknesses. Using the 

feedback, the principal and s t a f f  then, "drafted goals at  the end of 

June f o r  t h i s  coming year." As well, i n  September during a parent 

meeting, the principal explained the goals t o  parents and had "a 

formal needs assessment f o r  parents. Par t  of  i t  was asking them, 

where do you think we're a t  now and where do you think we should be 

going?" 

Plan Description 

The principal was very quick t o  point out the i r  school 

improvement plan a t  t h i s  t ime  i s  not a wr i t ten,  long te rm plan but 



rather, "the beginning of a plan that i s  taking shape i n  terms of 

actual things that are happening ... which w i l l  evolve into a school 

improvement plan." I t  i s  a plan for  school improvement driven by the 

goals set by the staff, Sara points out. As a result, when asked 

questions about the plan's components, the interviewees mentioned 

the question was d i f f icu l t  because, "we did not s i t  down and devise a 

point by point plan although the new principal very clearly delineated 

his direction." 

There are however some components obviously i n  place. For 

example, very important to this plan, i s  the t ime provided during the 

school day allowing teachers to meet together to discuss and 

implement the goals. This time i s  provided by the principal taking al l  

the primary students and then a l l  the intermediate students for  a 

half hour assembly each week. Al l  s taf f  mentioned this component of 

the plan and the positive impact the time had made. The plan also 

contains goals that were described i n  detail by everyone interviewed. 

A1 though not wr i t ten anywhere, the staf f  groups do plan inservice, 

look at required materials and have set timelines for  implementing 

their goals. Therefore, many plan components are being dealt with, 



they just a re  not yet written. 

The main objective of the plan was clear i n  everyone's mind. I t  

w s  a "theme of constant improvement." From the principal's point of 

view this was making the school "a place where people want t o  learn, 

where people want to work and where everybody, the children and 

adults, want to grow." Bob mentioned, the school must, "provide as 

well as we possibly can," to make children successful. A l l  

interviewed wanted Northbend Elementary to be "the best." 

Problems wi th  the  Plan 

For a principal new to a school there i s  always a fine line 

regarding how much do you do and how fast, a t  what point do you get 

into the new school and begin working w i th  the s ta f f  prior to 

actually taking over. The principal was very aware of these 

concerns and fe l t  i t  was important for  a plan, "to develop based on 

where the staf f  f e l t  where we were at." As a result i t  was the 

survey which the staf f  had done that was used as the basis for  goal 

setting and school focus. Possible problems were therefore avoided. 

Sara mentioned the only problem they had when getting their 

plan was i n  "narrowing i t  down, sticking to one thing and working i t  



through rather than a l i t t l e  b i t  of this and a l i t t l e  b i t  of that." She 

fe l t  the reason for  lack of problems was due to the fact teachers 

were already looking at the kinds of things which the plan was 

focusing on. She also mentioned that one of the problems w i th  the 

plan i s  that i t  lacks formality and as a result things may, "just slide 

of f  i f  we don't have i t  formalized." On the other hand, she maintained 

the plan i s  working wel l  the way i t  i s  as an "action" plan and 

formalizing i t  would cause "more paperwork." She seemed to feel 

ambivalent about this point. The other teacher interviewed also 

mentioned the point regarding doing a "more sophisticated job" but 

added time was a factor. 

Another point maintained by a l l  but clearly stated by Bob 

regarding the reason why there were no problems getting their plan 

was attributable to the "excellence of the staff." He also fe l t  good 

communications had played a role because everyone fe l t  they were 

contributing to the whole organization, their  concerns were being 

met and the principal was very supportive of them. For a l l  of these 

reasons, potential problems w i th  the plan were avoided. 



Participation o r  Involvement in  the Plan 

The entire staff had input into the development of this plan 

through the use of the survey and then through involvement i n  a goal 

setting process in  June of the previous year. Both teachers agree a l l  

staff members are constantly involved. "The whole staff a t  any time 

has input into everything that goes on," stated Bob. The way this 

involvement i s  carried out i s  through the weekly team meetings and 

staff meetings. The result of this constant involvement of a l l  staff  

members, according t o  Sara is, "Everybody sees this as their place 

and everybody's always interested in  making i t  better a l l  the time." 

The principal has also been very involved throughout the plan. 

I t  was his idea t o  ini t iate the weekly assemblies and change the 

format of the staff  meetings to focus on the goals. However, 

although the ideas have originated wi th him, he always takes the 

ideas t o  the staff  for ratification. The principal does not take part in  

the weekly team meetings as he i s  supervising students. He meets 

weekly wi th the chairpersons of the groups and reviews wi th  them 

the minutes from the meetings and any issues that need his input o r  

direction. His involvement at this time then i s  one of overseer rather 



than participant. 

Implementing the Plan 

Once again, mentioned by a l l  staff interviewed, was the time 

created by the weekly assemblies. This time was seen as an 

important implementation tool allowing for  discussion, problem 

solving, idea exchanging, brainstorming and planning. As we1 1, staff 

meetings timed at one hour and fifteen minutes, are used for 

information exchange for the f i r s t  f i f teen minutes and for  working on 

school goals f o r  the remainder o f  the time. These two meeting times 

were seen by a11 to be crucial i n  their ongoing implementation of the 

plan. 

Sara pointed out the f i r s t  step when implementing a new 
C 

program was "to prepare ourselves." During this time staff 

development then becomes an important focus as we1 1 as preparation 

in  terms of the required materials. In this way, "we're trying to do i t  

gradually so we're comfortable wi th  i t  as we go along." Sometimes 

resource people from outside the school do inservice i n  the school. 

The intermediate helping teacher, for example, had been in  to share 

some ideas w i th  the intermediate staff members. The teachers t ry 



out the ideas and then discuss them during the team meeting. 

The teachers feel the collaborative planning and peer coaching 

going on real1 y enhance the implementation because, "everything 

teachers do, they bounce of f  each other." In the past Sara maintains, 

"We did our jobs separately and now we're going back and forth a 

whole lo t  more so we're finding the stress i s  relieved greatly." The 

school focus was also mentioned by Bob as being a result of 

increased time together. "Together we make plans for  the whole 

group," not just a single class. The teachers also noticed the new 

programs or changes i n  the school were occurring faster than what 

they had anticipated and this was due, they felt, to spending more 

time together i n  a collegial way. 

It should also be mentioned that parents are kept abreast of the 

changes being made wi th in the school. This information i s  included 

i n  monthly newsletters as wel l  as during meeting times w i th  the 

Parent Advisory Counci 1. 

Evaluation o f  the Plan 

The principal noted the fact that no tangible measures are used 

i n  order to evaluate their plan but what they do have are "many 



intangible measures." Teachers get feedback f rom each other using 

peer coaching. This i s  especially evident amongst the pr imary s ta f f .  

As well ,  parents maintain the i r  children l i ke  coming to  th is  school 

and discipl ine problems have not increased. A l l  agree there i s  

constant assessment of goals a t  s t a f f  meetings but one of the 

teachers f e l t  t h i s  evaluation could be made better.  A t  the end of the 

year, a review of  goals w i l l  be carr ied out before set t ing new goals. 

One concrete type of  evaluation was done by s ta f f .  The 

principal gave each s t a f f  member a three page report card t o  be done 

on him. Included i n  th i s  card were h is  personal goals and the school's 

goals and teachers were asked, "How f a r  do you think we've come 

w i t h  both of these"? In th i s  way, some tangible feedback was 

obtained regarding the school's goals. 

Influences and Support from Outside the School 

Dis t r i c t  o f f i ce  s ta f f  and pol icies are seen as being an 

important source of  support f o r  Northbend Elementary. According t o  

the principal, the money which the d i s t r i c t  provides t o  the school fo r  

inservices and school-based s t a f f  development a l lows the s ta f f  to  

attend conferences, buy materials, v i s i t  other schools and buy t ime  



for teachers t o  work i n  collaborative ways. Dist r ic t  s taf f  coming 

into the school are seen by the teachers as a support because they 

help to broaden one's knowledge and reduce t ime spent by 

"reinventing the wheel." These dist r ic t  people are seen as having, 

"very practical, very useful inputs that can help staf f  when you're 

teaching on the front line. They provide up-to-date materials, 

refreshing new methodology. ... In a relative1 y short time (they) can 

bring you r ight up to date and refresh you on new techniques and new 

directions." 

Another source of support comes from the parents. Teachers 

feel parent participation during the school day and during school 

events, indicates they do support the school. 

The staf f  at Northbend Elementary f e l t  the Ministry was driving 

the direction which schools were current1 y taking. The new Primary 

Program and other documents influenced what the school was doing. 

Teachers spent t ime i n  the summer attending summer institutes put 

on by the Ministry i n  order that they would be up-to-date w i th  what 

was happening. 



Benefits of the plan 

A l l  s t a f f  mentioned t ha t  co l leg ia l i t y  had been great ly  increased 

t h i s  year and teachers were now looking a t  the school as a whole not  

j us t  a t  t h e i r  own  classroom. The chi ldren receive the benef i ts  tha t  

r esu l t  f r o m  t h i s  type o f  j o i n t  planning and sharing, the in termedia te  

teacher f e l t .  

Ins t i tu t iona l i za t ion  o f  the goals also happens i n  t h i s  

atmosphere. Sara said, "People are j u s t  using i t  (the plan) as t h e i r  

own personal goals." As a resul t ,  a l l  s t a f f  a t  Morthbend Elementary 

are headed i n  the same di rect ion.  



Portrait  Number Nine 

Nightingale Elementary 

There were many schools bui l t  t o  accommodate the influx of 

children i n  Ocean Pacific Dist r ic t  i n  the mid sixties. Nightingale 

Elementary i s  one of these schools. Although i t  i s  twenty-five years 

old, i t  i s  i n  remarkably good condition. There was evidence of 

renovations and fresh paint at the t ime of the interviews. The school 

i s  situated high on the crest of a h i l l  overlooking the community and 

river. Due to the nature of the neighbourhood, the school once housed 

over four hundred students but currently has two hundred eighty 

students from kindergarten t o  grade seven. There i s  also a behavioral 

class at Nightingale Elementary. 

The principal at Nightingale had been appointed seven months 

earlier and had previously been a secondary vice principal. He was 

very friendly and had arranged the teacher interviews so they could 

take place during the lunch hour. 

Sue, the f i r s t  teacher interviewed had been i n  this school for  

fourteen years. She taught grade two. During her time at 

Nightingale, Sue had worked w i th  f ive administrators. 



A new teacher to the staff teaching grade seven was also 

interviewed. Marg was i n  a meeting prior to being interviewed but 

her enthusiasm and energy level seemed unending. Marg had been 

teaching at the secondary level and found the change to elementary 

quite easy. She was about to begin work on her Masters Program this 

summer and appeared eager to get started. 

Plan Development 

On a professional development day i n  late September, the whole 

staf f  met and brainstormed things important t o  the school. 

According to everyone interviewed, they looked at things that were 

short-term and those which were ongoing. They also focused on what 

was already going well, the primary teacher recalled. The ideas were 

recorded on large sheets of paper. Each staf f  member was then given 

a set number of stickers to place beside those i tems which they fe l t  

were important to the school . The items which had the most 

stickers became the schools goals. Staff members then looked at 

"forces you could use to help achieve the goals and forces that were 

working against it." 



From the sheets, the school secretary and principal put the plan 

i n  a typed form as a plan to improve the school. The principal hung 

the sheets i n  his off ice for  some time "so we could see them and see 

what are we going to do here o r  there. When the Pro D. Committee 

would meet here, we would look over there. So that becomes a 

focus." The staf f  very much fe l t  this was a "staff driven" plan, a plan 

based on a unanimous decision. 

Plan descript ion 

This principal f e l t  i t  was very important fo r  him to have "a 

view of where things should go and how to can guide it." But he also 

fe l t  the staf f  must have input into the plan and have "some autonomy 

in  the pr ior i ty of things." Sue noted the plan contained short-term 

goals such as improving the physical surrounding by landscaping the 

courtyard as wel l  as long-term goals l ike the implementation of the 

new Primary Program. The teachers believed a l l  s taf f  knew the goals 

and the overall plan influenced what they were doing. "The plan's i n  

the back of our minds a l l  the time," explained Marg. The plan 

however, was also seen to be flexible. "I think i t  has to be flexible. 

You need to know where you are going but not a l l  the specifics." 



The plan has professional development for  the staff  t ied into i t .  

As wel l  there are actions or strategies for  reaching the goals and 

timelines to implement them. The principal noted the importance of 

timelines i n  forcing teachers to look at what can realist ically be 

achieved i n  a particular period of time. He felt, "This staf f  works 

l ike crazy. I f  anything, what they'd do i s  burn themselves out. So 

l imi t ing i s  important because they'd t r y  to do everything." 

The main objective of this type of planning, i s  for  the staf f  to 

work together as a group, according to these staf f  members. As well, 

i t i s  important for  the teachers to "buy into" the plan and "take 

ownership." It was fe l t  this type of planning, allowed these results 

to happen. Overall, this plan was seen by a l l  s taf f  interviewed to be 

very much "theirs" and one which was "attainable." 

Problems w i t h  the Plan 

Sue fe l t  there were no problems making this plan because the 

plan was focused on "things that were important to the school." 

Awareness by staf f  about current educational trends also helped 

avoid problems. As well, these teachers at Nightingale are seen as "a 

pretty cooperative group." Teacher input into the plan was another 



reason quoted as problem avoidance. Plan problems at this school 

were therefore avoided rather than occurring and had to be resolved. 

Skepticism on the part of some staf f  members was seen as a reality 

rather that a problem and did not impair the momentum of the plan. 

The principal f e l t  the plan could be improved i n  the 

developmental stage by spending more t ime w i th  the teachers putting 

the f inal plan together. This year he and the secretary had taken the 

ideas and then drawn up the plan. He felt, "the whole thing right to 

the summary of what we're going to do ... should be done r ight then by 

the teachers." He added, "It w i l l  add more focus and that's what we'll 

do next t ime because i t  (the plan) i s  the driver for  the year." 

Participation by individuals i n  the plan 

The entire staf f  at Nightingale participated i n  developing this 

plan. Throughout the year, the plan was a focus during staff  

meetings. A meeting w i th  the principal and department heads was 

held prior to the staf f  meeting. As Sue pointed out, this premeeting 

allows them to "have a few things i n  mind and then bring i t  to the 

staff .  I t  i s  a l l  discussed (by the whole staff)." Marg concurred and 

mentioned, 'the entire staf f  gives input and ideas." A t  the end of the 



year, the same "kind of a deal as we did i n  the beginning" w i l l  occur 

in  order to allow al l  staff  t o  look at what they've done as a group and 

decide where they w i l l  be going the next year. 

On the point of s taf f  participation i n  the plan, the principal 

pointed out, " I f  the principal tr ies to control everything, i t ' s  just 

going t o  fai l .  So you turn i t  over to the teachers and sometimes i t ' s  

sink o r  swim too. I've been doing a l i t t l e  more of this ... backing off  

and giving them more ownership." The feeling of ownership i n  the 

plan was mentioned by the teachers as well. 

Implementation of the Plan 

The teachers credit the principal w i th  ini t iat ing a school-wide 

theme of "a voyage of learning" which has helped to set the school's 

tone for  improvement. As well, increase i n  teacher release time, 

creative timetabling where classes are combined, and the librarian 

being involved i n  team teaching - have al l  enabled "more teacher 

cooperation" and allowed the plan t o  be implemented. Sue fe l t  that 

increased teacher cooperation resulted i n  positive feedback for  

teachers and therefore they were "more adventuresome" i n  the 

classroom. Cooperative planning was also mentioned by Harg as 



helping teachers to implement new ideas. 

Modelling of teaching techniques during the staf f  meeting had 

also helped implement this plan. In addition, the staf f  believed guest 

speakers to the school during both staf f  meetings and professional 

development days had reinforced the goals. 

Teachers attend workshops and conferences outside the school. 

They make application to the "pro d committee" which i s  composed of 

a primary and intermediate teacher, the department heads and the 

principal. Af ter  attending workshops, teachers return to the school 

and share information w i th  fel low staf f  during meeting times. The 

teachers at Nightingale have become involved i n  committee work 

outside the school which the principal f e l t  had spurred on the plan's 

goals. He pointed out, "Sometimes you have to keep lighting l i t t l e  

f i res at s taf f  meetings to remember our goals." When discussing 

what happens during this type of ongoing implementation, the 

teachers mentioned, "you get caught up i n  it." 

Evaluation of the Plan 

To the teachers at Nightingale Elementary, positive feedback 

from students, peers, and the principal l e t  them know they were on 



the r i g h t  t rack.  The pr inc ipa l  also f e l t  feedback was an impor tant  

evaluat ion component. He was  i n  the classrooms a l o t  t h i s  year 

because he had many teacher repor ts  t o  w r i t e .  However, these 

frequent v i s i t s  a l lowed the pr inc ipal  t o  f u l l y  appreciate "the great 

teachers" he had on s t a f f  and the teachers received a l o t  o f  pos i t ive  

feedback. A l l  s t a f f  bel ieved the "col legia l  and col laborat ive cul ture"  

t ha t  was present i n  the school, a l lowed increased feedback between 

teachers t o  occur. Feedback f r o m  parents was  also seen t o  ass is t  the 

plan. 

The importance o f  end-of-the-year evaluation, was maintained 

by a l l  s t a f f  in terv iewed. The grade seven teacher said, "A t  the end o f  

the year w e  w i l l  look a t  what  w e  decided a t  the beginning o f  the year 

and see what  w e  d id  and rev iew everything, wha t  w e  d id  no t  do w e l l  

and maybe see why and maybe look a t  doing i t  again." Th is  type o f  

evaluat ion was seen as impor tant  not  only f o r  feedback bu t  also f o r  

fu tu re  d i rect ion.  

Outside Influences and Support of the Plan 

The cur rent  movement by the M in is t ry  i n  B.C. has had a m a j o r  

impact  on t h i s  s ta f f .  A l l  mentioned the new Pr imary  Program, the 



Year 2000 Document, and the Intermediate Years have influenced the 

plan at  Nightingale Elementary. They f e l t  the school's direct ion 

needed to  be t ied  in to  the Ministry's direction, a t  th is  t ime. 

People f rom universi t ies and d i s t r i c t  o f f i ce  providing the 

professional development f o r  the s ta f f  were seen t o  be very 

important. The teachers f e l t  these outsiders gave direction, support, 

c lar i f icat ion,  and ideas that, "when you are teaching i n  the classroom 

you may not have the opportunity t o  obtain i n  other ways." The 

principal f e l t  these people, "increased the consciousness and courage 

of s t a f f  members." 

The principal also mentioned the importance of  money f rom the 

d i s t r i c t  when you are t ry ing t o  implement new ideas. He said i t  was, 

"kind o f  an external recognition" f o r  the s ta f f .  For him, he 

appreciated the support which he received f rom senior staf f ,  most 

speci f ical ly the zone superintendent. The support was seen as 

opportunities t o  v i s i t  other schools w i t h  s im i la r  goals and the 

discussion which followed. Certain1 y, a t  t h i s  school, individuals 

f rom outside the school played an important ro le  i n  the plan's 

direct ion and also i n  creating support f o r  it. 



Benefits of this  plan 

Benefits of this type of planning were obvious to Sue. "You 

become more of a group, you're start ing to think a l i t t l e  b i t  more as a 

group than that of an individual teacher ... you're not an entity unto 

yourself. You star t  t o  share more ideas and you're more comfortable 

w i th  people walking i n  and out of your classroom. You think on a 

broader scope of drawing i n  more people. ... I think i n  the classroom 

maybe you're a l i t t l e  more adventuresome." Everyone fe l t  a "co 

and collaborative culture" had been created. As was mentioned 

previously, the on-going focus resulted i n  staf f  members being 

llegia 

"caught up w i th  what's happening i n  the school and you involve your 

kids around that." This unity i n  focus was seen by a11 t o  happen i n  the 

school. " I f  people have selected a set of goals for  the year and 

everyone i s  i n  agreement, then you're a l l  working i n  the same 

direction and you can't help but achieve them," stated the principal. 

The results as seen by this staf f  then, were increased collaboration, 

collegiality, clear direction and focus on the school as a whole rather 

than i n  isolated departments. 



Chapter I V  Summary 

From the data collected through the interviews, there seemed 

to be common items addressed i n  each school. An important issue 

was how the plan actually began. This topic was one about which al l  

those interviewed had a great deal to say. There was also specific 

mention of elements that described the plan i tse l f  - i t s  purpose and 

components. Another focus was problems w i th  the plan. From the 

data, the school staf fs  interviewed had very clear ideas about how 

and why problems developed or were avoided. An area which emerged 

'rom the data was plan implementation, how was the plan continued 

throughout the school year? Al l  interviewees made comment on how 

the plan was evaluated i n  both the classroom and throughout the 

school. One final area which emerged was the support and/or 

influence that was placed on the plan from sources outside the 

school. A l l  these areas become important issues that form the basis 

of comparison made i n  the following chapter. 



Chapter V: Findings 

The School Improvement Plans described i n  the preceding 

chapter, had noted s im i la r i t i es  and differences. They were a t  various 

stages of development o r  completeness, contained common 

character ist ics as we l l  as d i f ferent  features. 

The Plan's Beginning 

Only the schools in  the Merr i l l  D i s t r i c t  mentioned improvement 

planning a t  the school level was a d i s t r i c t  expectation. In  the other 

d is t r ic ts ,  Flora and Ocean Pacific, no mention of  t h i s  factor  came up 

i n  the interviews. Mer r i l l  D i s t r i c t  led the i n i t i a t i ve  f o r  t h i s  planning 

whereas i n  the other d i s t r i c t s  school principals were the in i t ia tors .  

In the Mer r i l l  D is t r ic t ,  although there was a pressure t o  do th is  

type of planning, there was no dif ference i n  the way the schools 

began developing the plans. Across d i s t r i c t s  i n  every school studied, 

the principal led the process of  developing the plan. There was 

usually another person who assisted the principal i n  the workshop 

when the plan was developed. In some instances, i t  was a d i s t r i c t  

o f f i ce  person - Maitland, Glen Oakes, and Edgemont. In one school, 

Court, i t  was the vice principal who assisted i n  the development. In 

Garden Meadows Elementary, i t  was a d i s t r i c t  o f f i ce  person and the 



v ice  pr inc ipa l .  A t  F i r  Grove and Glenside Elementar ies, a teacher on 

s t a f f  was  the ass is tant .  A t  only t w o  schools, Northbend and 

Nightingale, d id  the p r inc ipa ls  begin on t h e i r  own. Th i s  may have 

been due t o  the  f a c t  they were  bo th  new t o  t h e i r  schools and ne i the r  

had a v i ce  pr inc ipa l .  

I n  the t w o  Jun io r  Secondary Schools studied, bo th  pr inc ipa ls  

had seen an oppor tun i ty  t o  t i e  t h e i r  p lan i n t o  a d i s t r i c t  p i l o t  program. 

Both  p i l o t  programs had a la rge amount o f  money as pa r t  o f  the  

program. The refocused p lan was  developed between the school 

admin is t ra to rs  and d i s t r i c t  o f f i ce  personnel and then taken t o  the  

s t a f f  f o r  r a t i f i c a t i o n .  A t  Mai tland, s t a f f  members were  i nv i t ed  t o  

take p a r t  in the  pro jec t ,  "We ind ica ted t o  the  s t a f f  t ha t  t h i s  was  a 

non-compulsory s o r t  o f  th ing  bu t  w e  had ce r t a i n  th ings  t h a t  w e  were  

looking a t  doing." A t  Edgemont, s t a f f  members decided by m a j o r i t y  

vote t h a t  they wou ld  be par t ic ipants .  Bud said, "The pr inc ipa l  was 

involved t o t h e  ex ten t  t h a t  he l i k e d t h e  idea and s p o n s o r e d t h e i d e a t o  

s t a f f  and f a c i l i t a t e d  a vo te  on it." A t  bo th  secondary schools, 

therefore, pa r t  o f  the  plan's focus came f r o m  outs ide the school. 

In a l l  e lementary schools studied, the  p lan began w i t h  the  

pr inc ipa l  along wi th the en t i r e  s ta f f ,  looking a t  where the school was 



and where i t  should be going. Input f r o m  s t a f f  came i n  the f o rm  of  

surveys, as was the case a t  Court and Northbend, and/or a goal 

-planning session where the whole s t a f f  sa t  down together and 

generated ideas about wha t  needed t o  be the focus o f  the plan. The 

use of s t i c ke rs  t o  vote on the areas of focus was  used a t  Court, 

Glenside and Night ingale Elementary Schools. The s t a f f s  a t  these 

schools s ta ted  the  procedure made the process very "democratic." 

Court 's k indergarten teacher explained, "So i t  came f r o m  one person, 

was discussed as a whole group, and we  used s t i c ke rs  t o  p r i o r i t i z e  

the goals and so everybody had t h e i r  say." A t  the  o ther  elementary 

schools the s t a f f s  narrowed the focus through a process o f  

e l im ina t ion  and then came t o  a "whole s t a f f  consensus." "We a l l  

agreed t h a t  i t  was impor tan t  f o r  ch i ld ren t o  do t h i s  and w e  a l l  agreed 

on the focus, wha t  i t  should be," reca l led  Garden Meadows p r imary  

teacher. 

Planning had been done i n  September i n  f o u r  o f  the  schools 

studied and i n  June i n  the  o ther  f ive.  I n  Court Elementary where the 

planning had been cont inuing f o r  f i v e  years, s t a f f  planned f o r  the  next  

year, i n  June. The i r  reason f o r  t h i s  was t o  already have t h e i r  focus 

clear. The p r imary  teacher remembered, "Goals f o r  the  year are 



looked a t  i n  Ap r i l  and l a s t  year  I know t h a t  they were  i n  place by 

June so t ha t  w e  were  w e l l  on ou r  way t o  looking a t  them and being 

able t o  get  down t o  p r a c t i c a l i t i e s  o f  us ing the  goals i n  September." 

A t  F i r  Grove Elementary and Glen Oakes Elementary, the 

planning was  a lso  done in  June. These schools thought i t  was  

impor tan t  t o  have focus before the  school year  began. Glen Oakes 

l i b ra r i an  out l ined the  bene f i t  o f  ear ly  planning, "Wel l  w e  do the goal 

se t t i ng  in  June. Teachers mee t  together  ... and t a l k  about our  goals 

f o r  the  next  year  and how we ' l l  wo rk  together  as a school. It helps t o  

have t h i s  i n  p lace t o  save t i m e  in  September when everyth ing i s  so 

busy." New s t a f f  a t  these schools had a chance t o  be pa r t  o f  the  

planning when t i m e  was  taken in  September t o  r e v i s i t  F i r  Grove's 

goals, "We'll go i n t o  r e t r e a t  again in  September because w e  wan t  t o  

get  new s t a f f  on board and w e  w i l l  f u r t h e r  r e f i n e  the  goals and 

people who w i l l  take respons ib i l i t y  f o r  those goals." 

Another  school t h a t  d i d  planning in  June, Northbend, d id  so 

because the new p r inc ipa l  wanted t o  have an idea about the  school's 

d i rec t ion  before  he ac tua l l y  came i n  September, "This i s  m y  f i r s t  

year  here. Every school i s  l i k e  a subcul ture and I needed t o  know 

where the  school was  a t  and together  w i t h  s t a f f  come up w i th  a 



focus for the next year." It was the new principal along w i th  the 

staf f  who worked together t o  assess the school and plan their future 

direction. In three of the four remaining schools ( Glenside, 

Edgemont, and Nightingale) although the plan began i n  September the 

schools were now going to reassess and plan for  the next year i n  

June. 

Characteristics o f  the Plan 

Al l  but two of these schools had Improvement Plans i n  writ ing. 

Edgemont Jr. Sec. and Northbend Elementary, both i n  the Ocean Pacific 

District, had plans that were i n  action but not i n  writ ing. Northbend 

Elementary's plan was seen by the staf f  to be a plan i n  development 

however that of Edgemont had been i n  place fo r  two years. 

The overall purpose of having a plan, whether wr i t ten or not, 

was explained: 

-to allow for, "consistency of ef for t  on behalf of children from 

the point of view of the total s taf f "  (Court) 

-"We have an objective which i s  to seek new and varied 

teaching strategies that w i l l  work wel l  i n  trying to convert to 

a child centered curriculum." (Mai tland) 

-"I think i t ' s  a direction plan that has some sense of where we 



want to go" (Garden Meadows) 

-a plan based "on the school's beliefs and tying everything 

together." "When you set your goals you take those goals and 

hold them up against your mission statements and say does this 

match?" (Fir Grove) 

-"Our main objective i s  to improve our effectiveness as a 

school." "It 's ... goals and objectives that drive our operation." 

(Glen Oakes) 

-"The main objective of our plan i s  to give our school direction 

throughout the school year." (Glenside) 

-"It's a s ta f f  improvement plan, plain and simple - to improve 

the quality of teaching." (Edgemont) 

-"We are trying t o  make this the best school i n  the whole 

d ist r ic t  so we look at specific things that would improve 

quality." (Northbend) 

-"The plan i s  the focus of what we do this year." " i t 's 

important for us to be able to work as a group." (Nightingale) 

it seems that the purpose i n  a l l  the schools was to have the staff  

working together as a whole, going i n  a common direction and i n  this 

way improve the school. The focus i n  a l l  these schools was 



def in i t -e ly  t o  improve the who le  school. A t  no t i m e  was  i t  mentioned 

by a s t a f f  member t ha t  1 wanted t o  do something bu t  r a t he r  we 

wanted t o  do something. 

Plan components 

The actual  components o r  pa r t s  o f  the  p lan var ied  f r o m  school 

t o  school al though they were  comparable (see Table 5.1). For  

example, a l l  schools had s ta ted  goals, somet imes long as w e l l  as 

shor t  t e r m  goals. S t ra teg ies  f o r  reaching those goals we re  evident i n  

seven o f  the  n ine schools. There were  no s t ra teg ies  s ta ted  in  the 

i n t e r v i e w  o r  w r i t t e n  in  the p lan a t  Northbend o r  Mait land, however 

the  use o f  created t i m e  was  seen by the  observer  as a s t ra tegy  f o r  

imp lement ing  the  goals. A l l  plans inc luded resources, (money and/or 

personnel), t o  ass i s t  in  goal a t ta inment .  Northbend and Night ingale 

Schools d i d  no t  have f i nanc ia l  resources as p a r t  o f  t h e i r  plan. 

T ime l ines  were  inc luded in  s i x  o f  the  schools' p lans and an evaluat ion 

component in  only f o u r  plans. Professional  development 

oppor tun i t ies  we re  inc luded in  a l l  school plans. These opportuni t ies 

included a t tend ing conferences, having outs ide f a c i l i t a t o r s  come i n t o  

the  school t o  do inserv ice  o r  both. 
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Creative t imetabl ing was evident i n  seven schools. In t w o  of 

these schools, Court and Glenside Schools, the t ime  was provided by 

the principals teaching i n  a room and freeing up s t a f f  t o  work 

together. In Northbend the t ime  was created by the principal, but i n  

th i s  case the principal took a l l  the primary and then a l l  the 

intermediate students f o r  an assembly thus freeing up ent i re groups 

of teachers. In  both junior secondary schools, creative t imetabl  ing 

by lengthening each teaching block and reducing t ime  between 

classes and noon hour, meant there was an extra block of t ime  each 

week t o  be used by a l l  s t a f f  t o  work together. 

This restructur ing of the school day was also done a t  Garden 

Meadows however the 'found' t ime  was used f o r  a var iety of  things as 

we l l  as working on the school's overall plan. A t  Nightingale 



Elementary, an idea wh ich  they ca l led " tw inn ing"  took place. Each 

pr imary  c lass was tw inned w i t h  an in termedia te  class. When 

pr imary  teachers wished t o  meet t o  discuss t h e i r  goals, the 

in termedia te  teachers took a l l  t h e i r  students. Th is  process was 

reversed i n  order f o r  the in termedia te  teachers t o  meet. Creat ive 

use o f  t i m e  became an impor tant  considerat ion therefore, i n  s i x  of  

the nine schools. 

There were t w o  o ther  components on1 y seen in the Merr i  l l  

School D i s t r i c t .  A l l  schools had a philosophy statement and/or a 

miss ion statement t o  wh ich  they t i e d  t h e i r  plan. As wel l ,  i n  each o f  

these schools there was a teacher responsible f o r  each o f  the goals 

o r  f o r  pa r t i cu la r  goal s t rategies.  For example, a t  Glen Oakes spec i f ic  

teachers were responsible for, "se t t ing up a publ ishing centre, a 

professional l i b ra r y  o r  a yearbook", t o  ment ion but  a few.  A t  F i r  

Grove, teachers were commi t ted  t o  one pa r t i cu la r  goal and worked on 

i t  as a commi t t e e  having one teacher i n  charge. The in termedia te  

teacher claimed, "The person i n  charge o f  the cooperat ive learning, 

w i l l  t a l k  t o  us about i t  and she goes t o  indiv idual  teachers t o  see i f  

there are any problems o r  concerns." 



A t  Glenside teachers buy in to  one goal. The primary teacher 

said, "It was explained t o  them when they made the i r  three choices 

that  whatever choices emerged, the popular ones, that  they would be 

asked to  buy i n to  one t o  which they would make a commitment." The 

goal i s  then broken down in to  strategies and a person i s  responsible 

fo r  each strategy, f o r  example, 

"theme charts - Miss Evans 

developing strategies f o r  pr imary w r i t i n g  - Mrs. Booth 

teaching keyboarding - Mr. Newf ield." 

This inclusion o f  a person responsible f o r  par t icu lar  strategies was 

seen only i n  one other school outside the Mer r i l l  D i s t r i c t  - Court 

Elementary. 

The plan's components varied then among the d i s t r i c t s  and 

certainly among the schools. Very c lear i n  a l l  the plans were goals, 

resources and professional development act iv i t ies .  Strategies fo r  

reaching the goals (7/9), t imel ines (6191, and creative t imetabl ing 

(7/9) also were included i n  many of  the plans. Most noticeable by i t s  

absence was the evaluation component, seen only i n  four plans. On 

one plan, Glen Oakes, most o f  the evaluation column was l e f t  blank 

alongside the goals. 



Problems w i th  the Plan 

When schools begin t o  do improvement planning, there may be 

some problems that need to be overcome. In six of the nine schools 

studied, the staf fs  maintained there was no problem coming to 

consensus about their plans. Four of these schools attributed this 

fact to "teacher professionalism" (Fir Grove, Glenside, Edgemont, and 

Northbend). Two schools, Glen Oakes and Nightingale, credited lack of 

problems to "teacher cooperation." Teacher "input into the plan" as a 

reason for  few or no problems was mentioned i n  a l l  the elementary 

schools sometimes as wel l  as teacher professionalism andlor 

cooperation. The two schools where input wasn't mentioned were the 

Junior Secondary Schools. Both those plans had been influenced by 

the distr ict .  

The three schools that did f ind the plan's beginning to have a 

few problems, were al l  i n  the Flora District. The fact that Maitland's 

plan was seen by staf f  as being "top-down" did cause "suspicion." The 

suspicion was overcome when, according to Greg and Blair, "The 

teachers realized the school d ist r ic t  wasn't going to mandate what 

we were going to do," and "we were going to have a great deal of 

financial resources that we would not ordinarily have. I t  just 



seemed l i k e  an excel lent  th ing t o  do." 

A t  Court Elementary, the pr inc ipa l  recal led, " In t ha t  f i r s t  year 

there was a b i t  o f  res istance because the v ice pr inc ipa l  and I were 

new." Teachers wondered, "What i s  t h i s  that 's  going on?" The 

resistance was overcome when teachers rea l ized they had input.  

"Once you've f i l l e d  i n  the sheets and then you recognize t ha t  i t ' s  

become pa r t  o f  a p lan and then you have the opportuni ty  f o r  input  i n t o  

it," the teachers concerns were relieved. 

A t  Garden Meadows Elementary a1 though they maintained there 

was no problem ge t t ing  the plan, the pr inc ipa l  fe l t ,  "If there was a 

problem i t  was deciding what  w e  wanted t o  do." It took t w o  years 

f o r  the problem t o  be resolved and an improvement plan t o  actual1 y be 

put  i n  place. It was when a v ice pr incipal,  who had expert ise i n  the 

d i rec t ion the t o t a l  s t a f f  ident i f ied,  was h i red  t ha t  t h i s  p lan forged 

ahead. According t o  the teachers, "We had an excel lent  v ice pr inc ipal  

who coordinated i t  a l l  f o r  us." The s t a f f  then wen t  together t o  a 

workshop on cooperat ive learning and t h i s  a c t i v i t y  was mentioned by 

all i n te rv iewed as "cementing" the plan. 

There were some problems mentioned as organizat ional fac tors  

when developing the plan. For example, change o f  s t a f f  was noted a t  



Mai t land and Garden Meadows. A t  Maitland, Greg mentioned, "A very 

b i g  change i n  our school has been the s t a f f  turnover. We have had, f o r  

various career reasons, a number o f  people leave us who were 

impor tant  t o  us and they have been replaced, by and large, by younger 

teachers. That  made i t  impor tant  f o r  us t o  spend t i m e  in tegrat ing 

those younger teachers i n t o  our  cu l ture  and t r y i ng  t o  ac tua l ly  make 

them pa r t  o f  the creat ion o f  a culture." A t  Garden Meadows, a change 

i n  an admin is t ra to r  caused the plan's momentum t o  decline. Mary 

recalled, "The v ice pr inc ipa l  was very good a t  organizing and she's 

not  w i t h  us now. I'm sure the o ther  teacher sa id  i t  before, you don't 

rea l ize  how much work  they actua l ly  d id  u n t i l  they're gone." 

Addit ional organizat ional problems were mentioned a t  various 

schools as w e l l  as ways o f  solv ing the problems: 

1. problem: the s ize o f  the p lan was  too big. 

solution: end-of-the-year review, "When w e  got t o  the end we 

discovered t ha t  w e  rea l l y  determined t o  t r y  t o  do too much so 

w e  cu t  i t  back." (Court) 

2. problem: a more detai led p lan i s  needed - "I th ink  w e  need 

more o f  a map." 

solution: "We communicate problems by making suggestions 



dur ing b lock x meet ing  t ime."  (Mait land) 

3. problem: pacing dur ing the  plan, "That f 

intense." "I th ink  there  were  t i m e s  when 

to ta l ly . "  

i r s t  year was very 

w e  j u s t  overloaded, 

solut ion:  "If there  i s  mon i to r ing  along the way  and as long as 

there  i s  honesty, I th ink  you can solve it." (Garden Meadows) 

4. problem: some goals take longer than planned t o  be 

implemented. 

solut ion:  "The ac t ion  p lan inc ludes ... the  date f o r  complet ion 

and a t  the  end evaluat ion t o  see whe ther  i t ' s  ef fect ive."  (Glen 

Oakes) 

5. problem: " lack o f  f o r m a l i t y  in  the plan." 

so lut ion:  "pu t t i ng  in  w r i t i n g  wha t  w e  wan t  t o  do." (Northbend) 

6. problem: " t ime  needs t o  be taken t o  develop the  plan." 

solut ion: "I w i l l  spend the en t i r e  f i r s t  professional  day on this, 

no t  half ,  t he  who le  thing." (Nightingale) 

The problems ou t l i ned  here, along w i t h  t h e i r  so lu t ions  were  e i t he r  

s tar t -up  problems o r  organizat ion problems. What i s  impor tan t  are 

the ways  these problems have been overcome. 



Sta f f  Involvement throughout the Plan 

Teacher involvement 

As was mentioned ear l ier ,  a l l  the  elementary schools had a l l  

teachers involved r i g h t  f r o m  the beginning o f  the  plan. A t  the t w o  

Jun io r  Secondary Schools however, the s t a f f  was  in formed about the 

p lan and then asked t o  come "on board" (Maitland) o r  t o  vote on 

acceptance (Edgemont). 

The continued involvement o f  teachers across school s i t e s  had 

many s i m i l a r i t i e s  (see Table 5.2). There were  seven ways s t a f f  

members had on-going p lan involvement. Goal commi t tees were 

formed. Teachers attended conferences outs ide the school, 

somet imes on a professional  development day bu t  no t  always. There 

was t i m e  se t  aside t o  share t h i s  new ly  acquired in format ion.  Regular 

meet ings were  held t o  discuss the plan. Peer coaching re in forced 

new pract ices.  Other types o f  commi t tees we re  se t  up t o  have input  

i n t o  the  overa l l  plan. As wel l ,  people f r o m  outs ide the school gave 

school workshops o r  c lassroom assistance. 

The schools studied used a va r ie ty  o f  these st rategies.  I n  some 

cases they used as many as s i x  s t ra teg ies  (Garden Meadows, Glenside, 

Edgemont, Nightingale). Some schools (Court, Mai tland, F i r  Grove, and 



Northbend) used f i ve  st rategies.  The o ther  school, Glen Oakes, used 

only fou r  o f  the st rategies.  
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i. Table 5.2 i. 

I n  order t o  give the reader a sampling o f  the types o f  th ings 

said t ha t  led  the researcher t o  bel ieve these s t ra teg ies  were being 

used, quotat ions f r om the t ransc r ip ts  o f  the f i r s t  three schools on 

the l i s t  f o l l ow .  

a) Court Elementary 

-"People, when they go t o  workshops, also a t  s t a f f  meetings, 

come back and give a l i t t l e  t a l k  o f  what  they d id  so w e  know what 's 

happening." (At tending conferences and t i m e  f o r  sharing the 

in format ion)  

- the p lan "sets up commit tees t o  take on these areas t ha t  are i n  

the goals. So i t  goes f r om a whole down t o  very spec i f ic  areas w i t h  

everybody i n  the s t a f f  r ea l l y  involved in a t  l eas t  one committee." 

(Goal commi t tees are formed) 



-"Usually a chairperson i s  decided upon and tha t  person ca l l s  

the meet ings and f r o m  there we  s o r t  o f  go and wo rk  on our own and 

then repor t  back t o  the s t a f f  a t  the s t a f f  meeting." (Regular 

meet ings are held t o  discuss the plan) 

-"The school's Col legia l  Council ge ts  together  i n  May and we  

look a t  the  school goals as put  f o r t h  i n  the p lan by the s t a f f .  We look 

a t  how w e  a t ta ined them. Then w e  look a t  where w e  wan t  t o  go f r o m  

there  and w e  fo rmu la te  a p lan t ha t  we  take t o  the  s t a f f  a t  the  s t a f f  

meeting." (Other types o f  commi t tees  se t  up t o  have input)  

b) Mai t land Jr. Sec. 

-"Everybody on t h i s  s t a f f  has been t o  a t  l eas t  t w o  m a j o r  

workshops pu t  on by Johnson and Johnson, Joyce and Showers, The 

Bennetts, Gl ickman o r  Leithwood." (Conferences outs ide the school) 

-"The school suppl ies the money t o  g ive you the  release t i m e  t o  

go t o  these conferences then you come back and share what  you have 

learned and share ma te r i a l s  and everyth ing else." (Sharing new 

in format ion)  

-"In our  b lock 'x' teachers pay us back by doing inservice." (New 

i n fo rma t i on  shared a t  scheduled t ime)  

-"Our p lan includes a block 'x' where teachers get  together 



every Tuesday afternoon and share ideas and learn new things we're 

focusing on." (Regular meeting t imes held to  discuss the plan) 

-"Groups of three o r  four work together o r  have the i r  best 

fr iend or  the teacher across the hal l  in to the i r  room. We use the 

whole Joyce and Showers notion of peer coaching." (Peer coaching) 

-The d i s t r i c t  supports us "by providing us w i t h  our own 

inservices team that regularly comes in to the school and model these 

things." (Outside people give inservice i n  the school) 

c) Garden Meadows 

-"We went to  an evening workshop by the Johnson Brothers on 

cooperative learning." (Attend conferences) 

-"A l o t  of  teachers did side-by-side teaching, which I have done 

also and I have found very useful ." (Peer coaching) 

- "Af ter  workshops, we had t ime then t o  ta lk  about it, what was 

going we l l  and what was not going wel l .  We had a chance to practice 

some more and get back together and ta lk  about i t  again during s ta f f  

meetings and regularly planned pro d days." (Sharing information and 

regular meetings held to  discuss plan) 

-"There i s  a s ta f f  development commi t tee  that meets on a 

regular basis (once a month). A l l  ideas are then discussed w i t h  the 



staff a t  the staff  meeting" (Other types of committees for  input) 

-"We have tended to use cooperative groups i n  the staff  

meetings as well. We go into groups of three, hash some of this stuff  

through and figure out what's best and what we are going t o  do next 

and so on." (Regular meetings held to discuss plan) 

- "I think we've had some outstanding demonstrations by Donna 

(distr ict  person). She would come in  f i r s t  of a l l  at a half 

professional day and introduce a new strategy. ... The next week she 

would come i n  and demonstrate i t  i n  three or four different 

classrooms and everybody would have a chance to look (at it) at least 

once and observe how this was used." (Outside people give inservice 

a t  the school) 

Many of these same quotations were used i n  the school 

portraits found i n  the preceding chapter. The purpose of including 

these quotations, a1 though not from every school, i s  to provide a 

flavor for  the type of quotation used to glean information. 

End of the year s ta f f  involvement i n  plan review was mentioned 

i n  a l l  but Mai tland Junior Secondary School. At both Court and 

Edgemont, this end of the year focus was preceded by committee 

assessment - the Col legial Council or Staff Development Committee. 



"The Col legial  Council looks a t  the school goals as pu t  f o r t h  by the 

s ta f f  f r om  the year before and w e  look a t  how w e  a t ta ined them. We 

formula te  a p lan t ha t  w e  take t o  the s t a f f  a t  the  s t a f f  meeting," said 

Court 's grade t w o  teacher. J im, Edgemont's new teacher said, "The 

Pro D Commit tee deals w i t h  those issues ( the plan) and formula te  

wha t  we're going t o  do f o r  next  year and then we ' l l  take i t  back t o  the 

s ta f f . "  

In  the o ther  s i x  schools, the  p lan became a focus i n  June on a 

professional  day o r  a t  a s t a f f  meeting. Very representat ive o f  

s ta tements  made o f  s t a f f  involvement a t  t h i s  t i m e  was  Chr is  f r o m  

Garden Meadows, "A t  the  end o f  the  year, as a whole  group, w e  sat  

down and w e  evaluated the program f o r  the  year and then r e  

-establ ished wha t  i t  was we  were going t o  do f o r  the  next  year." 

Court 's k indergarten teacher, "A t  the  end o f  the  year, w e  go over the 

goals again and see how w e l l  w e  have covered our  overa l l  plan." 

"Normal ly I would  take my  s t a f f  i n t o  r e t r ea t  i n  June and w e  would 

look a t  where w e  are and s t a r t  t o  f l esh  out  t-he type o f  th ing we  want  

t o  do," according t o  the pr inc ipa l  a t  F i r  Grove Elementary. From Glen 

Oakes' grade seven teacher, "We go back i n  June where we  take every 

one o f  our  goals, one by one, and very exhaust ively i n  a large group 



come up w i t h  what  w e  th ink are the st rengths o f  what  we  have done." 

These statements i n d x a t e  teacher end of  the year involvement. I t  

was obvious i n  a l l  e ight  schools. 

Most important1 y though, teacher involvement var ies amongst 

teachers. Wi th in  any improvement project ,  "Some teachers w i  11 take 

things on i n  great gobbs o f  it. I have several who are so i n t o  what  

they are doing they're j u s t  gobbling i t  up and some are a l i t t l e  

hesi tant .  So i t ' s  a t  d i f f e ren t  levels," mainta ined F i r  Grove's 

pr inc ipal .  

On three s t a f f s  - Court, Mai tland, F i r  Grove - both pr inc ipals 

and teachers not iced there was one o r  i n  some o f  the la rger  schools a 

couple o f  teachers who are "skeptical" o r  f i n d  t ha t  because o f  t h e i r  

personal l i ves  they j u s t  cannot be as involved a t  t ha t  t ime.  " I t 's  been 

very power fu l  w i t h  everyone except one woman who i s  ge t t ing  

marr ied ... and i s  j u s t  too overworked," remarked F i r  Grove's s ta f f  

associate. One of the Mait land teachers said, "There i s  s t i l l  a core 

there, a few, who are never going t o  change but  there i s  nothing w e  

can do about them. We can j u s t  move ahead ourselves." Court's 

pr inc ipa l  believed, "To suggest tha t  i n  any s t a f f  development plan, 

you know f o r  goals, t ha t  you're going t o  get  everybody, i t ' s  not  the 



way i t  works out." Very impor tan t l y  the teachers who were not  

involved d id  no t  block what  the others wanted t o  do. Involvement o f  

teachers i n  the plan, "doesn't mean tha t  we're a l l  e c q m y  involved but  

we  a l l  have involvement," said a F i r  Grove teacher. Th is  po in t  was 

made repeatedly. 

Pr inc ipa l  lnvolvement i n  the Plan 

The pr inc ipa l  too i s  involved throughout the plan but  h i d h e r  

r o l e  i s  somewhat d i f f e ren t  than tha t  o f  the teachers. According t o  

the data, the teachers see the pr inc ipal 's  r o l e  t o  be tha t  o f  a 

supporter, democrat ic leader, mani tor, i n i t i a to r ,  organizer - as we1 1 

as showing commitment  f o r  the improvement p lan (Table 5.3). 
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Mentioned mos t  f requent ly  was the support wh ich  the 

pr inc ipa ls  give t h e i r  teachers as they are work ing through the plan. 

A t  Court i t  was  sometimes, "...telling people how w e l l  they are doing 



and tak ing  note and g iv ing  them a sense t h a t  they are r e a l l y  doing a 

good job f o r  kids." Somet imes the support  was  f inanc ia l .  "The 

admin is t ra t i on  has bel ieved i n  i t  and has been prepared t o  pu t  money 

where i t  needs t o  be put," mainta ined Mait land's sen ior  teacher. 

Support by work ing  i n  the  c lass  was  noted many t imes.  A t  Edgemont, 

"The pr inc ipa l  and v ice  p r inc ipa l  are very cooperat ive i n  cover ing 

c lasses i f  need be and i n  provid ing us w i t h  m a t e r i a l s  o r  resources 

t h a t  w e  need in  implement ing  these things," s t a t ed  Bud. A t  Northbend 

another f o r m  o f  support  was  noticed. In te rv iewed  teachers here f e l t  

t h e i r  p r inc ipa l  kept, " the l i nes  o f  communicat ion open t o  everybsdy, 

hearing t h e i r  concerns and responding t o  them ...." Night ingale 

teachers f e l t  support  i n  another way. "You get  encouragement f r o m  

the pr inc ipa l  ." Repeatedly, teachers made the  comment, "The 

pr inc ipa l  i s  very supportive." 

As w e l l  as the  r o l e  o f  a supporter, the  p r inc ipa l  was  a lso  seen 

as being democrat ic .  Th i s  openminded p r inc ipa l  sought input  f r o m  

the teachers. For  example a t  Court, the  pr inc ipal ,  "asks us  f o r  our  

i npu t  and w e  g ive  i t  and w e  are no t  backward about i t  a t  a l l  because 

he i s  very open and he wan t s  the  suggestions." Glen Oakes' p r inc ipa l  

i s  seen t o  be, "very open t o  i npu t  and feedback f r o m  teachers. He very 



seldom does things i n  an authoritarian manner." "Nothing i s  imposed 

from above (at Northbend). I t 's a l l  collaborative." Edgemont's 

principal said, "Never, ever do we inst i tute anything that hasn't been 

run past the staff  f i r s t  and has their endorsation because I know that 

the strength comes from the teachers not i n  our forcing something." 

The staff here agreed this was so. One teacher commented, " I f  we 

decided not to do it, he would have gone along w i th  it, so he sought 

staf f  approval for  the idea." The word "open" was used numerous 

times to describe the principals. 

The principal was often seen monitoring the plan. Garden 

Meadows principal asks teachers, "How i s  i t  going?" In some schools, 

such as F i r  Grove, monitoring was done through communication w i th  

the goal chairpersons. "I talk w i th  my task force leaders and they 

te l l  me what's going on." At Northbend, the intermediate teacher 

said, "The two department heads meet w i th  the principal for  a 

breakfast meeting most Thursday mornings. I provide the principal 

w i th  a l l  the results and the primary person does s similar thing." 

Teachers at Glenside believed, "The principal keeps track of the goals 

and he has them really i n  his head. He monitors them." Teachers 

were very aware that the principal was monitoring the plan and this 



f a c t  was a lways  seen by s t a f f  as a pos i t i ve  no t  a negat ive fac to r .  

I n i t i a t o r  was  a r o l e  played by a l l  these p r inc ipa ls  bu t  i n  var ious 

ways. The t w o  secondary pr inc ipa ls  aggressively sought d i s t r i c t  

resources by t y i n g  i n t o  p i l o t  p ro jec ts .  Both  l i nked  wha t  was already 

happening i n  t h e i r  schools t o  something the  d i s t r i c t  wanted t o  

happen. "I began t o  push our  D i r ec to r  o f  Ins t ruc t ion .  I could see the 

s t a f f  was ready t o  move i n t o  something new," s ta ted  Mait land's 

pr inc ipa l .  Edgemont's p r inc ipa l  recal led, "We ( the pr inc ipa l  and 

d i s t r i c t  coordinator)  wen t  t o  the school board o f f i c e  and asked f o r  

support  - inserv ice  support  and money support." 

I n  e lementary schools, p r inc ipa l  as i n i t i a t o r  was  seen in  a 

va r ie ty  o f  ways. Somet imes i t  was  creat ing  t i m e  f o r  teachers t o  

wo rk  together  such as happened a t  Northbend. "The opportuni ty  t o  

wo rk  together  was  i n i t i a t e d  by the  principal," o r  i n i t i a t i n g  the  

development o f  an i tnprovement plan. "Even in  the  f i r s t  year  when 

we're no t  supposed t o  do too  much in  change ... I int roduced one." The 

r o l e  as an i n i t i a t o r  was  used t o  get  f inanc ia l  support  f o r  Glenside's 

plan. "The p r inc ipa l  s o l i c i t s  support  f r o m  some of the  communi ty  

groups l i k e  the  K iwan i s  ...." "I'm no t  sure where i t  was  bu t  I know the 

adm in i s t r a t o r  wou ld  w r i t e  var ious proposals up t o  a l l  k inds o f  



places, and get  money tha t  maybe o ther  schools aren't  able t o  get," 

reca l led  Mary f r om Garden Meadows. Being a pr inc ipa l  i n i t i a t o r  was 

seen by s t a f f  as ass is t ing  school-based improvement planning i n  both 

elementary and secondary schools. 

Pr inc ipa ls  were a lso seen t o  be commi t ted  t o  the plan. In  f a c t  

Court Elementary pr inc ipa l  fe l t ,  " there has t o  be an enthusiasm and a 

commi tment  and a be l ie f  on t h e i r  (administ rators)  p a r t  before 

anything ever happens." It was the pr inc ipal 's  act ions tha t  s ta ted 

very clear1 y t h e i r  commitment .  Because the pr inc ipa l  taught f o r  

teachers, sought funding o r  helped create ways s t a f f  could work  

together, teachers could sense, "The pr inc ipa l  i s  very i n t o  this." 

Organization was  the f i na l  s k i l l  observed wh ich  assisted 

pr inc ipa ls  work ing on an improvement plan. According t o  Garden 

Meadow's s ta f f ,  "If you wan t  i t  t o  happen, you have t o  make sure i t  

happens and plan s t ra teg ies  t ha t  make i t  happen." Th is  they f e l t  was 

pa r t  o f  the admin is t ra tor 's  role, "The admin is t ra to r  was very good a t  

organizing those things." Teachers a t  Edgemont fe l t ,  "Our pr inc ipa l  i s  

enabling us t o  do th is .  One way he i s  doing t h i s  i s  t o  juggle the 

t ime tab le  so ce r t a i n  people are f ree  then w e  can go i n t o  o ther  

peoples' c lassrooms and help them." Reorganizing the t imetab le  to  



create  a b lock "x" a t  Mai t land a lso a l l owed  meet ing  t ime .  

Bob, a Northbend teacher said, "We a lso  have something tha t  i s  

unique i n  m y  t w e n t y  years teaching, the p r inc ipa l  takes an assembly 

on Monday and an assembly on Fr iday - ha l f  the  school each t ime .  A t  

t h a t  t i m e  the in te rmed ia te  s t a f f  meet  together  t o  t a l k  about goals." 

Organizing t i m e  f o r  teachers t o  p lan was a lso  noted a t  Court. The 

pr inc ipa l  and v i ce  p r inc ipa l  bo th  release teachers by teaching f o r  

them. "The p r inc ipa l  i s  i n  m y  c lass  t w i c e  a week. They s p l i t  the 

school in  half ,  so they teach an a w f u l  lot," explained the grade t w o  

teacher. Organizing t i m e  f o r  p lan implementa t ion  was seen 

pos i t i ve l y  by a l l  s t a f f .  

The r o l e  o f  the  pr inc ipa l  then i n  a school-based improvement 

p lan i s  d i f f e r e n t  f r o m  t h a t  o f  a teacher. From the teachers po in t  of 

v iew, p r inc ipa ls  show support, openness, moni tor ing,  i n i t i a t i ve ,  

commi tmen t  and organizat ion when work ing  on school-based 

improvement planning. 

Plan Implementation i n  the Schools 

A l l  t he  schools had p rac t i ces  i n  p lace i n  order  t o  keep the p lan 

moving f o r w a r d  and a l l o w  implementa t ion  t o  occur. Some o f  these 

methods were  i d e n t i f i e d  i n  the previous section, "S ta f f  Involvement 



throughout the Plan," however a c loser  look a t  these i t e m s  w i l l  add 

f u r t he r  c l a r i f i ca t i on .  For example, there are seven schools where 

commi t tees are formed t o  focus on the plan's goals. 

Commit tees 

A t  Court, the  purpose o f  these groups was explained by the 

grade t w o  teacher. "The commi t tees have m e t  several t imes  during 

the year and they pu t  f o r t h  th ings tha t  they fee l  are impor tan t  and 

ideas f o r  the  whole school." Glenside s t a f f  said, "We formed sma l l  

groups t o  wo rk  on the goals t ha t  were iso la ted as the school's goals. 

Then as sma l l  groups w e  work  on the various s t ra teg ies  tha t  would 

help us pu t  the  goals i n  place." "The teachers use commi t tee t i m e  t o  

wo rk  on areas re la ted  t o  a spec i f i c  goal, f o r  example, the  Pr imary  

Program," mainta ined s t a f f  a t  Nort  hbend. 

Sometimes the  groups were  formed t o  look a t  a spec i f ic  goal. 

For  example a t  F i r  Grove, "We have a d isc ip l ine  commi t tee  and they 

work  on ce r t a i n  things," said the grade s i x  teacher. A t  t w o  schools a 

group o f  teachers, p r imary  and in termedia te  s ta f f ,  me t  t o  look a t  a l l  

the  plan's goals. Th is  happened a t  both  Glen Oakes and Northbend. 

"There are week ly  meet ings f o r  the  p r imary  teachers. We're a l l  qu i te  

up f r o n t  and w e  t a l k  about how w e  w i l l  develop these (goals)." 



Sharing Information 

There i s  a forum for  sharing plan information on a regular 

basis. A t  a l l  elementary schools this time was provided during staff  

meetings. Such statements as, "We w i l l  s i t  down at a staff  meeting 

and the principal w i l l  ask how a re  we doing i n  achieving the goals" 

(Glenside). At our staf f  meetings, "we spend sixty minutes on a 

discussion about school goals or school issues" (Northbend). 

Teachers who attend a conference, "return to the school and inform 

us during the staf f  meeting." 

Sometimes as wel l  as the staf f  meeting time, there i s  other 

time created for  regular meeting times for  teachers to work on the 

plan. At Northbend, fo r  example, this "time was created by the 

principal taking al l  the students fo r  a weekly assembly." Nightingale 

teachers use a process they called "twinning." "Today the primary 

t-eachers wanted to get together so the intermediate teachers took 

their kids." Glen Oakes teachers use after school meeting time on a 

regular basis to look at their goals. "There are weekly meetings for 

the primary staff, biweekly meetings for  the intermediates as wel l  

as the month1 y staf f  meetings," indicated the librarian." 



Both jun ior  secondary schools created a weekly meet ing t i m e  

f o r  teachers by reorganizing the t imetable.  Ext ra  t i m e  was added t o  

each teaching block. T ime was reduced between classes and a t  noon 

hour i n  order t o  d ismiss  students early once a week. According t o  

s t a f f  a t  Maitland, the new found t i m e  i s  used, " f o r  ma t te r s  o f  

ref lect ion,  workshops, col legia l  ac t i v i t i es  o r  whatever seems t o  be 

appropriate f o r  our  plan." To make valuable use o f  t h i s  t ime, cross 

cu r r i cu la r  groups were formed a t  Edgemont and w i t h i n  these groups 

there was "goal focussed discussion and exchange o f  ideas," as w e l l  

as "planning t o  do observations." A t  both these schools, s t a f f  

meetings were no t  used on a regular  basis f o r  p lan discussion. 

Professional Development 

Professional development re la t ing  t o  the  goals was  mentioned 

by a l l  schools. There was more inserv ice done outside the school 

than ins ide the school (Table 5.2) Both types o f  ongoing development 

were seen t o  be an impor tant  aspect o f  the plan's working. 

a) Outside the school 

Ty ing conferences t o  the p lan was seen as impor tant .  A t  

Nightingale, f o r  example, the s t a f f  pointed out, "When people 

individual1 y make appl icat ion f o r  professional development money, i t  



has t o  match the goals p r e t t y  w e l l  r a t he r  than just ,  i t ' s  a great  

conference and I wan t  t o  go t o  it." A l l  teachers a t  Mai t land had, "been 

t o  a t  l eas t  t w o  m a j o r  workshops put  on tha t  r e l a te  t o  our  goals." 

School s t a f f s  were "encouraged t o  a t tend d i f f e ren t  workshops 

towards  a goal," according t o  Glenside teachers. At tending a 

conference as a whole s t a f f  enabled Garden Meadow's p lan t o  push 

forward.  "It was a t  t ha t  t i m e  t h a t  a cooperat ive learning workshop 

was avai lable i n  Vancouver. Somebody mentioned i t  i n  the s t a f f  room 

and i t  was  j u s t  automatic,  everybody bu t  one wen t  t o  t h i s  evening 

session. We were  so ld  on the idea and i t  was very soon a f t e r  t ha t  w e  

decided t o  implement  it." Outside conferences then p lay an impor tant  

r o l e  i n  implement ing the  plan's goals. 

b) Inside the school 

School-based inserv ice  was used i n  e ight  schools i den t i f i ed  on 

Table 5.2. Teachers a t  a l l  schools us ing t h i s  s t ra tegy found i t  very 

useful .  S t a f f  a t  Garden Meadows said, "Jane wou ld  come i n  and work  

i n  our  classrooms a t  d i f f e ren t  l eve ls  and w e  would  wa tch  her  teach 

our chi ldren. ... If you get  t o  see i t  w i t h  your own  k ids  o r  w i t h  

someone c lose t o  your level, then you fee l  l i k e  f o r  a teacher, you're 

more secure." Having inserv ice  a t  F i r  Grove, the teachers bel ieved 



was very he lp fu l  because., "We see i t  f i r s t  and then we  t r y  t h e i r  

sample." Mai t land's new teacher fe l t ,  "Our own  inserv ice  team tha t  

regular1 y comes i n t o  the school and model these th ings - that 's  been 

a b i g  help." Th is  sent iment  was t yp ica l  o f  s t a f f s  pa r t i c ipa t ing  i n  

school-based inserv ice.  

Peer Coaching 

Peer coaching was noted as a s t ra tegy t o  help implement the 

plan's goals a t  the c lassroom leve l  i n  s i x  schools; Mai tland, Garden 

Meadows, F i r  Grove, Glenside, Edgemont and Northbend. The benef i ts  

o f  peer coaching were acclaimed by a l l .  A t  Mai tland, s t a f f  f e l t  

changes were made, "by asking people i n t o  t h e i r  c lassrooms t o  see 

what 's  going on and wha t  i t  i s  l ike.  You know I would  never have 

dreamed o f  having people i n  m y  c lassroom three o r  f ou r  years ago and 

now you ask people t o  come i n  and see what 's  going on and you get  

i nv i t ed  i n t o  o ther  people's classrooms. That  spreads rea l  1 y quickly." 

A Garden Meadows teacher claimed, "We had the opportuni ty  t o  

go i n t o  each other 's classrooms, I would  go i n  and wa tch  the grade 

sevens do t h i s  and say, 'Wow, look wha t  they've done w i t h  this. '  Th is  

would  insp i re  me t o  say, ' l e t  me  see, how can I get  the  kindergarten 

k ids  t o  th ink  about these things'?" Having a par tne r  a t  F i r  Grove 



a l lowed the teachers to, " r e f l ec t  upon the success by ta l k ing  about 

what 's  happening w i t h  m y  coaching buddy." A t  Edgemont, 

"observat ions w i t h  one another's classes f a c i l i t a t e d  ... b e t t e r  

learn ing o f  the  techniques." W i t h i n  the schools wh i ch  i den t i f i ed  peer 

coaching as a s t ra tegy  t o  help implement  t h e i r  goals, teachers f e l t  

t h i s  technique had rea l l y  made a d i f ference.  

Special  commi t tees  - 

Special  commit tees,  o the r  than goal commit tees,  are used i n  

f ou r  schools - Court, Garden Meadows, Edgemont and Night ingale. The 

purpose o f  these commi t tees  i n  the  schools vary. For  example a t  

Court, the grade t w o  teacher said, "In May, the  SCC (S ta f f  Col legial  

Council) ge t  together  and w e  look a t  the  school goals as pu t  f o r t h  by 

the s t a f f  f r o m  the year  before and w e  look a t  how w e  a t ta ined  them. 

Then w e  look a t  where w e  wan t  t o  go f r o m  there  and w e  fo rmu la te  a 

p lan t h a t  w e  take t o  the  s t a f f  a t  the  s t a f f  meeting." 

T h i s  same process i s  used by the  Pro  D Commi t tee  a t  Edgemont. 

J i m  explained, "We (Pro D Commit tee)  have j u s t  sa t  down and 

fo rmu la ted  wha t  we're going t o  do f o r  nex t  year  and then we ' l l  take i t  

back t o  the  staf f . "  Garden Meadow's s t a f f  used the S t a f f  Development 

Commi t tee  t o  obta in  feedback about the  plan. "They've done th ings 



l ike sent out questionnaires - what do we want to do and then i t 's  

compiled and they take the information from that to plan ahead what 

we a re  going to do." 

The Professional Development Committee at Nightingale meets 

ahead of the regular staf f  meeting i n  order to, "plan and have a few 

things i n  mind and then bring them to the staff." As well i t  i s  this 

committee which decides i f  applications to attend conferences w i l l  

be approved. Only those which "match the goals" are funded. These 

other committees play a variety of important roles in  the 

implementation of the plans at these four schools. 

Parents 

The role of parents i n  helping the plan to go forward was 

mentioned at four schools. In Garden Meadows and F i r  Grove staff  

members put on workshops for  these parents. "We have done evening 

workshops on a voluntary basis to show the parents what we do wi th  

their children and what we have learned i n  our professional days." 

The principal at Northbend keeps parents informed about the goals by 

using the forums of the monthly newsletter and parent meetings. As 

well, he, "had a formal needs assessment for  parents to seek input 

into the goals." A t  Glenside, "The chairman of our parent association 
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involved i n  developing the plan." Parent p a r t  i c ipa t ion  i n  the plan 

was i n  the f o r m  o f  i n fo rmat ion  a t  some schools w h i l e  a t  others i t  

was t o  seek input.  

Money 

Money was mentioned qu i te  f requent ly  as ass is t ing  i n  the p lan 

going forward.  The t w o  Jr. Sec. Schools used the  money t o  provide a 

l o t  o f  professional  development f o r  the  teachers. "Everybody on t h i s  

s ta f f  has been t o  t w o  m a j o r  workshops ...." The school-based s t a f f  

associate a t  F i r  Grove had a $13,000 budget wh ich  she used, " to buy 

books f o r  teacher s t h a t  are the references t ha t  they need i n  t h e i r  

own rooms, t o  go t o  conferences together i n  order  t o  get  a common 

language, and t o  provide release t i m e  - wh ich  cos ts  money." Teacher 

release t i m e  was also bought w i t h  the $4,500 the Glen Oakes 

t-eachers received. "One day a l l  our  p r imary  teachers a l l  got  subs and 

they wen t  together t o  v i s i t  another school and meet  and t a l k  about 

the program." Th is  use of money f o r  release t i m e  was also seen a t  

Garden Meadows where, "we've had maybe ha l f  the  s t a f f  ... go t o  

somebody's house f o r  lunch together and then wo rk  through the  

af ternoon on various st rategies.  Yes w e  have spent money and w e  

haven't been bashful  about t ha t  either." 



Money also bought release t i m e  f o r  Glenside teachers t o  receive 

inservice. "We've come up w i t h  subs t i tu te  t i m e  t o  send teachers t o  

other schools o r  t o  workshops so they can observe o ther  teachers and 

we've taken the b i l l  f o r  that."  In addi t ion though, Glenside s t a f f  used 

money ra ised f r om community groups t o  provide mate r ia l  rewards.  

"We take them sw imming  f o r  students t ha t  reach a ce r ta in  standard." 

"We buy A p ins f o r  the students." These rewards were used i n  

Glenside's goal, " to  improve the overal l  appearance o f  the school," f o r  

students who do, " a f t e r  school clean-up pat ro l "  o r  w i n  a, "school 

pr ide poster  contest." Money then i s  seen as impor tant  i n  s i x  o f  the 

schools. The source o f  t ha t  money i s  deal t  w i t h  under the sect ion 

Outside Support f o r  the Plan. 

Evaluation of the Plan 

Classroom Evaluat ion o f  the Plan 

Evaluation o f  the p lan can be divided i n t o  classroom evaluat ion 

and school evaluation. In  the classroom, teachers a t  &l schools f e l t  

t h e i r  own observations l e t  them know whether o r  no t  a par t i cu la r  

s t ra tegy was  successful. "You see l o t s  of k ids  involved i n  what  

they're doing," bel ieved Garden Meadow's grade seven teacher. The 

in termedia te  teacher a t  F i r  Grove said, "Just watch ing k ids  and 



seeing how they work and seeing the change - to  see that they're 

doing dif ferent things than they used to." O r  f rom Edgemont, "You can 

see kids on task more." The Grade Seven teacher at  Nightingale 

maintained, "You can see they are thinking ... and you think, oh good. 

They're catching on." 

Other methods of evaluating the plan i n  the classroom varied 

f rom school to  school. Four schools' s ta f f s  f e l t  principal 

observations could t e l l  them how we l l  they were doing (Table 5.41. 

The principal a t  Garden Meadows noticed teachers were, "less f ront  

and centre. You see kids involved i n  the i r  learning groups ... a great 

deal of the time." Principal observation was also used at  F i r  Grove. 

"What you'll see i n  every classroom i s  a l o t  more student 

participation, a great deal more than what we've had before. You see 

kids involved i n  the i r  learning groups ... a great deal of  the time." 

Glen Oakes principal gives teachers feedback about his observations. 

"The principal has noticed that during assemblies the younger 

children ask questions that are much more focused." In these 

schools, the principal had observed changes i n  students. Their 

observations were believed t o  be a form of evaluation. 
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In  add i t ion  t o  observations, the  use o f  peer coaching a t  s i x  

schools was seen as a c lassroom evaluat ion technique because i t  

gave teachers feedback. "Teachers are asked f o r  t h e i r  feedback. They 

w i l l  s i t  down and debr ief  the  a c t i v i t y  and i t ' s  excellent, j u s t  great," 

exclaimed one F i r  Grove s t a f f  member. A t  Glenside, the  p r imary  

teacher f e l t  feedback f r o m  a peer l ike, "Boy wha t  a great  idea and 

they say, 'That wou ld  be something good t o  show a t  a s t a f f  meeting'," 

r ea l l y  l e t  he r  know she was on the r i g h t  t rack .  "Teachers could 

a lways use as the basis o f  discussion t ha t  a c t i v i t y  wh ich  they were 

mutua l l y  knowledgeable - 'you know whenever I have a s i tua t ion  

that 's  not  working, I m igh t  t r y  t h i s  idea'," f e l t  Edgemont's new 

teacher. The resource teacher a t  Northbend claims, "...collaborative 

planning and peer coaching going on helps because everyth ing they do 

they bounce i t  o f f  each other." I n  the schools t ha t  used peer 

coaching, i t  was  seen t o  ass is t  evaluat ion o f  wha t  was happening i n  



the classroom. 

Feedback f r o m  outs ide sources o ther  than s t a f f  members also 

helped teachers know t h e i r  new s t ra teg ies  were  working. The 

p r imary  teacher a t  Court said, "I a lso get  feedback f r o m  subs t i tu tes  

and o ther  people who work  i n  m y  class. They say the students are 

very cooperat ive and how they work." Parents and d i s t r i c t  s t a f f  also, 

"See wha t  our  ch i ld ren are doing and they w r i t e  us (Glenside s t a f f )  

le t te rs . "  The parents a t  Night ingale are a lso  a source o f  feedback, 

"There's a l o t  o f  things, notes and cal ls,  f r o m  the  parents, a l o t  o f  

feedback," c la imed Marg. 

A t  only t w o  schools were student marks  used t o  measure the 

plan's c lassroom effect jveness, a t  both  Jun io r  Secondary Schools. A t  

Edgemont, "I 'm seeing the marks  increase because o f  the  s t ra teg ies  

t ha t  are happening." One Mai t land teacher said, "We do have i n  place, 

ce r ta in  very rough measures o f  student achievement such as marks." 

There was  however, no planned pre  o r  post  t es t i ng  done by the 

teachers w i t h i n  the c lassroom a t  e i t he r  school. 

Teachers ta l k ing  together was mentioned as ass is t ing  i n  l e t t i n g  

them know how w e l l  the  p lan was work ing  i n  the  c lassroom and the 

school i n  f i v e  schools (Table 5.4). "There's more ta l k ing  about what 's 



going on i n  the classroom," Mai t land teachers f e l t .  "I know i t ' s  

work ing too because o f  the  increased dialogue that 's  occurr ing 

between and among teachers," mainta ined the  pr inc ipa l  a t  Garden 

Meadows. Teachers a t  F i r  Grove said, "I can t a l k  i t  over. I can r e f l e c t  

upon the success by ta l k ing  about what 's  happening w i t h  e i t he r  my 

coaching buddy o r  o ther  people on s ta f f . "  "Teachers t a l k  about 

d i f f e ren t  teaching s t ra teg ies  ... even outs ide o f  our  Tuesday afternoon 

meetings," Edgemont's new teacher pointed out. Ta lk  between 

teachers seemed t o  be an impor tan t  method o f  obta in ing feedback a t  

these f i v e  schools. 

A t  only t w o  schools was any type o f  research o r  t rack ing done 

t o  see i f  a new method o f  teaching was work ing  i n  the classroom. 

The grade seven teacher a t  F i r  Grove taught a Spel l ing Un i t  us ing the, 

"same o ld  method t h a t  she normal ly  did. And then she taught one 

using a cooperat ive learning s t ra tegy and she was  j u s t  amazed a t  the 

d i f fe rence pa r t i cu l a r l y  i n  re ten t ion  leve ls  a week later . "  Glenside's 

measurement of student 's keyboarding s k i l l s  recorded student en t ry  

leve ls  and then t h e i r  ongoing resu l ts .  These we re  the only t w o  

examples o f  i n  c lass  research done a t  t h i s  o r  indeed any o f  the  nine 

schools studied. 



School-wide Evaluat ion o f  the  Plan 

Noted a t  a l l  schools bu t  Mai t land was  the end-of-the-year plan 

rev iew.  " In June, w e  wen t  through the en t i r e  document and everybody 

became involved," a t  Court. L i kew ise  a t  Garden Meadows, " A t  the end 

o f  the  year, as a who le  group, w e  sa t  down and w e  evaluated the 

program f o r  the  year and then re-establ ished wha t  i t  was  w e  were 

going t o  do f o r  the  next  year." "We s i t  down and have a look a t  i t  ( the 

plan) and what 's  good about i t  and what 's  bad, you know th ings  l i k e  

t h a t  and maybe t h i s  goal o r  ob jec t i ve  i s  going t o  be ongoing o r  t ha t  

w i l l  be a maintenance one," reca l led  Glen Oakes' pr inc ipal .  Glenside 

s t a f f  a lso take p a r t  i n  year-end rev iew.  "We'l l  look a t  the p lan and 

say do w e  cont inue w i t h  t h i s  goal o r  are w e  f in ished w i t h  it?" 

Night ingales'  teachers planned, " A t  the end o f  the  year  w e  w i l l  look 

a t  wha t  w e  decided a t  the  beginning o f  the  year  and see wha t  w e  d id  

and r e v i e w  everything." A1 1 respondents represent ing e ight  schools 

made s i m i l a r  comments. 

A t  a l l  n ine schools there  were  regu lar  meet ings  during wh ich  

a l l  s t a f f  evaluated the  plan's ongoing progress. A t  s i x  schools (Table 

5.5) t h i s  evaluat ion took place dur ing the s t a f f  meeting. "We have 

s t a f f  meet ings about i t  (the plan) and w e  t a l k  about it," mainta ined 



F i r  Grove's intermediate teacher. Bob described how the process 

occlrrrel at Northbend. "The staf f  knows what i s  working i n  the plan 

when we have our mont-hly meetings-when the whole staff  i s  

... together to react to items and we have the opportunity t o  express 

our concerns." 
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Within three of these schools - Court, F i r  Grove, and Northbend 

- ongoing evaluation i s  also done during another meeting time. Goal 

committees at Court, for  example, "...monitor ourselves a lot.  We 

keep track of it. We know we've got the plan and we've got our 

timelines." This type of committee also works at F i r  Grove. "We 

have a discipline committee and they work on certain things. What 

they do i s  they think of the most important things and they bring i t  

back to the staf f  meeting," maintained the grade six teacher. A t  

Northbend committees met weekly. The purpose of those meetings 



was explained by Bob, "We do meet as a primary group and 

intermediate group to discuss goals. When we come t-oget-her, more 

specif ic concerns are already ironed out before we come to the 

general meeting." These meetings are therefore used i n  addition to 

monthly s ta f f  meetings. 

In three schools - Mai tland, Glen Oakes, Edgemont - ongoing 

evaluation i s  carr ied on only during a scheduled meeting other than a 

s ta f f  meeting. Block "xu at  Maitland allowed f o r  ongoing review. "We 

do i t  (evaluate) regularl  y ongoing on a regular basis i n  block "x." Glen 

Clakes' l ibrar ian claimed, "We see that something isn' t  working 

because there are obvious gl i tches and then we t r y  to  address them .... 

We do th is  a t  our weekly primary meetings." Edgemont s ta f f  also 

used weekly meeting t imes to  evaluate. "So the teaching strategies 

are the focus and everybody i s  required to  part ic ipate i n  the group 

and give feedback." These regularl y scheduled meetings a l low s ta f fs  

a t  these schools t o  assess part icular strategies of the plan on an 

ongoi ng basis. 

Actual measurement of the plan using a def in i te method was 

indicated a t  one school, Maitland. Maitland had a form of 

measurement done by persons both f rom inside and outside the 



school. There was tracking of some students' achievement. "We have 

a teacher involved i n  what we cal l  an integrated program .... She has 

been given an extra block i n  t ime i n  which she tracks these students 

to see how they do outside her rather she1 tered environment." In 

addition, also a t  Mai tland, a UBC professor and the vice principal, 

"have some base l ine data f rom when we started and he i s  col lect ing 

data and doing interviews." The principal hopes th is  technique w i l l  

give them accurate evaluation of  the i r  plan. 

Four schools noted discipline was a factor  i n  knowing how wel l  

you were doing. "Kids rarely get to  suspension now because how we 

deal w i t h  the kids has become a di f ferent approach," maintained F i r  

Grove's kindergarten teacher. Garden Meadows s ta f f  had extended the 

classroom teaching strategies onto the playground. "There are not as 

many discipl ine problems a t  th is  school because we use the 

cooperative learning strategies on the playground." Classroom 

discipl ine also changed. Maitland's new teacher said, "A l o t  of my 

time, i n  the past was spent on maintenance of  classroom discipline 

and order. This doesn't happen any more." Actual tracking of numbers 

of suspensions o r  problems had not been done i n  any schools. 



Three schools, Garden Meadows, Glen Oakes and Northbend, f e l t  

theg needed some tgpe of an evaluat ion i n  order t o  l e t  them know how 

w e l l  they were implement ing the plan. Garden Meadow's pr inc ipa l  

explained, "We used t o  use the CTBS on a regu lar  basis ... we're not.  

sure wha t  t o  pu t  i n  i t s  place. So we've had a l o t  o f  t a l k  about that."  

The pr inc ipa l  a t  Northbend believed, "That's a good quest ion because 

we  haven't looked a t  pre and post  tes t ing .  Our evaluat ion procedure 

has turned out  t o  be j u s t  looking a t  wha t  we've done, that 's  probably 

the pa r t  w e  haven't done as w e l l  yet." Th is  sent iment  was echoed a t  

Glen Oakes. "The ongoing evaluat ion o f  a program l i k e  t h a t  i s  

impor tan t  and w e  don't do a l o t  o f  ongoing evaluat ion i n  a fo rma l  

way." These three school s t a f f s  knew they needed t o  use some type 

o f  de f i n i t e  measure bu t  they had not  come up w i t h  an answer. The 

o ther  school s t a f f s  d i d  no t  ment ion t h i s  need when being in terv iewed.  

There we re  o ther  th ings s ingu lar ly  mentioned as means o f  

evaluation. Few teacher complaints were noted a t  F i r  Grove. An 

increase i n  the number o f  s tudents want ing t o  come t o  Edgemont had 

changed i n  t w o  years. "We've turned the  t i de  f r o m  f i f t y  t o  s i x t y  k ids  

want ing t o  leave the school, t o  f o r t y  t o  f i f t y  k i ds  want ing t o  come 

here." Th is  f a c t  was seen by the pr inc ipa l  as a way o f  evaluat ing how 



w e l l  the school was doing. A t  t h i s  same school, the  number of the 

students on the honor r o l e  was also seen by the new teacher on s t a f f  

as a method of p lan evaluation. The pr inc ipa l  a t  Northbend had 

c i r cu la ted  a repor t  card on h imse l f  t o  be completed by the teachers. 

" 1  gave them a three page repor t  card on my  goals f o r  the year, the 

school's goals and asked how f a r  they th ink  we've come on both o f  

these." I n  t h i s  way, he had i n  w r i t i n g  an evaluat ion o f  h imse l f  and 

the plan's beginning. 

Methods o f  evaluat ing the p lan var ied among schools but  some 

s t ra teg ies  were used a t  a l l  schools studied. Wi th in  the classrooms 

the method used was teacher observation. Evaluat ion o f  the  p lan 

w i t h i n  the school was done through ongoing regu lar ly  planned 

meet ings throughout the year. There was rea l l y  only one evaluat ion 

o f  the p lan t ha t  was  being car r ied  out  by using student grades and 

tha t  was  happening a t  Mait land. 

Outside Sources that Influence the Plan 

A l l  schools bel ieved there were sources outs ide the school 

t ha t  in f luenced t h e i r  plan. The inf luence happened a t  var ious t imes.  

A t  present there were t w o  sources i den t i f i ed  m o s t  f requent ly  as 

inf luences - the M in is t ry  and the D i s t r i c t .  



Min is t ry  Inf luence 

The Min is t ry  was mentioned i n  f i v e  o f  the  schools as 

inf luencing t h e i r  plans. A Court teacher believed, "The l a t e s t  focuses 

i n  education f r o m  the M in is t ry  a f f e c t  us. We are aware o f  them so 

tha t  those can be considered when w e  do our s t a f f  goals and 

planning." "Part o f  our  p lan was ex terna l ly  dr iven w i t h  the change i n  

cu r r i cu lum and focus," s ta ted  Northbend's in termedia te  teacher. Sue 

f r o m  Night ingale maintained, "The new Pr imary  Program had t o  be a 

focus - we  had no choice." It was indicated, " to  the in termedia tes  

t ha t  as the new program was coming down the pike, the focus had t o  

be there too." "It i s  something t ha t  has come about because o f  the 

pressure," bel ieved the  o ther  Night ingale teacher. I n  these schools, 

the  inf luence f r o m  the M in is t ry  took place when the s t a f f s  were  

developing t h e i r  plans. 

The inf luence also a f fec ted  the  p lan dur ing implementat ion.  A t  

Glen Oakes, the  in termedia te  teachers had increased t h e i r  meet ings 

f r o m  month1 y t o  b iweek ly  t o  deal w i t h  a sub jec t  t h a t  was not pa r t  of 

t h e i r  plan. The grade seven teacher said, "That ( the in termedia te  

program), by the  way, i s  no t  a s ta ted goal f o r  t h i s  school, bu t  

resu l ted f r o m  the  pressure o f  the Year 2000 i n i t i a t i v e s  ...." A M in is t ry  



Directive to  mainstream a l l  students meant that during the year, a 

stlrdent w i th  many individual needs, changed what was happening i n  a 

room and therefore influenced the plan's implementation. A t  Court, 

"We have three wheelct- s i r  students that are integrated i n  another 

class. ... So that a f fects  the program." 

These Ministry influences did not seem to  appear i n  a negative 

l ight  but rather as a rea l i t y  of  what happens w i th in  schools. The 

principal a t  Mai tland, f o r  example, said, "The Royal Commission, The 

Sull ivan Report, A Legacy f o r  Learners, Year 2000-all influence our 

plan. ... 1 expect that there are going to  be a number of changes. 

... Some of the concepts have helped us immeasurably i n  pursuing our 

ideas because they seem t o  be the sorts of things that are on the 

leading edge." As well ,  s ta f f  a t  Nightingale referred to  the Ministry 

as "wr i t ing  the Bible," but what was important t o  them was taking 

some of the pieces of  the Bible and working w i t h  them. " I t 's  real1 y 

nice i f  some of the pieces you're taking are part  of the philosophy of 

t-he school ...." A1 though the Ministry was def in i te ly influencing what 

they were doing, Nightingale s ta f f  f e l t  the direct ion was, "part of 

the i r  philosophy." Overall the Ministry, a t  th is  time, was seen as an 

important influence i n  the plan's of f ive schools studied. 



Dis t r i c t  Influence 

The influence of the D is t r i c t  was mentioned by a l l  but 

Northbend and Nightingale. A t  the two secondary schools, th is  

influence i n  the schools' plans was obvious. Mai tland's principal said, 

"I knew i f  we were going to  take the next step, designing uni ts across 

departments to  have cooperative planning, I needed a substantial 

supply of money. ... A t  the same t ime the d i s t r i c t  was looking f o r  

someone to  do a p i lo t  program designed to  keep kids i n  schools." 

Tying in to  a d is t r ic t 's  p i lo t  program allowed Mai t land to continue 

the i r  original focus but they also added another focus. This same 

scenario occurred a t  Edgemont. "The d i s t r i c t  consultant wanted a 

p i lo t  school to  implement a program on student team learning." It 

was th is  project  that Edgemont's principal t ied into. 

One of the elementary schools, Court, noticed the influence 

because of Flora Dis t r ic t 's  current focus on accreditation. "This year 

has been a very busy year because we have been involved i n  

accreditation. That's taken a l o t  of t ime. I f  we weren't doing that 

then you would be more involved i n  these (pointed to  the plan) 

things." Within th is  same school d is t r ic t ,  Garden Meadows staf f  

needed help implementing the i r  plan so they turned to  the d is t r i c t .  



The d i s t r i c t  person who assisted them was seen by a l l  as a real 

influence on the plan. "The outside person was crucial. The person 

that you get i s  rea l lg  important .... I think i t ' s  the 'who' that's 

important." The influence of the d i s t r i c t  was seen d i f ferent ly  i n  

these instances than i n  another d i s t r i c t  - Merr i l l .  

A l l  schools i n  the Merr i l l  D is t r i c t  maintained the importance of 

the D is t r i c t  i n  influencing the plan. Here however, i t  was seen i n  a 

di f ferent way. The Merr i l l  D i s t r i c t  had begun the process of school 

-based improvement planning ten years ear l ier  by taking a group of  

administrators to  Lake Washington to  v i s i t  a d i s t r i c t  where th is  type 

of planning was i n  place. The administrators observed, "the 

tremendous goals that they were achieving ... so we adopted the i r  

plan." "A d i s t r i c t  task force was set up and led by the chairman of 

the board and the superintendent," F i r  Grove's principal remembers 

because, "I sat as an administrator on that task force." I t  was a t  th is  

t ime that Merr i l l  D i s t r i c t  central o f f i ce  administrators set policy 

f o r  schools to  do school improvement planning. 

Within a l l  Merr i l l 's  schools studied, a l l  the s ta f f  interviewed 

realized there was a d i s t r i c t  expectation that school-based 

improvement planning be done. Quotations f rom the principals of 



each of  the three schools con f i rm th i s  inf luence. (F i r  Grove) "Our 

school goals are required by the end o f  October so those are worked 

on by the staf f . "  (Glen Oakes) "They (the D i s t r i c t )  have t h e i r  

missions and goals and t ha t  k ind o f  s t u f f  and w e  have t o  be hooked i n  

together." (Glenside) "We have pressure put  on us t o  make goals. The 

board o f f i c e  wants  t o  know what  our goals are. We go i n  and t a l k  

about our goals and show them what  w e  are going t o  do." Although 

the expectat ion was clear, the schools had leeway as t o  how t h i s  

would be done. " I t ' s  the d i s t r i c t  t ha t  se ts  the s t ruc tu re  w i t h i n  which 

we operate and gives us the freedom t o  develop our own plan," 

pointed out  a Glen Oakes' teacher. 

A t  the end o f  the year, each school pr inc ipa l  i n  the Mer r i l l  

D i s t r i c t  mus t  r e tu rn  t o  d i s t r i c t  o f f i c e  f o r  a meet ing w i t h  d i s t r i c t  

senior s t a f f .  During t h i s  meeting, the pr inc ipa l  and usual ly some 

s t a f f  members present t h e i r  plan. Glenside's team presenta 

out l ined by the in termedia te  teacher, "We went  t o  the schoo 

t i o n  was 

1 board 

of f ice,  one o f  us representing each o f  these goals, wen t  w i t h  the 

pr inc ipal  and v ice pr incipal,  t o  a meet ing where w e  sa t  down ... and 

presented our goals step by step t o  summarize what  we  are doing." 



This  fac t  was mentioned by Glen Oakes s ta f f ,  "We rev iew our 

plan w i t h  d i s t r i c t  o f f i c e  s ta f f . "  F i r  Grove pr inc ipa l  said, "Each year 

we go over wha t  we've done i n  the school. We go t o  the School Board 

Off ice and present our summary." Only the schools w i t h i n  the Mer r i l l  

D i s t r i c t  mentioned t h i s  type of d i s t r i c t  in f luence and very 

important ly ,  i t  was a l l  o f  the schools i n  the Mer r i l l  D i s t r i c t  tha t  

mentioned it. 

Parents Influence 

Parents were seen as an o c s i d e  inf luence i n  only three schools, 

F i r  Grove, Garden Meadows and Glen Oakes. They were seen as having 

power  a t  Glen Oakes. "...Your parents too, through the Parent Advisory 

Committee, l e t  us know what 's going on and w e  respond qu i te  quick ly 

t o  what  they say." Th is  f a c t  was mentioned by only one person a t  the 

school. 

A t  the o ther  t w o  schools the parents were seen as a group tha t  

needed t o  be included i n  the implementat ion o f  the plan. "They want  

t o  know what 's t h i s  cooperative learning s t u f f  that 's going on? So 

that 's  another group t ha t  we  had t o  inserv ice as well," recal led F i r  

Grove s t a f f .  Garden Meadows pr inc ipal  also remembered doing parent 

inserv ice on t h e i r  plan. "Parents had been l i s ten ing  t o  a l l  these new 



strategies and wondering what was going on. So we had three 

sessions where teachers led the sessions and led them through some 

strategies themselves. The parents were the class and the teachers 

taught them." Both these schools did parent inservice as part  of their  

overall plan. 

Other Influences 

Two other points were made by one individual only but are 

valuable when looking a t  outside influences on the plan. The role of 

the union, a teacher a t  Court fe l t ,  now influenced the way things 

were done i n  schools. She said i t  was currently important to  show 

that "...this decision has come f rom the teachers not f rom 

administrators." A f ina l  influence mentioned was the radical sh i f t  i n  

a school's population which may influence a plan. During the las t  

year Court had received many new students who could not speak 

English. As a result, the focus of the plan changed as th is  new 

population created another focus which had t o  be addressed. "We had 

a big ESL, (English Second Language), population come back. ... So now 

we have an ESL class. Just w i t h  the ESL, Learning Assistance has 

changed. ... We have a l l  had to  sort  of change a b i t  f o r  that." Although 

these points were not addressed more than once, they could influence 



t-he d i rec t ion  the p lan a t  any school takes. 

Outside Sources that  Support School-based Planning 

Without  a doubt, c lea r l y  i den t i f i ed  by every school s tudied was 

the importance o f  the  School D i s t r i c t ' s  support  when a school was 

undertaking any type o f  an improvement p ro jec t .  Support was seen t o  

come f r o m  many d i s t r i c t  people in a va r ie ty  o f  ways. 

D i s t r i c t  s t a f f  wo rk i ng  i n  the  school 

Very impor tan t  t o  these schools were  the  d i s t r i c t  o f f i c e  s t a f f  

who came t o  the  school and gave workshops and lo r  demonstrat ion 

lessons. lnserv ice o f  t h i s  type was seen t o  be benef ic ia l  by s t a f f  i n  a 

number o f  ways. 

1. I n  F lora  D i s t r i c t  

Court  s t a f f  bel ieved t h i s  type o f  support, "gives you a new 

focus and makes you rea l i ze  you're on the  r i g h t  t rack.  "It encourages 

you t o  go on." "It keeps us  a l i ve  and v ib rant  i n  the  school." The 

Learning Serv ices Team work ing  in  Mai t l and  have been, "a sounding 

board f o r  wha t  w e  are doing." "We're in  contac t  w i th  them f requent ly  

and they encourage us and guide us." The D i s t r i c t  Consultant who 

worked so c lose ly  w i t h  s t a f f  a t  Garden Meadows, was  "cruc ia l "  t o  the 

plan's success. "She worked w i t h  us on a th ree year  commi tment .  It 



was rea l l y  wonderful  t o  get  her  expert ise. It was j u s t  great"! 

Support o f  t h i s  type i n  Flora D i s t r i c t  there fore  gave teachers focus, 

encouragement, energy, feedback, guidance and expert ise.  

2. I n  Me r r i l l  D i s t r i c t  

When re fe r r i ng  t o  the inschool support by the D i rec to r  o f  S t a f f  

Development, the  s t a f f  a t  F i r  Grove said, "She encourages us a l o t .  

She's been the one coming i n  t o  give us examples and w e  go i n  and 

observe her  teaching a class." "The D i rec to r  has much more expert ise 

i n  t ha t  pa r t i cu l a r  goal w e  are seeking ... so she was the person w e  

would t u r n  to." Glen Oakes s t a f f  believed, "The d i s t r i c t  provides an 

a w f u l  l o t  o f  support f o r  us i n  t e rms  o f  personnel ... t o  help us through 

these sessions. They ( the presenters) provide exper t ise  ... t ha t  goes 

along w i t h  your goals." Glenside s t a f f  d id  no t  i d e n t i f y  any d i s t r i c t  

o f f i c e  s t a f f  work ing  i n  t h i s  type o f  way i n  the school. A t  the  o ther  

t w o  schools, however, d i s t r i c t  support through school-based 

inserv ice  was seen t o  provide encouragement and expert ise. 

3. I n  Ocean Pac i f i c  D i s t r i c t  

A t  Edgemont, J i m  made comments about the  r o l e  o f  the D i rec to r  

o f  Ins t ruc t ion .  "He's r ea l l y  spurred a l o t  o f  people on ... and been i n  

here observing and g iv ing people help and i n fo rma t i on  and being 



rea l l y  support ive i n  people t r y i ng  these things. "It k ind o f  gives 

va l i d i t y  t-hat i t ' s  something that 's  recognized outs ide the school by 

somebody a t  the  school board and by the superintendent." 

D i s t r i c t  s t a f f  coming t o  Northbend were seen t o  have, "very 

prac t ica l ,  very usefu l  inputs  .... In  a r e l a t i ve l y  shor t  t ime,  (they) can 

br ing you r i g h t  up-to-date and re f r esh  you on new techniques and new 

direct ions." Night ingale teachers f e l t  the same type o f  support f r o m  

d i s t r i c t  personnel work ing i n  the school. "They g ive us  ideas 

especia l ly  about the Pr imary  Program." "They c l a r i f y  so t ha t  you 

know tha t  wha t  you decided as a s t a f f  i s  f i ne  ...." "I th ink  i t ' s  mental  

support t o  know you're on the r i g h t  track." A l l  schools studied i n  the 

Ocean Pac i f i c  D i s t r i c t  thought d i s t r i c t  s t a f f  work ing  i n  the schools 

were very support ive. Overall, t h i s  support was seen t o  give 

recognit ion, p rac t i ca l  ideas, up-dating and approval f o r  the school's 

p ro jec t .  

I n  general then, d i s t r i c t  o f f i c e  s t a f f  work ing a t  the schools 

helped teachers w i t h  pa r ts  o f  t h e i r  plan. They were seen i n  a l l  

d i s t r i c t s  as a very impor tan t  source and method o f  support. The 

reasons f o r  t h i s  be l ie f  may vary s l i gh t l y  between schools o r  

d i s t r i c t s  but  the  overa l l  message i s  one o f  importance. The fac t  tha t  



Glenside s ta f f  d id  not  comment on having d i s t r i c t  people work ing i n  

the school may be a t t r i bu tab le  t o  t h e i r  in-school expert ise.  One 

s t a f f  member was a leading provinc ia l  expert  i n  'developing c r i  t i cs1 

l i t e racy  i n  children.' "One of the  teachers you ta lked t o  i s  an expert. 

She's going a l l  over  the province. We have o ther  experts on s t a f f  too 

so the teachers are ge t t i ng  the inserv ice  f r o m  each other." As one 

teacher said, " I t ' s  such a capable s t a f f .  You j u s t  have t o  know them 

t o  rea l i ze  it." Th is  f a c t o r  then may have accounted f o r  f e w  d i s t r i c t  

people work ing a t  the  school level .  

Money 

The D i s t r i c t  was also seen as support ing the schools i n  o ther  

ways wh ich  helped t h e i r  improvement plan. For  example, a l l  schools 

studied w i t h  the except ion o f  Court mainta ined the importance o f  

money t o  t h e i r  e f f o r t .  It showed Mai t land teachers, " that  

professional development i s  impor tan t  t o  t h i s  school." To one o f  the 

teachers i t  meant, "My w o r t h  as a person, who i s  i n  t h i s  f o r  a 

l i f e t i m e  career i s  being valued and I th ink  many people fee l  t ha t  

way." Money a t  Garden Meadows paid f o r  teacher release t ime.  "The 

money pa id  f o r  us t o  have a sub come in. You didn' t  fee l  the  s t ress  o f  

your c lassroom being there." 



With in  the  M e r r i l l  School D i s t r i c t ,  "The f i r s t  year, the  money i s  

important-. I t ' s  the ca r ro t  t h a t  ge ts  teachers involved," c la imed the 

teacher i n  charge o f  professional  development a t  F i r  Grove. Money a t  

Glen Oakes means, "special  funds f o r  speakers, f o r  inserv ice  f o r  

professional  a c t i v i t i e s  t h a t  go along w i t h  your  goals." A t  Glenside, 

d i s t r i c t  money f a c i l i t a t e d  goal achievement. "We were  given a l o t  o f  

money t o  implement  t h i s  pa r t i cu l a r  goal." S t a f f  members 

i n t e r v i ewed  in  the M e r r i l l  D i s t r i c t  bel ieved money ass is ted t h e i r  

plans. 

The importance o f  money was  also main ta ined by Ocean Pac i f i c  

s t a f f  members. Money t ha t  wen t  along w i t h  the  p i l o t  program sent, 

" teachers t o  workshops and bought re lease t i m e  ..." a t  Edgemont. 

Northbend had school improvement money. "We've used t ha t  money 

f o r  such th ings  as sending teachers t o  o the r  schools, going t o  

conferences, buying ma te r i a l s  and buying t ime." Money can l e t  you 

know you're on the  r i g h t  t rack.  Night ingale's p r inc ipa l  said, "We got  

some o f  t h a t  school lead money and t h a t  was  k i nd  o f  an external  

recognit ion." In  a l l  these Ocean Pac i f i c  schools studied, s t a f f  

bel ieved f inanc ia l  support  f r o m  the d i s t r i c t  played an impor tan t  r o l e  

i n  t h e i r  school improvement plans. 



involvement of D is t r i c t  Senior Staf f  

A t  two  schools w i th in  dif ferent d is t r ic ts ,  the involvement of 

d i s t r i c t  o f f ice senior s ta f f  i n  the plan legi t imized what the schools 

were doing. The principal at  Court f e l t  i t  was important to  have, "a 

person f rom the school board of f ice involved so they know what we're 

doing and what our progress i s  ... how we're making out. So we hand 

th is  (the plan) i n  each year to  the board of f ice.  it keeps a legitimacy 

to  i t  .... I f  you're going to  be doing a l l  th is  s tuf f ,  let 's be recognized 

f o r  i t . "  in th is  d is t r ic t ,  there was no d i s t r i c t  mandate to  do th is  type 

of pl  anni ng. 

Within the Merr i l l  D i s t r i c t  where there was a mandate to  do 

school-based improvement planning, principals and some 

representative s ta f f  members actually present the i r  plan to  members 

of the d i s t r i c t  of f ice s ta f f .  Teachers a t  Glenside f e l t  th is  procedure 

gave them posi t ive feedback. "We presented our goals to  the d is t r ic t ,  

the superintendent,assistant superintendent and they thought our 

goals were wonderful and gave our school good direction." This s taf f  

was returning to  D is t r i c t  Off ice in  June to  provide an update on how 

the school had progressed on the overall plan. A l l  schools i n  the 

Merr i l l  D i s t r i c t  go through th is  process. 



I t  i s  interest ing that i n  one d is t r ic t ,  involvement by d i s t r i c t  

s t a f i  through informing them about the plan i s  sought by the 

principal whereas i n  another d is t r ic t ,  Merri l l ,  th is  involvement i s  

required by the d is t r i c t .  Most important i s  the perception of the 

principals w i th in  the Merr i l l  D is t r ic t .  "We go i n  and ta lk  about our 

goals and show them what we are going to  do. We get a l o t  of 

posit ive encouragement - a l l  sorts of verbal and w r i t t en  

encouragement f rom the d i s t r i c t  - saying what they l iked about what 

was going on and that sort  of thing," f e l t  Glenside's principal. This 

same point was made by the Flora D is t r i c t  principal a t  Court. "We 

get a l o t  of support f rom the board of f ice who know about our plan 

and about what kind of work we are doing here." The feedback l e t  

them know, "how we're making out." Whether sharing the plan w i t h  

central o f f ice administrators i s  sought o r  required, i t  seems the end 

resul t  i s  the same. These principals f e l t  involvement by d i s t r i c t  

o f f  ice senior s ta f f  gave them support. 

Parent Support 

Parents were ident 

f o r  school s t a f f s  as they 

source was mentioned a t  

i f i ed  as another outside source of support 

worked through the i r  plan. This support 

four schools; two  i n  the Flora D is t r i c t  



- Court and Garden Meadows - and t w o  i n  the Ocean Pac i f i c  D i s t r i c t  

- Northbend and Night ingale. A t  a l l  these schools i t  was the pos i t i ve  

feedback wh ich  they received tha t  was impor tant .  

Garden Meadows teachers bel ieved parent support made 

teachers fee l  good. "Support, whether  i t  be j u s t  quiet  support f r o m  

parents ... j u s t  coming up and saying, 'You're doing a wonderfu l  job.' 

i t ' s  great!" Court 's pr inc ipa l  also not iced the e f f e c t  o f  parent 

feedback on s t a f f .  Parents make, "Statements tha t  they l i ked  the 

atmosphere o f  the  school. That  k ind o f  external  input  was very 

valuable t o  us." 

S i m i l a r  comments were made by s t a f f  f r o m  the  t w o  Ocean 

Pac i f i c  D i s t r i c t  schools. Teachers a t  Northbend pointed out, "We have 

a very pos i t i ve  and ac t i ve  parent  group." "They fee l  the tone o f  the 

school i s  pos i t i ve  and the k ids  l i k e  coming here. They l e t  us know 

. o f  th ings f r o m  parents, a l o t  that."  Also a t  Nightingale, "There's a l o t  

o f  pos i t i ve  parent feedback." 

A t  no t i m e  during the i n t e r v i ews  d i d  any s t a f f  members f r o m  

e i t he r  Jr. Sec. School ment ion parents being involved i n  any way i n  

t h e i r  plan. I n  a l l  the  elementary schools, parents were  mentioned a t  

some po in t  bu t  on1 y as a support i n  the f ou r  schools i den t i f i ed  above. 



Community Sup~or t  

Anot-her outside source o f  support was identified at Glenside 

- i t  was the community. "The principal sol ic i ts support from some of 

the community groups l ike the Kiwanis that support us and provide us 

w i th  some money so that we can buy A pins." He lets the groups know 

what i s  happening i n  the school and this, "makes them more aware of 

what's going on i n  the school and what we're trying to do w i th  the 

children." The support from the groups was shown by the money they 

gave the school. 

Minis t ry  Support 

Financial support from the Ministry was noted at Garden 

Meadows. It came a few years previously when there were Funds for  

Excellence. This was the only mention of Ministry support of any 

type. 

Outside sources of support for  school-based improvement 

planning, according to these school staffs, comes main1 y from the 

distr ict .  Parents as wel l  though do give support i n  over half the 

elementary schools studied. 

Flexibi l i ty  o f  the Plan 

The staff  at every school saw a need for  any plan to be flexible. 



S i m i l a r  thoughts were  repeated. "The plan i s  constant ly  changing ...." 

"A lo r~g  the wag there  i s  a l o t  o f  t a l k i ng  and a l o t  o f  modi fy ing  and 

adapt ing the program." "I th ink  i t  has t o  be f lexible."  "We d id  have a 

c lea r  sense o f  wha t  w e  wanted t o  do and where w e  wanted t o  go but  

... w e  were  qu i te  prepared t o  take s ide t r i p s  o f f  along the way  and 

inves t iga te  th ings  t h a t  seemed t o  be interest ing."  "You have t o  be 

f l e x i b l e  and say t h i s  works, t h a t  doesn't - fo rge t  it." The importance 

o f  p lan  f l e x i b i l i t y  was  c lea r l y  s ta ted  a t  a l l  schools studied. 

Spec i f i ca l l  y some s t ra teg ies  needed t o  be f lex ib le ,  according t o  

the respondents. For  example, "...the t i m e l i n e  here (a t  Court) i s  no t  

etched i n  stone so t h a t  i f  w e  don't accompl ish it, w e  don't get  i n t o  a 

tu rmo i  1 ." Glenside's pr inc ipa l  agreed w i t h  th is ,  "If something on here 

i s  going t o  take f a r  longer than w e  thought o r  i t  s t a r t s  and i t  i sn ' t  

working, you don't j u s t  go through the motions, you scrap i t  o r  ad jus t  

it." A t  F i r  Grove they f e l t ,  " I t ' s  impor tan t  t o  have the components (of 

the plan) bu t  i t ' s  okay t o  constant ly  change them." The p lan then was 

seen as a guiding document r a t he r  than "etched i n  stone" and i t  was  

a l l  r i g h t  t o  vary f r o m  i t  ra the r  than "...go down a s t r a i gh t  pa th  t o  our  

dest inat ion." 



Benefits from the  Plan 

owners hi^ 

Due to  the type of process used i n  developing and implement ing 

a school-based improvement p lan i n  these schools, a l l  elementary 

school plans experienced a fee l ing o f  ownership by teachers. 

Repeatedly s ta tements  were made about t h i s  f ac to r  although no 

quest ion during the i n te r v i ew  addressed the top ic  o f  ownership. "We 

made the plan and w e  want  i t  t o  work. We're in terested i n  these 

th ings and w e  work  towards them because you want  to. I t ' s  your 

in te res t  - you've invested," c la imed Court teachers. A t  Glen Oakes 

the grade seven teacher pointed out, "What goes i n t o  the goals o r  the 

evaluat ion genuinely comes f r o m  teachers. ... I t ' s  a good process and 

... everybody gets  input. They fee l  the p lan i s  theirs." Once again f rom 

a Glenside teacher, "The whole s t a f f  together generating those goals 

and then a f t e r  generating those th ings w e  f e l t  they were things we 

actua l ly  wanted t o  work  on. We had ownership." Garden Meadow's 

pr imary  teacher explained, "People had input .  "People were given an 

opportunity t o  respond so w e  had ownership." Nightingale's teachers 

agreed. One said, "Everyone buys i n t o  i t  and takes ownership f o r  the 

goals." In  every elementary school studied, teachers' ownership i n  



the plan was mentioned. 

In the two  secondary schools where the plan had been developed 

and then taken to  the s taf f  fo r  approval, ownership was mentioned at  

only one school- Mai tland. S ta f f  said, "Everyone on our s ta f f  feels a 

sense of ownership i n  the project  and has no hesitat ion i n  providing 

input whether i t  was asked f o r  o r  not. I t 's  our project  so we can talk 

about it." On the other hand, no statements were made about 

ownership a t  Edgemont during the interviews. It was a t  Edgemont 

where the i n i t i a l  plan was taken to  the s ta f f  and they voted to  accept 

i t .  In comparison, a t  Maitland the plan was taken to  the s ta f f  and 

they were, " invited to  come on board." Individual teachers did not 

have t o  part icipate i f  they chose not to. Mai tland's plan began w i t h  a 

group of  about ten interested s ta f f  and then others joined i n  as they 

saw the plan progressing. 

Overall then, when plans were developed w i t h  s ta f f  input f rom 

the beginning, these plans a l l  resulted i n  a feel ing of ownership on 

t-he part  of teachers. When teachers were not consulted pr io r  to  the 

development of a school-based improvement plan, the resul ts 

indicate there i s  a f i f t y  percent chance that they w i l l  resul t  i n  

ownership. 



School Focus 

Emerging f r om the data as another benef i t  i s  the  plan's a b i l i t y  

t o  focus the d i rec t ion  o f  the school. "What the p lan has done has been 

t o  give us a good so l i d  l i ne  t o  go in .  I t s  given us d i rec t ion  f o r  our  

school year ...," mainta ined Glenside's p r imary  teacher. Focus was 

mentioned by Court teachers. "It (the plan) gives us a focus f o r  the 

year and i t  makes sure we're inc luding everyone and t ha t  we  are 

focused .... Wi thout  it, I th ink  w e  each tend t o  go our own way." 

Sometimes t h i s  c lea r  focus was s ta ted  by a pr inc ipal .  Nightingale's 

pr inc ipa l  f e l t ,  "If people have selected the  goals f o r  the  year and 

everyone i s  i n  agreement, then you're a l l  work ing i n  the  same 

d i rec t ion  and you can't help but  achieve them." Having the school 

s t a f i  focussed i n  the same d i rec t ion  was c lea r l y  a benef i t  t o  school 

-based improvement planning. 

J im, Edgemont's new teacher, f e l t  p lan d i rec t ion  helped h i m  

become organized i n  h i s  c lassroom because, " I t ' s  very focused, not  

sporadic. Having a c lea r  focus helped when h i r i ng  new s t a f f  members 

a t  Glen Oakes. "So i n  our  hir ing, we're a lways  looking a t  our  goals 

and t e l l i n g  people here's what  our  goals are. Here's our  plan." Having 

a c lea r  d i rec t ion  then helps i n  the c lassroom and even i n  teacher 



selection thus matching teachers and school goals. 

Inst i tut ional iz ing the Plan 

According to  the teachers, along w i t h  providing clear direction 

f o r  the school, the plan actually becomes part  of the teaching world. 

It becomes ingrained i n  teachers' minds. Nightingale's grade seven 

teacher said, "I think i t ' s  the type of plan that's i n  the backs of our 

minds a l l  the t ime and becomes what we know - those are the goals 

that we're working towards." Because teachers are focused on the 

plan's goals, the improvement plan gives curriculum direction. 

"Because you're aware of what your plan i s  f o r  the year, a l o t  of the 

teachers t r y  to  incorporate these plans in to the i r  monthly planning, 

the i r  year1 y planning. So you t r y  to  bring i t  r igh t  in to your core 

curriculum and t i e  the curriculum areas in to it," explained Glenside's 

primary teacher. The kindergarten teacher a t  Court agrees w i t h  this. 

"When teachers are aware of a part icular focus l i ke  ... a mult icul tural  

focus then they would note that i n  the i r  preview." The improvement 

plan then becomes part  of  the dai ly happenings w i th in  a class and i s  

not done as an isolated topic on a part icular day. 

Collegial i ty -- 

A fur ther  benefit  of school-based improvement planning 



happens because through the process, the  teachers become more 

col legia l .  There i s  more sharing, exchanging and planning between 

c lass teachers. Th is  fac t  was not iced by both  teachers and 

pr inc ipals.  Typical  o f  the  type o f  teacher comment i s  t ha t  f r o m  the 

new s t a f f  member a t  Edgemont. "There i s  a l o t  o f  sharing among the 

s t a f f .  People are j u s t  r ea l l y  keen. The t a l k  i n  the s ta f f r oom isn ' t  

about f ishing, i t ' s  about what 's  happening i n  class." Pr inc ipa ls  too 

not ice  increased sharing. "They do an a w f u l  l o t  o f  sharing between 

classes, even between p r imary  and intermediate.  ... They're not  a f r a i d  

o f  change." A l l  t h i s  r esu l t s  i n  "...the exchange o f  ideas. You have the 

change and appreciat ion o f  the  o ther  person's job." 

Planning t-ogether was not iced by many. Northbend's resource 

teacher found, "There's a l o t  o f  more communal planning, teachers 

work ing together much more than they ever d i d  before - that 's  

happened w i t h o u t  anybody saying t ha t  there  had t o  be more 

co l labora t ive  planning." A t  Glen Oakes the l i b ra r i an  also not iced t h i s  

change. "There's been a l o t  more co-planning and dialoguing between 

the teachers." The new teacher a t  Night ingale found a rea l  change i n  

t h i s  aspect. "For me, there's been a l o t  o f  planning among teachers 

tha t  a t  my  o ther  school you j u s t  didn't get." 



Continual sharing, planning and exchanging made these teachers 

feel  verg comfor tab le  w i t h  each other. According t o  Edgemont's 

experienced teacher, t h i s  type of planning, "...opens up t h e i r  

c lassrooms. It makes t h e i r  c lass  more accessible t o  o ther  teachers. 

They don't m ind  i f  another teacher i s  there. They can t r y  something 

and if i t  doesn't work, i t  doesn't r ea l l y  hur t .  You don't fee l  as closed 

o f f  and i so la ted  as disempowered as they have i n  the past." Th is  

same sent iment  was expressed by a Northbend teacher. " I t ' s  r ea l l y  

easy t o  go i n  and out  o f  each others rooms and s t a r t  work ing 

together.  We've a lways l i ked  and t rus ted  each o ther  but  w e  d id  our  

jobs separately before and now we're going back and f o r t h  a whole l o t  

more so we're f i nd ing  the s t ress  i s  great ly  re l ieved a whole l o t  more 

tha t  way." Teachers bel ieve work ing col legia l1 y r ea l l y  helps them 

fee l  i n  cont ro l  and less  pressured. 

Class Focussed Teachers become School Focussed Teachers 

Teachers fee l  t ha t  work ing col laborat ive1 y gives them an 

i n te res t  outbide t h e i r  classroom. A t  Edgemont they continue t o  t a l k  

about the plan's strategies, "...even outs ide o f  our  Tuesday afternoon 

meetings. I ' l l s i t  down i n  the s t a f f  room and somebody w i l l  come up 

t o  me w i t h  a lesson plan and ask me, 'Hey, wha t  do you th ink  about 



this,' and i t ' l l  be something I haven't seen before." Working together 

means you're pa r t  of a group. Garden Meadows' p r imary  teacher fe l t ,  

"We have a commi tment  t o  each ot-her t o  say, 'Well l e t ' s  st-op and 

spend ten  minutes  ta l k ing  about how we  can make t h i s  work  f o r  

kindergarten o r  grade one1." "Without  something l i k e  t h i s  ( the plan) 

you so r t  o f  s tay  sp l in tered and j u s t  s tay  i n  your own l i t t l e  world," 

bel ieved the grade t w o  teacher a t  Court. 

Wi th  the focus o f  the  s t a f f  on the p lan a new phenomena begins 

t o  happen. It was expressed best  by the p r imary  teacher f r o m  

Nightingale. "You become more o f  a group. You're s t a r t i ng  t o  th ink 

... as a group ra the r  than t ha t  o f  indiv idual  teachers .... You're not  a 

l i t t l e  e n t i t y  unto yoursel f .  So you r e l y  on people more. You s t a r t  t o  

share more ideas and you're more comfor tab le  w i t h  people wa lk ing  i n  

and out  o f  your classroom. You th ink  on a broader scope, drawing i n  

more people." Another teacher explained i t  as gett ing, "...caught up 

w i t h  what 's  happening i n  the school." 

From what  those in te rv iewed  said, because the  p lan provides a 

focus and opportuni t ies t o  work  together, co l l eg i a l i t y  i s  increased. 

When co l l eg ia l i t y  increases the teachers begin t o  look outside t h e i r  

rooms, i n t o  o ther  classrooms and a t  the school as a whole. Teachers 



are no longer doing t h e i r  " jobs separately" but are looking a t  the 

school as "a farnily." "Everybody sees t h i s  as t h e i r  place and 

everybody's a lways in teres ted i n  making i t  b e t t e r  a l l  the time," 

remarked the resource teacher f r o m  Northbend. 

Empowerment i n  the p lan - bui ld ing teacher e f f i cacy  - 

The wo rd  empower meaning t o  author ize o r  enable came up 

during the in te rv iews .  There was i n  a l l  schools empowering done by 

the pr inc ipal .  There was someone o r  a group o ther  than the pr inc ipa l  

who became the p lan leader during the ear ly  stages o f  the pian. A t  

many schools t h i s  r o l e  was f i l l e d  by a commi t tee.  For  example, 

Court's was the Col legial  Council. A t  some schools i t  was a s t a f f  

development commit tee,  spec i f i c  goal commi t tees  o r  p r imary  and 

in termedia te  departments. 

I n  some schools there was one person who was selected as the 

overal l  commi t tee  head. F i r  Grove selected a school-based s ta f f  

associate. The s t a f f  associate sa id  o f  he r  job, "It wasn't  so much 

t ha t  I was  the f e r t i l i z e r  f o r  the  garden but I was  sure the gardener 

checking t h a t  a l l  t he  p lants  were coming along fine." Mai t land had a 

person i n  charge o f  the  s t a f f  development commi t tee.  Other teachers 

believed, "The head o f  the  commi t tee  ... was s o r t  o f  the  push and 



ca ta lys t  t ha t  kept  i t  going l a s t  year. When Steve moved on, Greg has 

kept- i t  p r e t t y  much going t h i s  year." Although the Garden Meadows 

v ice pr inc ipa l  was j u s t  a member o f  the s t a f f  development 

committee, she ac tua l ly  "was a very s t rong inf luence" w i t h i n  the 

plan. She d id  a l o t  o f  the  organizing t o  help implement  the plan. 

Teachers recalled, "...you don't rea l i ze  how much work  they ac tua l ly  

d i d  u n t i l  they're gone." What i s  impor tan t  i n  a l l  these instances, i s  

someone o r  a group o f  people o ther  than the pr inc ipa l  took over the 

leadership r o l e  and was encouraged t o  do so by the  pr inc ipal .  

Empowerment o f  t h i s  type resu l ted i n  teachers bel iev ing i n  

themselves. Teachers not iced t h a t  because o f  wha t  they were doing 

w i t h i n  t h e i r  improvement plan, a fee l ing  o f  being i n  cont ro l  was 

evident. "I fee l  very for tunate  t o  be i n  t h i s  school (Maitland) because 

... my w o r t h  as a person who i s  i n  t h i s  f o r  a l i f e t i m e  career i s  being 

valued and I th ink  many people fee l  t h a t  way." Another teacher f r o m  

Edgemont said, "They fee l  more empowered, t h a t  they have a chance. 

They fee l  they can learn  something." The teacher who headed the 

Mai t land's s t a f f  development commi t tee  said, "We wan t  t o  make 

teachers b e t t e r  a t  wha t  they do and empower them t o  fee l  tha t  they 

can make s ign i f i can t  changes ... i n  t h e i r  c lassrooms. As a d i r ec t  



consequence of t ha t  ... i s  tha t  stu:"?nts w i l l  bene f i t  d i r ec t l y  i n  te rms  

o f  learning." Having teachers involved and g iv ing them power  

resu l ted i n  teachers bel iev ing they were important ,  they could d i r ec t  

the path  the school was tak ing and they could make changes i n  t h e i r  

c lassrooms. 

Time as a Factor in  the Plan 

The word  t i m e  kept  popping up a l l  through the i n t e r v i ews  and 

there fore  needs t o  be included i n  t h i s  chapter. T ime  was mentioned 

when s t a f f  were re f l ec t i ng  back upon wha t  they had o r  had not  done 

throughout the plan. Nightingale's pr inc ipa l  w ished he had taken more 

t i m e  t o  do the i n i t i a l  planning. "I should have spent the  en t i re  f i r s t  

professional day on t h i s  ( se t t i ng  goals and the  f o l l ow ing  planning) 

not  ha l f  - the whole thing!" T ime was needed f o r  r e f l ec t i on  i t s e l f  

and j u s t  ge t t i ng  used t o  new s t ra teg ies  a t  Garden Meadows. "We d id  

so much t ha t  now i t ' s  t i m e  tha t  people can catch t h e i r  breath and 

look back on wha t  they have done." 

T ime  was also mentioned i n  t e rms  o f  being rea l i s t i c .  The plan 

has t o  be feas ib ly  possib le i n  te rms  o f  teachers' t ime.  Glen Oakes' 

l i b ra r i an  made t h i s  po in t  very clear.  "We can be meetinged t o  death. 

We're a l l  very busy. We're a l l  r ea l l y  involved .... There comes a po in t  



that you have to say i f  you do any more then you're going to  be on a 

downward slide." 

As we l l  s ta f f  must real ize that things don't happen overnight. 

"It hasn't been drama. I mean 1 don't think anything th is  big and th is  

long range happens very quick1 y," pointed out Glenside's intermediate 

t-eacher. Northbend's new principal had t o  come to terms w i t h  th is  

fact .  "I wasn't sat is f ied un t i l  a couple of months ago because I was 

quit-e impatient about how things were going here." Time i s  a factor 

then i n  sett ing reasonable expectations and i n  understanding change 

as a process not an event. 

Time was also created during the working day a t  three schools, 

the two  Junior Secondary Schools and Northbend. The purpose of 

creating th is  t ime was to provide the teachers w i t h  the opportunity 

to  work together to  help implement the school's improvement plan. 

This factor  must have been important to  s ta f f  because i n  a l l  three 

schools, the teachers referred to  th is  t ime continually as the factor  

that made the i r  plan work. A t  Northbend there's an, "opportunity 

that's provided f o r  each department, primary and intermediate, to  

meet each week as we've just  done our half hour planning together. 

We're moving more rapidly than we thought in to  the new curriculum." 



"The plan was f o r  us t o  have t i m e  set  aside so ... t ha t  we  could have 

school t i m e  t o  get  together i n  groups," reca l led  Bud a t  Edgemont. I n  

Mai tland, "I th ink  during a l l  o f  those Tuesdays w e  wen t  w e l l  beyond 

the hour. We would  s t a r t  a t  1.45 and rap up a t  4:30 - 5100. It was 

communicat ion more than anything else." Each teacher in te rv iewed  

a t  these three school mentioned the use and value o f  t h e i r  created 

t i m e  on an average o f  f ou r  t imes  during the  i n t e r v i ew .  

Summary 

Each plan was perceived t o  work  w e l l  w i t h i n  i t s  own context.  

There were  many s i m i l a r i t i e s  between plans. A t  the  same t ime, 

there were also d i f fe rences between them. I t  i s  possible t o  

d is t ingu ish e lements t ha t  some o f  the plans contained tha t  can be 

recommended t o  o thers  undertaking school-based improvement 

planning. These recommendations are made i n  pa r t  f r o m  the data and 

pa r t  f r o m  the l i t e ra tu re .  



Chapter VI:  Interpreting the Findings 

For those people wishing t o  undertake school-based 

improvement planning, much advice can be gained by interpreting the 

data  f r o m  t h e  s c h o o l s  s t u d i e d .  The e x p e r i e n c e s  o f  t h e s e  schoo l  

s t a f f s  C R ~ !  in!??? he!pf!!! sqgest inns fn r  undertaking th is  type of 

project  but there i s  no specif ic recipe. Although i t  i s  now possible to  

make suggestions about how to get started, how to  keep the plan 

moving forward, the ro le  of the principals and d is t r ic t ,  i t  must 

always be remembered that the actual plan must be school specific. 

How to  get started 

It i s  the school principal who must piun f o r  school-based 

improvement planning to  occur. There must be opportunity f o r  the 

entire s ta f f  t o  meet and look a t  where the school i s  and where i t  

should be going - goal setting. This process can take place i n  ei ther 

June or  September. Many of the s ta f f s  studied now found formulating 

direction i n  June l e t s  them get started r igh t  away i n  September. I f  

there i s  a large s ta f f  turnover, one principal f e l t  i t  was best to do 

the planning i n  September. 



Tied i n t o  t h i s  process i s  !he actual plan. Goals are f i r s t  

i den t i f i ed  and then procedures f o r  achieving them addressed. The 

areas wh ich  need t o  be included i n  planning are s t ra teg ies  f o r  goal 

at ta inment,  resources required (money and personnel), ti me1 ines, 

professional devel opment opportunit ies, person(s) responsible f o r  

goal o r  strategy, and evaluat ion. Why these top ics  need t o  be 

addressed i n  the p lan was ap t l y  put  by Glen Oake's l ibrar ian,  " I t ' s  a l l  

p ie  i n  the  sky i f  you haven't a r t i cu la ted  the  means by wh ich  you can 

obta in it." 

Very impor tan t  i n  the plan's development i s  the  recording. In  

the seven schools where the p lan was wr i t ten ,  s t a f f  members 

re fe r red  t o  i t  throughout the i n t e r v i ew  and were  more d i r ec t  w i t h  

t h e i r  answers. A w r i t t e n  p lan provides everyone w i t h  a reference 

po in t  and ac t s  as a calendar f o r  what  w i l l  be happening i n  the school 

t ha t  year as w e l l  as a focus f o r  evaluation. S t a f f  a t  the  schools tha t  

d id  no t  have a w r i t t e n  p lan f e l t  they needed one. 

Once again i t  i s  impor tan t  t o  s t ress  the need f o r  f l e x i b i l i t y .  

The purpose o f  the  p lan i s  t o  guide and there fore  along the way some 



i tems may need to be modified or adapted. Timelines, fo r  example, 

sometimes need changing. S ta f f  development ac t iv i t ies  may be added 

i n  order to  attend a conference which had just  been discovered. The 

plan then must not be "etched i n  stone" but rather guide the s ta f f  

towards the i r  goals. 

Keeping the Plan Moving Forward 

Fullan's research showed, "...the principal plays a fa tefu l  ro  

the implementation and continuance of  any change proposal ..." (Fu 

1982, p. 140). In the schools studied f o r  th is  thesis, i t  was the 

le  i n  

llan, 

principal who did keep the plan moving forward. Principals used a 

variety of strategies to  maintain the focus and involve a l l  teachers i n  

plan discussion. One way ,all principals continued the momentum and 

involvement was to  have scheduled meetings throughout the year a t  

which t ime the goals of the plan were discussed by a l l  s ta f f  

members. A t  some schools i t  was during the s ta f f  meetings, at  

others i t  was a created t ime during the school day. These entire 

s ta f f  meetings occurred a t  least once a month and a t  the most once a 

week. 



Another s t ra tegy used f requent ly  i n  the elementary schools was 

to  have a set  t i m e  f o r  groups o f  teachers t o  meet t o  discuss the plan. 

These groups were e i the r  divided i n t o  pr imary  and in termedia te  

teachers looking a t  the en t i re  plan o r  cross grade groups fornied t o  

focus on a par t i cu la r  goal. The in fo rmat ion  created by these spec i f ic  

groups was then shared w i t h  the whole s ta f f  during s t a f f  meetings. 

Both types o f  meetings provided opportuni ty  f o r  p lan d i rected 

discussion. L i t t l e  mainta ins tha t  i n  the schools she studied where, 

"Teachers engage i n  frequent, continuous, and increasingly concrete 

and precise t a l k  about teaching pract ice  ...," the pract ice  led t o  shared 

language adequate t o  the complexi t ies o f  teaching and e f fec ted 

teacher co l leg ia l  work  and experimentat ion w i t h  teaching (L i t t le ,  

1982, p. 33 1 ). Providing the opportunit ies f o r  teachers dialoguing 

about the plan during regular  meet ing t imes  then resu l t s  i n  not  only 

continued focus on the plan but  also increased teacher co l leg ia l i t y  

and r i s k  taking. 

Including a professional development component meant tha t  i n  

a l l  schools studied, teachers' professional development was plan 

related. Th is  included attending conferences o r  workshops outside 



the school as w e l l  as the inserv ices  held w i t h i n  the school. Peer 

coaching was another implement-st ion s t ra tegy  used i n  some schools. 

A t  a l l  the  schools us ing peer coaching, the teachers bel ieved the 

process helped f a c i l i t a t e  "...better learn ing o f  the  techniques." 

Guskey's research found, "For mos t  teachers, having a chance t o  share 

perspect ives and seek so lu t ions  t o  common problems i s  ex t remely  

benef ic ia l .  ... What teachers l i k e  best  about inserv ice  workshops 

general ly i s  the  oppor tun i ty  t o  share ideas wi th  f e l l o w  teachers" 

(Guskey, 1986, p. 10) 

T w o  o the r  f ac to r s  helped t o  move plans f o r w a r d  - money and 

parents. Money was  impor tan t  because i t  provided re lease t i m e  f o r  

t-eachers t o  a t tend  conferences, v i s i t  o the r  schools o r  classes, c l r  

t i m e  t o  meet  together  t o  wo rk  on pa r t s  o f  the  plan. Th is  factor ,  

money, was  addressed in  e ight  o f  the  nine schools studied. Because 

o f  i t s  importance in  implementat ion,  i t  should be included as a p lan 

component. 

The o the r  factor ,  parents, was  never addressed i n  any o f  the 

plans. However, parents helped implementa t ion  when they were  

included i n  the  overa l l  process. A t  the  schools t ha t  gave the parents 



inservice about the schools' plans, parents became strong supporters 

o f  the school. Garden Meadows parents were so impressed that they 

used parent raised funds to  give teachers release t ime to pursue the 

plan's direction. It appears therefore, that parents as a factor, 

should be included. 

Overall, the strategies used f o r  keeping the plan moving are 

regular, ongoing meeting times, professional development, money and 

parents. A11 these strategies need to  be considered when any school 

i s  undertaking school-based improvement planning. 

Evaluating the Plan 

A1 though a l l  schools had ongoing discussion and input during 

the i r  meeting t imes which allowed them to modify the i r  plan, the 

plans lacked formal assessment. This fact  was noted by three of the 

s ta f f s  studied. "We haven't looked a t  pre and post testing. Our 

evaluation procedure has turned out to  be just  looking at  what we've 

done, that's probably the part  we haven't done as we l l  yet," 
I 

Northbend's principal commented. 

Some plans did include an evaluation component but the 

evaluation consisted of observations, f o r  example, "keyboarding 



taught," r a the r  than "keep a record o f  student's keyboarding ent ry  

level .  Record month1 y scores." Instead o f  "observe tha t  peer coaching 

i s  ongoing," have "record the number o f  peer coaching interact ions."  

A t  present then, the plans d idn ' t  a l l ow  s t a f f s  t o  know how w e l l  they 

were doing. 

Wi th in  the classrooms once again the teachers i n  a l l  schools 

bel ieved t h e i r  observat ions gave them feedback. However, even when 

they f e l t  on task t i m e  had increased, no fo rma l  evaluat ion had been 

used such as recording student on task behavior before and a f t e r  a 

pa r t i cu l a r  s t rategy.  S i ro tn i k  (1987, p. 53) explains that, "Evaluation ... 

i s  the  product ion o f  c r i t i c a l  knowledge, by and f o r  those who use it, 

enlightened by exper ient ia l  data - quant i ta t ive  and qual i  tat-ive ...." It 

was the exper ient ia l  data t ha t  was m iss ing  w i t h i n  these plans. 

- 
The reason why evaluat ion needs t o  be included i s  t ha t  teachers 

need feedback t o  know i f  various s t ra teg ies  are being e f fec t ive .  

Guskey's (1986, p. 7) research showed, "...that s ign i f i can t  change i n  

the be l ie fs  and a t t i t udes  o f  teachers i s  cont ingent on t h e i r  gaining 

evidence of change i n  the learning outcomes o f  t h e i r  students." 

Furthermore, "...learning outcomes o f  s tudents general ly precedes and 



may be a prerequ is i te  t o  s ign i f i can t  change i n  the be l ie fs  and 

a t t i t udes  o f  mos t  teachers" (Guskey, 1986, p. 7) .  I f  the school-based 

improvement. p lan i s  t o  be complete ly  success f l ~ l  then, i t  needs t o  

include a measurable evaluat ion component. Fullan's research 

supports t h i s  point .  "Gathering in fo rmat ion  and using i t  f o r  a l te r ing  

the program i s  cent ra l  t o  e f f ec t i ve  change" (Fullan, 1982, p. 177). 

The ongoing month ly  and end o f  the  year r ev i ews  a l lowed f o r  

some changes t o  be made. For example, i t  was during t h i s  t i m e  tha t  

Glenside s t a f f  reworked t h e i r  p lan and made decisions regarding i t s  

future, "You don't j u s t  go through the mot ions you scrap i t  o r  ad jus t  

it." What has been suggested by these researchers, however, i s  tha t  

the process o f  r ev i ew  would  be more e f f ec t i ve  i n  d i rec t ing  the fu tu re  

p lan and changing teachers be l i e f s  and a t t i t udes  i f  there was some 

hard data on wh ich  t o  base decisions. 

It should be remembered t ha t  data can be co l lec ted i n  many 

forms.  Questionnaires and surveys can be used t o  co l lec t  

quant i ta t ive  data (Sirotnik,  1987, p. 51). Feedback f r o m  parents and 

students, can be obtained using these ins t ruments .  In format ion 

gathered would  add t o  the product ion o f  S i ro tn i  k 's " c r i t i ca l  



knowledge" and le t  s t a f f  know how w e l l  the p lan was working. 

The Role of the Principal throughout the Plan 

As has been alluded t o  previously, t-he pr inc ipa l  plays an 

impor tant  r o l e  i n  school-based improvement planning. I t  i s  h i d h e r  

energy tha t  i s  necessary t o  i n i t i a t e  and implement such a plan. It i s  

through the pr inc ipal 's  care fu l  planning t ha t  s t a f f  involvement- 

continues throughout the p lan and spec i f ic  components such as 

t ime l ines  and s t a f f  development are included. 

According t o  the data col lected here, f r o m  the teachers po in t  of  

view, i t  i s  mos t  impor tant  t ha t  teachers see the pr inc ipal  as being 

support ive o f  them as they work  through the plan. Th is  support i s  

shown by provid ing mater ia ls ,  encouraging teachers through feedback, 

as w e l l  as l i s ten ing  and responding t o  t h e i r  concerns. In addi t ion t o  

support, teachers i den t i f i ed  o ther  character is t ics  o f  pr inc ipals which 

they f e l t  assisted them as they worked on the schools' plan. 

Teachers appreciated an "open" pr inc ipa l  who al lowed them 

continued plan input .  Pr inc ipal  as i n i t i a t o r  was impor tant  i n  order t o  

create t i m e  f o r  teachers t o  work  together and obtain funding t o  

ass is t  p lan implementat ion. Pr inc ipal  commi tment  t o  the plan was 



shown i n  these ways as w e l l  as by teaching i n  order  t o  f ree  teachers 

and a l l o w  them t i m e  t o  work  together.  Teachers a lso saw the 

pr inc ipa l  as the  plan's mon i t o r  and organizer.  

Overall,  teachers i den t i f i ed  many pr inc ipa l  charac te r i s t i cs  t ha t  

ass is ted the  p lan - supporter, open-mindedness, i n i t i a t o r ,  moni tor ,  

organizer  and showing commi tment .  These charac te r i s t i cs  are wha t  

Blase c l ass i f i e s  under, "Fol low-through" i n  h i s  s tudy o f  teachers'  

percept ions o f  e f f e c t i v e  p r inc ipa ls  (Blase, 1987, p. 600). These 

pr inc ipa l  charac te r i s t i cs  no t  only  ass i s t  the  p lan t o  move f o rwa rd  

bu t  a lso teachers bel ieve these qua l i t i es  are  t yp ica l  o f  e f f e c t i v e  

pr inc ipals .  

The Role of Outside Sources on the Plan 

T w o  outs ide sources great ly  in f luenced the school-based 

improvement plans a t  the  t i m e  t h i s  research was  done. School s t a f f s  

i den t i f i ed  bo th  the  m i n i s t r y  and the d i s t r i c t  as inf luences. A t  t h i s  

t i m e  in B.C., there  are  many changes being made i n  cu r r i cu l a r  areas a t  

a l l  grade levels.  As  a resu l t ,  these changes we re  mentioned 

repeatedly as causing the  focus o f  the  schools' plans t o  change bo th  

a t  the  planning stage and dur ing the imp lementa t ion  stage. 



Dis t r i c t  administrators changing the i r  focus to  include school 

accredi taticsn or  seeking school s ta f f s  to  beqin p i lo t  projects also 

influenced a school plan. A d i s t r i c t  focus on school-based planning 

had spurred a l l  the schools i n  one d i s t r i c t  to take part  i n  th is  type of 

planning. These schools were held accountable f o r  doing the planning 

by taking the i r  plans a t  both the beginning and end of the school year 

to d i s t r i c t  o f f ice i n  order to  consult w i t h  senior d i s t r i c t  

administrators. Holding the schools accountable i n  th is  way did 

insure school-based improvement planning was done and that i t  was 

communicated to  the d is t r i c t .  

Although the schools saw both the min is t ry  and the d i s t r i c t  as 

influences on the i r  plans, they saw only the d i s t r i c t  as being 

supportive of it. D is t r i c t  support was most beneficial when i t  was i n  

the form of personnel coming to the school and working r igh t  i n  the 

classrooms w i t h  the teachers - showing them how a part icular plan 

strategy could be used i n  the classroom. Support through these 

people came as expertise, guidance, f eedback, energy, encouragement, 

practical ideas, as we l l  as recognition and approval f o r  what the 

teachers were t ry ing to  do. The study done by Huberman and Miles 



(1984, p. 1 131 also showed tha t  e f f ec t i ve  assistance was user 

-orient-ed and achieved s i m i l a r  e f f e c t s  such as provid ing teachers 

w i t h  reassurance and support. 

D i s t r i c t  money also i s  seen as support o f  the school's plan. I t  

i s  the money t ha t  gives approval and a l l ows  teachers t o  pursue the 

professional development a c t i v i t i e s  needed t-o imp lement  the plan. 

Professional development may be w i t h i n  the school having teachers 

work ing together, outs ide the school v i s i t i n g  o ther  classrooms o r  

at tending inserv ice.  These types o f  a c t i v i t i e s  were  not iced i n  a l l  

schools studied and according t o  Fullan, "Research on implementa t ion  

has demonstrated beyond a shadow o f  a doubt t ha t  these processes of 

sustained in te rac t ion  and s t a f f  development are c ruc ia l  regardless o f  

what  the change i s  concerned w i t h "  (Fullan, 1982, p.  671. 

For schools, s t a f f  development cos ts  money. Therefore, schools 

doing school-based improvement planning need t o  have f inancia l  

support i n  order f o r  continued professional development t o  occur t-hus 
1 

a l l ow ing  the p lan t o  go forward.  

It i s  f r o m  the d i s t r i c t  tha t  schools f i n d  the resources required 

t o  ca r ry  f o r t h  t h e i r  plan. Support i n  both the f o r m  of  personnel w i t h  



exper t i se  and tnoneq f o r  imp lemen ta t i on  i s  requ i red  it-or11 the  d i s t r i c t .  

Benefits of School-based Improvement Planning 

School-based improvement  p lanninq as suqgested i n  t-hi:; t hes i s  

has mati!J b e n e f i t s  t o  the  school arid the re fo re  t o  the  s tudents.  

F i r s t l y ,  t h i s  t ype  o f  plat in ing i s  based on pa t - t i c ipa t ive  decis ion 

rriakitig, i nvo l v ing  the  teachers through t h e i r  input .  It increases 

t-eacher ownership.  They bel ieve, "We made t h e  p lan  atid w e  w a n t  i t  

t o  work . "  Accord ing t o  Owens, "Such involvetnent  i s  m o t i v a t i n g  t o  the  

part- icipant, and thus i t  re leases h i s  o r  h e r  o w n  energy, c r e a t i v i t y ,  

and i n i t i a t i v e .  ... T h i s  sense of 'ownership '  a l so  encourages people t o  

sccept  g rea te r  r e s p o n s i b i l i t y  f a r  t he  organizat ions '  e f  fect ioeness"  

( l lwen's, 1987, p. 284).  

Another  p lan  b e n e f i t  i s  due t o  the  i m s  w h i c h  schml -hased 

improvement  p lanning g ives  the  school. It means, "You're a1 1 wo rk ing  

i n  the  same d i r e c t i o n  and you can ' t  he lp b u t  achieve them ( the goals)." 

( I X -  19) Working together  i n  the  same d i rec t ion ,  "...not on ly  c rea tes  a 

sense o f  s o l i d a r i t y  around a shared purpose, i t  i s  a lso  a source o f  

m o t i v a t i o n  atid r e w a r d  i n  i t s e l f "  (McLauyhlin & Yee, 1988, p. 33). 

Wm-king together  by focus ing  on the  p lan  then n o t  on1 y g ives the  



scholjl dir-ect-i on but  also qil,:es - t-eactier!~ pos i t i ve  feelinqs;. 

The findit-113s I n  t h i s  study also show tha t  the plan becomes 

ingrained i n  teachers' minds. i t ' s  "...in the backs of IIUI- minds a l l  the 

t ime  and becomes what  we  know ...." It becomes, therefore, riot only 

t i ie  iocu:; of the school but  also becomes the focus i n  the t-oom. 

Teachers, "...incorporate these plans i n t o  t h e i r  month ly  planning, t he i r  

year1 y planning." I n  t h i s  way the plan becomes ins t i tu t i ona l i zed .  

Because opportuni t ies are provided f o r  teachers t o  discuss 

what  i s  happening i n  the school on an ongoing basis, there i s  more 

sharing, exctianging and planning between c lass teachers. Teachers 

become more co l leg ia l .  "There's a l o t  more communal planning, 

teachers work ing together much more than they ever d id  before," 

according t o  Northbend t-eachers. McLaughlin 82 Yee's study found that  

i n  schools iyi t-h, "...high leve ls  o f  co l leg ia l  in teract ion,  discussion 

among teachers centers more around ins t ruc t iona l  planrii rig and 

improvement o f  prac t ice"  (1988, p. 35) 

Th is  same f ind ing was observed i n  schools i n  t h i s  study. "The 

t a l k  i n  the s ta f  fr-oom i sn ' t  about f ishing, i t ' s  about what 's  happening 

i t 1  ~zlass." M~lrst import-antly, research by L i t t l e  (19i32, p. 338)  repor ts  



that  sctioijls which, "share expectat ions (not-ttis) ti i jtt i for- extensive 

~:ol leg ia l  work  arid f o r  analysis and evaluatiot-i o f  an exper-irnentation 

... are the mos t  adaptable and successful  o f  the schools we  studied." 

School s t a f f s  pa r t i c i pa t i  rig i t i  school-based irripr-ovement 

planning showed a change i n  focus f r o m  looking a t  on1 y ttieit- 

c lassrooms t o  looking a t  the school. They said, "You become rnore o f  

a group." You get, "...caught up w i t h  what 's  happening i n  the school." 

When teachers have t h i s  school focus ra the r  than a c lass focus, 

LaRocque maintains, "...the s t a f f  i s  l i k e l y  t o  share the norwis o f  

col  leq ia l  i t y  and continuous improvement" (LaRocque, 1983, p. 206). 

Th is  stud4 - showed tha t  teachers' co l leg ia l i  t y  and school focus 

d id  increase using school-based improvement planning. According t o  

LaRocque school focus turns  t o  co l leg ia l i t y  and L i t t l e  mainta ins 

co l ley ia l i  t y  leads t o  continuous improvement. That  i s  what  school 

-based planning i s  a1 1 about - continuous improvemeti t .  Conti tiuous 

improvement i s  shared by a l l  s t a f f  i n  these schools studied. They 

said, "Everybody sees t h i s  as t h e i r  place and everybody's a lways 

in teres ted i t 1  making i t  b e t t e r  a l l  the tirne." 

Teachers i n  the schools studied also f e l t  they had more contro l .  



"The14 fee l  more empowered, tha t  t-hey have a chance. Theq feel  they 

can learn s;omething." McLaughlin and :fee ca l l  t h i s  feel ing,  " level  o f  

capaci ty"  o r  "power-" and t h i s  i s  one of t w o  aspects, they rriaintain 

that ,  "shapes a teacher's sense o f  career and sati:;iactionfl 

CMcLaughlin & Yee, 1 988, p. 28)  Teachers i n  t h i s  study d id  lee1 they 

had that  puwer. 

Rosenholtz's work  showed, "When pr inc ipa ls  re l inqu i s h  the 

need t o  control ,  t r us t i ng  facu l t y  w i t h  d iscre t ionary  decisions,.. 

teachers tend t o  become more uns t in t ing  cont r ibu tors  t o  the 

workplace" (Rosenhol t z ,  1989, p. 144). Pr inc ipa ls  using school 

-based improvement planni rig d id  t u rn  over- t h a t  power  by constant-1 y 

seeking whole s t a f f  input., and turn ing over cont ro l  t o  comrni t tees  o r  

teacher cornmi t t e e  leaders, "The head o f  the  commi t t e e  ... was so r t  o f  

the push and ca ta l ys t  tha t  kept  i t  going l a s t  year." 

As wel l ,  when teachers bel ieve " tha t  they can make s ign i f i can t  

changes ... i n  t h e i r  classrooms," i t  a f f e c t s  implementa t ion  o f  school 

changes. "Research on teaching e f f i cacy  suggests tha t  teachers are 

more l i k e  

have conf 

l y  t o  adopt and implement  new c lassroom s t ra teg ies  i f  they 

idence i n  t h e i r  own a b i l i t y  ...." (Smylie, 1988, p. 6) The 



i n  t h i s  study, bel ie4a~ed theg - were i t 1  control,  that  they could 

make a diiieret-lce. " I t ' s  such a capable s t a f f .  You jus t  have t o  know 

them to  rea l ize  it," conimented a Glenside teacher. 

Planning of t h i s  type resu l t s  i n  pos i t ive  benefi ts.  The school 

w i l l  improve on a continuous basis. Schools as described here are 

adaptable and successful. Teachers i n  these schools feel mot ivated 

and committed, "The fam i l y  aspect takes over. You become more of a 

group." 

Conclusion 

The pr incipal  i s  the key player i n  school-based improvement- 

planning. I t  i s  a t  h i s fhe r  i n i t i a t i v e  that  the process w i l l  be put i n  

place whether o r  not  i t  i s  mandated by the d i s t r i c t .  Finding methods 

to  begin and maintain ing momentum throughout the plan are the 

pr incipals '  responsib i l i ty .  

It i s  through careful  planning that  the pr incipal  creates t ime 

f o r  teachers t o  work  together w i t h  a focus on the plan and teachers 

therefore partake i n  ongoing plan discussion. It i s  through 

resourceful connections tha t  pr incipals f ind  methods t o  tap i n to  

i inanc ia l  resources i n  order t o  help move the i r  plan forward.  I t  i s  



t h r -ou~h  the  use o f  t h i s  rnoneu - t h a t  t i m e  i s  bought for- teachers'  

cont inued pra fess iona l  developnient tocused on p lan  goals. It i s  

t-hrough the  c rea t i on  o f  the  p lan  i t s e l f  t h a t  a l l  components a re  

inc l l x led  i n  o rde r  t o  i nsu re  t h a t  import-ant p ieces such as evaluatiort 

arid parents  a re  r iot fo rgo t ten .  And i t  i s  through an clpet-trnindedness 

when p r i n c i p a l s  l i s t e n  t o  the  i npu t  o f  teachers and empower  teachers 

t o  use t h e i r  expe r t i se  t o  lead the  school 's improvement  p lan  t h a t  the  

p lan  w i l l  move fo rward .  Using these techniques, t he  p r i nc ipa l  w i l l  

erisure n o t  on ly  t h e  plan's success b u t  t he  ove ra l l  success o f  the  

school. 
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Appendix A 

Mr. A. F l i  ton,  
Superintendent o f  Schools, 
Me r r i l l  School D i s t r i c t ,  
Gertrude, B.C. 

Dear S i r :  

I am request ing your assistance w i t h  a thes is  I am cur ren t l y  
undertaking a t  S.F.U. My top ic  i s  "School-based Improvement Planning" and 
the quest ion I am hoping t o  answer is ,  "What makes a good school g rowth  
plan"? I n  order t o  answer t h i s  question, three d i s t r i c t s  wh ich  encourage 
planning a t  the school l eve l  and who have been i den t i f i ed  by o ther  l o w e r  
mainland d i s t r i c t s  as having a good school-based improvement planning 
model, have been selected f o r  data col lect ion.  

I am asking each o f  the  d i s t r i c t s  t o  i d e n t i f y  t w o  o r  three schools 
wh ich  d i s t r i c t  s t a f f  consider  have exemplary plans i n  place. I wou ld  then 
l i k e  t o  look a t  the  plans and do a fo l low-up i n t e r v i e w  w i t h  the pr inc ipa l  
and t w o  s t a f f  members focusing on the process through wh ich  t h i s  p lan 
was developed, implemented and evaluated. The t i m e  required by school 
s t a f f  members f o r  t h i s  p ro j ec t  w i l l  be very min imal .  To  give you f u r t he r  
i n fo rmat ion  about the thesis, a copy o f  my proposal i s  included. 

I would  g ladly meet  w i t h  you t o  discuss t h i s  plan. 1 have already 
contacted Nola Black as a source i n  my  d i s t r i c t  i den t i f i ca t i on  process and 
have spoken t o  he r  about the poss ib i l i t y  o f  us ing D i s t r i c t  112 as a source. 

Thank you f o r  considering t h i s  mat te r .  I look f o r w a r d  t o  hearing 
f r o m  you. 

Sincere1 y, 

Lynda Haylow 
c.c. Ms. Nola Black 
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Ap r i l  5, 1990. 

Mr. A. F l  i ton, 
Superintendent o f  Schools, 
Me r r i l l  School Dist., 
Gertrude, 6. C. 

Dear Mr. F l  i ton: 

I would  l i k e  t o  thank you f o r  your response t o  m y  request t o  use 
schools i n  Me r r i l l  School D i s t r i c t  i n  my  thes is  research on, "School 
improvement Planning." Your assistance i n  contac t ing  the schools on my  
behalf  resu l ted  i n  a f r i end ly  recept ion when I l a t e r  contacted these same 
schools. 

Arrangements have been made t o  do the i n t e r v i ew ing  on a date and 
t i m e  selected by the school pr inc ipa ls  i n  consu l ta t ion  w i t h  pa r t i c ipa t ing  
s t a f f  members. The dates selected are: 

F i r  Grove Elementary 
Glen Oakes Elementary 
G l  ensi de Elementary 

Ap r i l  1 1 
Apr i  1 1 7 
Ap r i l  18 

I w i l l  keep you in formed as t o  my  progress and l e t  you know when I 
have completed the in te rv iews .  When a l l  the  i n f o rma t i on  i s  compiled, I 
w i l l  f o rwa rd  you a copy o f  the  resu l t s  and conclusions. 

Thank you once again f o r  your assistance. It has been invaluable. 

Most sincerely, 

Lynda Haylow 



Appendix C 

SIMON FRASER UNIVERSITV 

Informed Consent by Subjects 
To Par t i c ipa te  i n  a Research P ro jec t  

Having been asked by Lynda Haylow, graduate student i n  the Faculty 
o f  Education a t  Simon Fraser Universi ty,  t o  take p a r t  i n  a research 
project-, I agree t o  pa r t i c ipa te  i n  the f o r m  of a personal i n t e r v i ew  
conducted by the above-named researcher regarding school based 
improvement planning. 

The i n te r v i ew  w i l l  take place a t  

I understand: 

a) the procedures t o  be used i n  t h i s  research p ro jec t .  

b) t ha t  I may w i t hd raw  my part ic ipat ion,  i n  p a r t  o r  i n  fu l l ,  a t  any t i m e  

c) t ha t  my  responses w i l l  be mainta ined i n  s t r i c t e s t  confidence. 

d) t ha t  I w i l l  rema in  anonymous i n  any w r i t t e n  repor ts  growing out o f  
t h i s  study. 

e) t ha t  the school i n  wh ich  I wo rk  and the d i s t r i c t  i n  wh ich  I am 
employed w i l l  a lso remain  anonymous. 

f )  tha t  tapes and w r i t t e n  t ransc r ip ts  o f  the i n t e r v i e w  w i l l  be destroyed 
upon complet ion o f  the  study. 

g) tha t  I may reg i s t e r  any complaint  I m igh t  have about the research 
p ro j ec t  w i t h  the ch ie f  researcher named above o r  w i t h  Robin Barrow, 
D i rec to r  o f  Graduate Programs, Facul ty  o f  Education, Simon Fraser 
Univers i ty .  



NAME (Please pr int)  : 

ADDRESS : 

S l GNATURE : 

WITNESS : 

DATE : 



Appendix D 
INTERVIEW QUESTIONS 

Can you t e l l  me a l i t t l e  about your school's improvement plan? 

How did you develop th is  skhool improvement plan1? 
Who was involved i n  developing the plan? 
Was there any problem gett ing the plan? 
( I f  yes) What kind of problems? How were these problems overcome? 
( I f  no) Why do you think there weren't any problems? 

What kind of plan i s  i t ?  
What would you consider to  be the main objective of your school plan? 
What else does the plan contain? 
Do you think i t ' s  important to  have th is  informat ion i n  the plan? Why? 

What changes have been made i n  the school ('s programs) th is  year? 
How have these changes been made? (How do you know these changes 
are being made?) 
Who i s  involved i n  making these changes? 
In what ways are they involved? 

How does the plan a f fec t  teacher ac t iv i t ies  i n  the classroom? 
How do you know how successful you are when t ry ing parts of the plan? 

How do you know how wel l  the overall plan i s  working? 
Who has input in to  how we l l  i t  i s  working? 
In what ways are they involved i n  finding out how we l l  the plan i s  
working? 

How sat is f ied are you w i t h  the plan? 
Could the plan be made better? How? (Why do you think these changes 
are important?) 

Are there any influences outside the school that help make the plan 
work? 
(If yes) What are they? Why do you think these outside sources are 
important? 
(If no) Are there any outside influences that you think might make 
t-he plan work? What are they? Why do you think they might be 
important? 



Appendix E 

Codes Used 

P1 beg 

P1 char 

PI i n v l  

P1 prob 

P i  imp1 

P l  eval 

P1 f l ex  

P l  ben 

P1 ti 

PU'- 

comp 

i l u t  it if 

Out sup 

p r i  n 

pt-in i n  

p r i n  sup 

p r i n  op 

p r i n  rno 

p r i n  com 

p r i n  org 

tea 

tea i n  

Prob av 

Prob res 

Plan beginning 

Plan chara te r i s t i cs  

Plan involvement 

Plan problems 

Plan implementat ion 

Plan evaluat ion 

Plan f l e x i b i l i t y  

Plan benef i ts  

Plan t i m e  

purpose 

components 

Outside inf luences 

Outside support 

Pr inc ipa l  

Pr inc ipal  i n i t i a t o r  

Pr inc ipa l  supporter 

Pr inc ipa l  openness 

Pr inc ipal  moni tor ing 

Pr inc ipa l  commitment 

Pr inc ipa l  organizing 

Teacher 

Teacher input  

Problem avoidance 

Problem reso lu t ion 



Corm te commi t tees  

shar i n t o  shar ing i n f o rma t i on  

pro d professional  development 

peer cc, peer coaching 

Mi n M in i s t r y  

D i s t  D i s t r i c t  

Par  Parents 

sch eval school evaluat ion 

c l  eval c lassrom evaluat ion 

Using t h e  codes 

Codes were  usual ly  used together  and placed i n  the  r i g h t  hand 

margin. For  example, 

"There are the  goals and each o f  the  s t ra teg ies  t ha t  w e  

pu t  down under the  m a j o r  goals have s t a f f  component, 1 P1 char 

resources, the  person spec i f ied  t o  be responsi b l  e f o r  a comp 

ce r ta in  component o f  i t  and then somet imes there 's  a 

budget at tached t o  it." 

Th is  passage was  coded: 

P1 char (plan charac te r i s t i cs )  

1 

comp (components) 
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Appendix F 

June 1, 1390. 

Mr. John Jackson, 
Principal,  
Mai t-land Jr. Sec. 

Dear John : 

Please f i n d  enclosed the "por t ra i t "  I have out l ined f r o m  t-he 
i n te r v i ews  t ha t  I d id  w i t h  yourself  and t w o  of  your s t a f f  members, Grey 
and B la i r .  As I explained on the phone, i n  order t o  understand exact ly  what  
your improvement p lan i s  and how i t  works, 1 found t ha t  t h i s  was an 
impor tant  step i n  m y  analysis. A t  t h i s  point, I would rea l l y  appreciate i t  
i f  you would read over the p o r t r a i t  and give me a react ion t o  it. If you 
would l i k e  t o  make notes on the outl ine, feel  f ree t o  do that .  You may ca l l  
me a t  458-6778 and give me your react ion o r  send me a l e t t e r .  I f  you 
would l i k e  t o  share t h i s  p o r t r a i t  w i t h  the teachers interv iewed, and get 
t h e i r  react ion t o  it, t ha t  would be great. 

I rea l ize  t h i s  i s  a busy t i m e  of  the year f o r  you but  I would rea l ly  
appreciate your input  as 1 want  a l l  i n fo rmat ion  used t o  be absolutely 
accurate. As you w i l l  see, a l l  names o f  teachers, schools and d i s t r i c t s  
have been changed i n  order t o  ensure your conf ident ia l i ty .  The numbers 
beside cer ta in  quotes ind icate  t o  me the i n te r v i ew  sect ion f r o m  which the 
quote was taken. 

I look f o rwa rd  t o  hearing f r o m  you soon. 

Sincerely, 

Lynda Haylow (Mrs.) 
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Apr i  1 1 9, 1990. 

Mr. A Fliton,, 
Superintendent o f  Schools, 
Me r r i l l  School D i s t r i c t ,  
Gertrude, 6. C. 

Dear Mr. F l i  tori: 

The l e t t e r  1 sent  t o  you on Apr. 6/90, out l ined the dates t ha t  I would 
be i n  the Mer i l l  D is t r ic t  i n t e r v i ew ing  a t  t-he three schools selected by 
cent ra l  o f f i c e  s t a f f  on m y  behalf. Th is  l e t t e r  i s  t o  i n f o r m  you t ha t  a l l  
those i n t e r v i ews  have now been completed. A l l  i n t e r v i ews  took place on 
the planned dates. Both  pr inc ipa ls  and par t i c ipa t ing  s t a f f  members were 
mos t  he lp fu l  and eagerly shared t h e i r  expert ise. 

Thank you f o r  your pa r t  i n  t h i s  process. I hope t o  have a l l  
i n fo rmat ion  co l lec ted and analyzed by the end o f  June. Once i t  has been 
defended as a thesis, I w i l l  f o rwa rd  a copy o f  the  resu l t s  t o  you. 

I w i l l  be re turn ing t o  my  pr inc ipalship i n  the Maple R i d g d P i  tt 
Meadows D i s t r i c t  on Aug. 1 /90 and hope w e  w i l l  be able t o  cont inue t h i s  
type o f  sharing between d i s t r i c t s .  

Thank you once again f o r  your assistance. 

Sincerely, 

Lynda Haylow 
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June 19,1990 

Mrs. Lynda Haylow, 
6 1 1s t  Ave., 
P i  t t  Meadows, B.C. 
S3Y 1L7 

Dear Lynda: 

Thank you f o r  your "po r t ra i t "  o f  Garden Meadows. I shared i t  w i t h  
Chris and Mary who found i t  very in teres t ing .  T ime  const ra in ts  
have not  a l l owed  us  t o  discuss i t  i n  depth. 

From a personal po in t  o f  v i ew  I f e l t  t ha t  i t  re f l ec ted  the Garden 
Meadows s i tua t ion  accurately.  It was in te res t ing  t o  learn  o f  the 
others'  perspect ives and i t  provided f u r t he r  con f i rmat ion  o f  the 
extreme complex i ty  o f  a s t a f f  development pro jec t .  

I hope tha t  the i n f o rma t i on  about Garden Meadows was usefu l  f o r  you 
and t ha t  your paper w i l l  f i n a l l y  provide you w i t h  sa t i s f ac t i on  and 
success. 

Yours t r u l y  

Ken Wat ts  
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