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Abstract  

The P u r p o s e  of t h i s  s t u d y  was t o  i n v e s t i g a t e  t h e  p r o c e s s  o f  

p o l i c y  i m p l e m e n t a t i o n  i n  a  s c h o o l  d i s t r i c t ,  focusing e s p e c i a l l y  on 

implementation a c t i v i t i e s  a t  the  school l e v e l  and t h e  in f luence  of the  

school board and t h e  c e n t r a l  o f f i c e  on these  a c t i v i t i e s .  A case study 

approach t h a t  involved in terviews,  observat ions ,  and document a n a l y s i s  

was adopted. The d i s t r i c t ' s  community r e l a t i o n s  and elementary school 

self-assessment p o l i c i e s  were the  two se lec ted  f o r  the  study. 

E a c h  o f  t h e  t h r e e  m a j o r  c o n c e p t u a l i z a t i o n s  o f  p o l i c y  

implementation i l l u m i n a t e d  d i f f e r e n t  a s p e c t s  o f  t h e  f i n d i n g s ,  and 

d e s c r i b e d  p o l i c y  i m p l e m e n t a t i o n  from the  perspect ive  of a  d i f f e r e n t  

se t  of  a c t o r s .  The c l a s s i c a l  o r  t e c h n o l o g i c a l  m o d e l ,  w h i c h  

corresponded t o  t h e  perspect ive  of the  School Board members, accounted 

f o r  t h e  emphas i s  on p o l i c y  d e v e l o p m e n t  r a t h e r  t h a n  on  p o l i c y  

i m p l e m e n t a t i o n  and f o r  t h e  u s e  of ra t iodal -empir ica l  implementation 

s t r a t e g i e s  such a s  the  dissemination of  information and the  holding of  ' 

workshops. The p o l i t i c a l  model, which corresponded t o  t h e  perspect ive  

of the  s e n i o r  admin i s t r a to r s  and d i s t r i c t  employee g r o u p s ,  e x p l a i n e d  

t h e  r e s i s t a n c e  of d i s t r i c t  employee g r o u p s  t o  t h e  p o l i c y ,  t h e i r  

r e l a t i o n s h i p  t o  t h e  Board and sen io r  admin i s t r a to r s ,  and t h e i r  d e s i r e  

t o  c o n t r o l  t h e  p o l i c y  p r o c e s s .  The c u l t u r a l  o r  evolut ionary  model, 

which corresponded t o  the  perspect ive  of  the  school ,  accounted f o r  the  
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school d i f f e r e n c e s  i n  pol icy  implementation, the  genera l  r e s i s t a n c e  of 

school personnel t o  d i s t r i c t  po l i cy ,  and the  r e l a t i v e  i n e f f e c t i v e n e s s  

of d i s t r i c t  implementation s t r a t e g i e s .  

A data-based model of pol icy  implementation i n  a school  d i s t r i c t  

was d e r i v e d  f rom t h e  t h i r d  pe r spec t ive .  Essen t i a l ly  i t  argues t h a t  

the  pol icy  s ta tement  ( i . e . ,  t he  policy-as-adopted) and school  p r a c t i c e  

with r e spec t  t o  the  pol icy  ( i . e . ,  t he  policy-in-pract ice)  a r e  d i s t i n c t  

b u t  i n t e r r e l a t e d  e n t i t i e s .  The p o l i c y  s t a t e m e n t  d o e s  e l i c i t  a 

response from t h e  schools  and i t  does cons t ra in  the  subs tan t ive  nature  

of t h e i r  response,  but  such school-based f a c t o r s  a s  t h e  p r i n c i p a l  's 

l e a d e r s h i p  s t y l e ,  t h e  b a l a n c e  b e t w e e n  s c h o o l - o r i e n t e d  a n d  

classroom-oriented t eachers  on the  s t a f f ,  and the  ex ten t  t o  which t h e  

s t a f f  s h a r e s  t h e  norms of c o l l e g i a l i t y  and continuous improvement a r e  

t h e  most i m p o r t a n t  d e t e r m i n a n t s  o f  s c h o o l  p r a c t i c e .  The s e n i o r  

a d m i n i s t r a t o r s  i n f l u e n c e  s c h o o l  implementation a c t i v i t i e s  d i r e c t l y ,  

through t h e  implementation s t r a t e g i e s  t h e y  u t i l i z e ,  and i n d i r e c t l y ,  

th rough  t h e  c e n t r a l  o f f i c e -  s c h o o l  l i n k a g e s  they e s t a b l i s h .  These 

l inkages  determine the  s t a t e  of preparedness of the  schools  f o r  pol icy  

i m p l e m e n t a t i o n ,  and t h u s  o f  whether  p o l i c y  i m p l e m e n t a t i o n  i s  an 

i n t e g r a l  p a r t  of school  l i f e  o r  a d i s rup t ion  of its rou t ines .  
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CHAPTER I 

INTRODUCTION: 

WHY STUDY POLICY IMPLEMENTATION? 

Problem Backaround and Rat ionale  

What happens  a f t e r  a  s c h o o l  board  a d o p t s  a  po l i cy?  How is i t  

received,  i n t e r p r e t e d ,  and c a r r i e d  out  by t h e  schools  i n  t h e  d i s t r i c t ?  

C e r t a i n l y  po l i cy  making i s  one means, and a  p o t e n t i a l l y  powerful one, 

by which o rgan iza t ions  can a c h i e v e  c o o r d i n a t i o n  and c o n t r o l  of t h e  

a c t i v i t i e s  o f  t h e i r  members -- which is one reason t h e  pol icy  making 

funct ion  of  t h e  school  boards has received cons ide rab le  a t t e n t i o n  over 

t h e  l a s t  f i f t e e n  y e a r s .  But p o l i c y  i s  more than t h a t ,  i t  i s  a l s o  a 

means by which e l e c t e d  o f f i c i a l s  can f u l f i l l  t h e i r  r e p r e s e n t a t i v e  

funct ion  (Ingram, McCain, & Laney, 1980). 

Only a smal l  percentage o f  t h e  p u b l i c  i s  i n v o l v e d  a c t i v e l y  i n  

e d u c a t i o n a l  dec i s ion-making  ( F u l l a n ,  1982;  Mann, 1977) ; gen&ral ly  

publ ic  i n t e r e s t s  a r e  represented by the  e l e c t e d  school  board members. 

A s  Coleman (1974) says: 

The t r u s t e e  h a s  been en t rus ted  wi th  ensur ing  t h a t  t h e  
wishes of  the  community a r e  a  p a r t  o f  t h e  complex o f  
f o r c e s  t h a t  commonly occur on a  wide range o f  i s s u e s  i n  
p u b l i c  educat ion  ... the  t r u s t e e  d e r i v e s  l eg i t imacy  not  
f r o m  e x p e r t i s e  b u t  f r o m  b o t h  t h e  i n s t i t u t i o n a l  
mach ine ry  o f  r e p r e s e n t a t i o n  and i n  p a r t i c u l a r  t h e  
purposive element of  t h i s  concept. (p. 53) 

The a c t u a l  e x t e n t  o f  s c h o o l  board  r e s p o n s i v e n e s s  i s ,  o f  c o u r s e ,  



q u e s t i o n a b l e ,  w i t h  some a r g u i n g  t h a t  boards a r e  coopted by d i s t r i c t  

admin i s t r a to r s  ( Z e i g l e r  & Jennings,  1974) and constrained by dec i s ions  

made a t  h i g h e r  l e v e l s  o f  government (van Geel, 1976; W i r t  & K i r s t ,  

1975), and o t h e r s ,  t h a t  t h e y  e x e r t  i n f l u e n c e  by c i r c u l a t i n g  v a l u e s  

and s e t t i n g  e x p e c t a t i o n s  t h a t  d i s t r i c t  a d m i n i s t r a t o r s  h e s i t a t e  t o  

v i o l a t e  (Boyd, 1975, 1976; Mitchel l ,  1980). 

R e g a r d l e s s  of  t h e  e x t e n t  t o  which public  values and expec ta t ions  

on a  p a r t i c u l a r  i s s u e  a r e  expressed i n  a  pol icy ,  however, t h i s  i s  only 

one  f a c e t  o f  t h e  l a y  c o n t r o l  v s  p r o f e s s i o n a l  autonomy issue .  The 

success of the  po l i cy ,  t h e  e x t e n t  t o  which i t s  i n t e n t  i s  a c h i e v e d ,  

d e p e n d s  on  w h a t  h a p p e n s  d u r i n g  i m p l e m e n t a t i o n ,  on what  changes  

a c t u a l l y  occur i n  the  school  d i s t r i c t  o r  s c h o o l s .  Bacharach  (1981)  

s u g g e s t s  t h a t  school  admin i s t r a to r s  a r e  faced with two impera t ives  -- 
one a d m i n i s t r a t i v e ,  t h e  o t h e r  p o l i t i c a l  -- and t h a t  r e s e a r c h  h a s  

t ended  t o  c o n s i d e r  e a c h  s e p a r a t e l y ,  r e s u l t i n g  " in  the  growth of two 

separa te  bodies of l i t e r a t u r e ,  one f o c u s i n g  p r i m a r i l y  on t h e  s c h o o l  

board ,  t h e  s u p e r i n t e n d e n t ,  and t h e  community, t h e  o t h e r  dea l ing  with , 

the  school a s  an organiza t ion ,  p r i m a r i l y  f o c u s i n g  on a d m i n i s t r a t i v e  

r e l a t i o n s h i p s  w i t h i n  t h e  s c h o o l n  ( p .  4 ) .  A s t u d y  o f  p o l i c y  

implementation provides  an oppor tuni ty  ( a )  t o  examine another  f a c e t  of 

t h e  l a y  c o n t r o l  v s  p r o f e s s i o n a l  autonomy i s sue ,  through the  response 

of the p ro fess iona l s  t o  t h e  pol icy;  and ( b )  t o  o b t a i n  a  dynamic and 

i n t e g r a t e d  view o f  t h e  s c h o o l  d i s t r i c t ,  by f o c u s i n g  n o t  o n l y  on 

a c t i v i t i e s  a t  the  school  l e v e l ,  but  a l s o  on the  r e l a t i o n s h i p  between 



t h e  c e n t r a l  o f f i c e  a n d  t h e  s c h o o l s  and t h e  ways i n  which t h i s  

inf luences  school  a c t i v i t i e s .  

According t o  Edwards and Sharkansky ( 1978), "Policy making does 

not end once a dec i s ion  is made. The implementation o f  t h e  d e c i s i o n  

can have  j u s t  as g r e a t  an  impact  on p u b l i c  p o l i c y  as the  dec i s ion  

i t s e l f n  (p. 321). Important a s  implementation i s  t o  t h e  s u c c e s s  of a  

p o l i c y ,  o u r  u n d e r s t a n d i n g  of the  process i s  only i n  t h e  e a r l y  s t a g e s  

of development -- i t  is "a t e r r a i n  t h a t  i s  s t i l l  f a i r l y  u n e x p l o r e d n  

(Rein  & Rabinovi tz ,  1978, p. 307). Thus one reason f o r  i n v e s t i g a t i n g  

policy implementation i s  t o  l e a r n  more about t h a t  a s p e c t  of  the  pol icy  

p r o c e s s  t h a t ,  u n t i l  r e c e n t l y ,  has been r e l a t i v e l y  neglec ted  both by 

p r a c t i t i o n e r s  and by r e s e a r c h e r s .  For example, M i t c h e l l ' s  (1980)  

s t u d y  o f  e d u c a t i o n a l  d e c i s i o n  making by s t a t e  l e g i s l a t o r s  suggests  

t h a t  while l e g i s l a t o r s  a r e  s e n s i t i v e  t o  the  complex i ty ,  u n c e r t a i n t y ,  

and p o l i t i c a l  na tu re  of the  policy making process,  and whi le  they a r e  

aware of t h e  l inkages  between p o l i c y  making and p o l i c y  e v a l u a t i o n ,  

they  a r e  less concerned with pol icy  implementation. Researchers have / 

r e c o g n i z e d  t h e  p o l i t i c a l  n a t u r e  o f  p o l i c y  m a k i n g  f o r  some t i m e  

(Lindblom, l 9 6 8 ) ,  and t h e r e  h a s  been an inc reas ing  awareness of the  

p o l i t i c a l  n a t u r e  of  po l i cy  evaluat ion  ( Srouf  e  , 1 977 ; Wergin,  1 976) , 
y e t  when P r e s s m a n  a n d  W i l d a v s k y  ( 1 9 7 3 )  w r o t e  t h e i r  book  o n  

implementation they could f i n d  l i t t l e  l i t e r a t u r e  on t h e  s u b j e c t .  

T h i s  a p p a r e n t  l a c k  o f  i n t e r e s t  i n  p o l i c y  implementation u n t i l  

recent  times has  been a t t r i b u t e d  t o  t h e  p r e v a l e n c e  o f  wha t  Nakamura 



and Smallwood (1980) have c a l l e d  the  c l a s s i c a l  model of  implementation 

and what o t h e r s  have r e f e r r e d  t o  as the  t echno log ica l  model (Berman, 

1981  ; House,  1981 ; Wildavsky,  1979) .  T h i s  model i s  d e p i c t e d  i n  

Figure 1-1 . 

Figure 1-1 

The C l a s s i c a l  Model o f  Policy Implementation 

ENVIRONMENT I 
Policy Formation 

ENVIRONMENT I1 
Policy Implementation 

1 
ENVIRONMENT I11 

Policy Evaluation 

Source: Based on Nakamura & Smallwood, 1980, p. 24. 

This model is based on s e v e r a l  assumptions: 

1 .  t h a t  t h e  p o l i c y  implement ing  s y s t e m s  o r  organiza t ions  a r e  

h ie ra rch ica l .  The po l i cy  makers a r e  i n  a  p o s i t i o n  o f  a u t h o r i t y ,  and 

t h e  p o l i c y  i m p l e m e n t e r s  a r e  subordinate  t o  them. This a l s o  impl ies  

the  exis tence  o f  good communication l inkages  between the  pol icy  makers 

a n d  t h e  p o l i c y  i m p l e m e n t e r s ,  e f f e c t i v e  s u p e r v i s i o n  o f  t h e  

implementation process ,  and compliance mechanisms. 

2 .  t h a t  t h e  a c t i v i t i e s  o f  p o l i c y  m a k i n g  a n d  p o l i c y  



implementa t ion  are bounded and sequen t i a l .  There is  a c l e a r  d i v i s i o n  

of labour between t h e  p o l i c y  makers and the  pol icy  implementers ,  w i t h  

t h e  fo rmer  f irst  d e c i d i n g  on t h e  g o a l s  and t h e  means of achieving 

them, and the  l a t t e r  subsequently car ry ing out  t h e i r  i n s t r u c t i o n s .  

3 .  t h a t  b o t h  p o l i c y  m a k i n g  a n d  p o l i c y  i m p l e m e n t i n g  a r e  

e s s e n t i a l l y  r a t i o n a l  and t echn ica l  p r o c e s s e s .  P o l i c y  makers  s e l e c t  

t h e  most a p p r o p r i a t e  means t o  a c h i e v e  t h e i r  g o a l s ,  and t h e n  they 

communicate s p e c i f i c  i n s t r u c t i o n s  t o  the  pol icy  implementers, who have 

been s e l e c t e d  on t h e  b a s i s  o f  t h e i r  perce ived a b i l i t y  t o  c a r r y  out  

these  ins t ruckions .  The po l i cy  implementers r e l y  on t h e i r  t e c h n i c a l  

exper t i se  t o  fol low t h e  po l i cy  g u i d e l i n e s  a s  f a i t h f u l l y  a s  poss ib le .  

Since Pressman and Wildavsky (1973) commented on t h e  s c a r c i t y  o f  

s t u d i e s  of pol icy  implementation, t h e  number of such s t u d i e s  has grown 

r a p i d l y .  T h e i r  f i n d i n g s  c h a l l e n g e  t h e  b a s i c  a s s u m p t i o n s  o f  t h e  

c l a s s i c a l  mode l  a n d  s u g g e s t  t h a t  t h e  p o l i t i c a l  and c u l t u r a l  o r  

evolut ionary models ( b o t h  o f  which a r e  described i n  Chapter 11) may be 

more a p p r o p r i a t e  i n  o r g a n i z a t i o n s  which r e l y  heavily on p r o f e s s i o n a l s  / 

t o  do the  work. Most o f  t h e s e  s t u d i e s  i n v o l v e  n a t i o n a l  p o l i c y  and 

many of the  p o l i c i e s  concerned a r e  non-educational i n  na tu re ;  however, 

t h e r e  i s  l i t t l e  r e a s o n  t o  e x p e c t  p o l i c y  i m p l e m e n t a t i o n  t o  b e  a n  

h i e r a r c h i c a l ,  bounded, s e q u e n t i a l ,  r a t i o n a l ,  and t echn ica l  process  i n  

a  s c h o o l  d i s t r i c t  i f  i t  i s  n o t  i n  o t h e r  o r g a n i z a t i o n s  which a l s o  

depend pr imar i ly  on t h e  work o f  profess ionals .  

The m u l t i t u d e  o f  f i n d i n g s  on  p o l i c y  i m p l e m e n t a t i o n  p r e s e n t  a 



c o m p l i c a t e d  and c o n f l i c t i n g  d e s c r i p t i o n  of the  process. According t o  

Berman (1981), who was r e f e r r i n g  t o  s t u d i e s  of e d u c a t i o n a l  change i n  

genera l  and not j u s t  of po l i cy  implementation, 

t h e  s t a t e  of the  art a t  t h e  l e v e l  of  s p e c i f i c  f i n d i n g s  
and of p r a c t i c a l  advice  appears t o  be i n  d i sa r ray .  The 
p a s t  two d e c a d e s 1  s t u d i e s  have  indeed  produced a 
mul t i tude  of f ind ings ,  but  t h e  f i n d i n g s  g e n e r a l l y  a r e  
n o t  comparable ... t h e  p r e v a l e n c e  o f  c o n t r a d i c t o r y  
f ind ings  only heightens  t h i s  confusion. ( p. 253) 

Berman s u g g e s t s  t h a t  t h e  i n c o n s i s t e n c y  o f  f ind ings  r e f l e c t s  not  so  

much m e t h o d o l o g i c a l  i n a d e q u a c i e s  a s  e d u c a t i o n a l  r e a l i t y ,  t h e  

complex i ty  o f  e d u c a t i o n a l  change and i t s  context-dependent ,  time- 

dependent  n a t u r e .  He t h e n  a r g u e s  t h a t  r e s e a r c h  s h o u l d  f o c u s  o n  

p r o v i d i n g  c o n d i t i o n a l  e x p l a n a t i o n s  o f  v a r i a t i o n  i n  e d u c a t i q n a l  

outcomes. 

Given t h e  i m p o r t a n c e  o f  t h e  p o l i c y  making f u n c t i o n  of school  

b o a r d s  on t h e  one hand and t h e  complex and c o n f l i c t i n g  f i n d i n g s  

c o n c e r n i n g  p o l i c y  i m p l e m e n t a t i o n  on t h e  o t h e r  hand,  it is of some 

importance t o  have  a b e t t e r  u n d e r s t a n d i n g  o f  what happens  when a  

p o l i c y  h a s  b e e n  a d o p t e d  a n d  o f  how t h e  c o n t e x t  i n f l u e n c e s  

implementation. Such i n f o r m a t i o n  w i l l ,  o f  c o u r s e ,  be o f  v a l u e  t o  

those p r a c t i t i o n e r s  who must plan f o r  and d i r e c t  the  pol icy  implement- 

a t i o n  process. More important ,  i t  w i l l  have impl ica t ions  f o r  t h e o r y ,  

i n  a  na r rower  s e n s e  by expand ing  c o n c e p t u a l i z a t i o n s  of the  pol icy  

p r o c e s s  t o  i n c l u d e  i m p l e m e n t a t i o n  a n d ,  i n  a b r o a d e r  s e n s e ,  by 



c o n t r i b u t i n g  t o  knowledge about the  p o l i t i c s  of education through the  

study of p o l i t i c a l  a c t i v i t y  i n  an  a r e a  o f  s c h o o l  l i f e  which h a s  n o t  

o f t e n  been explored from t h i s  perspect ive .  

Problem Statement 

The governance s t r u c t u r e  of pub l i c  school systems is designed s o  

t h a t  the  school boards, which are genera l ly  e l e c t e d  rep resen ta t ives  of  

t h e  p u b l i c  and which a r e  g e n e r a l l y  composed o f  non-educators, are 

r e s p o n s i b l e  f o r  p o l i c y  making, w h i l e  t h e  p r o f e s s i o n a l  s t a f f ,  a s  

employees o f  t h e  b o a r d s ,  a r e  r e spons ib le  f o r  pol icy  implementation. 

This sugges ts  the  primacy o f  t h e  l e g a l  i m p e r a t i v e ,  o r  a u t h o r i t y  o f  

o f f i c e ,  and i s  c o n s i s t e h t  w i t h  the  c l a s s i c a l  model of pol icy  imple- 

mentation. While t h i s  may desc r ibe  t h e  b e l i e f s ,  and even a c t i o n s ,  o f  

people a t  the  d i s t r i c t  l e v e l  o f  organiza t ion ,  i t  is unl ike ly  t o  be the  

case a t  the  school l e v e l .  These two s e t s  o f  b e l i e f s  may come i n t o  

c o n f l i c t  during pol icy  implementation, wi th  the  l ike l ihood  of c o n f l i c t  

inc reas ing  t h e  more t h a t  t h e  po l i cy  a f f e c t s  and a t t e m p t s  t o  c o n t r o l  

the  work of t h e  profess ionals .  

The purpose of t h i s  s tudy,  then,  i s  t o  i n v e s t i g a t e  the  process of 

policy implementation i n  a s c h o o l  d i s t r i c t ,  f o c u s i n g  e s p e c i a l l y  on 

implementation a c t i v i t i e s  a t  the  school  l e v e l  and t h e  inf luence  of the  

s c h o o l  board  and t h e  c e n t r a l  o f f i c e  on t h e s e  a c t i v i t i e s .  More 

s p e c i f i c a l l y ,  t h e  boundaries of t h i s  s tudy can be ou t l ined  i n  the  form 

of f i v e  broad resea rch  ques t ions ,  t h e  r a t i o n a l e  f o r  which i s  g i v e n  i n  



Chapte r  11. The first t h r e e  a r e  r e l a t e d  d i r e c t l y  t o  t h e  pol icy  and 

i ts implementation: 

1.  What a r e  t h e  pr imary  a t t r i b u t e s  of the  pol icy?  This r e f e r s  

t o  the  i n v a r i a n t  f e a t u r e s  of the  policy which cons t ra in  t h e  implement- 

a t i o n  process  such a s  its complexity, s p e c i f i c i t y ,  and scope; 

2. What dec i s ions  a r e  made which bear d i r e c t l y  on t h e  implement- 

a t i o n  p r o c e s s ?  T h i s  r e f e r s  i n  p a r t i c u l a r  t o  t h e  i m p l e m e n t a t i o n  

s t r a t e g i e s  employed, but  a l s o  t o  the  conceptual iza t ions  of  t h e  n a t u r e  

o f  p o l i c y ,  p o l i c y  i m p l e m e n t a t i o n ,  implementer  r o l e ,  and p o l i c y  

maker-policy 'implementer r e l a t i o n s h i p  which in f luence  these  decis ions ;  

and 

3 .  What a r e  t h e  endogenous a t t r i b u t e s  o f  t h e  p o l i c y ?  T h i s  

r e f e r s  t o  t h e  v a r i a b l e  f e a t u r e s  o f  t h e  p o l i c y  which become known 

during t h e  implementation process,  and inc lude  the  pol icy  maker-policy 

implementer r e l a t i o n s h i p ,  t h e  v a l u e s  and i n t e r e s t s  o f  t h e  v a r i o u s  

a c t o r s ,  implementer cooperation, implementer r o l e ,  and t h e  implementa- 

t i o n  process.  

The remaining two ques t ions  concern the  context  i n  general :  

4. What a r e  the  l o c a l  contextual  condi t ions?  This  r e f e r s  t o  t h e  

c h a r a c t e r i s t i c s  o f  t h e  community, t h e  d i s t r i c t ,  and the  ind iv idua l  

schools  which might inf luence  the  implementation process;  and 

5. What e x t e r n a l  changes occur during t h e  course of implementa- 

t i o n ?  This r e f e r s  t o  f a c t o r s  which o r i g i n a t e  ou t s ide  t h e  d i s t r i c t  o r  

which a r e  e p i s o d i c  i n  na ture  t h a t  might in f luence  t h e  implementation 

process. 



Some Def in i t ions  

Most of  t h e  terms used i n  t h i s  d i s s e r t a t i o n  are d e f i n e d  a s  t h e y  

a r e  e n c o u n t e r e d .  The t e rms  p o l i c y ,  p o l i c y  implemedta t ion ,  pol icy  

maker, and po l i cy  implementer a r e  used throughout, however, and s o  a r e  

defined a t  t h i s  point .  

P o l i c y  i s  t r a d i t i o n a l l y  defined a s  a purposive course of a c t i o n  

o r  a p r e s c r i p t i o n  f o r  f u t u r e  a c t i o n  t o  dea l  with a problem o r  m a t t e r  

o f  c o n c e r n  t h a t  i s  f o r m u l a t e d  by t h e  a u t h o r i t i e s  i n  a p o l i t i c a l  

system, t h a t  i s  based on t h e  i d e a l s ,  v a l u e s  and i n t e r e s t s  o f  t h e  

s y s t e m ,  a n d  t h a t  may b e  i n  t h e  form o f  s t a n d i n g  p l a n s ,  formal  

procedures, o r  g u i d i n g  p r i n c i p l e s  ( Anderson, 1 977; Coleman, 1980; 

Wergin, 1976) .  T h i s  d e f i n i t i o n  i s  adop ted  f o r  the  purposes of the  

study, while t h e  f u r t h e r  s t i p u l a t i o n  t h a t  t h e  p o l i c y  be  r e c o g n i z e d  

formally as such i n  t h e  p a r t i c i p a t i n g  d i s t r i c t  i n  o rde r  t o  ensure t h a t  

i t  h a s  b e e n  made known t o  t h e  s c h o o l s .  A c c o r d i n g  t o  t h e  

S u p e r i n t e n d e n t  o f  t h e  p a r t i c i p a t i n g  d i s t r i c t ,  t h i s  means t h a t  i t  has 

t o  be contained i n  t h e i r  pol icy  book. 

P o l i c y  implementation is genera l ly  defined a s  the  "carrying outn 

of  t h e  p o l i c y .  I n  p r a c t i c e  i t  i s  d i f f i c u l t  t o  d i s t i n g u i s h  t h i s  

p r o c e s s  f rom t h e  planning/mobil izat ion process which precedes it and 

the  i n s t i t u t i o n a l i z a t i o n  process which fo l lows i t  (Berman, 1981). The 

a p p r o a c h  a d o p t e d  i n  t h i s  s t u d y  is  t o  examine t h o s e  a c t i v i t i e s  

occurring i n  the  schools  which appear t o  be  r e l a t e d  t o  t h e  p o l i c i e s  

under  s t u d y ,  whatever s t a g e  of the  change process  they represent ,  and 



t o  t r y  t o  trace t h e i r  development i n  order  t o  i d e n t i f y  d i s t r i c t - b a s e d  

and school-based i n f l u e n c e s  on it. 

P o l i c y  m a k e r s  are t h o s e  i n d i v i d u a l s  who p o s s e s s  t h e  f o r m a l  

a u t h o r i t y  and l eg i t imacy  t o  f o r m u l a t e  p o l i c i e s ,  whe the r  o r  n o t  t h e  

policy i n i t i a t i v e  a c t u a l l y  rests wi th  them. I n  t h i s  s tudy t h e  members 

of the  school board a r e  t h e  formal pol icy  makers. 

P o l i c y  implementers  a r e  those ind iv idua l s  whose work i s  a f fec ted  

by the  pol icy  and whose r e s p o n s i b i l i t y  i t  is t o  c a r r y  out  t h e  p o l i c y .  

O f t e n  two t y p e s  o f  i m p l e m e n t e r s  a r e  d i s t i n g u i s h e d ,  t h o s e  who 

administer  o r  oversee  t h e  implementation process -- t he  managers,  and 

t h o s e  who a c t u a l l y  implement the  pol icy  -- t h e  use r s  (Common, 1980).  

I n  a school system, c e n t r a l  o f f i c e  s t a f f  and p r i n c i p a l s  may sometimes 

a c t  a s  managers and o t h e r  t imes a s  users ,  while teachers  a r e  genera l ly  

users .  I n  o rde r  t o  avoid confusion t h i s  r e p o r t  g i v e s  p a r t i c i p a n t s '  

p o s i t i o n  i n  t h e  d i s t r i c t  r a t h e r  than t h e i r  r o l e  i n  the  implementation 

p r o c e s s ;  t h e  d e s c r i p t i o n  o f  t h e i r  a c t i v i t i e s  makes  c l e a r  t h e i r  

implementation r o l e .  

Research Desiaq 

The r e s e a r c h  method chosen is the  case s tudy ,  which a l l o w s  b o t h  

h o l i s t i c  t r e a t m e n t  o f  a complex r e a l i t y  and d e p t h  of i n s i g h t .  It 

involves s tudying t h e  implementation of two p o l i c i e s ,  t h e  community 

r e l a t i o n s  po l i cy  and t h e  elementary school self-assessment pol icy ,  i n  



one school d i s t r i c t ,  c a l l e d  ~ y t t e f i e 1 d . l  Data were c o l l e c t e d :  ( a )  from 

a  v a r i e t y  of sources  -- i nc lud ing  school board members, c e n t r a l  o f f i c e  

s t a f f ,  and p r i n c i p a l s  and t e a c h e r s ,  e s p e c i a l l y  t h o s e  o f  t h e  four  

s c h o o l s  s e l e c t e d  a s  s t u d y  s i t e s ;  ( b )  by a  v a r i e t y  o f  m e t h o d s  -- 
i n c l u d i n g  i n t e r v i e w s ,  o b s e r v a t i o n s ,  document  a n a l y s i s ,  and a  

ques t ionnai re ;  and ( c )  i n  a  v a r i e t y  of s i t u a t i o n s  -- i n c l u d i n g  p u b l i c  

and p r iva te  meetings, o f f i c e s ,  and staffrooms. 

L y t t e f i e l d  was chosen a s  the  s i t e  f o r  the  study because (a )  i t  is  

s i m i l a r  t o  o t h e r  d i s t r i c t s  i n  i t s  g e o g r a p h i c  r e g i o n  and t o  urban 

d i s t r i c t s  i n  o t h e r  g e o g r a p h i c  r e g i o n s  i n  t h e  p r o v i n c e  i n  terms o f  

s i z e ,  p u p i l - t e a c h e r  r a t i o ,  average  school s i z e ,  per  pup i l  c o s t ,  and 

adminis t ra t ive  o rgan iza t ion ,  a l l  of  which a r e  f a c t o r s  t r a d i t i o n a l l y  

considered i n  s t u d i e s  o f  implementation, and ( b )  i t  proved p r a c t i c a b l e  

t o  conduct the  s tudy  the re .  The four  s c h o o l s  were s e l e c t e d  s o  t h a t  

t h e y  d i f f e r  i n  s i z e ,  l o c a t i o n ,  and  t h e  manner  i n  w h i c h  t h e y  

implemented the  two p o l i c i e s  under study. They were judged by members 

o f  t h e  c e n t r a l  o f f i c e  s t a f f  t o  be t y p i c a l  o f  t h e  s c h o o l s  i n  t h e  ' 

d i s t r i c t .  I n  a d d i t i o n  t o  o r i g i n a t i n g  a t  d i f f e r e n t  l e v e l s  of t h e  

s c h o o l  s y s t e m  ( M i n i s t r y  and s c h o o l  b o a r d ) ,  b e i n g  s u b s t a n t i a l  i n  

nature, being adopted o r  r ev i sed  recen t ly ,  and being well-documented, 

t h e  two p o l i c i e s  w e r e  chosen  because  t h e y  a r e  of i n t e r e s t  t o  o t h e r  

d i s t r i c t s  a s  w e l l  as t h e  p a r t i c i p a t i n g  one ,  t h a t  i s ,  t h e y  d e a l  w i t h  

i s sues  which f a c e  many, i f  not  most, boards. 

- 
A l l  names used i n  t h i s  r e p o r t ,  inc luding those o f  t h e  d i s t r i c t  

and the  schools  a s - w e l l  as t h e  respondents, a r e  pseudonyms. 



L i m i t a t i o n s  o f  t h e  Studv 

T h e  m a j o r  l i m i t a t i o n  o f  t h i s  s t u d y  i s  t h e  l a c k  o f  

g e n e r a l i z a b i l i t y  o f  t h e  d a t a ,  due  t o  t h e  s m a l l ,  nonrandom sample. 

P o l i c y  i m p l e m e n t a t i o n  i s  examined i n  o n l y  one d i s t r i c t ,  o r  m o r e  

a c c u r a t e l y ,  i n  t h e  c e n t r a l  o f f i c e  and f o u r  schools  of one d i s t r i c t .  

I n  any study a balance must be s t r u c k  between i n t e r n a l  and e x t e r n a l  

v a l i d i t y ;  i n  t h i s  s t u d y ,  t h e  f o r m e r  i s  favoured. The dec i s ion  was 

made i n t e n t i o n a l l y ,  on t h e  r a t i o n a l e  t h a t  i n  an explora tory  study such 

a s  t h i s ,  t h e  phenomenon under  i n v e s t i g a t i o n  must be examined i n  

context  and i n  depth. 

However, i n  a  r e c e n t  s tudy o f  implementation of teacher  c o n t r a c t s  

(Johnson, 1981), i t  was found t h a t  d i f f e r e n c e s  between s c h o o l s  i n  t h e  

same d i s t r i c t  were g r e a t e r  than d i f f e r e n c e s  between d i s t r i c t s .  This 

has been repor ted  i n  o t h e r  i m p l e m e n t a t i o n  s t u d i e s  ( e . g . ,  t h e  Rand 

s t u d i e s ) .  Thus l i m i t i n g  t h e  study t o  one d i s t r i c t  may not  s e r i o u s l y  

r e s t r i c t  t h e  a p p l i c a b i l i t y  o f  t h e  f i n d i n g s  t o  o t h e r  d i s t r i c t s ,  

e s p e c i a l l y  a s  t h e  f o u r  s tudy s i t e s  w i t h i n  the  d i s t r i c t  were s e l e c t e d  / 

s o  t h a t  they d i f f e r  i n  t h e  ways t h e y  implemented t h e  two p o l i c i e s  

b e i n g  s t u d i e d .  T h i s  was done t o  maximize t h e  information c o l l e c t e d  

about pol icy  i m p l e m e n t a t i o n  and t h e  f a c t o r s  which i n f l u e n c e  i t ,  a 

s t r a t e g y  used by o t h e r s  (Bacharach & Mitchel l ,  1981; L i t t l e ,  1982). 

A n o t h e r  l i m i t a t i o n  o f  t h i s  s t u d y  i s  i t s  d u r a t i o n .  T h e  

S u p e r i n t e n d e n t  o f  L y t t e f i e l d  a sked  t h a t  t h e  major  d a t a  c o l l e c t i o n  

component o f  t h e  s t u d y  b e  l i m i t e d  t o  s i x  months. T h i s  was n o t  a 



s e v e r e  l i m i t a t i o n ,  however, as  i m p l e m e n t a t i o n  of t h e  community 

r e l a t i o n s  pol icy  was we l l  underway by t h e  s t a r t  o f  t h i s  s t u d y ,  and 

implementa t ion  o f  t h e  e l e m e n t a r y  s c h o o l  self-assessment pol icy  was 

i n d e f i n i t e l y  postponed j u s t  a f t e r  c o m p l e t i o n  o f  t h e  s i x  month d a t a  

c o l l e c t i o n  period. 

Out l ine  o f  t h e  D i s s e r t a t i o n  

The d i s s e r t a t i o n  c o n s i s t s  of n i n e  chapters .  I n  the  i n t r o d u c t o r y  

one I d e s c r i b e  t h e  problem, its background and r a t i o n a l e ;  def ine  the  

key concep t s '  o f  p o l i c y ,  p o l i c y  i m p l e m e n t a t i o n ,  p o l i c y  maker,  and 

p o l i c y  implementer ;  p r o v i d e  a n  overview of  t h e  research  design;  and 

de l inea te  the  l i m i t a t i o n s - o f  t h e  study.  

I n  t h e  l i t e r a t u r e  r e v i e w  which c o m p r i s e s  the  second chapter  I 

e s t a b l i s h  t h e  b o u n d a r i e s  o f  t h e  i n q u i r y ,  t h a t  i s ,  what s h o u l d  be  

i n c l u d e d  and what  should be excluded from considerat ion.  I desc r ibe  

the  th ree  major models of pol icy  implementation and d e r i v e  f rom them 

t h e  f e a t u r e s  o f  t h e  pol icy ,  of  t h e  environments of the  pol icy  makers / 

and policy implementers, and of  t h e  r e l a t i o n s h i p  between pol icy  makers 

and policy implementers t o  which p a r t i c u l a r  a t t e n t i o n  should be paid. 

Chapter I11 d e a l s  w i t h  t h e  methodology.  F i r s t  I p r o v i d e  t h e  

r a t i o n a l e  f o r  a d o p t i n g  a n a t u r a l i s t i c ,  c a s e  study approach. Then, 

because the  use o f  t h e  n a t u r a l i s t i c  paradigm,  w i t h  t h e  consequen t  

h e a v y  r e l i a n c e  o n  q u a l i t a t i v e  d a t a ,  i s  s t i l l  r e l a t i v e l y  new t o  

e d u c a t i o n a l  r e s e a r c h ,  I a t t e m p t  t o  e x p l a i n  a s  t h o r o u g h l y  a n d  a s  



c l e a r l y  as poss ib le  how the  da ta  c o l l e c t i o n  and a n a l y s i s  were c a r r i e d  

ou t  and what s t e p s  were t a k e n  t~ e n s u r e  t h e  t r u s t w o r t h i n e s s  of t h e  

f indings .  

I n  C h a p t e r  I V  I b r i e f l y  i n t r o d u c e  the  community and t h e  school 

d i s t r i c t ,  and then descr ibe  the  implementation a c t i v i t i e s  c a r r i e d  o u t  

a t  t h e  d i s t r i c t  l e v e l .  The emphasis  o f  t h e  d e s c r i p t i o n  is on the  

p o t e n t i a l  d i r e c t  and i n d i r e c t  in f luence  o f  these  d i s t r i c t  a c t i v i t i e s  

on school l e v e l  implementation. 

I b e g i n  t h e  f i f t h  chap te r  with a  b r i e f  in t roduc t ion  t o  t h e  four  

pa r t i c ipa t ing '  schools. Then I d e s c r i b e  t h e  f o u r  components of t h e  

s c h o o l ' s  community r e l a t i o n s  programs, as defined by the  respondents, 

and the  performance of the  school on each component. 

I n  t h e  s i x t h  c h a p t e r  I a t t e m p t  t o  a c c o u n t  f o r  the  d i f fe rences  

among the  community r e l a t i o n s  programs o f  t h e  f o u r  schools  i n  terms of 

( a )  t h e  e x t e n t  t o  which the  s t a f f s  sha re  the  norms of  c o l l e g i a l i t y  and 

c o n t i n u o u s  i m p r o v e m e n t ,  a n d  ( b )  t h e  l e a d e r s h i p  s t y l e  o f  t h e  

p r i n c i p a l s .  I t h e n  provide support  f o r  the  ex i s t ence  and importance / 

of t h e s e  schoo l -based  f a c t o r s  by  r e f e r e n c e  t o  r e c e n t  r e s e a r c h  

f indings.  

I n  C h a p t e r  V I I  I d e s c r i b e  t h e  two d i s t i n c t  c l u s t e r s  of teacher 

a t t i t u d e s  and behaviours which emerge f rom t h e  d a t a  and which might 

have a s i g n i f i c a n t  e f f e c t  on pol icy  implementation. I r e f e r  t o  o the r  

r e s e a r c h  i n  o r d e r  t o  p r o v i d e  s u p p o r t  f o r  t h e  e x i s t e n c e  of  a  

w c l a s s r o o m - o r i e n t e d w  and a  w s c h o o l - o r i e n t e d n  t e a c h e r  e thos  and t o  



suggest how teacher  e thos  may be r e l a t e d  t o  school  success.  

I n  t h e  e i g h t h  c h a p t e r  I examine t h e  r e l a t i o n s h i p  between t h e  

s c h o o l ' s  community r e l a t i o n s  programs and the  d i s t r i c t  pol icy ,  using 

t h e  f i v e  r e sea rch  ques t ions  posed e a r l i e r  a s  a framework f o r  analys is .  

Much o f  t h e  d i s c u s s i o n  r e v o l v e s  around t h e  l e a d e r s h i p  r o l e  of the  

d i s t r i c t  admin i s t r a to r s  and the  appropr ia t e  d i v i s i o n  of  r e s p o n s i b i l i t y  

between the  c e n t r a l  o f f i c e  s t a f f  and the  school. 

I n  t h e  f i n a l  chapter  I examine t h e  f i n d i n g s  o f  t h e  s t u d y  from 

each of the  t h r e e  major perspect ives  of po l i cy  implementation, propose 

a  model of  p o l i c y  i m p l e m e n t a t i o n  i n  a  s c h o o l  d i s t r i c t ,  and d e r i v e  

s e v e r a l  p r o p o s i t i o n s  from t h e  proposed model which can be t e s t ed  i n  

f u t u r e  research .  I n  doing so,  I a t tempt  t o  r e so lve  t h e  dilemma t h a t :  

( a )  p r a c t i c e  makes po l i cy ,  t h a t  is, po l i cy  is defined e s s e n t i a l l y  by 

w h a t  p r i n c i p a l s  a n d  t e a c h e r s  a c t u a l l y  d o ;  a n d  ( b )  p o l i c y  

i m p l e m e n t a t i o n  is more l i k e l y  t o  l e a d  t o  improvement when i t  i s  

school-based and school-speci f ic  r a t h e r  t h a n  u n i f o r m  t h r o u g h o u t  a l l  

t h e  s c h o o l s  i n  t h e  d i s t r i c t ;  y e t  ( c )  s c h o o l  b o a r d s  h a v e  t h e  / 

r e s p o n s i b i l i t y  of  making p o l i c y  which e s t a b l i s h e s  common g o a l s  and 

e x p e c t a t i o n s  f o r  a l l  schools  i n  t h e  d i s t r i c t  and of ensur ing  t h a t  it 

is implemented by a l l  t h e  schools. 



CHAPTER I1 

LITERATURE REVIEW: 

ESTABLISHING THE STUDY BOUNDARIES 

T h i s  s t u d y  i s  conduc ted  i n  t h e  n a t u r a l i s t i c  p a r a d i g m ,  t h e  

r a t i o n a l e  f o r  which is provided i n  Chapter 111. Researchers working 

i n  t h i s  paradigm a r e  committed t o  t h e  not ion  of  grounded o r  emergent  

t h e o r y  a s  opposed t o  e n t e r i n g  the  f i e l d  with preconceived i d e a s  and 

s t r u c t u r i n g  the  d a t a  s o  t h a t  i t  w i l l  conform t o  t h e s e  p r e c o n c e i v e d  

i d e a s  ( G l a s e r  & S t r a u s s ,  1967) .  On t h e  o the r  hand, t h e r e  is a  need 

f o r  some s o r t  o f  f r a m e w o r k  w h i c h  s e t s  b o u n d a r i e s  o n  t h e  d a t a  

c o l l e c t i o n  by i n d i c a t i n g  what t o  look f o r ,  where t o  look f o r  it, and 

how t o  look f o r  it. Many resea rchers  t u r n  t o  Malinowskils d i s t i n c t i o n  

b e t w e e n  nforeshadowed problemsn and " p r e c o n c e i v e d  s o l u t i o n s n  t o  

resolve  t h i s  i s sue :  

Good t r a i n i n g  i n  t h e o r y ,  and a c q u a i n t a n c e  w i t h  i t s  
l a t e s t  r e s u l t s ,  is not  i d e n t i c a l  w i t h  b e i n g  burdened  
w i t h  " p r e c o n c e i v e d  i d e a s n .  If a  man s e t s  ou t  on an 
expedi t ion ,  determined t o  prove c e r t a i n  h y p o t h e s e s ,  i f  
h e  i s  i n c a p a b l e  o f  chang ing  h i s  views c o n s t a n t l y  and 
c a s t i n g  them o f f  ungrudg ing ly  under  t h e  p r e s s u r e  of 
e v i d e n c e ,  n e e d l e s s  t o  say  h ip  work w i l l  be wor th less .  
But  t h e  more problems he  b r i n g s  w i t h  h i m  i n t o  t h e  
f i e l d ,  t h e  more he  i s  i n  t h e  h a b i t  o f  mold ing  h i s  
t h e o r i e s  a c c o r d i n g  t o  f a c t s ,  and o f  s e e i n g  f a c t s  i n  
t h e i r  b e a r i n g  upon t h e o r y ,  t h e  b e t t e r  he i s  equipped 
f o r  t h e  work. Preconceived i d e a s  a r e  pe rn ic ious  i n  any 
s c i e n t i f i c  work, but  foreshadowed problems are t h e  main 
endowment of a s c i e n t i f i c  th inker ,  and t h e s e  p r o b l e m s  
a r e  first r e v e a l e d  i n  the  observer by his t h e o r e t i c a l  
s tud ies .  (Malinowski, 1922, pp. 8 & 9 )  



Thus t h e  u s e  o f  t h e o r y  and p r e v i o u s  r e s e a r c h  t o  determine what t o  

include and t o  e x c l u d e  from c o n s i d e r a t i o n  i s  f r e q u e n t l y  a d v o c a t e d  

(Lu tz  & Iannaccone, 1969; Miles, 1979; Mintzberg, 1979a; Smith, 1978; 

Wilson, 1 977) . 
I n  t h i s  c h a p t e r  I d e s c r i b e  and c o m p a r e  t h e  t h r e e  m a j o r  

c o n c e p t u a l i z a t i o n s  o f  p o l i c y  i m p l e m e n t a t i o n ,  a n d  d i s c u s s  t h e i r  

impl ica t ions  f o r  research .  

C o n c e ~ t u a l i z a t i o n s  o f  Policv Im~lementa t ion  

The c l a s s i c a l  o r  technologica l  model, t h e  p o l i t i c a l  -model ,  and 

t h e  c u l t u r a l  o r  evolut ionary  model comprise the  th ree  major conceptu- 

a l i z a t i o n s  o f  p o l i c y  implementa t ion .  They c o n s t i t u t e  d i f f e r e n t  

p e r s p e c t i v e s  on, o r  "ways of  see ingn,  the  implementation process,  and 

"act a s  i n t e r p r e t i v e  frameworks f o r  understandingn i t  ( House, 198 1 ) . 
It is  n o t  s o  much t h a t  t h e y  a t t e n d  t o  d i f f e r e n t  dimensions of the  

implementation p r o c e s s  b u t  t h a t  t h e y  e x p l a i n  them d i f f e r e n t l y  and 

a s s i g n  them d i f f e r e n t  v a l u e s  ( s e e  T a b l e  2 -1 ) .  The f o l l o w i n g  

discuss ion of the  t h r e e  conceptual iza t ions  is based l a r g e l y  on Berman 

( 1981 ) , House ( 1981 ) , Nakamusa and Smallwood ( 198O), and Wildavsky 

(1979). 

C lass ica l  o r  Technoloaical  Model 

I n  t h e  c l a s s i c a l  o r  technologica l  model the  r e l a t i o n s h i p  between 

policy makers and p o l i c y  implementers is assumed t o  b e  h i e r a r c h i c a l ,  



Table 2-1 

Comparison of  Three Models of  Policy Implementation 
on a  Var ie ty  o f  Dimensions 

Model 

Dimensions C l a s s i c a l /  Cul tura l /  
Technological Evolut ionary 

PM-PI r e l a t i o n s h i p  

PM & PI  values  

PM & PI  in te r , e s t s  

PI  cooperation 

PI r o l e  

Focal point  

Nature of policy 

Nature of pol icy  
implementation 

Implementation 
s t r a t e g y  

superordinate-  balance of  members of  
subordinate  power d i f f e r e n t  

subcu l tu res  

shared consensual c o n f l i c t i n g  

common d i f f e r e n t  & d i f f e r e n t  & 
c o n f l i c t i n g  - c o n f l i c t i n g  

automat ic  negot ia ted  problematic 

pass ive  power adap ta t ion  & 
consumption s t r u g g l e  c l a r i f i c a t i o n  

po l i cy  pol icy  i n  context  
context  

( c h a r a c t e r i s t i c  (power (meanings, va lues  
& components) r e l a t i o n s h i p s )  & t r a d i t i o n s )  

set of  s e t  of  set o f .  
iris t r u c  t i o n s  bargaining d i s p o s i t i o n s  

p o i n t s  

- unfolding o f  - i n t e r a c t i o n  - evo lu t ion  of 
p lans  of  f a c t i o n s  d i s p o s i t i o n s  - sys temat ic  & - nego t i a t ion  - mutual 
r a t i o n a l  of i n t e r e s t s  adap ta t ion  

- succeeds & is - in ter twined - i n t e r twined  
s e p a r a t e  from with pol icy  with po l i cy  
p o l i c y  making making making 

r a t i o n a l  - power - normative - 
empi r i ca l  coerc ive  reeduca t ive  

Note. PM = pol icy  maker; P I  = po l i cy  implementer 



t h a t  o f  s u p e r o r d i n a t e  t o  subord ina te .  Moreover, it is assumed t h a t  

the  two groups s h a r e  a  common v a l u e  framework and a c c e p t  t h a t  t h e  

p o l i c y  i s  i n  t h e  common i n t e r e s t ,  s o  t h a t  t h e  c o o p e r a t i o n  o f  

implementers i s  automatic. I n  sum, implementers a r e  viewed a s  pass ive  

consumers. The crux of  implementation is t h e  c l a r i t y  and s p e c i f i c i t y  

of the policy,  the  e f f e c t i v e  t ransmiss ion of  i n s t r u c t i o n  from p o l i c y  

makers t o  p o l i c y  i m p l e m e n t e r s ,  t h e  a b i l i t y  o f  t h e  implementers t o  

c a r r y  o u t  t h e  i n s t r u c t i o n s ,  and t h e  means t o  m o n i t o r  and  e n s u r e  

compliance (Edwards & Sharkansky, 1978). 

Policy making and po l i cy  implementation a r e  assumed t o  be bounded 

and s e q u e n t i a l  a c t i v i t i e s ,  w i t h  i m p l e m e n t a t i o n  r e s u l t i n g  from t h e  

" i r r e s i s t i b l e  unfoldingn ( ~ i l d a v s k ~ ,  1979) o f  t h e  p o l i c y .  I n  o t h e r  

words, t h e  p o l i c y  i s  a l l ,  and g i v e n  a  w e l l - f o r m u l a t e d  p o l i c y  and 

appropr ia te  in t roduc t ion  o f  i t ,  implementa t ion  i s  i n e v i t a b l e .  Thus 

t h e  f o c a l  p o i n t  o f  t h i s  p e r s p e c t i v e  i s  t h e  p o l i c y  i t se l f ,  and t h e  

problem is t o  f i n d  how b e s t  t o  d e s i g n  i t .  There  i s  a b e l i e f  t h a t  

t h e r e  i s  a  s i n g l e  b e s t  means t o  a c h i e v e  each  common end and t h a t  

technology and research  w i l l  provide t h a t  s i n g l e  bes t  means. 

F i n a l l y ,  p o l i c y  i m p l e m e n t a t i o n  is assumed t o  be a  r a t i o n a l  and 

technica l  process. Consequently r a  t i o n a l - e m p i r i c a l  imp1 e m e n t a t i o n  

s t r a t e g i e s ,  t h o s e  which a t t e m p t  t o  j u s t i f y  t h e  proposed change t o  

implementers i n  terms o f  r a t i o n a l  arguments and t o  demonstrate t o  them 

how t h e y  w i l l  g a i n  i n  terms o f  improved performance and inc reased  

e f f i c i ency  (Chin and Benne, 1976), are employed. T h i s  a c c o u n t s  f o r  



t h e  heavy r e l i a n c e  on dissemination o f  information,  s t a f f  r e t r a in ing ,  

and the  use of  consu l t an t s  t o  f a c i l i t a t e  both. 

The c l a s s i c a l  o r  technologica l  model of  po l i cy  implementation has 

influenced the  e f f o r t s  of  both pol icy  makers and resea rchers  f o r  some 

t ime ,  b u t  t h e  f i n d i n g s  o f  r e c e n t  s t u d i e s  c h a l l e n g e  i t s  b a s i c  

assumptions. For example, the  assumption of  an h i e r a r c h i c a l  s t r u c t u r e  

h a s  been undermined by two d i f f e r e n t  s e t s  o f  f i n d i n g s .  The first 

c o n c e r n  i m p l e m e n t a t i o n  p r o j e c t s  i n  w h i c h  d i f f e r e n t  l e v e l s  o f  

government,  d i f f e r e n t  government agencies,  o r  a combination of publ ic  

and p r i v a t e  agencies were involved. Pressman and Wildavsky ( 1  9731, 

Bardach (1977), Lipsky (1978),  McLaughlin (1976), and Radin (1977) a l l  

found t h a t  the  r e l a t i o n s h i p  between the  f e d e r a l  and l o c a l  implementers 

was one of n e g o t i a t i o n  between e q u a l s  r a t h e r  than of superordinate 

over subordinate.  The l o c a l  o r g a n i z a t i o n s  had t h e i r  own g o a l s  and 

n o r m s ,  a n d  a power b a s e  i n  t h e i r  own env i ronments .  The f e d e r a l  

implementers, on t h e  o t h e r  hand, genera l ly  had no real a u t h o r i t y  o v e r  

t h e  l o c a l  i m p l e m e n t e r s  a n d  no  m e a n s  o f  e n s u r i n g  compl iance .  ' 

Consequently, a s  Berman (1978) says ,  "The po l i cy  passes  through and is 

t ransmuted  by success ive  l e v e l s  o f  implementation. The ne t  r e s u l t  is 

t h a t  t h e  e f f e c t i v e  power t o  determine a p o l i c y ' s  outcome r e s t s  w i t h  

t h e  l o c a l  d e l i v e r e r s n  ( p .  1 5 9 ) .  The second set of s t u d i e s  concern 

pol icy  implementation wi th in  s i n g l e  o rgan iza t ions  o r  agencies (Lipsky, 

1978; Min tzberg ,  1979b),  bu t  t h e  f i n d i n g s  a r e  similar -- t h e  g r e a t e r  

the  d i s c r e t i o n  enjoyed by t h e  "operat ing coren  ( i .e . ,  t he  people doing 



t h e  b a s i c  work t o  produce  t h e  p r o d u c t s  o r  s e r v i c e s ) ,  t h e  more they 

"makew the  pol icy  i n  a very r e a l  sense. 

The f i n d i n g s  o f  numerous s t u d i e s  have challenged the  assumption 

t h a t  p o l i c y  making a n d  p o l i c y  i m p l e m e n t a t i o n  a r e  b o u n d e d  a n d  

s e q u e n t i a l  a c t i v i t i e s .  For  example,  i t  h a s  been found t h a t :  pol icy  

design has profound e f f e c t s  on po l i cy  implementation (Hargrove,  1975;  

Pressman & Wildavsky,  1 9 7 3 ) ;  t h e  r e l a t i o n s h i p  between pol icy  makers 

and pol icy  implementers, ranging from compliance o r  mutual a d a p t a t i o n  

t o  n o n - c o m p l i a n c e  a n d  e v e n  c o - o p t a t i o n ,  i s  c r u c i a l  t o  p o l i c y  

implementation (McLaughlin, 1976); p o l i c y  i m p l e m e n t e r s  i n t e r v e n e  i n  

t h e  p o l i c y  making a r e n a  i n  an at tempt t o  in f luence  pol icy  d i r e c t i o n s  

(Radin, 1977) ; pol icy  makers i n t e r v e n e  i n  t h e  p o l i c y  implementa t io r l  

a r e n a  i n  an  a t  tempt t o  in f luence  implementation d i r e c t i o n s  (Bardach, 

1977); and, i n  a very r e a l  sense ,  pol icy  is "madew by t h e  p e o p l e  who 

implement i t  (Lipsky, 1976, 1978; Mintzberg, 1979b). 

It h a s  been  w e l l - e s t a b l i s h e d  t h a t  p o l i c y  making i s  n o t  t h e  

s t r i c t l y  r a t i o n a l  and comprehensive process  i t  was once assumed t o  be, 

and the re  is a l s o  good e v i d e n c e  t h a t  p o l i c y  i m p l e m e n t a t i o n  i s  n o t  

mere ly  a t e c h n i c a l  and n o n p o l i t i c a l  a c t i v i t y .  Pressman and Wildavsky 

(1973) emphasized the  delays  t h a t  occur as a r e s u l t  o f  what t h e y  have  

termed t h e  "complexi ty  o f  j o i n t  ac t ions , "  t h e  nego t i a t ions  t h a t  must 

accompany a l l  d e c i s i o n s .  Some o f  t h e  p e r s o n a l  and p s y c h o l o g i c a l  

f a c t o r s  which i n f l u e n c e  t h e  a c t o r s  i n  t h e  implementation arena were 

highlighted and explored by McLaughlin ( 1 976 ) and Van Meter  and Van 



Horn ( 1 9 7 5 ) ,  while Bardach (1977) and Radin (1977) i d e n t i f i e d  some of 

the  s t r a t e g i e s  employed by pol icy  implementers. The importance of the  

i n s t i t u t i o n a l  s e t t i n g ,  t h e  p e r s o n a l ,  p o l i t i c a l ,  and organiza t ional  

f o r c e s  a t  work i n  t h e  implementation arena,  was emphasized by Berman 

(1978), Sorg (1978) and Rein and Rabinovitz (1978). 

The c l a s s i c a l  o r  t e c h n o l o g i c a l  model h a s  p roved  i n a d e q u a t e  i n  

e x p l a i n i n g  many of  t h e  research  f ind ings  about pol icy  implementation, 

and the  p o l i t i c a l  model is an a l t e r n a t i v e  which overcomes some of i t s  

predecessor ' s  l i m i t a t i o n s .  

P o l i t i c a l  Model 

Nakamura and ~ m a l l w d o d  ( 1980) provide a d e t a i l e d  desc r ip t ion  of 

t h i s  model ,  which i s  d e p i c t e d  i n  F i g u r e  2-1. I n  t h i s  model,  t h e  

p o l i c y  p r o c e s s  is  s e e n  a s  a sys tem o f  t h r e e  environments,  each of 

which h a s  a s p e c i f i c  f u n c t i o n  (namely,  p o l i c y  f o r m a t i o n ,  p o l i c y  

i m p l e m e n t a t i o n ,  o r  p o l i c y  e v a l u a t i o n ) ,  e a c h  o f  which c o n t a i n s  a 

v a r i e t y  of  a c t o r s  and arenas ,  and each o f  which i s  connec ted  t o  t h e  ' 

o t h e r  two by v a r i o u s  communication and compliance mechanisms. Its 

major assumptions inc lude  v a r i a b l e  p o l i c y  maker -po l i cy  implementer  

l inkages,  a c y c l i c a l  and open process, and complexity and dynamism. 

The r e l a t i o n s h i p  between pol icy  makers and po l i cy  implementers i s  

assumed t o  be b a s e d  on a b a l a n c e  o f  power, w i t h  each  group having 

d i f f e r e n t  r e sources  under its con t ro l .  Implemente r s  have  t h e i r  own 

g o a l s  and v a l u e s  and i n t e r e s t s  which may d i f f e r  from, and even be i n  



Figure 2-1 

The P o l i t i c a l  Model of  Policy Implementation 

ENVIRONMENT I1 
Policy Implementation 

ENVIRONMENT I 
Pol icy  Formation 

Policy Evaluat ion 

Source ;  Based on Nakamura & Smallwood, 1980, p. 27. 



c o n f l i c t  w i t h ,  t h o s e  o f  p o l i c y  makers, s o  c o o p e r a t i o n  c a n n o t  be 

assumed and o f t e n  must be negotiated.  On the  o the r  hand, because both 

g r o u p s  a c c e p t  t h e  same g e n e r a l  v a l u e  framework, consensus on broad 

goa l s  a t  l e a s t  is poss ib le .  Implementers a r e  not viewed a s  p l a y i n g  a  

p a s s i v e  r o l e ,  b u t  i n s t e a d  a r e  s e e n  a s  engaging i n  a  power s t r u g g l e  

with the  pol icy  makers. Nakamura and Smallwood desc r ibe  f i v e  p o s s i b l e  

l i n k a g e s  between p o l i c y  makers and pol icy  implementers i n  which the  

power t o  c o n t r o l  t h e  p o l i c y  p r o c e s s  s h i f t s  from t h e  f o r m e r  t o  t h e  

l a t t e r  ( s e e  Table 2-2). 

P o l i c y  i m p l e m e n t a t i o n  i s  assumed t o  be a n  open and c y c l i c a l  

p r o c e s s  i n  which a c t o r s  c a n  p a r t i c i p a t e  i n  d i f f e r e n t  r o l e s  i n  

d i f f e r e n t  e n v i r o n m e n t s ,  t h a t  i s ,  a c t o r s  need n o t  c o n f i n e  t h e i r  

a c t i v i t i e s  t o  t h e i r  s p e c i f i c  environment. This i s  not  t o  say  t h a t  a l l  

a c t o r s  i n  the  system have equal  power t o  dominate the  pol icy  process ,  

but  r a t h e r  t h a t  a c t o r s  w i t h i n  any one environment can i n f l u e n c e  a c t o r s  

i n  t h e  o t h e r  two environments,  o f t e n  s i g n i f i c a n t l y .  For example, i f  

the  policy is vague o r  ambiguous, then implementers become v u l n e r a b l e  ' 

t o  t h e  demands of a c t o r s  i n  the  pol icy  making environment t o  favour  a 

s p e c i f i c  i n t e r p r e t a t i o n  o f  t h e  p o l i c y .  S i m i l a r l y ,  a c t o r s  i n  t h e  

p o l i c y  making environment  f requent ly  send var ious  p o l i t i c a l  cues  and 

s i g n a l s  t o  t h e  implementers which may d i r e c t  i m p l e m e n t a t i o n  i n  t h e  

d e s i r e d  d i r e c t i o n ,  bu t  which may a l s o  serve  t o  confuse t h e  meaning of  

the  pol icy  o r  t o  l e a d  t h e  implementers t o  favour an i n t e r p r e t a t i o n  of 

the  policy o t h e r  than t h e  one intended. 



Table 2-2 

Poss ib le  Linkages Between Pol icy  Makers and Policy Implementers 

Linkages 

A c t i v i t i e s  of  

Pol icy  Makers Policy Implementers 
- - 

Class ica l  Technocracy formula te  s p e c i f i c  devise t echn ica l  means 
g o a l s  t o  achieve goa l s  

Ins t ruc ted  Delegation formula te  s p e c i f i c  devise  admin i s t r a t ive  
g o a l s  means t o  achieve g o a l s  

Bargaining formula te  genera l  bargain with po l i cy  
g o a l s  makers over both 

goals  and means 

Discre t ionary  suppor t  a b s t r a c t  r e f i n e  both goa l s  and 
Experimentation (undefined) goa l s  means f o r  pol icy  

makers 

Bureaucrat ic  suppor t  implementerst formulate g o a l s  and 
Entrepreneurship g o a l s  and means means, persuade pol icy  

makers t o  accept  them 

Source: Based on Nakamura & Smallwood, 1980, pp. 114 & 115. 

Note. I n  a l l  f i v e  l inkages  t h e  term " p o l i c y  maker" r e f e r s  t o  t h o s e  
i n d i v i d u a l s  i n  t h e  p o l i c y  making environment who possess t h e  formal 
au thor i ty  and legi t imacy t o  f o r m u l a t e  p o l i c i e s ,  whe the r  o r  n o t  t h e  
pol icy  i n i t i a t i v e  a c t u a l l y  r e s t s  wi th  them. 



F u r t h e r m o r e ,  t h e  p r o c e s s e s  o f  p o l i c y  m a k i n g  a n d  p o l i c y  

implementation a r e  seen a s  c l o s e l y  in ter twined.  I n  f a c t ,  t h e  p o l i c y -  

i n - p r a c t i c e  i s  t h o u g h t  t o  be  d e t e r m i n e d  a s  much, o r  poss ib ly  even 

more, by the  process of  implementation a s  by the  pol icy  i t s e l f .  Thus 

t h e  f o c a l  p o i n t  o f  t h i s  p e r s p e c t i v e  i s  t h e  pol icy  i n  context ,  with 

pol icy  being seen more a s  a set o f  bargain ing p o i n t s  than a s  a s e t  of 

e x p l i c i t  i n s t r u c t i o n s .  P o l i c y  i m p l e m e n t a t i o n ,  t h e n ,  i s  h i g h l y  

i n t e r a c t i v e  i n  n a t u r e ,  and is  c h a r a c t e r i z e d  by b a r g a i n i n g  a n d  

negot ia t ion .  

F i n a l l y ,  p o l i c y  i m p l e m e n t a t i o n  i s  assumed t o  be a -  complex and 

dynamic p r o c e s s  i n f l u e n c e d  by s u c h  s t r a t e g i e s  a s  p e r s u a s i o n ,  

inducements ,  and c o e r c i b n  [what  Chin and Benne (1976) c l a s s i f y  a s  

power-coercive implementation s t r a t e g i e s ]  r a t h e r  t h a n  by t e c h n i c a l  

knowledge and r e s e a r c h  f i n d i n g s .  The implementation environment is 

seen a s  containing a v a r i e t y  o f  d i f f e r e n t  a c t o r s ,  a l l  a t t e m p t i n g  t o  

i n f l u e n c e  t h e  c o u r s e  o f  i m p l e m e n t a t i o n .  It i s  t h e  t a s k  o f  those  

charged with d i r e c t i n g  t h e  implementat ion p r o c e s s  t o  c o o r d i n a t e  t h e  ' 

a c t i v i t i e s  o f  t h e s e  a c t o r s  i n  a way t h a t  w i l l  l ead  t o  success fu l  and 

e f f e c t i v e  program performance, even when, a s  i s  o f t e n  t h e  c a s e ,  t h e  

p o l i c y  d i r e c t i v e s  a r e  ambiguous and d i f f u s e .  They may no t  have the  

power t o  secure compliance from a l l  a c t o r s  through t h e  manipulation of 

s a n c t i o n s  and rewards ,  e s p e c i a l l y  from t h o s e  who a r e  l o c a t e d  i n  

ou t s ide  arenas such as lobby groups and t h e  p r e s s ,  and s o  must  r e l y  

heavi ly  on negot ia t ion ,  persuas ion and compromise. 



While t h e  p o l i t i c a l  model has proved u s e f u l  i n  understanding and 

accounting f o r  research  f ind ings ,  i t  t o o  has c e r t a i n  l i m i t a t i o n s .  For 

e x a m p l e ,  W i l d a v s k y  (1979)  r a i s e s  t h e  concern  t h a t  "emphasis  on 

consensus, bargaining,  and p o l i t i c a l  maneuvering can e a s i l y  l e a d  (and  

h a s ,  i n  f a c t  l e d )  t o  t h e  c o n c e p t i o n  t h a t  implementation is its own 

rewardn  ( p .  181) .  O t h e r s  c o n s i d e r  t h i s  model u n a b l e  t o  e x p l a i n  

p u z z l i n g  and i n c o n s i s t e n t  f ind ings  on implementation, and have sought 

a l t e r n a t e  explanations,  a s  t h e  fo l lowing examples i l l u s t r a t e .  

Both Hargrove e t  a l .  ( 1981 ) and Johnson  (1981) found t h a t  the  

implementation o f  s c h o o l  d i s t r i c t  p o l i c y  v a r i e d  c o n s i d e r a b l y  from 

school t o  school ,  depending l a r g e l y  on staff norms and ways of working 

together .  This s c h o o l - s p e c i f i c  n a t u r e  o f  i m p l e m e n t a t i o n  was a l s o  

r e p o r t e d  by t h e  Rand s t u d i e s  (Berman  e t  a l . ,  1 9 7 5 ;  Berman & 

McLaughlin, 1974,  1975)  and Emrick and P e t e r s o n  ( 19781,  who, i n  

a d d i t i o n ,  i d e n t i f i e d  mutual adap ta t ion  a s  a fundamental a t t r i b u t e  of  

implementation. Mutual adap ta t ion  involves  change on the  p a r t  of both 

t h e  implemente r s  and t h e  p o l i c y  -- i m p l e m e n t e r s  must modify t h e i r  ' 

p r a c t i c e s  i n  r e s p o n s e  t o  t h e  p o l i c y ,  b u t  t h e  p o l i c y  a l s o  must be  

modified i n  response t o  t h e  l o c a l  environment. 

Implementation by " s t r e e t - l e v e l  b u r e a u c r a t s n  ( t h a t  i s ,  t h o s e  

p u b l i c  employees who i n t e r a c t  d i r e c t l y  with c i t i z e n s  i n  t h e  course of 

t h e i r  jobs and who enjoy s u b s t a n t i a l  d i s c r e t i o n  i n  t h e  e x e c u t i o n  of 

t h e i r  work) h a s  been examined by Lipsky (1976), Weatherly and Lipsky 

(1978), and Yin e t  al. (1978). They r e l a t e  success fu l  implementa t ion  



t o  i t s  impac t  on the  work s t r u c t u r e ,  which involves  t h e  r o u t i n i z a t i o n  

of new p r a c t i c e s  t o  r ep lace  es t ab l i shed  ones. The s p e c i f i c  r e s o l u t i o n  

o f  t h e  demand-resource  dilemma posed by t h e  p o l i c y ,  however, i s  

dependent on l o c a l  condi t ions  and thus  the  pol icy- in-prac t ice  assumes 

d i f f e r e n t  f o r m s  i n  d i f f e r e n t  s e t t i n g s .  Even when implementa t ion  

e f f o r t s  have been success fu l ,  these  changes a r e  seldom i n s t i t u t i o n a l -  

i z e d  ( B e r m a n  & M c L a u g h l i n ,  1 9 7 7 ;  Berman & P a u l y ,  1975) .  When 

i n s t i t u t i o n a l i z a t i o n  d o e s  o c c u r ,  i t  can  b e  r e l a t e d  t o  t h e  g o a l s ,  

n o r m s ,  p r a c t i c e s ,  a n d  i n f r a s t r u c t u r e  o f  t h e  c o n t e x t  (Berman & 

McLaughlin , 1 97 9) . 
C l a r i f i c a t i o n  h a s  b e e n  i d e n t i f i e d  a s  a n o t h e r  fundamenta l  

a t t r i b u t e  of  implementatidn (Berman & McLaughlin, 1977). It r e f e r s  t o  

t h e  p r o c e s s  by which implementers develop a  c l e a r e r  understanding of 

the  meaning, philosophy, and opera t iona l  o b j e c t i v e s  of  the  p o l i c y ,  of 

w h a t  i t  i s  t h e y  a r e  d o i n g  a n d  why. I t  c a n  o n l y  o c c u r  d u r i n g  

implementation -- "The conceptual  c l a r i t y  c r i t i c a l  t o  p r o j e c t  s u c c e s s  

and con t inua t ion  must be achieved during t h e  process  of  implementation ' 

-- i t  cannot be 'givent  t o  s t a f f  a t  the  ou t se t "  (McLaughlin & Marsh, 

1979,  p. 80)  -- and must n o t  be confused  w i t h  p o l i c y  s p e c i f i c i t y ,  

which is a des ign f e a t u r e .  The ex ten t  t o  which i m p l e m e n t e r s  deve lop  

conceptual  c l a r i t y  is r e l a t e d  t o  c h a r a c t e r i s t i c s  o f  t h e  s e t t i n g .  

Two themes permeate these  explanat ions  -- context-dependency and 

a d a p t a t i o n  -- and they form t h e  b a s i s  of  t h e  c u l t u r a l  o r  evolut ionary 

model of  p o l i c y  implementat ion.  It i s  t h e  most  r e c e n t ,  and conse-  



q u e n t l y  least f u l l y  formulated, of  the  th ree  pe r spec t ives ,  but  i t  has 

influenced a number of s t u d i e s  o f  implementation (e.g.,  F a r r a r  e t  a l . ,  

1980; Goodlad, 1975; Smith e t  a l . ,  1981; Wolcott, 1977). 

Cul tura l  o r  Evolut ionarv Model 

I n  t h i s  model p o l i c y  makers and pol icy  implementers a r e  thought 

of a s  belonging t o  d i f f e r e n t  c u l t u r e s  o r  d i f f e r e n t  s u b c u l t u r e s  w i t h i n  

t h e  same c u l t u r e .  Each c u l t u r e  o r  subcul ture  is charac te r i zed  by a 

d i s t i n c t  s e t  o f  b e l i e f s ,  v a l u e s ,  i n t e r e s t s ,  norms, and t r a d i t i o n s ,  

which may be s o  d i f f e r e n t  t h a t  one group cannot understand the  o t h e r ' s  

perspective.  Not only can a common framework o f  v a l u e s ,  even  on a 

g e n e r a l  l e v e l ,  n o t  be  assumed, but  the re  may no t  even be an accepted 

procedure f o r  reaching agreement.  Thus implemente r  c o o p e r a t i o n  i s  

p r o b l e m a t i c ,  d e p e n d i n g  a s  i t  does  on t h e  development  o f  s h a r e d  

understanding and t r a d i t i o n s  between pol icy  makers and implementers. 

P o l i c y  is  assumed t o  be a set  of mul t ip le  d i s p o s i t i o n s  t o  a c t ,  

the  r e a l i z a t i o n  o f  which depends both on t h e  i n t r i n s i c  q u a l i t i e s  of ' 

t h e  p o l i c y  and on  t h e  c h a r a c t e r i s t i c s  o f  t h e  implementing s e t t i n g .  

The pol icy- in-prac t ice  is i n e x t r i c a b l y  l inked  t o  t h e  o r i g i n a l  p o l i c y  

i d e a  and  t o  t h e  c o n t e x t  -- p o l i c y  s h a p e s  i m p l e m e n t a t i o n ,  b u t  

implementation a l s o  shapes policy.  Wildavsky ( 1 97 9 )  q u o t e s  C a r d i n a l  

Newman on t h e  c o n c r e t e  r ep resen ta t ion  of  any new i d e a  t o  convey t h i s  

notion: 



I t  w i l l ,  i n  p r o p o r t i o n  t o  i t s  n a t i v e  v i g o u r  and 
s u b t l e t y ,  i n t r o d u c e  i t s e l f  i n t o  t h e  f r a m e w o r k  a n d  
d e t a i l s  o f  s o c i a l  l i f e ,  changing p u b l i c  opinion and 
s u p p o r t i n g  o r  u n d e r m i n i n g  t h e  f o u n d a t i o n s  o f  
e s t a b l i s h e d  o r d e r .  Thus i n  time it has grown i n t o  an 
e t h i c a l  code, o r  i n t o  a system of government, o r  i n t o  a 
t h e o l o g y ,  o r  i n t o  a r i t u a l ,  a c c o r d i n g  t o  i t s  
c a p a b i l i t i e s ;  and t h i s  sys tem,  o r  body o f  t h o u g h t ,  
t h e o r e t i c a l  and p r a c t i c a l  .. . w i l l  a f t e r  a l l  be only 
the  adequate r e p r e s e n t a t i o n  of the  o r i g i n a l  idea ,  being 
n o t h i n g  e l se  t h a n  what  t h e  v e r y  i d e a  meant from the  
first -- i ts  exac t  image a s  s e e n  i n  a c o m b i n a t i o n  o f  
t h e  most d i v e r s i f i e d  aspects ,  with the  sugges t ions  and 
c o r r e c t i o n s  o f  many minds, and the  i l l u s t r a t i o n  o f  many 
t r i a l s .  (p.  184) 

P o l i c y  i m p l e m e n t a t i o n ,  t h e n ,  i s  s e e n  a s  t h e  e v o l u t i o n  of  the  

ideas  o r  d i s p o s i t i o n s  i n h e r e n t  i n  the  pol icy  wi th in  s p e c i f i c  s e t t i n g s .  

Given t h e  c o n t i n u i t y  and s t a b i l i t y  of c u l t u r e s  and subcul tures ,  and 

the  value placed on t r a d i t i o n ,  change canno t  be  e x p e c t e d  t o  o c c u r  

q u i c k l y .  I f  t h e  p o l i c y  i s  t o  have a n y t h i n g  o t h e r  t h a n  a symbolic 

impact, then implementation must be charac ter ized  by mutual adap ta t ion  

and c l a r i f i c a t i o n .  Implemente r s  must make fundamenta l  changes i n  

t h e i r  b e l i e f s  and p r a c t i c e s ,  and t h i s  must be guided and s u p p o r t e d  by 

normat ive-reeducat ive  implementation s t r a t e g i e s  (Chin & Benne, 1976), 

those which focus  on problem-solving,  a d a p t a t i o n ,  and p r o f e s s i o n a l  

growth. 

A M u l t i ~ e r s ~ e c t i v e  A D D ~ O ~ C ~  

The q u e s t i o n  i s  n o t  which o f  t h e  t h r e e  pe r spec t ives  on pol icy  

implementation is c o r r e c t ,  bu t  r a t h e r  which is most appropr ia t e  i n  t h e  

given circumstances. A t  one time the  c l a s s i c a l  o r  technologica l  model 



was t h e  predominant  i n f l u e n c e  on b o t h  t h o s e  planning and executing 

implementation and those  s tudying it. More r e c e n t l y  t h e  p o l i t i c a l  and 

the  c u l t u r a l  o r  evolut ionary  models have gained currency. 

Some suggest  t h a t  t h e  appropr ia teness  of t h e  model used  depends  

on the  nature  of  t h e  pol icy .  For example, Berman (1980) d i s t i n g u i s h e s  

between programmed and adap t ive  implementa t ion .  I n  t h e  f o r m e r  c a s e  

t h e  i n t e r a c t i o n  between t h e  p o l i c y  o r  innovation and t h e  s e t t i n g  is 

f a i r l y  c e r t a i n ,  t h a t  is, t h e  outcomes a r e  l a r g e l y  dependen t  on t h e  

c h a r a c t e r i s t i c s  o f  t h e  a d o p t e d  p o l i c y  o r  i n n o v a t i o n .  S u c h  

implementation is s a i d  t o  be a t e c h n o l o g i c a l l y  dominant  p r o c e s s  and 

t h u s  can  be e x p l a i n e d  i n  terms o f  t h e  c l a s s i c a l  o r  t e c h n o l o g i c a l  

perspective.  In  t h e  l a t t e r  case  the  i n t e r a c t i o n  i s  u n c e r t a i n ,  t h a t  

is,  t h e  outcomes canno t  be predic ted  from the  c h a r a c t e r i s t i c s  of  the  

pol icy  innovation. Such implementation i s  an implementation dominant  

process and is b e t t e r  expla ined by one of t h e  o t h e r  two perspect ives .  

House (1981) a r g u e s  f o r  t h e  u t i l i t y  o f  i n t e r p r e t i n g  t h e  same 

e v e n t s  f rom d i f f e r e n t  pe r spec t ives  i n  order  t o  ob ta in  a more complete 

u n d e r s t a n d i n g  o f  t h e  i m p l e m e n t a t i o n  p r o c e s s .  [ A l l i s o n ' s  ( 1 9 7 1 )  

a n a l y s i s  o f  t h e  Cuban m i s s i l e  crisis and Tyack's (1976) a n a l y s i s  of  

the  h i s t o r y  of compulsory school ing  demonstrate t h i s  approach i n  o t h e r  

c o n t e x t s . ]  He e x p e c t s  t h a t  t h e  c l a s s i c a l  o r  technologica l  model w i l l  

still dominate p r a c t i c e  and resea rch ,  but  t h a t  i t  w i l l  be blended wi th  

t h e  o t h e r  two i n  o r d e r  t o  "take cognizance of p o l i t i c a l  and c u l t u r a l  

r e a l i t i e s  i t  has  o f t e n  s t u d i o u s l y  neglectedn (p. 35). 



T h i s  emphasis on t h e  context-dependent and time-dependent na ture  

of implementation does r a i s e  ques t ions  about the  g e n e r a l i z a b i l i  t y  o f  

t h e  f indings.  A s  Berman (1981) says: 

T h e  c r u x  o f  t h e  m a t t e r  i s  t h i s :  The number  of  
s i g n i f i c a n t  i n t e r a c t i o n s  among v a r i a b l e s  may be  t o o  
numerous and t o o  complex t o  develop and t e s t  powerful 
genera l i za t ions  o r  un i f i ed  theory. I n  the  e x t r e m e ,  s o  
many cond i t ions  about the  context  may have t o  be s t a t e d  ... t h a t  " f i n d i n g s n  would h o l d  o n l y  f o r  i n d i v i d u a l  
d i s t r i c t s  -- o r ,  indeed, ind iv idua l  schools. 

I am not conv inced ,  however, t h a t  t h e  c a s e  f o r  t h i s  
n o m i n a l i s t i c  e x t r e m e  h a s  y e t  been demonstrated. The 
pas t  decade 's  p r o g r e s s  on u n d e r s t a n d i n g  e d u c a t i o n a l  
change processes sugges ts  a  more o p t i m i s t i c  assessment. 
I e x p e c t  w e  w i l l  b e  a b l e  t o  d e v e l o p  l i m i t e d ,  t ime-  
bound g e n e r a l i z a t i o n s  and p a r t i a l  t h e o r i e s  w i t h i n  broad 
c l a s s e s  of contextual  condit ions.  (pp. 218 & 219) 

Berman t h e n  s u g g e s t s  f i v e  broad c l a s s e s  of v a r i a b l e s  shown t o  

a f f e c t  t h e  e d u c a t i o n a l  c h a n g e  p r o c e s s :  ( a )  l o c a l  c o n t e x t u a l  

c o n d i t i o n s ,  t h a t  is ,  c h a r a c t e r i s t i c s  of  t h e  community, t h e  d i s t r i c t ,  

and the  ind iv idua l  schools  which a r e  r e l a t i v e l y  f ixed  and which d i f f e r  

a c r o s s  d i s t r i c t s ;  (b) p r i m a r y  a t t r i b u t e s  of the  change e f f o r t ,  t h a t  ' 

is, c h a r a c t e r i s t i c s  of  the  p o l i c y  o r  i n n o v a t i o n  which do n o t  change 

o v e r  t ime  and which c o n s t r a i n  how much adapta t ion  occurs;  ( c )  l o c a l  

pol icy  choices, t h a t  i s ,  t h o s e  s t r a t e g i c  d e c i s i o n s  r e l a t e d  t o  t h e  

implementa t ion  of t h e  pol icy  o r  innovation;  (d)  endogenous va r i ab les ,  

t h a t  is, those a t t r i b u t e s  o f  t h e  p o l i c y  o r  i n n o v a t i o n  which change 

a c r o s s  s e t t i n g s  and o v e r  time; and ( e )  e x t e r n a l  v a r i a b l e s ,  t h a t  is, 

ou t s ide  f a c t o r s  s u b j e c t  t o  change during implementation. Examples of 



t h e  t y p e s  o f  v a r i a b l e s  encompassed by e a c h  c l a s s  a r e  presented i n  

Table 2-3. 

C h a ~ t e r  Summary 

T h e r e  a r e  t h r e e  m a j o r  m o d e l s  o r  p e r s p e c t i v e s  o n  p o l i c y  

implementa t ion .  The c l a s s i c a l  o r  technologica l  model focuses on the  

pol icy  i t s e l f ,  i t s  c h a r a c t e r i s t i c s  and components. Policy i s  s e e n  a s  

a  s e t  o f  i n s t r u c t i o n s  which implemente r s ,  a s  s u b o r d i n a t e s  i n  the  

system who sha re  the  va lues  and i n t e r e s t s  o f  t h e  p o l i c y  makers ,  a r e  

w i l l i n g  t o  e x e c u t e .  P o l i c y  i m p l e m e n t a t i o n ,  t h e n ,  is-  merely  t h e  

unfolding of  p lans  embodied i n  the  po l i cy  i n  a  sys temat ic  and r a t i o n a l  

f a s h i o n ,  and a s  such  su-cceeds and i s  s e p a r a t e  from the  process of 

policy-making . 
The p o l i t i c a l  model focuses on t h e  pol icy  i n  context ,  t h a t  is, on 

the  power r e l a t i o n s h i p s  between pol icy  makers and po l i cy  implementers  

and t h e i r  s t r u g g l e s  t o  c o n t r o l  t h e  po l i cy  process. Policy is seen a s  

a s e t  of bargaining p o i n t s  over which t h e  two f a c t i o n s  n e g o t i a t e  and ' 

seek compromises i n  order  t o  achieve consensus on values and goa l s  and 

t o  r e s o l v e  c o n f l i c t s  i n  i n t e r e s t s .  P o l i c y  i m p l e m e n t a t i o n ,  t h e n ,  

i n v o l v e s  t h e  i n t e r a c t i o n  o f  d i f f e r e n t  f a c t i o n s ,  and i t  l a r g e l y  

determines the  policy-in-pract ice.  

The c u l t u r a l  o r  evolut ionary  model focuses on the  context ,  which 

is viewed a s  a c u l t u r e  o r  subcu l tu re  i n  which mean ingfu l  change can  

o c c u r  o n l y  s l o w l y ,  a n d  o n l y  t h r o u g h  m u t u a l  a d a p t a t i o n  and  



Table 2-3 

Fac to r s  Affec t ing  t h e  Educational Change Process- 
I l l u s t r a t i v e  Variables Suggested by t h e  L i t e r a t u r e  

Factor  Var iables  

I. Local D i s t r i c t  c h a r a c t e r i s t i c s  ( s u c h  a s  school board 
contextual  t r a i t s ,  l eader sh ip  of  a d m i n i s t r a t i o n ,  o r g a n i z a -  
condi t ions  t i o n a l  s t r u c t u r e ,  l e v e l  o f  p r o f e s s i o n a l i s m ,  

o r g a n i z a t i o n a l  h e a l t h ,  s i z e  f i n a n c i a l  s t a t u s ,  
p r i o r i t i e s )  

C h a r a c t e r i s t i c s  o f  implementing subsystem (such 
as e l e m e n t a r y  o r  s e c o n d a r y ,  s i z e ,  l e a d e r s h i p  
t r a i t s , .  s t a f f  a t t r i b u t e s ,  o rgan iza t iona l  c l imate)  

Student c h a r a c t e r i s t i c s  

Community c h a r a c t e r i s t i c s  

Primary Core substance o f  technology 
a t t r i b u t e s  
of change Cer ta in ty  of technology 
e f f o r t  

Complexity of  change e f f o r t  

Scope of change e f f o r t  

C e n t r a l i t y  of  change e f f o r t  

Cost 

111. Local 
pol icy  
choices 

P a r t i c i p a t i o n  s t r a t e g i e s  

S t a f f  development a c t i v i t i e s  

Coordination, con t ro l ,  communication procedures 



Table 2-3 (Continued) 

Factor  Var iables  

I V .  Endogenous A t t i t u d e s  of  use r s  over t i m e  
v a r i a b l e s  

A t t i t u d e s  o f  key a c t o r s  over time ( f o r  example, 
admin i s t r a to r s ,  board members) 

Evolution of  policy image 

Support f o r  change e f f o r t  

Extent  and q u a l i t y  of planning 

Degree of c o n f l i c t  over change e f f o r t  

Community involvement 

C l a r i t y  about innovation 

C h a n g e  i n  u s e r  b e h a v i o r ,  o r g a n i z a t i o n a l  
arrangements, and technology 

V. External  S t a b i l i t y  of  funding 
v a r i a b l e s  

Federa l  and s t a t e  r e g u l a t i o n s  

E p i s o d i c  c h a n g e s  i n  c o n t e x t  ( s u c h  a s  new 
s u p e r i n t e n d e n t ,  new p r i n c i p a l ,  teacher  s t r i k e ,  
Proposi t ion  1 3)  

- - pp -- - - 

source.  Berman, 1981, p. 280. 



c l a r i f i c a t i o n .  P o l i c y  makers and implementers, belonging a s  they do 

t o  d i f f e r e n t  c u l t u r e s  o r  s u b c u l t u r e s ,  have  d i f f e r e n t  a n d  o f  t e n  

c o n f l i c t i n g  va lues  and i n t e r e s t s  which can only be reconci led  through 

the  development of shared understandings. Pol icy  i s  viewed a s  a s e t  

o f  d i s p o s i t i o n s  which e v o l v e  d u r i n g  i m p l e m e n t a t i o n  i n  response t o  

environmental cond i t ions  bu t  which a l s o  c o n s t r a i n  t h e  d i r e c t i o n  t h i s  

e v o l u t i o n  t a k e s .  P o l i c y  i m p l e m e n t a t i o n ,  then, is charac te r i zed  by 

mutual adap ta t ion ,  and t h e  p o l i c y - i n - p r a c t i c e  i s  d e t e r m i n e d  b o t h  by 

t h e  o r i g i n a l  p o l i c y  i d e a  and by t h e  context.  

The i m p l i c a t i o n  f o r  r e s e a r c h  of t h e s e  t h r e e  p e r s p e c t i v e s  on  

pol icy  implementation is t h e  d e l i n e a t i o n  of c r i t i c a l  dimensions of t h e  

implementation process  and o f  genera l  c l a s s e s  of contextual  v a r i a b l e s ,  

t h u s  e s t a b l i s h i n g  b o u n d a r i e s  f o r  d a t a  c o l l e c t i o n  and ana lys i s .  A 

study of po l i cy  implementation should not  focus  j u s t  on t h e  po l i cy  and 

i t s  i m p l e m e n t a t i o n ,  b u t  a l s o  on t h e  r e l a t i v e l y  s t a b l e  context  i n t o  

which t h e y  must  be  i n c o r p o r a t e d .  With s p e c i f i c  r e f e r e n c e  t o  t h i s  

s t u d y ,  t h e  b o u n d a r i e s  o f  t h e  inqu i ry  can be ou t l ined  i n  t h e  form of ' 

f i v e  broad resea rch  ques t ions .  The first th ree  a r e  r e l a t e d  d i r e c t l y  

t o  the  pol icy  and its implementation: 

1. What are t h e  primary a t t r i b u t e s  of the  p o l i c y ?  T h i s  refers  

t o  the  i n v a r i a n t  f e a t u r e s  o f  t h e  pol icy  which cons t ra in  t h e  implement- 

a t i o n  process such as its complexity, s p e c i f i c i t y ,  and scope; 

2. What d e c i s i o n s  are made which bear  d i r e c t l y  on t h e  implement- 

a t i o n  p r o c e s s ?  T h i s  refers i n  p a r t i c u l a r  t o  t h e  i m p l e m e n t a t i o n  



s t r a t e g i e s  employed, but  a l s o  t o  t h e  conceptual iza t ions  o f  t h e  na ture  

o f  p o l i c y ,  p o l i c y  i m p l e m e n t a t i o n ,  implemente r  r o l e ,  a n d  p o l i c y  

maker-policy implementer r e l a t i o n s h i p  which inf luence  these  decis ions ;  

and 

3 .  What a r e  t h e  endogenous a t t r i b u t e s  of  t h e  p o l i c y ?  T h i s  

r e f e r s  t o  t h e  v a r i a b l e  f e a t u r e s  of t h e  p o l i c y  which become known 

during t h e  implementation process, and inc lude  the  pol icy  maker-policy 

implementer r e l a t i o n s h i p ,  t h e  v a l u e s  and i n t e r e s t s  o f  t h e  v a r i o u s  

a c t o r s ,  implementer cooperat ion,  implementer r o l e ,  and t h e  implementa- 

t i o n  process. 

The remaining two ques t ions  concern the  context  i n  genera l :  

4. What a r e  t h e  l o c a l  contextual  condit ions? This r e f e r s  t o  the  

c h a r a c t e r i s t i c s  o f  t h e  community, t h e  d i s t r i c t ,  and t h e  ind iv idua l  

schools  which might i n f l u e n c e  t h e  implementation process;  and 

5. What e x t e r n a l  changes occur during the  course of implementa- 

t i o n ?  This r e f e r s  t o  f a c t o r s  which o r i g i n a t e  outs ide  t h e  d i s t r i c t  o r  

which a r e  e p i s o d i c  i n  na tu re  t h a t  might inf luence  the  implementation ' 

process. 

The research  ques t ions  were derived from s t u d i e s  t h a t  were almost 

e x c l u s i v e l y  American i n  o r i g i n .  A s  t h e s e  q u e s t i o n s  were  used  t o  

e s t a b l i s h  t h e  b o u n d a r i e s  o f  a s t u d y  conducted i n  a Canadian school 

d i s t r i c t ,  t he  i s s u e  a r i s e s  o f  the  appropriateness of  applying American 

f i n d i n g s  t o  a Canadian context .  The problem is not  a new one, y e t  is 



h a s  seldom been addressed. This may be due, i n  p a r t  a t  l e a s t ,  t o  t h e  

i n s u f f i c i e n c y  o f  i n f o r m a t i o n  a b o u t  t h e  impac t  of d i f f e r e n c e s  i n  

governance  and a d m i n i s t r a t i v e  s t r u c t u r e s  on such mat t e r s  a s  pol icy  

implementation. C e r t a i n l y  I was faced wi th  the  dilemma of n e e d i n g  t o  

e s t a b l i s h  mean ingfu l  b o u n d a r i e s  t o  t h e  s tudy  and of having t o  r e l y  

l a r g e l y  on informat ion  about  American s c h o o l  s y s t e m s  i n  o r d e r  t o  d o '  

so. 

I a t t e m p t e d  t o  r e s o l v e  t h e  dilemma i n  s e v e r a l  ways. F i r s t ,  I 

derived from t h e  l i t e r a t u r e  revearch  q u e s t i o n s  t h a t  were  g e n e r a l  i n  

n a t u r e .  T h e i r  p u r p o s e  was  t o  l e a d  t o  a d e s c r i p t i o n  o f  t h e  

implementation of t h e  s e l e c t e d  p o l i c i e s  and o f  t h e  c o n t e x t  i n  which 

t h e  implementat ion occurred ,  t h a t  was no t  constrained by preconceived 

notions,  t o  use  Malinowskils  term. Second,  I a d o p t e d  a  c a s e  s t u d y  

approach because i t  is a  re sea rch  design compatible with t h i s  i n t e n t .  

The r a t i o n a l e  f o r  us ing a case  s tudy design is given i n  d e t a i l  i n  t h e  

n e x t  c h a p t e r ,  b u t  b r i e f l y ,  i t  i s  t h o u g h t  t o  be w e l l - s u i t e d  f o r  

descr ib ing a  contemporary phenomenon i n  a  p a r t i c u l a r  c o n t e x t  (Yin ,  ' 

1981) .  F i n a l l y ,  a l l  t h e  i n t e r p r e t a t i o n s  a r e  data-based. I do refer 

f requent ly  t o  o t h e r  r e s e a r c h ,  much o f  i t  American, t h r o u g h o u t  t h e  

d i s s e r t a t i o n ,  b u t  o n l y  t o  r e l a t e  i t  t o  t h e  s t u d y  f i n d i n g s  and 

i n t e r p r e t a t i o n s ,  not  t o  s t r u c t u r e  them. 

The f a c t  t h a t  much o f  t h e  r e s e a r c h  was suppor t ive  of t h e  s tudy 

f ind ings  sugges ts  t h a t  t h e r e  may we l l  be gener i c  s i m i l a r i t i e s  between 

Canadian and American s c h o o l  sys tems .  Miles (1981 ) contends t h a t ,  



d e s p i t e  c o n s i d e r a b l e  c o n t e x t u a l  d i f f e r e n c e s ,  s c h o o l s  do h a v e  

s i g n i f i c a n t  common p r o p e r t i e s  and t h a t  i t  is p o s s i b l e  t o  d e s c r i b e  them 

i n  terms of a  number of s i g n i f i c a n t  dimensions. Berman and McLaughlin 

( 1 9 7 9 )  u t i l i z e d  t h i s  a p p r o a c h  i n  s t u d y i n g  f i v e  d i f f e r e n t  s c h o o l  

d i s t r i c t s .  By s p e c i f y i n g  i m p o r t a n t  f e a t u r e s  o f  t h e  con tex t ,  t h i s  

s tudy  and o t h e r s  l i k e  it may l e a d  t o  a b e t t e r  u n d e r s t a n d i n g  of  t h e  

s i m i l a r i t i e s  and d i f f e r e n c e s  between school  d i s t r i c t s  a c r o s s  Canada 

and between Canadian and American school  systems. 

The r e a d e r  must  j u d g e  how s u c c e s s f u l  I have been i n  d e s c r i b i n g  

and i n t e r p r e t i n g  p o l i c y  implementation i n  L y t t e f i e l d  school  d i s t r i c t .  

However, I h a v e  had t h e  oppor tun i ty  t o  d i s c u s s  t h e  f i n d i n g s  wi th  t h e  

p a r t i c i p a n t s  a n d  w i t h -  t e a c h e r s ,  p r i n c i p a l s ,  a n d  d i s t r i c t  

a d m i n i s t r a t o r s  f rom o t h e r  d i s t r i c t s .  T h e i r  r e a c t i o n  was g e n e r a l l y  

t h a t  I had d e s c r i b e d  a w o r l d  w i t h  which  t h e y  were  famil iar .  Thus 

r e l y i n g  on  American r e s e a r c h  t o  formula te  t h e  r e sea rch  q u e s t i o n s  does 

no t  seem t o  have d i s t o r t e d  t h e  f i n d i n g s  s o  t h a t  t h e  c o n t e x t  b e i n g  

descr ibed  is unrecognizable  t o  those  Canadian educa to r s  t o  whom I have ' 

desc r ibed  it. 



CHAPTER I11 

METHODOLOGY 

Research Paradigm 

Two paradigms domina te  d i s c i p l i n e d  i n q u i r y  i n t o  e d u c a t i o n a l  

problems.  N e i t h e r  h a s  a u n i v e r s a l l y  accepted name, but  f o r  purposes 

of d iscuss ion t h e  terms n a t u r a l i s t i c  and s c i e n t i f i c  w i l l  be used.  

The s c i e n t i f i c  paradigm assumes t h a t  t h e r e  is a  s i n g l e  r e a l i t y  onto 

which f ind ings  converge. T h i s  s i n g l e  r e a l i t y  i s  f r a g m e n t a b l e  i n t o  

d i s c r e t e  v a r i a b l e s ,  thus  making i t  poss ib le  t o  i s o l a t e  a  small number 

of  v a r i a b l e s  f o r  s t u d y  w h i l e  c o n t r o l l i n g  t h e  o t h e r s .  S c i e n t i f i c  

i n q u i r y  f o c u s e s  on t h e  s i m i l a r i t i e s  among exemplars of a  phenomenon, 

l e a d i n g  t o  t h e  f o r m u l a t i o n  o f  c o n t e x t - f r e e  g e n e r a l  l a w s .  The 

n a t u r a l i s t i c  paradigm,  on t h e  o t h e r  hand,  assumes t h a t  t h e r e  a r e  

d i f f e r e n t  pe r spec t ives  o f  r e a l i t y ,  none o f  which i s  n e c e s s a r i l y  more 

" t r u e w  t h a n  t h e  o t h e r s .  M o r e o v e r ,  r e a l i t y  mus t  b e  v i e w e d  ' 

h o l i s t i c a l l y :  t h e  focus  of n a t u r a l i s t i c  inqu i ry  is the  i n t e r r e l a t i o n -  

s h i p s  a m o n g  v a r i a b l e s  a n d  t h e  d i f f e r e n t  p a t t e r n s  o f  t h e s e  

i n t e r r e l a t i o n s h i p s  depend ing  on t h e  c o n t e x t ,  r e s u l t i n g  i n  t h e  

formulat ion of context-bound working hypotheses. [For a  more d e t a i l e d  

d e s c r i p t i o n  o f  t h e  d i f f e r e n c e s  be tween t h e  two p a r a d i g m s ,  b o t h  

e s s e n t i a l  and n o n - e s s e n t i a l ,  t h e  r eader  is r e f e r r e d  t o  Chapter 4 of 

Guba and Lincoln (1981). Cook and Reichardt  (1979) ,  Denzin (1978a1,  



Patton (1980), and R i s t  (1977, 1979) a l s o  examine t h i s  i s sue .  1 

F i g u r e  3-1 p r e s e n t s  a  c o n c e p t u a l i z a t i o n  o f  t h e  d i f f e r e n c e s  

between the  two paradigms a s  they a r e  expressed i n  opera t iona l  terms: 

Figure 3-1 

Representat ion of the  Domain o f  Inquiry  

I 
H I G H  I 

Degree of I 

I I I S c i e n t i f i c  I 
I Inquiry  I 

Imposit ion I I I I 
of Const ra in ts  I I 
on Poss ib le  I . I I 
Outputs I I 

LOW N a t u r a l i s t i c  I 
I Inqui ry  I 

I 
" Idealn  
N a t u r a l i s t i c  LOW ' I  H I G H  
Inquiry  

Degree of Imposition of  Cons t ra in t s  
on Antecedent Variables 

Source: Guba & Lincoln, 1981 , p. 79. 

Antecedent  v a r i a b l e s  r e f e r  t o  those which impinge on the  study a t  the  

o u t s e t  and which may be manipulated, con t ro l l ed ,  randomized,  and t h e  

l i k e .  Any s u c h  d e c i s i o n s  by the  i n q u i r e r  imposes c o n s t r a i n t s  on the  

a n t e c e d e n t  v a r i a b l e s :  low l e v e l s  o f  c o n s t r a i n t s  a r e  t y p i c a l  o f  

n a t u r a l i s t i c  inqu i ry ,  while high l e v e l s  of c o n s t r a i n t s  are t y p i c a l  of 



s c i e n t i f i c  i n q u i r y .  O u t p u t s  r e f e r  t o  t h o s e  v a r i a b l e s  which t h e  

i n q u i r e r  a t t e n d s  t o  during t h e  study.  Again t h e s e  v a r i a b l e s  may b e  

c o n s t r a i n e d  t o  v a r y i n g  degrees,  wi th  low l e v e l s  of c o n s t r a i n t s  being 

t y p i c a l  o f  n a t u r a l i s t i c  i n q u i r y  and h i g h  l e v e l s  b e i n g  t y p i c a l  o f  

s c i e n t i f i c  i n q u i r y .  O f  course d i f f e r e n t  combinations of c o n s t r a i n t s  

on both antecedent  v a r i a b l e s  and ou tpu t s  a r e  poss ib le ,  and b e i n g  a b l e  

t o  dep ic t  t h i s  is one advantage of the  conceptual iza t ion  of the  domain 

of  inqu i ry  represented i n  Figure  3-1. 

T h i s  d i f f e r e n t i a l  i m p o s i t i o n  o f  c o n s t r a i n t s  on a n t e c e d e n t  

v a r i a b l e s  and outputs  is c o n s i s t e n t  wi th  the  bas ic  assumptions of each 

paradigm. Bel ief  i n  a s i n g l e ,  convergent,  fragmentable r e a l i t y  and i n  

context - f ree  genera l  laws 'permits. t h e  s c i e n t i f i c  i n q u i r e r  t o  i s o l a t e  

and m a n i p u l a t e  a  few v a r i a b l e s  whi le  c o n t r o l l i n g  the  o t h e r s  i n  some 

way. The n a t u r a l i s t i c  i n q u i r e r ,  on t h e  o t h e r  hand,  a t t e m p t s  t o  

p r e s e r v e  t h e  h o l i s t i c  n a t u r e  o f  t h e  c o n t e x t  and t o  i d e n t i f y  and 

desc r ibe  the  d i f f e r e n t  pe r spec t ives  o f  r e a l i t y ,  and s o  avoids imposing 

c o n s t r a i n t s  a s  much a s  poss ib le .  There has been considerable heated, 

and even b i t t e r ,  debate t h e  m e r i t s  o f  each paradigm, t h e  v a l i d i t y  o f  

i t s  a s s u m p t i o n s ,  and t h e  u t i l i t y  of i ts  f i n d i n g s .  I n c r e a s i n g l y  

f r equen t ly ,  however, t h e  i s s u e  has s h i f t e d  from determination of which 

set of assumptions is " t r u e n  t o  which s e t  of assumptions b e t t e r  "fitsn 

t h e  phenomenon under s tudy.  

The n a t u r a l i s t i c  paradigm has been found t o  be b e t t e r  s u i t e d  than 

the  s c i e n t i f i c  t o  d e a l  wi th  t h e  fol lowing kinds o f  ques t ions  ( s e e  Guba 



& Lincoln, 1981; Janes ick ,  1981; and Lutz & Iannaccone, 1969): 

1. those which involve the  meaning people a t t r i b u t e  t o  e v e n t s ,  

t h e  ways i n  which p e o p l e  d e f i n e  s i t u a t i o n s ,  p e o p l e ' s  m o t i v e s  and 

percept ions ,  and the  l i k e ;  

2. those  which involve the  p o s s i b i l i t y  of  d i f f e r e n t  perspect ives  

on the  phenomenon t o  be inves t iga ted ;  

3 .  t h o s e  which a r e  l i k e l y  t o  be influenced i n  important ways by 

the  context ;  and 

4. t h o s e  which a r e  h o l i s t i c  i n  na ture ,  t h a t  is, t h e  phenomenon 

t o  be inves t iga ted  is charac ter ized  by groups of  i n t e r a c t i n g  v a r i a b l e s  

r a t h e r  than by independently important va r i ab les .  

According t o  t h e  l i t e r a t u r e  r e v i e w  p r e s e n t e d  i n  Chap te r  11, p o l i c y  

i m p l e m e n t a t i o n  i s  a  complex p r o c e s s  which depends on p a r t i c i p a n t s 1  

i n t e r p r e t a t i o n s  o f  t h e  p o l i c y  and t h e i r  d e f i n i t i o n s  o f  i s s u e s  and 

p r o b l e m s ,  w h i c h  may b e  p e r c e i v e d  d i f f e r e n t l y  by d i f f e r e n t  

p a r t i c i p a n t s ,  which i s  i n f l u e n c e d  by a v a r i e t y  o f  p s y c h o l o g i c a l ,  

p o l i t i c a l ,  and i n s t i t u t i o n a l  va r i ab les ,  and which is b e t t e r  understood ' 

when considered h o l i s t i c a l l y .  There i s  a  good match between the  types 

o f  q u e s t i o n s  t h e  n a t u r a l i s t i c  paradigm is bes t  s u i t e d  t o  i n v e s t i g a t e  

a n d  t h e  t y p e s  o f  q u e s t i o n s  i n v o l v e d  i n  a  s t u d y  o f  p o l i c y  

implementa t ion .  For t h i s  reason, t h i s  s tudy of  pol icy  implementation 

i n  a  school  d i s t r i c t  was conducted i n  the  n a t u r a l i s t i c  paradigm. 



Research Desinn 

Researcher Role 

Of t h e  t h r e e  i n q u i r e r  r o l e s  i d e n t i f i e d  by Lutz and Iannaccone 

(19691 ,  t h e  p a r t i c i p a n t  a s  o b s e r v e r  r o l e  i s  i n a p p l i c a b l e  i n  t h i s  

s i t u a t i o n .  The observer a s  non-part icipant  r o l e  is inappropr ia t e  f o r  

t h i s  s tudy,  because it does not  allow d i s c u s s i o n  w i t h  p a r t i c i p a n t s .  

Thus  i n f o r m a t i o n  a b o u t  p a s t  e v e n t s  and a b o u t  t h e  p a r t i c i p a n t s 1  

percept ions ,  motives, c r i t e r i a  f o r  decision-making, and t h e  l i k e  would 

be i n a c c e s s i b l e  e x c e p t  f o r  t h a t  which could be i n f e r r e d  from t h e i r  

behaviour. 

The most s u i t a b l e  i n q u i r e r  r o l e  f o r  t h i s  s tudy,  then, seems t o  be 

t h a t  of observer  a s  p a r t i c i p a n t .  The major advantage of t h i s  r o l e  i s  

t h a t  i t  g i v e s  t h e  i n q u i r e r  t h e  freedom t o  f o c u s  on a c t i v i t i e s  of 

i n t e r e s t .  It a l s o  enables  t h e  i n q u i r e r  t o  develop some u n d e r s t a n d i n g  

o f  t h e  d i f f e r e n t  p e r s p e c t i v e s  of the  p a r t i c i p a n t s  whi le  a t  t h e  same 

time r e t a i n i n g  a  degree o f  detachment which i s  necessary  f o r  ana lys i s .  

A l i m i t a t i o n  o f  t h i s  r o l e  i s  t h a t  a n  o b s e r v e r  i s  a lways  

prohibi ted  from c e r t a i n  a c t i v i t i e s  of the  p a r t i c i p a n t s .  The e x t e n t  t o  

which t h i s  l i m i t a t i o n  i s  d e t r i m e n t a l  t o  t h e  r e s u l t s  o f  t h e  s tudy 

depends on the  e x t e n t  t o  which the  p a r t i c i p a n t s  t r u s t  t h e  r e s e a r c h e r  

and  a r e  w i l l i n g  t o  a c t  a s  i n f o r m a n t s ,  t h a t  i s ,  t o  v o l u n t e e r  

information which would otherwise be i n a c c e s s i b l e  t o  t h e  r e s e a r c h e r .  

Such t r u s t  is  l i k e l y  t o  develop only i f  the  p a r t i c i p a n t s  are assured 

of c o n f i d e n t i a l i t y ,  i f  they f e e l  t h a t  t h e  r e s e a r c h e r  is non-judgmental 



and  i n t e r e s t e d  i n  w h a t  t h e y  h a v e  t o  s a y ,  i f  t h e y  p e r c e i v e  t h e  

researcher  has  some understanding of the  s i t u a t i o n  and is  c a p a b l e  sf 

a p p r e c i a t i n g  t h e i r  p o s i t i o n ,  and i f  t h e y  do n o t  f e e l  t h a t  t h e  

r e s e a r c h e r  i s  a l i g n e d  w i t h  any p a r t i c u l a r  g roup  i n  t h e i r  s o c i a l  

s e t t i n g .  

The Case Studv 

According t o  Yin (1981),  the  d i s t ingu i sh ing  c h a r a c t e r i s t i c  of the  

case study is  t h a t  i t  is a  r e s e a r c h . s t r a t e g y  which a t tempts  t o  examine 

" ( a )  a  contemporary  phenomenon i n  i t s  r e a l - l i f e  context  e s p e c i a l l y  

when (b )  the  boundaries between phenomenon and context  a r e  not c l e a r l y  

e v i d e n t n  (p .  59).  Campbell (1979) and Kenny and Grotelueschen (1980) 

def ine  case s t u d i e s  s i m i l & l y ,  emphasizing the  u t i l i t y  o f  case  s t u d i e s  

t o  e x p l a i n  a  phenomenon i n  a  way which is c o n s i s t e n t  w i t h  o n e ' s  

common-sense knowledge of  the  context.  Given t h a t  the  purpose of t h e  

s t u d y  i s  t o  i n v e s t i g a t e  p o l i c y  implementa t ion  -- a contemporary  

phenomenon, i n  a  s c h o o l  d i s t r i c t  -- a r e a l - l i f e  c o n t e x t ,  t h e  c a s e  

study is  an appropr ia t e  research  design. I n  f a c t ,  t he  use of  the  case ' 

study i n  pol icy  r e s e a r c h  h a s  f r e q u e n t l y  been advoca ted  ( E c k s t e i n ,  

1975; Kenny & Grotelueschen, 1980; Simeon, 1976). 

The c a s e  s t u d y  a s  a  r e s e a r c h  s t r a t e g y  h a s  been  c r i t i c i z e d ,  

however, e s p e c i a l l y  t h e  s t a t e - o f - t h e - a r t  of  wi th in-case  analys is .  

Mi les  (1979)  p r o b a b l y  e x p r e s s e d  t h e  c o n c e r n s  o f  o t h e r s  when h e  

c h a r a c t e r i z e d  w i t h i n - c a s e  a n a l y s i s  a s  n e s s e n t i a l l y  i n t u i t i v e ,  

pr imi t ive ,  and unmanageablen (p. 597), although he d id  ag ree  t h a t  t h e  



f i n a l  r e p o r t s  p o s s e s s  a "s t rong r i n g  of t r u t h n  (p. 597). Supporters  

of the  case  study argue  t h a t  i ts a b i l i t y  t o  por t r ay  conv inc ing ly  what 

h a s  o c c u r r e d  i n  a  p a r t i c u l a r  s e t t i n g  i s  i t s  s t r e n g t h ,  and t h a t  

sys temat ic  procedures t o  f a c i l i t a t e  d a t a  c o l l e c t i o n  and a n a l y s i s  do 

e x i s t .  These w i l l  be d iscussed i n  some d e t a i l  i n  subsequent s e c t i o n s  

of t h i s  chapter .  

The c r i t i c i s m  t h a t  "case s t u d i e s  have a  tendency not  t o  focus  on 

the  'normal1  b u t  on t h e  u n i q u e ,  e x o t i c  o r  i m p o r t a n t ,  s o  i n s i g h t s  

g a i n e d  from them may a c t u a l l y  be misleadingn (Sirneon, 1976, p. 551) 

was taken i n t o  c o n s i d e r a t i o n  i n  s e l e c t i n g  t h e  s c h o o l  d i s t r i c t ,  t h e  

four  schools  wi th in  t h e  d i s t r i c t ,  and t h e  two p o l i c i e s  t h a t  were t o  be 

studied.  L y t t e f i e l d  s c h 0 ~ 1  d i s t r i c t  is s i m i l a r  t o  o the r  d i s t r i c t s  i n  

i t s  g e o g r a p h i c  r e g i o n  and t o  u r b a n  d i s t r i c t s  i n  o t h e r  geograph ic  

regions i n  the  province i n  terms of s i z e ,  pupil- teacher r a t i o ,  average 

s c h o o l  s i z e ,  p e r  p u p i l  c o s t ,  and admin i s t r a t ive  organiza t ion ,  a l l  of 

w h i c h  a r e  f a c t o r s  t r a d i t i o n a l l y  c o n s i d e r e d  i n  s t u d i e s  o f  

i m p l e m e n t a t i o n .  The  f o u r  s c h o o l s ,  a l t h o u g h  d i f f e r i n g  i n  s i z e ,  ' 

l o c a t i o n ,  and t h e  manner i n  which t h e y  a r e  implement ing  t h e  two 

p o l i c i e s  under  s t u d y ,  are  judged by members o f  t h e  c e n t r a l  o f f i c e  

s t a f f  t o  be t y p i c a l  of  t h e  schools  i n  t h e  d i s t r i c t .  The two p o l i c i e s  

under  s t u d y ,  t h e  community r e l a t i o n s  pol icy  and the  elementary school  

s e l f - a s s e s s m e n t  p o l i c y ,  were s e l e c t e d  i n  c o n s u l t a t i o n  w i t h  t h e  

appropr ia te  school d i s t r i c t  o f f i c i a l s  according t o  s e v e r a l  c r i t e r i a :  

1. the  p o l i c i e s  address  problems which a r e  o f  g e n e r a l  i n t e r e s t  



and which a r e  l i k e l y  t o  be encountered i n  o the r  school d i s t r i c t s ;  

2. the  p o l i c i e s  o r i g i n a t e  a t  d i f f e r e n t  l e v e l s  i n  the  educat ional  

sys tem:  t h e  e l ementa ry  s c h o o l  s e l f - a s s e s s m e n t  policy o r ig ina ted  a t  

the  provincia l  l e v e l ,  and the  pol icy  on community r e l a t i o n s  o r i g i n a t e d  

a t  the  d i s t r i c t  l e v e l ;  

3 .  t h e  p o l i c i e s  a r e  s u b s t a n t i a l  i n  nature,  t h a t  is, they have an 

impact on a  considerable number of people; 

4 .  t h e  p o l i c i e s  are o f  i n t e r e s t  t o  t h e  d i s t r i c t ,  t h a t  is,  

information about the  implementation of these  p o l i c i e s  would be u s e f u l  

t o  the  d i s t r i c t ;  

5. documentation about the  p o l i c i e s  e x i s t s ,  including:  a  pol icy  

statement,  a  set of g u i d e l i n e s  o r  p r o c e d u r e s ,  minu tes  o f  m e e t i n g s ,  

l e t t e r s  a n d  b r i e f s  f r o m  i n t e r e s t e d  p a r t i e s ,  and memos t o  t h e  

p r i n c i p a l s  and teachers ;  and 

6 .  t h e  p o l i c i e s  have  been made o r  r e v i s e d  f a i r l y  r ecen t ly  s o  

t h a t  those familiar with t h e i r  development and e a r l y  i m p l e m e n t a t i o n  

e f f o r t s  a r e  a v a i l a b l e  f o r  interviewing.  

Another c r i t i c i s m  of  case  s t u d i e s  i s  t h a t  " t h e i r  focus  h a s  o f t e n  

been on the  d e t a i l s  of t h e  pol icy  i tself ,  r a t h e r  than using t h e  pol icy  

t o  genera l i ze  about p o l i t i c s  ... It i s  e a s y  t o  g e t  submerged i n  t h e  

m i n u t i a e  of  the  i s s u e  i tself  and the re fo re  t o  miss what might be much 

broader f a c t o r s  in f luenc ing  the  outcomen (Simeon, 1976, p.  551) .  An 

a t t e m p t  was made t o  avoid these  p i t f a l l s  by l i m i t i n g  a d e s c r i p t i o n  of 

the  f ind ings  t o  two chap te r s  while using four  t o  a n a l y s e  and d i s c u s s  



them, and by comparing t h e  f i n d i n g s  t o  those of r e l a t e d  s tud ies .  

For both the  community r e l a t i o n s  ( C R )  pol icy  and t h e  e l e m e n t a r y  

s c h o o l  s e l f - a s s e s s m e n t  (ESSA) p o l i c y ,  i m p l e m e n t a t i o n  a c t i v i t i e s  

c l e a r l y  f a l l  i n t o  two g r o u p s :  t h o s e  which i n v o l v e  p e o p l e  a t  t h e  

d i s t r i c t  l e v e l  and are aimed a t  d i s t r i c t  l e v e l  concerns  and those 

which involve people a t  the  school  l e v e l  and a r e  aimed a t  school  l e v e l  

concerns .  For  t h i s  r eason  t h e  c o l l e c t i n g  and recording of d a t a  have 

been organized according t o  the  p o l i c y  i s s u e  (CR policy;  ESSA p o l i c y ;  

p o l i c y  implementation i n  genera l )  and the  l e v e l  of  concern ( d i s t r i c t ;  

school) .  An o u t l i n e  of  t h e  r e sea rch  design is given i n  Table 3-1. 

T h r e e  d a t a  c o l l e c t i n g  methods  have  been u t i l i z e d ,  w i t h  t h e  

in terview being t h e  predominant  o n e  and o b s e r v a t i o n s  and document 

a n a l y s i s  playing a supplementary and confirmatory ro le .  

Formal In terviews 

General. Formal in terv iews were always scheduled 

ahead of t i m e ,  were h e l d  i n  l o c a t i o n s  s e l e c t e d  by t h e  r e s p o n d e n t  ' 

( u s u a l l y  a n  o f f i c e  o r  classroom), were genera l ly  45 t o  90 minutes i n  

length ,  were audiotaped, and were conducted  a c c o r d i n g  t o  a f l e x i b l e  

i n t e r v i e w  g u i d e .  A t  t h e  d i s t r i c t  l e v e l  t h e  respondents c o n s i s t  of 

those people who a r e  involved i n  t h e  implementation of  one o r  b o t h  of 

t h e  p o l i c i e s ;  a t  t h e  s c h o o l  l e v e l ,  t h e  r e s p o n d e n t s  c o n s i s t  of  the  

p r i n c i p a l ,  the  v i c e  p r i n c i p a l  o r  head t eacher ,  and a se lec ted  group of 

teachers.  



Table 3-1 

Research Design 

Data Data Data 
Co l l ec t ing  Col lec t ing  Sources 
Method S i t u a t i o n  

Pol icv  I s sues  
General - 
ESSA- 1 

I I 
CR - 1  1 I 

LEVEL OF CONCERN - DISTRICT 

in terview formal Board members + + +  
ESSA committee + + 
teacher  assoc. pres ident  + + *  
Ministry A s s t .  Supt. of Schools * 

informal some Board members 
CO s t a f f  
ESSA committee 
CO s e c r e t a r i e s  

observat ion  s p e c i f i c  Board meetings 
CRC meetings 
P r i n c i p a l s f  meeting 

nonspeci f ic  d a i l y . a c t i v i t i e s  a t  t h e  Board 9 

o f f i c e  

document a n a l y s i s  minutes 
f i l e s  
pol icy  book 
pub l i ca t ions  
r e p o r t s  



Table 3-1 (Continued) 

Data Data n9t3 

38 S 

YU "U 

Col lec t ing  CoAlecting sour( 
Method S i t u a t i o n  

P o l i c v  I s sues  
General -, 
ESSA -, 1 
CR - 1  I I 

LEVEL OF CONCERN - SCHOOL 

interview formal p r i n c i p a l s  
teachers  

observation 

document a n a l y s i s  

informal p r i n c i p a l s  
teachers  
s e c r e t a r i e s  
a  few parents  

s p e c i f i c  PAC meeting 

nonspeci f ic  d a i l y  a c t i v i t i e s  

minutes 
pub l i ca t ions  
year  end r e p o r t s  

Note. CR = community r e l a t i o n s ;  ESSA = elementary school  s e l f -  
assessment; CO = c e n t r a l  o f f i c e ;  ' a s s o c .  = a s s o c i a t i o n ;  
a s s t .  s u p t  . = a s s i s t a n t  superintendent;  CRC = community 
r e l a t i o n s  committee; PAC = parent  advisory  committee. 



p r e ~ a r i n a  t h e  r e s ~ o n d e n t .  Before the  interview took place ,  the  

respondents r e c e i v e d  a l e t t e r  w h i c h  c o n t a i n e d  t h e  f o l l o w i n g  

information: 

1.  i n t r o d u c t i o n  t o  t h e  r e s e a r c h e r  ( n a m e ,  r o l e ,  

a f f i l i a t i o n ) ;  

2. assurance of t h e  sponsorship of the  superintendent ,  and 

of the  p r i n c i p a l  where appropr ia te ;  

3 .  explanat ion  o f  the  purpose of the  study; and 

4. exp lana t ion  of  why t h e  respondent had been se lec ted .  

A two-page d e s c r i p t i o n  of the  study and of what p a r t i c i p a t i o n  i n  the  

study e n t a i l e d  a s  w e l l  a s  a  c o n s e n t  form d e t a i l i n g  p r o v i s i o n s  f o r  

anonymity and c o n f i d e n t i a l i t y  accompanied the  l e t t e r .  Copies of the  

in t roductory  m a t e r i a l s  s e n t  t o  the  p a r t i c i p a n t s  who had been s e l e c t e d  

f o r  in terv iewing a r e  contained i n  Appendix A. 

This information was repeated a t  the  beginning of t h e  i n t e r v i e w ,  

t o  remind t h e  r e sponden t s  of the  type of da ta  t h a t  would be requi red  

of them. 

p l a n n i n g  t h e  i n t e r v i e w ,  The o v e r a l l  purpose of t h e  in terviews 

was t o  o b t a i n  a s  comple te  and a s  a c c u r a t e  a  d e s c r i p t i o n  o f  t h e  

implementation of t h e  CR and ESSA p o l i c i e s  a s  possible.  This was done 

by asking the  r e s p o n d e n t s  q u e s t i o n s  r e l a t e d  t o  t h e  f o l l o w i n g  f i v e  

topics :  

1. t h e  a c t i v i t i e s  being c a r r i e d  out  a t  t h a t  time a s  implementa- 



t i o n  o f  t h e  p o l i c i e s  -- f o r  example, a p r i n c i p a l  o r  teacher  might be 

asked "What a r e  some o f  t h e  ways your school has had c o n t a c t  w i t h  t h e  

community t h i s  year?". The i n t e n t  of t h i s  s e r i e s  of ques t ions  was t o  

encourage the  respondents  t o  d e f i n e  what c o n s t i t u t e s  implementation of  

t h e  p o l i c i e s  from t h e i r  own perspective.  

2. the  b e l i e f s  and v a l u e s  u n d e r l y i n g  t h e s e  a c t i v i t i e s  -- f o r  

example, t h e  respondent might be asked "Of t h e  CR a c t i v i t i e s  you have 

j u s t  l i s t e d ,  which do you th ink  is the  most important? Why is that?". 

The i n t e n t  o f  t h i s  s e r i e s  o f  q u e s t i o n s  was t o  e n c o u r a g e  t h e  

respondents t o  i n d i r e c t l y  r evea l  t h e i r  f e e l i n g s ,  a t t i t u d e s ,  b e l i e f s ,  

values,  e t c . ,  through t h e i r  evaluat ions.  

3 .  t h e  d e v e l o p m e n t  o f  t h e s e  a c t i v i t i e s  -- f o r  example ,  t h e  

r e s p o n d e n t  might  b e  a s k e d  "How d id  the  idea  t o  have a Cabaret Night 

ar i se?" .  The i n t e n t  of  t h i s  series of ques t ions  was t o  encourage  t h e  

r e s p o n d e n t  t o  t r a c e  t h e  h i s t o r y  of the  a c t i v i t i e s ,  mainly t o  s e e  what 

changes had taken p lace  s i n c e  the  p o l i c i e s  had been approved and t h u s  

might be a t t r i b u t a b l e  t o  t h e  p o l i c i e s .  

4. i n f l u e n c e s  o n  t h e  development o f  t h e s e  a c t i v i t i e s  -- f o r  

example, t h e  respondents  might be asked "Has the re  been any change i n  

a t t i t u d e  towards community r e l a t i o n s  i n  the  d i s t r i c t  i n  t h e  l a s t  f i v e  

y e a r s ?  What makes you s a y  t h a t ? " .  The i n t e n t  of t h i s  s e r i e s  of 

ques t ions  was t o  encourage t h e  respondent t o  d e s c r i b e  any a t t e m p t  by 

t h e  Board, t h e  c e n t r a l  o f f i c e  s t a f f ,  o r  the  p r i n c i p a l  t o  in f luence  o r  

d i r e c t  the  implementation o f  t h e  po l i c i e s .  



5. g e n e r a l  c h a r a c t e r i s t i c s  o f  t h e  d i s t r i c t  and the  school  which 

might a f f e c t  p o l i c y  i m p l e m e n t a t i o n  -- f o r  example,  t h e  r e s p o n d e n t  

might  be a sked  "How do you a s  a  t e a c h e r  know when the  Board f e e l s  

s t rong ly  about an i s s u e ?  Can you g ive  me an example?". The i n t e n t  of 

t h i s  s e r i e s  o f  q u e s t i o n s  i s  t o  encourage the  respondent t o  desc r ibe  

genera l  communication l i n k a g e s  between t h e  Board, t h e  c e n t r a l  o f f i c e  

s t a f f ,  and t h e  schools. 

I n  a d d i t i o n ,  the  respondents  were asked f o r  some personal information 

r e l a t e d  t o  t h e i r  c a r e e r s  as educators .  

Severa l  d i f f e r e n t  guides  were developed, depending on the  r o l e  of 

the  respondent (e.g.: Superintendent  and s t a f f ;  School Board members; 

ESSA committee; and teachers  -- a  copy of  each is contained 

i n  Appendix B). The gu ides  c o n s i s t  o f  a  l i s t  o f  t h e  t o p i c s  and of 

q u e s t i o n s  w i t h i n  t o p i c s ,  and poss ib le  t r a n s i t i o n  s ta tements  from one 

t o p i c  t o  the  next.  The gu ides  were not  r i g i d l y  adhered  t o ,  b u t  were  

used  t o  p r e p a r e  f o r  the  in terviews,  t o  s t r u c t u r e  the  in terviews,  and 

t o  check, towards the  end of  t h e  in terviews,  t h a t  a l l  t h e  t o p i c s  had ' 

been covered. 

Two p r i n c i p l e s  g u i d e d  t h e  sequencing of top ics  and of ques t ions  

wi th in  top ics :  focus  on the  present  b e f o r e  t h e  p a s t  -- t h i s  h a s  t h e  

twofo ld  purpose  o f  r e a s s u r i n g  t h e  r e sponden t s  t h a t  the  information 

requested i s  wi th in  t h e i r  a b i l i t y  t o  provide, and of s t imula t ing  t h e i r  

memory a b o u t  s i m i l a r  e v e n t s  i n  t h e  p a s t ;  and focus  on f a c t s  before  

f e e l i n g s  -- t h i s  a l s o  has  a  double r a t i o n a l e ,  i n t r o d u c i n g  t h e  l e a s t  



ego t h r e a t e n i n g  q u e s t i o n s  f irst ,  and l e s sen ing  t h e  p o s s i b i l i t y  t h a t  

t h e  r e c o l l e c t i o n  o f  e v e n t s  and a c t i v i t i e s  w i l l  be  d i s t o r t e d  t o  

coincide  with s t a t e d  value  pos i t ions .  

The ques t ions  were intended t o  be broad, open-ended and n e u t r a l  

i n  na ture ,  i n  order  t o  encourage the  respondents t o  r evea l  t h e i r  pa ths  

of  a s soc ia t ion ,  t h e i r  impor tance  r a t i n g s  o f  v a r i o u s  a s p e c t s  o f  t h e  

i m p l e m e n t a t i o n  o f  t h e  p o l i c i e s ,  t h e i r  frames of reference ,  and t h e i r  

vocabulary. I n  o the r  words, i t  was hoped t h a t  the  in terv iew s i t u a t i o n  

i t s e l f  would e x e r t  a s  l i t t l e  in f luence  a s  poss ib le  on the  respondents '  

answers. There was one c i r c u m s t a n c e ,  however, under  which l e a d i n g  

q u e s t i o n s  were used -- when t h e  r e s p o n d e n t  was r e l u c t a n t  t o  g ive  a  

p a r t i c u l a r  response. For example, t h e  respondent might not  have  f e l t  

f r e e  t o  e x p r e s s  t h e  o p i n i o n  t h a t  p a r e n t s  should not be involved i n  

school decis ions .  The ques t ion  would then have been framed t o  suggest  

t h a t  t h i s  is a  con t rovers i a l  a rea ,  t h a t  a d i v e r s i t y  of opinion e x i s t s ,  

and thus  t h a t  any p o s i t i o n  on t h i s  i s s u e  i s  acceptable.  

P r e p a r i n g  t h e  i n t e r v i e w  guides  was l a r g e l y  influenced by Gorden 

(1975) and L o r t i e  (1975). 

Record inn  t h e  i n t e r v i e w ,  Unless  t h e  respondent  objected,  t h e  

formal in terv iews were audiotaped. I n  s p i t e  of t h e  t ime  r e q u i r e d  t o  

t r a n s c r i b e  t h e  t a p e s ,  t h e r e  a r e  s e v e r a l  b e n e f i t s  t o  having such a  

r ecord  o f  t h e  i n t e r v i e w s :  t h e  a c c u r a c y  o f  n o t e s  t a k e n  d u r i n g  t h e  

i n t e r v i e w  c a n  be checked by compar ison w i t h  t h e  t a p e s ;  nonverbal  



i n f o r m a t i o n  such  a s  t o n e  o f  v o i c e ,  h e s i t a t i o n s ,  e'tc., a r e  recorded 

a l o n g  w i t h  t h e  v e r b a l  i n f o r m a t i o n ;  i t  is p o s s i b l e  t o  q u o t e  t h e  

r e s p o n d e n t s  d i r e c t l y ,  u s i n g  t h e i r  own words;  i t  i s  p o s s i b l e  t o  

reanalyse  the  d a t a  a t  a l a t e r  da te ;  and p e r h a p s  most i m p o r t a n t ,  t h e  

t apes  can be analysed from the  perspect ive  of interviewing techniques, 

a s  a  means o f  improving in terviewing s k i l l s .  

.Informal In terviews 

I n f o r m a l  in te rv iews  were genera l ly  b r i e f ,  unscheduled encounters 

during which information co l l ec ted  d u r i n g  t h e  f o r m a l  i n t e r v i e w s  was 

v e r i f i e d ,  c l a r i f i e d ,  o r  expanded. They were a l s o  used t o  o b t a i n  

genera l  background in fo rmat ion  a b o u t  t h e  c o n t e x t .  A t  t h e  d i s t r i c t  

l e v e l  t h e  respondents  c o n s i s t  of those who p a r t i c i p a t e d  i n  the  formal 

in terv iews p l u s  o the r  profess ional  and c l e r i c a l  c e n t r a l  o f f i c e  s t a f f ;  

a t  the  school  l e v e l ,  t h e  respondents c o n s i s t  of those who p a r t i c i p a t e d  

i n  the  formal in te rv iews  p l u s  o the r  s t a f f  members and a  few parents .  

S ~ e c i f i c  Observations 

S p e c i f i c  observat ions  were those made a t  s p e c i f i c  events  such a s  

meetings. They focused on s u c h  t h i n g s  a s  what  i s s u e s  were r a i s e d ,  

what p o s i t i o n s  were t a k e n ,  what dec i s ions  were made, who spoke, who 

d i r e c t e d  mat t e r s ,  and the  l i k e .  Data were c o l l e c t e d  i n  t h e  form of 

f i e l d  n o t e s  and c o n s i s t e d  mainly  o f  t h e  names of the  speakers,  the  

g i s t  o f  what  t h e y  s a i d  ( v e r b a t i m  a s  much a s  p o s s i b l e ) ,  a n d  t h e  



r e a c t i o n s  of  o the r s ,  both verbal  and nonverbal,  as wel l  a s  motions and 

how people voted. Although i t  was o r i g i n a l l y  hoped t h a t  i t  would be 

p o s s i b l e  t o  o b s e r v e  i n s t a n c e s  of  planning f o r  t h e  implementation of 

the  s e l e c t e d  p o l i c i e s  and of making imp1 ementa t i o n  d e c i s i o n s ,  t h e r e  

were  few s u c h  o p p o r t u n i t i e s ,  t h e  ESSA commi t t ee  meeting being the  

major exception.  N e v e r t h e l e s s ,  t h e  o b s e r v a t i o n s  d i d  p r o v i d e  some 

i n f o r m a t i o n  a b o u t  p o l i c y  implementat ion i n  t h e  d i s t r i c t  i n  genera l ,  

and a l s o  about va r ious  d i s t r i c t  and school a c t i v i t i e s  which c o n s t i t u t e  

i n  p a r t  the  implementation of the  CR policy.  

g o n s ~ e c i f i c  Observations 

N o n s p e c i f i c  o r  t r a n s i e n t  observat ions  (Murphy, 1980) were those 

made during the  course  of  d a i l y  a c t i v i t i e s  a t  t h e  Board o f f i c e  o r  a t  

t h e  f o u r  school  sites. These were a l s o  recorded i n  the  form of f i e l d  

notes ,  and they provided i n f o r m a t i o n  a b o u t  g e n e r a l  m a t t e r s  s u c h  as 

c l i m a t e ,  i n t e r p e r s o n a l  r e l a t i o n s ,  commuriications, and treatment of 

p a r e n t s  a n d  o t h e r  c o m m u n i t y  members.  The p u r p o s e  o f  t h e s e  ' 

o b s e r v a t i o n s  was t o  o b t a i n  background informat ion  and t o  develop some 

understanding of  t h e  con tex t  r a t h e r  than t o  c o l l e c t  d a t a  s p e c i f i c a l l y  

r e l a t e d  t o  t h e  i m p l e m e n t a t i o n  o f  t h e  community r e l a t i o n s  and 

elementary school  self-assessment p o l i c i e s .  

The c o l l e c t i o n  a n d  a n a l y s i s  o f  b o t h  t h e  s p e c i f i c  and t h e  

nonspecif ic  o b s e r v a t i o n a l  d a t a  was i n f l u e n c e d  by Guba and L i n c o l n  

(1981), Murphy (1980), and Spradley (1980). 



Document Analvsis 

S e v e r a l  d i f f e r e n t  t y p e s  o f  documents were examined, inc lud ing  

minutes  o f  m e e t i n g s ,  f i l e s ,  p u b l i c a t i o n s ,  and r e p o r t s .  Document 

a n a l y s i s  produced two types of information: t h e  first was e s s e n t i a l l y  

f a c t u a l  i n  na tu re  -- t he  i d e n t i f i c a t i o n  of  the  sequence of e v e n t s  and 

d e c i s i o n s ,  t h e  names o f  t h e  p e o p l e  i n v o l v e d ,  e t c . ;  t h e  second was 

mainly i n f e r e n t i a l  i n  n a t u r e  -- t h e  i d e n t i f i c a t i o n  o f  i s s u e s  and 

c o n c e r n s ,  o f  a t t i t u d e s  and v a l u e s ,  and the  l i k e .  This a n a l y s i s  was 

influenced l a r g e l y  by Guba and Lincoln (1981). 

Data Col lec t ion  

Overviex 

A s  d e s c r i b e d  p r e v i o u s l y , .  t he  da ta  c o l l e c t i o n  was organized i n t o  

two p a r t s ,  w i th  P a r t  I focus ing on d i s t r i c t  l e v e l  concerns and P a r t  I1 

f o c u s i n g  on s c h o o l  l e v e l  concerns .  I n  a d d i t i o n ,  b o t h  p a r t s  were 

divided i n t o  two s t ages ,  prel iminary work and focused da ta  c o l l e c t i o n .  

The f irst  s t a g e  took about two weeks, and involved what Murphy (1980) ' 

c a l l e d  " s i z ing  up the  si ten: i d e n t i f y i n g  people t o  i n t e r v i e w ,  e v e n t s  

t o  o b s e r v e ,  documents t o  analyse;  i n  genera l ,  becoming f a m i l i a r  with 

the  s i t e  and planning s t a g e  2 a c t i v i t i e s .  An a d d i t i o n a l  t h r e e  weeks 

were r e q u i r e d  f o r  P a r t  I1 t o  s e l e c t  t h e  four  school  sites and gain  

access  t o  them. The second s t a g e  i n v o l v e d  t h e  ma jo r  i n t e r v i e w i n g ,  

o b s e r v i n g ,  and document a n a l y s i s .  It l a s t e d  about seven weeks f o r  

P a r t  I, and about t e n  weeks f o r  Part 11. The t h i r d  s t a g e  t o o k  p l a c e  



t h e  f o l l o w i n g  f a l l ,  and i n v o l v e d  c o l l e c t i n g  wha tever  a d d i t i o n a l  

information was requi red .  

This informat ion  is summarized i n  Table 3-2. 

D i s t r i c t  Level of  Concern 

S t a n e  1 . Stage  1 a c t i v i t i e s  consisted mainly of in te rv iews  with 

t h e  Superintendent ,  Deputy Superintendent ,  Ass i s t an t  Superintendent  -- 
elementary, and Community Rela t ions  Coordinator, and reading t h e  f i l e s  

on community r e l a t i o n s  and elementary school s e l f  assessment s u p p l i e d  

by these  people. 

S t a n e  3 .  The p e o p l e  i n t e r v i e w e d ,  t h e  events  observed, and the  

documents analysed a r e  l i s t e d  i n  Tables 3-3, 3-5 and 3-6 respec t ive ly .  

The respondents  i n  t h e  formal interviews were s e l e c t e d  because of 

t h e i r  involvement w i t h  e i t h e r  o r  b o t h  t h e  community r e l a t i o n s  and 

elementary school  self-assessment po l i c i e s .  Observations were made a t  

most of t h e  Board meetings because the re  were so  few o p p o r t u n i t i e s  t o  ' 

o b s e r v e  a n d  t a l k  t o  t h e  B o a r d  members. Because t h e  Community 

Relat ions Committee was c l o s e l y  l inked,  i n  theory a t  l e a s t ,  w i t h  t h e  

CR p o l i c y ,  most o f  t h e s e  m e e t i n g s  were observed a s  w e l l .  The ESSA 

committee m e e t i n g  w a s  o b s e r v e d  f o r  t h e  same r e a s o n ;  t h e  ESSA 

o r i e n t a t i o n  workshop was t o  have  been obse rved ,  b u t  i t  h a s  been 

postponed i n d e f i n i t e l y .  Only one  o f  t h e  P r i n c i p a l s 1  m e e t i n g s  was 

o b s e r v e d ,  b e c a u s e  t h e  o t h e r s  w e r e  p r i m a r i l y  c o n c e r n e d  w i t h  



Table 3-2 

Schedule of  A c t i v i t i e s  

Data Col lec t ion  

Date Level of  Concern Stage Task 

Jan 11 - Jan 22 D i s t r i c t  1 Preliminary work 

Jan 25 - Mar 12 D i s t r i c t  2 Focused da ta  c o l l e c t i o n  
(mainly CO s t a f f  and 
ESSA committee) 

Mar 15 - Apr 2 School 1 Selec t ing  school s i t e s  
and gaining access  

Apr 13 - Apr 23 School 1 Preliminary work 

Apr 26 - Jun 29 School 2 Focused da ta  c o l l e c t i o n  

Aug 23 - Aug 31 ~ i k t r i c t  2 Focused da ta  c o l l e c t i o n  
(mainly board members) 

Sep - Jan D i s t r i c t  3 Supplementary da ta  
& School c o l l e c t i o n  

Note. CO = c e n t r a l  o f f i c e ;  ESSA = elementary school self-assessment 



Table ,3-3 

In terviews - D i s t r i c t  Level ' Concerns 

Respondents 
Context 

In f  ormal Formal 

School Board members 
Chairman ~t 

Vice Chairman * 
3 Community Rela t ions  Commit t e e  members 9 

o the r  2 - * 
Central  Off ice  p ro fess iona l  s t a f f  

Superintendent 
Deputy Superintendent  
Ass i s t an t  Superintendent  - elem. 
Coordinating P r i n c i p a l  - elem. * 
Coordinating p r i n c i p a l  - sec.  
Community Rela t ions  Coordinator 
p r i n c i p a l  asked t o  v e t  ESSA m a t e r i a l s  * 

Central  Off ice  c l e r i c a l  s t a f f  
Super in tendent ' s  s e c r e t a r y  
Deputy Super in tendent ' s  s e c r e t a r y  
Ass i s t an t  Superintendent  - elem.'s sec. 4 

Secretary-Treasurer1 s sec. i 

ESSA committee (non-central  o f f i c e )  
3 p r i n c i p a l s  
3 t eachers  

teacher a s s o c i a t i o n  p res iden t  - 
Ministry Ass i s t an t  Superintendent  of  Schools - * 
Note. ESSA = elementary school  self-assessment 



Table 3-4 

In t e rv i ews  - School Level  Concerns 

Context 
Respondents Informal  Formal 

F r a s e r  Elementary 
p r i n c i p a l  
head t eache r  
7 t e a c h e r s  
10 o t h e r  t e a c h e r s  
s e c r e t a r y  
some p a r e n t s  ( p a r e n t  adv i so ry  committee) 

Thompson Elementary 
p r i n c i p a l  . 
head t e a c h e r  
5 t e a c h e r s  
9 o t h e r  t e a c h e r s  
s e c r e t a r y  
community coo rd ina to r  
community c o o r d i n a t o r ' s  s e c r e t a r y  
p a r e n t  adv i so ry  committee 

Columbia Elementary 
p r i n c i p a l  
head t e a c h e r  
4 t e a c h e r s  
o t h e r  9 t e a c h e r s  
s e c r e t a r y  

L y t t e f i e l d  Secondary 
p r i n c i p a l  
v i c e  p r i n c i p a l  
12 t e a c h e r s  
35 o t h e r  t e a c h e r s  

, s e c r e t a r y  



Table 3-5 

Observations 

Type Descr ip t ion  

s p e c i f i c  
d i s t r i c t  8 of 11 Board meetings 

3 of 5 Community Re la t ions  Committee mtgs. 
1 of 5 P r i n c i p a l s  meetings 
1 o f  1 Elementary School Self-Assessment 

meetings 

school  - Frase r  elem. 1 of  2 Parent  Advisory Council meetings 
Thompson elem. 2 of 3 Parent  Advisory Council meetings 
Columbia elem. 0 of 1 Parent  Advisory Council meetings 

L y t t e f i e l d  sec.  0 of 0 Parent  Advisory Council meetings 

nonspeci f ic  
d i s t r i c t  d a i l y  a c t i v i t i e s  a t  Board o f f i c e ;  major 

s i t e s  = hallways, r ecep t ion  a r e a ,  and 
c a f e t e r i a  

school d a i l y  a c t i v i t i e s  a t  each of the  schools;  
major s i t e s  = staffroom, h a l l s ,  and o f f i c e  
a r e a  



Table 3-6 

Documents 

- - - - - - -- 

Level Types 

d i s t r i c t  minutes - Board meetings, Community r e l a t i o n s  
Committee meetings, P r i n c i p a l s  
meetings, ESSA committee meetings 

f i l e s  - community r e l a t i o n s  committee and 
publ ic  r e l a t i o n s  (Super in tendent ' s ) ;  
ESSA (Deputy Superintendent 's ;  
Ass is tant  Superintendent  - elemts)  

pol icy  book 
pub l i ca t ions  - Welcome brochure; Fac t s  brochure; 

newsle t ter  

r e p o r t s  - s t a t u s  of parent  advisory counc i l s  
(requested on 3 occas ions) ;  p lans  f o r  
conducting ESSA 

school minutes - parent  advisory counci l  meetings 

pub l i ca t ions  - newsle t ters ;  welcome m a t e r i a l s  f o r  
parents;  b u l l e t i n s  

year  end r e p o r t s  
- --- - - - - -- - 

Note. ESSA = elementary school self-assessment 



a d m i n i s t r a t i v e  ma t t e r s  and i t  was judged more worthwhile t o  spend the  

time i n  t h e  schools .  The documents examined were e i t h e r  i d e n t i f i e d  by 

t h e  respondents  o r  were r e f e r r e d  t o  i n  o t h e r  documents. 

School Level o f  Concern 

S e l e c t i n g  and a a i n i n a  a c c e s s  t o  t h e  s t u d v  s i t e s .  Four s tudy 

s i t e s  w e r e  s e l e c t e d ,  t h r e e  e l e m e n t a r y  s c h o o l s ,  a t  w h i c h  t h e  

i m p l e m e n t a t i o n  o f  t h e  two p o l i c i e s  was s t u d i e d ,  and one secondary 

school ,  a t  which t h e  implementation of the  community r e l a t i o n s  p o l i c y  

was s t u d i e d .  I n  d e t e r m i n i n g  t h e  sample s i z e ,  an  e f f o r t  was made t o  

ma in ta in  a  b a l a n c e  between h a v i n g  one  s u f f i c i e n t l y  l a r g e  t o  show 

v a r i a t i o n s  i n  t h e  i m p l e m e n t a t i o n  o f  t h e  p o l i c i e s  b u t  s u f f i c i e n t l y  

small t o  permit  some degree of f a m i l i a r i t y  with each s e t t i n g .  

The s e l e c t i o n  o f  t h e  s i t e s  was g u i d e d  by two p r i n c i p l e s :  

( a )  maximize t h e  range of information c o l l e c t e d  about t h e  implementa-  

t i o n  o f  t h e  community r e l a t i o n s  and elementary school  self-assessment 

p o l i c i e s ;  and (b)  maximize the  t r a n s f e r a b i l i t y  o f  f ind ings .  

I n  o r d e r  t o  maximize t h e  r a n g e  o f  i n f o r m a t i o n  c o l l e c t e d ,  t h e  

schools  i n  t h e  sample had t o  vary along t h e  fo l lowing dimensions: 

1 .  t h e  g e n e r a l  s t a t e  o f  t h e  s c h o o l ' s  r e l a t i o n s  w i t h  t h e  

community; 

2. t h e  s t a t u s  of t h e  parent  advisory committee; 

3.  t h e  expected degree of  support  f o r  t h e  ESSA pol icy;  

4. genera l  compliance with d i s t r i c t  policy.  



A s  t h e r e  were no r e l e v a n t  records  o r  o the r  sources of d a t a  a v a i l a b l e ,  

the  information was c o l l e c t e d  t h r o u g h  i n t e r v i e w s  w i t h  t h e  Super in -  

t e n d e n t ,  t h e  A s s i s t a n t  S u p e r i n t e n d e n t s ,  and t h e  C o o r d i n a t i n g  

Pr inc ipals .  A l l  t hese  people have been i n  t h e  d i s t r i c t  t e n  o r  more 

y e a r s  and a l l  b u t  one  h a s  h e l d  h i s  o r  h e r  p r e s e n t  p o s i t i o n  f o r  a  

minimum o f  f i v e  y e a r s .  Except  f o r  t h e  S u p e r i n t e n d e n t ,  a l l  t h e  

p o s i t i o n s  i n v o l v e  c o n s i d e r a b l e  c o n t a c t  w i t h  s c h o o l  p e r s o n n e l  and 

f requent  v i s i t s  t o  the  s c h o o l s  -- such  a  background a t t e s t s  t o  t h e  

a b i l i t y  o f  t h e s e  p e o p l e  t o  make t h e  judgments asked of them. Each 

school was r a t e d  by t h r e e  people, t h e  Superintendent and t h e  appropri- 

a t e  A s s i s t a n t  S u p e r i n t e n d e n t  and Coordinating P r i n c i p a l ,  on each of 

the  four  dimensions. The ques t ions  were framed s o  a s  t o  be open-ended 

i n  n a t u r e  ( e . g . ,  How would you d e s c r i b e  ---- s c h o o l ' s  community 

r e l a t i o n s ? ) .  The respondents  usua l ly  dichotomized t h e i r  r e s p o n s e s  -- 
h i g h / l o w ,  good/ poor  -- and t h e y  g e n e r a l l y  added a n  e x p l a n a t o r y  

comment, which was recorded a s  w e l l .  

The f o u r  dimensions j u s t  named were r e l a t e d  t o  implementation of ' 

t he  CR and ESSA p o l i c i e s ,  d i r e c t l y  i n  the  case  of t h e  first t h r e e  and 

i n d i r e c t l y  i n  t h e  c a s e  of the  fourth.  I n  add i t ion ,  t h e  schools  were 

chosen s o  t h a t  they d i f f e r e d  i n  l o c a t i o n  and s i z e ,  t h a t  is, t h e r e  was 

a t  l e a s t  one s c h o o l  from each of the  th ree  s e c t o r s ,  and t h e r e  was a t  

l e a s t  one  m o d e r a t e l y  l a r g e  and one  modera te ly  s m a l l  s c h o o l .  The 

reason f o r  using s e c t o r  as a  dimension is t h a t  the  d i s t r i c t  is divided 

i n t o  th ree  s e c t o r s  which a r e  l o o s e l y  c o r r e l a t e d  w i t h  socioeconomi.c 



s t a t u s .  F o r  example, s e c t o r  1 is working c l a s s  with a l a r g e  I t a l i a n ,  

Chinese, and Eas t  Indian  population. Most of t h e  e l e m e n t a r y  s c h o o l s  

have ESL programs.  Most o f  t h e  c h i l d r e n  l i v e  i n  s i n g l e  d w e l l i n g  

complexes, and many s t a y  f o r  l u n c h  a t  s c h o o l  because  b o t h  p a r e n t s  

work. The schools  i n  t h i s  s e c t o r  do not have a problem with dec l in ing  

enrollment; i n s t e a d ,  s e v e r a l  are bulging. The schools  i n  s e c t o r  2 do 

have a problem with d e c l i n i n g  enrollment; i n  f a c t ,  s e v e r a l  were closed 

recent ly .  This i s  c o n s i d e r e d  t o  be  a mainly  p r o f e s s i o n a l ,  f a i r l y  

a f f l u e n t  area.  Sector  3 a l s o  has  a problem with dec l in ing  enrollment, 

b u t  n o t  t o  t h e  same e x t e n t .  T h e r e  i s  l o w e r - c o s t  h o u s i n g  a n d  

m u l t i p l e - d w e l l i n g  complexes  i n  t h i s  a r e a .  There  i s  a l s o  a h i g h  

percentage o f  working mothers and s i n g l e  parent  f ami l i e s .  

I n  n a t u r a l i s t i c  r e s e a r c h ,  t h e  i s s u e  of  t r a n s f e r a b i l i t y  o f  

f ind ings  t o  o t h e r  s i t e s  is genera l ly  addressed i n  the  l a t e r  s t a g e s  of 

t h e  s t u d y ,  through t h e  development of th ick  d e s c r i p t i o n s  of t h e  study 

s i t e  so  t h a t  t h e  r e a d e r s  are a b l e  t o  make informed judgments about the  

d e g r e e  of  s i m i l a r i t y  between t h e i r  sites and the  study s i t e  and thus  ' 

of the  a p p l i c a b i l i t y  of  t h e  f i n d i n g s  t o  t h e i r  s i t e s .  I n  t h i s  s t u d y  

o n l y  s c h o o l s  which were judged by t h e  t h r e e  r a t e r s  t o  be t y p i c a l  were 

included i n  t h e  sample. This  was done t o  maximize the  t r a n s f e r a b i l i t y  

o f  f i n d i n g s  and t h e  p o s s i b i l i t y  of genera t ing  hypotheses which can be 

t e s t e d  l a t e r  by o t h e r  means. 

Once the  d a t a  had been compiled, schools  were e l iminated  from the  

sample i f :  ( a )  t h e r e  had been disagreement among t h e  r a t e r s  on one  o r  



more o f  t h e  d i m e n s i o n s ;  a n d / o r  ( b )  t h e y  had been judged t o  be  

a typ ica l .  A t  t h i s  po in t  t h e r e  were 12  o f  t h e  50 e l e m e n t a r y  s c h o o l s  

and 7 of  t h e  10 secondary schools  l e f t  i n  the  sample. 

The e l e m e n t a r y  s c h o o l s  were  t h e n  a s s i g n e d  t o  t h e  f o l l o w i n g  

g roups :  t h e  first i n c l u d e d  t h e  s c h o o l s  which had received p o s i t i v e  

r a t i n g s  on each of t h e  f o u r  dimensions; t h e  second ,  t h o s e  which had 

r e c e i v e d  n e g a t i v e  f e e l i n g s  on each  o f  t h e  four  dimensions; and t h e  

t h i r d ,  those which had received mixed ra t ings .  Three o f  t h e  s c h o o l s  

i n  t h i s  l a s t  group had been r a t e d  p o s i t i v e l y  on the  genera l  compliance 

dimension but  negat ive ly  on those r e l a t e d  t o  s p e c i f i c  p o l i c i e s .  A s  

t h i s  seemed somewhat con t rad ic to ry ,  t h e  schools  were e l iminated  from 

the  sample. 

Next the  remaining n ine  schools  were so r t ed  by s e c t o r  and s i z e  a s  

well  a s  r a t i n g s .  A s  t h e r e  was only one school given nega t ive  r a t i n g s  

on a l l  f o u r  d i m e n s i o n s ,  a moderately l a r g e  one from s e c t o r  2 c a l l e d  

Columbia Elementary, i t  was included i n  the  sample. The s e l e c t i o n  o f  

t h e  o t h e r  two s c h o o l s  made u s e  of the  anecdotal  da ta  co l l ec ted .  O f  ' 

t he  f i v e  schools  given mixed r a t i n g s ,  a moderately small one i n  s e c t o r  

3 ,  Thompson Elementary ,  was chosen because although it was judged t o  

have very good community r e l a t i o n s ,  an a c t i v e  advisory c o u n c i l ,  and a 

compliant p r inc ipa l ,  t h e  r a t e r s  f e l t  t h a t  compliance with p o l i c i e s  was 

uncer ta in  because of  t h e  "very s t rong  s t a f f " .  O f  t h e  two s c h o o l s  i n  

s e c t o r  1 g iven a l l  p o s i t i v e  r a t i n g s ,  the  moderately l a r g e  one, F rase r  

Elementary, was chosen because i t  had es tab l i shed  a s  a goa l  t h a t  y e a r  



t o  make the  parent  advisory counc i l  more a c t i v e  than it had been. 

A s  t h e r e  was t o  be on ly  one secondary  s c h o o l  i n  t h e  sample ,  i t  

was dec ided  t h a t  i t  s h o u l d  be  a  junior-secondary,  thus  e l imina t ing  

f i v e  of the  remaining seven schools .  The two l e f t  i n  the  sample  were  

both judged t o  be genera l ly  compliant with pol icy  d i r e c t i v e s ,  al though 

n e i t h e r  had a n  a c t i v e  a d v i s o r y  c o u n c i l .  The s c h o o l  i n  s e c t o r  1 ,  

L y t t e f i e l d  Secondary, was s e l e c t e d  because it  had had a  r ecen t  change 

i n  adminis t ra tors ,  who had s e t  a s  a  goal  t h e  improvement of community 

r e l a t i o n s ,  which had been poor f o r  a  number of years. 

Once the  schools  had been s e l e c t e d ,  an appointment was a r r a n g e d  

with the  p r i n c i p a l s  t o  d i s c u s s  p a r t i c i p a t i o n  i n  the  study. A l l  agreed 

t o  p a r t i c i p a t e ,  although t h e  p r i n c i p a l  o f  Columbia Elementary was very 

r e l u c t a n t ;  i n  f a c t ,  h e  was r e l u c t a n t  th roughou t  t h e  s t u d y .  The 

p r inc ipa l  o f  L y t t e f i e l d  Secondary was c o o p e r a t i v e ,  b u t  i n  a  p a s s i v e  

way -- h e  g a v e  me w h a t e v e r  I r e q u e s t e d ,  met w i t h  m e  on s e v e r a l  

occasions, and s e n t  a  memo t o  t h e  staff informing them o f  t h e  s t u d y ,  

b u t  n e v e r  v o l u n t e e r e d  i n f o r m a t i o n .  The o t h e r  two e l e m e n t a r y  

p r inc ipa l s ,  on t h e  o t h e r  hand ,  were a c t i v e l y  c o o p e r a t i v e  f rom t h e  

s t a r t ,  i n t r o d u c i n g  m e  i n  person t o  t h e  s t a f f ,  making t h e  school open 

t o  me, volunteer ing  informat ion ,  and the  l i k e .  

The c h a r a c t e r i s t i c s  o f  t h e  f o u r  s t u d y  s i t e s  is given i n  Table 

3-7. 

S t a a e  1  . Stage  1  a c t i v i t i e s  cons is ted  mainly of in terv iews with 



t h e  p r i n c i p a l  and skimming some of t h e  documents, p a r t i c u l a r l y  year  

end r e p o r t s ,  home b u l l e t i n s ,  news le t t e r s ,  agendas and m i n u t e s  o f  t h e  

p a r e n t  adv i so ry  council  meetings, and o the r  ma te r i a l s  prepared by t h e  

school  f o r  the  public .  

S t a g e  3 .  The p e o p l e  i n t e r v i e w e d ,  t h e  events  observed, and the  

d o c u m e n t s  a n a l y s e d  a r e  l i s t e d  i n  T a b l e s  3 - 4 ,  3 - 5 ,  a n d  3-6 

respec t ive ly .  I n  a d d i t i o n  t o  t h e  p r i n c i p a l  and v i c e  p r i n c i p a l  o r  head 

teacher ,  about 40% of the  teachers  a t  the  e lementary  s c h o o l s  and 25% 

o f  t h e  t e a c h e r s  a t  t h e  secondary  s c h o o l  p a r t i c i p a t e d  i n  f o r m a l  

i n t e r v i e w s .  The p e r c e n t a g e  was s m a l l e r  a t  t h e  s e c o n d a r y  s c h o o l  

because of the  l a r g e r  s t a f f  s i z e .  The respondents  were s e l e c t e d  so a s  

t o  d i f f e r  wi th  r e spec t  t o  s u b j e c t  area/grade l e v e l ,  y e a r s  a t  p r e s e n t  

school ,  and degree of involvement with community r e l a t i o n s  a c t i v i t i e s .  

This information was o b t a i n e d  from t h e  p r i n c i p a l .  P a r e n t  a d v i s o r y  

committee mee t ings  were  obse rved  whenever poss ib le .  The documents 

analysed were suggested by t h e  r e sponden t s ,  o r  r e f e r r e d  t o  by o t h e r  

documents. 

Data Analvsis 

Formal In terviews 

Assessina t h e  interview. Upon completion of  the  in terview,  notes 

were made on the  nonverbal behaviour o f  t h e  r e s p o n d e n t ,  on  t h e  d a t a  

o b t a i n e d ,  and on t h e  in terviewing techniques. Additions t o  t h e  notes 



Table 3-7 

C h a r a c t e r i s t i c s  o f  the  Study S i t e  

Schools 

Dimensions Fraser  ~ o l u m b i a  Thompson L y t t e f i e l d  

Level elem. elem. elem. sec.  

Sector  1 2 3 1 

Size  ML ML MS ML 

Community good f a i r  
Rela t ions  

good poor 

Advisory , i nc reas ing ly  i n a c t i v e  a c t i v e  i n a c t i v e  
Council a c t i v e  

ESSA suppor t ive  nonsupportive uncer t a in  - 
Compliance high 1 ow v a r i a b l e  high 

P a r t i c i p a t i o n  a c t i v e  r e luc tance  a c t i v e  pass ive  
i n  Study cooperat ion cooperat ion cooperat ion 

Note. ESSA = elementary school  self-assessment 



were made a f t e r  l i s t e n i n g  t o  t h e  aud io tapes .  The.purpose of these 

notes  was p r imar i ly  t o  make some judgments a b o u t  t h e  c r e d i b i l i t y  o f  

t h e  a c c o u n t ,  b u t  a l s o  t o  e v a l u a t e  and h e l p  improve the  i n q u i r e r ' s  

in terv iewing s k i l l s .  The t y p e s  o f  i n f o r m a t i o n  c o n t a i n e d  i n  t h e s e  

notes  is described more f u l l y  i n  the  l a s t  s e c t i o n  of t h i s  chapter .  

P r e ~ a r i n a  in te rv iew notes. Or ig inal ly  i t  was i n t e n d e d  t h a t  a l l  

t h e  a u d i o t a p e s  would be  t r a n s c r i b e d ,  b u t  t h i s  proved t o  be ve ry  

time-consuming. Ins tead ,  no tes  were made d u r i n g  t h e  i n t e r v i e w s  and 

these  were completed by l i s t e n i n g  t o  the  tapes. 

Researchers us ing the  case  study approach f r e q u e n t l y  r e p o r t  how 

time-consuming i t  i s  t o  write up and o rgan ize  f i e l d  notes ,  and how 

t h i s  tends  t o  d e t r a c t  from-time spen t  on d a t a  a n a l y s i s .  Yin (1981) 

argues t h a t  f i e l d  no tes  a r e  e s s e n t i a l l y  a  c o l l e c t i o n  of d a t a  elements, 

and thus  time should be spent  organiz ing them a c c o r d i n g  t o  r e s e a r c h  

t o p i c s  and s u b t o p i c s  r a t h e r  than w r i t i n g  them up a s  na r ra t ives .  The 

n a r r a t i v e  s t y l e  should on ly  be  employed i n  l a t e r  s t a g e s ,  when each  

t o p i c  and s u b t o p i c  is  deve loped  by compiling t h e  d a t a  obtained from ' 

the  va r ious  respondents. Such a  p r o c e d u r e  was used i n  t h i s  s t u d y .  

During t h e  in te rv iews  a  separa te  page was used t o  record the  response 

t o  each ques t ion ,  thus  f a c i l i t a t i n g  the  comparison o f  r e s p o n s e s  a t  a 

l a t e r  time. F o r  example, t h e  interview notes  f o r  the  members of  the  

Elementary School  Se l f -Assessment  Committee i n c l u d e  t h e  f o l l o w i n g  

s e c t i o n s :  r e a s o n s  f o r  j o i n i n g  t h e  Committee, o r i g i n a l  a t t i t u d e s  

towards ESSA, decision-making i n  Committee meetings, p lans  f o r  imple-  



mentation, e f f e c t s  of  t h e  time l apse  i n  completing t h e  pol icy ,  and the  

major concerns about  ESSA d e a l t  wi th  by the  Committee. 

I n i t i a l  a n a l y s i s .  When t h e  in terview notes  were completed, each 

s e c t i o n  was d iv ided i n t o  i d e a t i o n a l  u n i t s ,  t h a t  is, i n t o  each d i s t i n c t  

i d e a .  For  example, t h e  fol lowing excerpt  from t h e  in te rv iew no tes  of 

a  teacher con ta in  f i v e  i d e a t i o n a l  un i t s :  

T h e r e  was no p a r e n t  g roup  when I first came h e r e . /  
I was t o l d  t h e r e  would be one soon/  because  t h e  new 
head teacher  was committed t o  t h i s /  and I was c e r t a i n l y  
r e l i e v e d  t o  hear  t h i s /  because I b e l i e v e  t h e r e  s h o u l d  
be a parent  council / .  

Next  e a c h  i d e a t i o n a l  u n i t  was c o d e d  a s  a  d e s c r i p t o r ,  a n  

i n t e r p r e t a t i o n  o r  e x p l a n a t i o n ,  a c o n c e r n  o r  i s s u e ,  o r  a  v a l u e  

s t a t e m e n t .  D e s c r i p t o r s  were  d e f i n e d  a s  s t a t e m e n t s  of  percept ions  

about events  o r  peop le .  The f i rs t ,  second ,  and f o u r t h  i d e a t i o n a l  

u n i t s  a b o v e  were c o d e d  a s  d e s c r i p t o r s .  I n t e r p r e t a t i o n s  and 

e x p l a n a t i o n s  o f  e v e n t s  o r  p e o p l e ' s  b e h a v i o u r  o f f e r e d  by t h e  ' 

r e s p o n d e n t s  were coded as such. The t h i r d  i d e a t i o n a l  u n i t  above fits 

t h i s  category. Concerns were defined a s  m a t t e r s  o f  i n t e r e s t  t o  t h e  

r e s p o n d e n t s  and i s s u e s ,  a s  s ta tements  o r  p ropos i t ions  t h a t  al low fo r  

d i f f e r e n t ,  o f t e n  c o n f l i c t i n g ,  po in t s  of  view. Some times r e s p o n d e n t s  

i d e n t i f y  i s s u e s ,  b u t  more f r e q u e n t l y  i s s u e s  can  be  i n f e r r e d  from 

concerns. For example, t h e  f i f t h  i d e a t i o n a l  u n i t  above w a s  coded a s  a 

concern.  It can be  i n f e r r e d  t h a t  whe the r  o r  n o t  t h e r e  s h o u l d  be 



p a r e n t  c o u n c i l s  may be  a n  i s s u e  among t e a c h e r s  i n  t h a t  d i s t r i c t .  

Values were sometimes s t a t e d  e x p l i c i t l y ,  b u t  more o f t e n  had t o  b e  

infer red .  For example, t h e  value underlying the  f i f t h  i d e a t i o n a l  u n i t  

may be responsiveness t o  the  pub l i c  o r  a c c o u n t a b i l i t y .  It would be 

n e c e s s a r y  t o  examine t h e  p a t t e r n  o f  c o n c e r n s  and p o i n t s  o f  view 

expressed by t h i s  respondent before  making any i n f e r e n c e s  a b o u t  t h e  

values or  b e l i e f s  underlying them, 

Next t h e  r e s p o n s e s  were tabula ted  by reference  group. This was 

done by l i s t i n g  a l l  t h e  i d e a t i o n a l  u n i t s  r e l a t e d  t o  a p a r t i c u l a r  

s u b t o p i c .  A s e p a r a t e  s h e e t  f o r  each reference  group -- each of t h e  

four  schools, board members, c e n t r a l  o f f i c e  s t a f f ,  and ESSA commit tee  

-- was p r e p a r e d  a s  n e c e s s a r y ,  w i t h  i n d i v i d u a l  columns f o r  each  

respondents. A check mark was used t o  i n d i c a t e  which s t a t e m e n t s  were 

made by each respondent. Thus i t  is poss ib le  t o  compare the  responses 

wi th in  each re fe rence  group and ac ross  groups. For  example,  s e v e r a l  

d i f f e r e n t  p a r e n t  i n v o l v e m e n t  a c t i v i t i e s  were  i d e n t i f i e d  i n  t h e  

interview data.  The t a b u l a t i o n  s h e e t s  show which o f  t h e  r e s p o n d e n t s  

i n  each school  th ink  which of t h e  a c t i v i t i e s  a r e  appropr ia te  ways f o r  

p a r e n t s  t o  be  i n v o l v e d  i n  t h e  s c h o o l .  From t h i s  i n f o r m a t i o n ,  

q u e s t i o n s  about consistency of  thought wi th in  schools and d i f f e r e n c e s  

among schools  were r a i s e d ,  There  was room on t h e  s h e e t s  t o  r e c o r d  

add i t iona l  d a t a  from t h e  document analyses and t h e  observations.  

Subseauent ana lvs i s .  The i n i t i a l  a n a l y s i s  was c l o s e l y  t i e d  t o  



t h e  d a t a ,  a n d  i n v o l v e d  low l e v e l s  o f  i n f e r e n c e ,  b u t  s u b s e q u e n t  

analyses  were more h i g h l y  i n f e r e n t i a l  ( s e e  Becker ,  1958;  Becker  & 

Geer, 1971) .  For  example, l i s t i n g  t h e  community r e l a t i o n s  a c t i v i t i e s  

of the  school occurred d u r i n g  t h e  i n i t i a l  a n a l y s i s ;  i t  was d e r i v e d  

d i r e c t l y  from the  d a t a  and d id  not  r e q u i r e  any inferences .  Comparing 

the  schools  i n  terms of t h e  v a r i e t y  and frequency of  CR a c t i v i t i e s  and 

making some judgments a b o u t  t h e  s c h o o l s  based on t h i s  was somewhat 

i n f e r e n t i a l .  Analysing t h e  CR a c t i v i t i e s  i n  t e r m s  o f ,  f o r  example,  

who i n i t i a t e s  them, who c o n t r o l s  them, what r o l e  is assigned t o  the  

parents ,  whether o r  not  they concern educat ional  i s s u e s ,  whether  t h e y  

a r e  s p e c i f i c  o r  g e n e r a l  i n  n a t u r e ,  e t c . ,  and making judgments about 

the  schools  on the  b a s i s  of t h e s e  analyses  was much more i n f e r e n t i a l .  

A c l e a r  d i s t i n c t i o n  is made i n  t h e  r e p o r t  between analyses  involving 

low l e v e l s  of in fe rence  and those  involving high l eve l s .  

Document Analvsis 

For  e v e r y  document examined,  information about t h e  author ,  t h e  ' 

intended audience, t h e  message,  t h e  t y p e  o f  document, t h e  d a t e  and 

o t h e r  c o n t e x t u a l  f a c t o r s  was recorded. I n  add i t ion ,  more i n f e r e n t i a l  

information such as t h e  a u t h o r ' s  purpose, the  tone, assumptions a b o u t  

t h e  rece iver ,  e t c .  was a l s o  recorded. 

Data from d o c u m e n t s  w e r e  u s e d  p r i m a r i l y  t o :  ( a )  p r e p a r e  

chronologies of t h e  implementation of  t h e  two p o l i c i e s  ( s e e  Tables C-1 

t o  C-6 i n  Appendix C) ; ( b )  i d e n t i f y  ma jo r  i s s u e s  and c o n c e r n s  ( s e e  



Tables 4-3 & 4-41; and ( c )  draw inferences  about a t t i t u d e s  and value. 

The chronologies were r e f e r r e d  t o  d u r i n g  i n t e r v i e w s ,  ma in ly  t o  

ob ta in  information about an event  -- circumstances surrounding i t ,  why 

i t  occurred, consequences, and s o  on -- i f  s u c h  i n f o r m a t i o n  had n o t  

been v o l u n t e e r e d  by t h e  r e s p o n d e n t .  Also ,  t h e  c h r o n o l o g i e s  were 

use fu l  i n  preparing the  n a r r a t i v e  d e s c r i p t i o n s  o f  t h e  imp1 ement a t i o n  

of  the  two po l i c i e s .  

I d e n t i f y i n g  major i s s u e s  and concerns from the  documents allowed 

compar ison w i t h  t h o s e  i d e n t i f i e d  by t h e  r e s p o n d e n t s  d u r i n g  t h e  

i n t e r v i e w s .  T h i s  i n f o r m a t i o n  i s  a l s o  u s e f u l  i n  p r e p a r i n g  t h e  

n a r r a t i v e  descr ip t ions .  

I n f e r e n c e s  abou t  v a l u e s  and a t t i t u d e s  drawn from documents were 

used t o  v a l i d a t e  those expressed by the  respondents  o r  i n f e r r e d  from 

in terview data.  

Observations 

O b s e r v a t i o n  d a t a  were  used  e s s e n t i a l l y  t o  v a l i d a t e  in terv iew ' 

da ta ,  and thus  were s o r t e d  i n t o  similar ca tegor ies .  For example, one  

category of interview d a t a  was ways i n  which the  school is open t o  the  

pub l i c  -- t h e r e  was a similar category of observation data.  

Trustworthiness of  F i n d i m s  

Defining the  I s sues  

It is incumbent upon resea rchers  t o  persuade t h e i r  audiences t h a t  



t h e  da ta  obtained and the  in fe rences  drawn a r e  au then t i c ,  trustworthy. 

It is  on these  grounds -- t he  f a i l u r e  t o  meet the  t r a d i t i o n a l  t e s t s  o f  

r i g o r  ( namely,  i n t e r n a l  and e x t e r n a l  v a l i d i t y ,  r e l i a b i l i t y ,  and 

o b j e c t i v i t y )  -- t h a t  n a t u r a l i s t i c  i n q u i r y  i s  m o s t  f r e q u e n t l y  

c r i t i c i z e d .  Kenny and Gro te lueschen  ( 1980) argue t h a t  n a t u r a l i s t i c  

inqu i ry  should be j u s t i f i e d  on p r a g m a t i c  g r o u n d s ,  t h a t  i s ,  on t h e  

s u p e r i o r i t y  of  t h i s  paradigm over t r a d i t i o n a l  educational  research  t o  

make sense of f i n d i n g s  i n  terms of t h e  c o n t e x t ,  t o  be r e s p o n s i v e  t o  

t h e  complex env i ronment ,  and t o  convey a n  h o l i s t i c  and dynamically 

r i c h  amount of the  phenomenon under s t u d y .  They f u r t h e r  a r g u e  t h a t  

advocating 

t h i s  p r a g m a t i c  f o u n d a t i o n  would allow f o r  a  complete 
r e i n t e r p r e t a t i o n  of such b a s i c  c o n c e p t s  a s  v a l i d i t y ,  
r e l i a b i l i t y ,  g e n e r a l i z a b i l i t y ,  and s o  on. Rather than 
a t t e m p t  t o  meet  t h e s e  c h a l l e n g e s ,  o r  t h e  i m p l i c i t  
a s s u m p t i o n s  o f  a  c o r r e s p o n d e n c e  t h e o r y  u n d e r l y i n g  
t r a d i t i o n a l  e d u c a t i o n a l  r e s e a r c h ,  t h e y  c o u l d  b e  
c o n c e p t u a l l y  r e b u i l t  on t h e  c r i t e r i o n  of workabi l i ty ,  
i n  the  t r u e  Kuhnian meaning of paradigm building.  (pp. 
38 & 39) 

Guba and L i n c o l n  (1.981,  pp .  103-1  27)  have a t t e m p t e d  t h i s  

r e i n t e r p r e t a t i o n .  They sugges t  t h a t  f o u r  b a s i c  c o n c e r n s  r e l a t e d  t o  

t h e  t rus twor th iness  of  f i n d i n g s  have evolved, namely: 

1. Truth Value: How can one e s t a b l i s h  confidence i n  t h e  " t r u t h n  

of  t h e  f ind ings  o f  a p a r t i c u l a r  inqui ry  f o r  the  sub jec t s  with which -- 
and the  context  w i t h i n  which -- t h e  i n q u i r y  was c a r r i e d  out? 

2. A p p l i c a b i l i t y :  How can one determine the  degree t o  which the  



f i n d i n g s  o f  a  p a r t i c u l a r  i n q u i r y  may have  a p p l i c a b i l i t y  i n  o t h e r  

contexts  o r  wi th  o the r  s u b j e c t s ?  

3 .  Cons i s t ency :  How can  one determine whether the  f ind ings  of 

a n  i n q u i r y  would be c o n s i s t e n t l y  r e p e a t e d  i f  t h e  i n q u i r y  w e r e  

r e p l i c a t e d  w i t h  t h e  same ( o r  s i m i l a r )  s u b j e c t s  i n  t h e  same ( o r  a  

s i m i l a r )  context?  

4 .  N e u t r a l i t y :  How can  one e s t a b l i s h  t h e  degree t o  which the  

f i n d i n g s  o f  a n  i n q u i r y  a r e  a  f u n c t i o n  s o l e l y  o f  s u b j e c t s  a n d  

c o n d i t i o n s  o f  t h e  i n q u i r y  and n o t  of t h e  b i a s e s ,  m o t i v a t i o n s ,  

i n t e r e s t s ,  perspect ives ,  and s o  on of the  i n q u i r e r ?  

I n  t h e  s c i e n t i f i c  paradigm,  t h e s e  i s s u e s  have  been l a b e l l e d  

i n t e r n a l  v a l i d i t y ,  ex te rna l  v a l i d i t y  o r  g e n e r a l i z a b i l i t y ,  r e l i a b i l i t y ,  

and o b j e c t i v i t y ,  and a p p r o p r i a t e  p rocedures  have been developed t o  

reduce t h r e a t s  t o  them. Guba and Lincoln sugges t  t h a t  t h e  a n a l o g o u s  

t e r m s  i n  t h e  n a t u r a l i s t i c  paradigm a r e  c r e d i b i l i t y ,  f i t t i n g n e s s ,  

a u d i t a b i l i t y ,  and cornf i rmabi l i ty  ( s e e  Tab le  3-8). Although n o t  a s  

w e l l  cod i f i ed  a s  those i n  the  s c i e n t i f i c  paradigm, procedures do e x i s t  ' 

f o r  inc reas ing  the  t rus twor th iness  o f  n a t u r a l i s t i c  f i n d i n g s .  These 

a r e  l i s t e d  i n  Table 3-9 and described i n  t h e  fol lowing sec t ions .  

Truth Value - C r e d i b i l i t v  

Because n a t u r a l i s t i c  inqu i ry  i s  conducted i n  a  r e a l - l i f e  context ,  

techniques must be u t i l i z e d  which w i l l  f a c i l i t a t e  t h e  d i f f i c u l t  t a s k  

o f  i n t e r p r e t a t i o n  w h i l e  p r e s e r v i n g  i t s  h o l i s t i c  n a t u r e .  



Table 3-8 

Four Aspects  of  t h e  Trus twor th iness  o f  F ind ings  

C o r r e s ~ o n d i n a  Terms from t h e  
Aspect S c i e n t i f i c  Paradigm N a t u r a l i s t i c  Paradigm 

t r u t h  va lue  i n t e r n a l  v a l i d i t y  c r e d i b i l i t y  

a p p l i c a b i l i t y  g e n e r a l i z a b i l i t y  f i t t i n g n e s s  

cons is tency  r e l i a b i l i t y  a u d i t a b i l i  t y  

n e u t r a l i t y  , o b j e c t i v i t y  c o n f i r m a b i l i  t y  

Source: Guba and Lincoln ,  1981, p.104. 



Table 3-9 

N a t u r a l i s t i c  Treatment of  Trus twor th iness  I s s u e s  

Trus twor th iness  I s s u e s  
C r e d i b i l i t y  F i t t i n g n e s s  A u d i t a b i l i t y  Conf i rmab i l i t y  

S t r a t e g i e s  I- I- I- I I 

I I I I 

prolonged engagement 

peer  d e b r i e f i n g  

t r i a n g u l a t i o n  

member checks, 

r e f e r e n t i a l  m a t e r i a l s  

s t r u c t u r a l  co r robora t ion  . * 
t h i c k  d e s c r i p t i o n s  

purposive sampling 

dependab i l i t y  a u d i t  

r e f l e x i v i t y  

conf i r m a b i l i  t y  a u d i t  

c r e d i b i l i t y  t e s t s  



S i m p l i f i c a t i o n  of  t h e  context  w i l l  necessa r i ly  occur, but  not  t o  t h e  

ex ten t  t h a t  the  f ind ings  a r e  no longer  meaningful o r  c r e d i b l e  t o  t h e  

p a r t i c i p a n t s  and t o  o t h e r s  f a m i l i a r  with similar contexts .  That, i n  

f a c t ,  i s  t h e  c r i t i c a l  t e s t  o f  c r e d i b i l i t y .  I n  t h i s  s t u d y  s i x  

s t r a t e g i e s  were u t i l i z e d  t o  reduce t h r e a t s  t o  c r e d i b i l i t y .  

P r o l o n a e d  e n a a ~ e m e n t . '  (Guba & L i n c o l n ,  1981;  S m i t h ,  1 9 7 8 ;  

S p r a d l e y ,  1979) .  P ro longed  engagement i n  t h e  f i e l d  i s  advised i n  

order  t o  overcome d i s t o r t i o n s  produced by the  r e s e a r c h e r ' s  p r e s e n c e ,  

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

hypotheses. The major d a t a  c o l l e c t i n g  p o r t i o n  o f  t h i s  i n q u i r y  was 

c a r r i e d  o u t  d u r i n g  t h e  s i x  month p e r i o d  from school recommencement 

a f t e r  the  Christmas ho l idays  t o  t h e  end o f  t h e  s c h o o l  y e a r  i n  J u n e  

( s e e  Table 3-2). Data were c o l l e c t e d  on near ly  every work day of t h i s  

period,  wi th  the  number o f  hours per  day s p e n t  i n  t h e  f i e l d  v a r y i n g  

from two o r  th ree  t o  over ten ,  but  t y p i c a l l y  ranging from four  tb s i x  

hours . 

B e e r  debrief in^ (Guba  & L i n c o l n ,  1981  ; M i l e s ,  1 9 7 9 ) .  

Discussion of  t h e  f i n d i n g s  wi th  o t h e r s  who a r e  f a m i l i a r  w i t h  s i m i l a r  

c o n t e x t s  and with the  t h e o r e t i c a l  i s s u e s  is f requent ly  recommended a s  

a  means o f  t e s t i n g  i n s i g h t s ,  chal lenging i n t e r p r e t a t i o n s ,  i d e n t i f y i n g  

new d i r e c t i o n s  f o r  inqui ry ,  and determining whether o r  not  t h e r e  is a 

need f o r  f u r t h e r  c o n f i r m i n g / n e g a t i n g  ev idence .  I n  t h i s  s t u d y  t h e  



d i s s e r t a t i o n  committee served a s  t h e  debr ie f ing  panel. 

Triangulat ion.  (Denzin, 1978b; Guba & Lincoln, 1981; J i c k ,  

1 9 7 9 ;  S i e b e r ,  1 9 7 3 ;  S m i t h ,  1 9 7 8 ;  T r e n d ,  1 9 7 9 ;  Y i n ,  1 9 8 1 ) .  

Tr iangula t ion  i n v o l v e s  c o l l e c t i n g  d a t a  from d i f f e r e n t  s o u r c e s ,  i n  

d i f f e r e n t  s i t u a t i o n s ,  and u s i n g  d i f f e r e n t  t e c h n i q u e s  i n - o r d e r  t o  

o b t a i n  c o r r o b o r a t i o n  f o r  a l l  t h e  f i n d i n g s .  The g r e a t e r  t h e  

convergence  among t h e  d a t a  c o l l e c t e d ,  t h e  more p l a u s i b l e  a r e  the  

f indings .  If the  da ta  d iverge ,  but  t h i s  d ivergence  can be accoun ted  

f o r ,  t h e n  i t  i s  p o s s i b l e  t h a t  some i n t e r e s t i n g  a s p e c t  of  t h e  

phenomenon has been uncovered. The t r i a n g u l a t i o n  techniques employed 

i n  t h i s  s tudy were discussed i n  previous s e c t i o n s  of t h i s  chapter.  To 

r e c a p i t u l a t e ,  they involve d i f f e r e n t  d a t a  sources  (e .g. ,  School  Board 

members, C e n t r a l  O f f  i c e  s t a f f ,  p r i n c i p a l s ,  and t eachers ) ,  d i f f e r e n t  

da ta  c o l l e c t i n g  methods ( e .  g.  , i n t e r v i e w s ,  o b s e r v a t i o n s ,  document 

a n a l y s i s ) ,  and d i f f e r e n t  d a t a  c o l l e c t i n g  s i t u a t i o n s  ( e . g . ,  'Board 

meetings, Parent  Advisory Council meetings, s t a f f  rooms, o f f  i c e s ,  and ' 

t h e  l i k e ) .  

Member checks ,  (Guba & L i n c o l n ,  1981;  Miles,  1979; Spradley, 

1979). Obviously i t  i s  i m p o r t a n t  t o  t e s t  d a t a  and i n t e r p r e t a t i o n s  

w i t h  t h e  p a r t i c i p a n t s  i n  o r d e r  t o  i d e n t i f y  f a c t u a l  e r r o r s  and a l s o  

genuinely a l t e r n a t i v e  i n t e r p r e t a t i o n s .  Member checks were done during 

t h e  f o r m a l  i n t e r v i e w s  by s e e k i n g  c l a r i f i c a t i o n  and e l a b o r a t i o n  



whenever necessary and by summarizing t o  t h e  respondent 's  s a t i s f a c t i o n  

a t  the  end of each t o p i c .  It was done i n f o r m a l l y  a s  w e l l ,  d u r i n g  

casual  conversation. 

Refe ren t i a l  adequacv mate r i a l s .  (Guba & Lincoln, 1981; Spradley, 

1979). It must be p o s s i b l e  t o  back up a s s e r t i o n s  w i t h  r e f e r e n t i a l  

m a t e r i a l s .  I n  t h i s  s t u d y  t h e y  i n c l u d e :  f i e l d  n o t e s  made d u r i n g  

in terviews and observat ions ;  a u d i o t a p e s  o f  t h e  i n t e r v i e w s ;  mee t ing  

a g e n d a s  a n d  m i n u t e s ;  r e p o r t s ;  p o l i c y  s t a t e m e n t s ;  memos; board  

pub l i ca t ions ;  school b u l l e t i n s  and n e w s l e t t e r s ;  and n o t e s  of o t h e r  

w r i t t e n  documents. Support f o r  a s s e r t i o n s  i s  provided by quotes from 

in terviews,  anecdotes from observat ion  d a t a ,  exce rp t s  from documents,  

and t abu la t ions  of the  frequency and d i s t r i b u t i o n  of t h e  phenomenon. 

S t r u c t u r a l  corroborat ion.  (Campbell, 1  979; Guba & Lincoln, 1981 ; 

S m i t h ,  1 978;  Trend,  1979;  Yin,  1981 ) . S t r u c t u r a l  c o r r o b o r a t i o n  

involves  ensuring t h a t  t h e r e  i s  no i n t e r n a l  c o n f l i c t  among t h e  d a t a  ' 

and  i n t e r p r e t a t i o n s ,  a n d  t h e n  l i n k i n g  t h e  f i n d i n g s  t o  b u i l d  a  

c o h e s i v e  e x p l a n a t i o n .  I n  t h i s  s t u d y  t h e  u s e  o f  t r i a n g u l a t i o n  

t e c h n i q u e s  a n d  t h e  d e s i g n  o f  t h e  d a t a  summary s h e e t s  h e l p e d  t o  

accomplish the  first aspec t  of s t r u c t u r a l  corrobora t ion;  and a d o p t i n g  

a c a s e  s t u d y  approach helped t o  accomplish the  second, f o r  proponents 

o f  t h e  c a s e  s t u d y  ( C a m p b e l l ,  1 9 7 9 ;  E c k s t e i n ,  1 9 7 5 ;  K e n n y  & 

G r o t e l u e s c h e n ,  1980;  Simeon, 1976; Yin, 1980) argue  t h a t  its u t i l i t y  



l ies  i n  i ts a b i l i t y  t o  exp la in  a  phenomenon i n  a  n a t u r a l  context .  The 

process of  bu i ld ing  explanat ions  has been l ikened t o  p a t t e r n  matching, 

and a c c o r d i n g  t o  Campbell i t  provides a  major source of  d i s c i p l i n e  o r  

c o n t r o l s  t o  the  case  study research  design: 

I n  a  c a s e  s t u d y  done by an a l e r t  s o c i a l  s c i e n t i s t  who 
has  thorough l o c a l  acquaintance, the  theory he  u s e s  t o  
exp la in  t h e  f o c a l  d i f f e rence  a l s o  genera tes  p r e d i c t i o n s  
o r  e x p e c t a t i o n s  on dozens  o f  o t h e r  a s p e c t s  o f  t h e  
c u l t u r e ,  and he does not  r e t a i n  the  theory u n l e s s  most 
of  these  a r e  a l s o  conf i rmed.  I n  some s e n s e ,  h e  h a s  
t e s t e d  t h e  t h e o r y  wi th  degrees of freedom coming from 
t h e  m u l t i p l e  i m p l i c a t i o n s  o f  any o n e  t h e o r y .  The 
p r o c e s s  i s  a  k i n d  o f  pa t tern-matching i n  which t h e r e  
a r e  many a s p e c t s  of the  p a t t e r n  demanded by theory t h a t  
a r e  a v a i l a b l e  f o r  matching with h i s  observat ions  on t h e  
l o c a l  s e t t i n g .  (Campbell, 1979, p. 57) 

A ~ ~ l i c a b i l i t v  - F i t t i n g n e s s  

Because of  t h e  n a t u r a l i s t i c  assumptions about the  na ture  of  t r u t h  

s ta tements ,  wi th  t h e i r  emphasis on the  in f luence  o f  t h e  c o n t e x t  on a 

phenomenon, t h e r e  i s  c o n c e r n  about the  comparabil i ty,  o r  r a t h e r  the  

non-comparability, of  f i n d i n g s  from d i f f e r e n t  s i t e s .  R e s e a r c h e r s  i n  

t h e  n a t u r a l i s t i c  paradigm do not  seek enduring, context - f ree  genera l i -  

z a t i o n s .  Commenting on t h e  s h o r t  h a l f - l i f e  o f  many e m p i r i c a l  

P r o p o s i t i o n s ,  e s p e c i a l l y  t h o s e  i n v o l v i n g  s o c i a l  systems, Cronbach 

(1975) sa id :  

I t  i s  a s  i f  we needed a  g r o s s  of  dry c e l l s  t o  power an 
engine and c o u l d  o n l y  make one  a  month. The e n e r g y  
would l e a k  o u t  o f  t h e  f i rst  c e l l s  before  w e  had hal f  



t h e  b a t t e r y  comple ted .  So i t  i s  with the  potency of 
our  g e n e r a l i z a t i o n s .  (p. 122) 

I n s t e a d ,  t h e  emphasis is on the  t r a n s f e r a b i l i t y  o r  a p p l i c a b i l i t y  

of f i n d i n g s  from one s i t e  t o  another ,  depending on the  degree of " f i tn  

o r  s i m i l a r i t y  be tween t h e  two contexts .  To ensure context-relevancy 

of the  f i n d i n g s  and t o  i n c r e a s e  t h e  p o s s i b i l i t y  o f  making informed 

judgments c o n c e r n i n g  t r a n s f e r a b i l i t y  of  f indings ,  t h e  c o l l e c t i o n  of 

" th ickw d e s c r i p t i v e  d a t a  was used i n  t h i s  study. 

"Thickn d e s c r i ~ t i v e  data .  (Geertz,  1973; Guba & Lincoln, 1981 ; 

Mintzberg, 1979a). Thick d e s c r i p t i o n  r e f e r s  not  o n l y  t o  d e s c r i p t i o n  

o f  e v e n t s ,  c i r c u m s t a n c e s ,  s e t t i n g ,  and c h a r a c t e r i s t i c s  of  t h e  people 

involved, but  a l s o  i n t e r p r e t a t i o n  of these  demographic and d e s c r i p t i v e  

d a t a  i n  terms of t h e  norms, a t t i t u d e s ,  values,  and t h e  l i k e  prevalent  

i n  the  context .  The purpose of  c o l l e c t i n g  t h i c k  d e s c r i p t i o n s  i s  t o  

p e r m i t  o t h e r s  t o  judge  t h e  degree of s i m i l a r i t y  between t h e  research  

s i te  and o t h e r  s i t e s ,  and thus  the  e x t e n t  t o  which t h e  f i n d i n g s  a r e  

t r a n s f e r a b l e .  The d e b r i e f i n g  sess ions  by the  d i s s e r t a t i o n  committee 

e n s u r e d  t h e  adequacy  o f  t h e  d a t a  and t h e i r  p r e s e n t a t i o n  i n  t h i s  

respect .  

Consistencv - A u d i t a b i l i t v  

Because  n a t u r a l i s t i c  research  genera l ly  involves  emergent r a t h e r  

than p reord ina te  d a t a  c o l l e c t i n g  and analysing techniques and because  



i t  re l i e s  s o  h e a v i l y  on t h e  i n q u i r e r  a s  t h e  major d a t a  c o l l e c t i n g  

instrument,  t h e  i s s u e  of t h e  r e p l i c a b i l i t y  o f  t h e  f i n d i n g s  a r i s e s .  

C o n s i s t e n c y  is n o t  d e f i n e d  s o l e l y  i n  t e rms  o f  t h e  i n v a r i a n c e  o f  

f indings.  Some va r i ance  i s  e x p e c t e d  -- f o r  example,  p a r t i c i p a n t s t  

perspect ives  on t h e  i s s u e s  may change, the re  may be some environmental 

changes o r  the  i n q u i r e r  may develop b e t t e r  i n s i g h t s  -- bu t  t h e  s o u r c e  

o f  t h i s  v a r i a n c e  must  be  i d e n t i f i e d  and accounted f o r .  It must be 

a t t r i b u t a b l e  not  t o  poor r e sea rch  s t r a t e g i e s ,  but  t o  the  c o n t e x t .  I n  

o the r  words, t h e  n a t u r a l i s t i c  i n q u i r e r  de f ines  consistency i n  terms of  

both invar i ance  and t r a c k a b l e  v a r i a n c e .  Two major  t e c h n i q u e s  f o r  

ensuring dependabi l i ty  of f ind ings  were u t i l i z e d  i n  t h i s  study. 

Triangulat ion.  This s t r a t e g y  was d i s c u s s e d  p r e v i o u s l y ,  i n  t h e  

c r e d i b i l i t y  s e c t i o n .  Convergence of  d a t a  he lped  t o  e s t a b l i s h  the  

invariance of t h e  f ind ings ;  divergence suggested p o s s i b l e  s o u r c e s  o f  

invariance.  

D e ~ e n d a b i l i t v  aud i t .  ( Guba & Lincoln, 1981 ; Spradley, 1979). A 

dependabil i ty a u d i t  involves:  ( a )  c o l l e c t i n g  evidence t o  show how t h e  

d a t a  were c o l l e c t e d  and analysed, how i n t e r p r e t a t i o n s  were made, and 

the  l i k e ,  ( b )  p r e s e n t i n g  t h e  e v i d e n c e ;  and ( c )  i n v i t i n g  o t h e r s  t o  

examine t h e  e v i d e n c e  i n  terms of genera l ly  accepted p rac t i ce .  Again 

the  d i s s e r t a t i o n  commit tee  s e r v e d  a s  t h e  e x t e r n a l  a u d i t o r s  of t h e  

study. 



Neut ra l i tv  - Confi rmabi l i tv  

Because i n  n a t u r a l i s t i c  r e sea rch  the  i n q u i r e r  i s  t h e  major d a t a  

c o l l e c t i n g  instrument and t h e r e  i s  i n t e r a c t i o n  between t h e  i n q u i r e r  

and t h e  respondents ,  t h e r e  i s  t h e  danger of b ias .  It is necessary t o  

e s t a b l i s h  t h e  e x t e n t  t o  which t h e  f i n d i n g s  a r e  a  f u n c t i o n  o f  t h e  

r e s p o n d e n t s  and o f  t h e  cond i t ions  of the  inquiry  and t o  i d e n t i f y  and 

account f o r  t h e  in f luence  of t h e  i n v e s t i g a t o r .  

Murphy (1980) sugges t s  t h a t  t h e r e  a r e  th ree  main sources of  b i a s  

and e r r o r :  

1. t h o s e  o r i g i n a t i n g  wi th  the  researcher  -- these most commonly 

include: ( a )  t h e  use  of inappropr ia t e  methods o r  e x c l u s i v e  r e l i a n c e  

on one method; ( b )  h i s  d r  h e r  p r e d i s p o s i t i o n s ,  f e e l i n g s ,  b e l i e f s ,  

values,  expecta t ions ,  and t h e  l i k e ;  and ( c )  i g n o r a n c e  of t h e  norms, 

c u s t o m s ,  and t r a d i t i o n s  o f  t h e  sys tem b e i n g  i n v e s t i g a t e d .  F i v e  

safeguards a g a i n s t  t h e s e  sources  of  b i a s  and e r r o r  were used  i n  t h i s  

s tudy . 

T r i a n n u l a t i o n .  This  s t r a t e g y  and i t s  use i n  the  study have been 

described previously. I n  p a r t i c u l a r ,  it provides s a f e g u a r d s  a g a i n s t  

t h e  b i a s  and e r r o r  o r i g i n a t i n g  i n  any one da ta  c o l l e c t i n g  method by 

looking f o r  convergence of  f i n d i n g s  produced by d i f f e r e n t  methods. 

P e e r  d e b r i e f i n g .  T h i s  s t r a t e g y  and i t s  use  i n  t h e  study have 

been described previously.  It assumes t h a t  i t  is  e a s i e r  f o r  o t h e r s  t o  



d e t e c t  b i a s  on t h e  p a r t  of t h e  r e sea rcher ,  b i a s  of which he o r  she may 

be unaware. 

Member checks. This s t r a t e g y  and i ts  use i n  the  study have been 

d e c r i b e d  p r e v i o u s l y .  F r e q u e n t  c h e c k i n g  w i t h  t h e  p a r t i c i p a n t s  t o  

e n s u r e  t h a t  t h e i r  a c c o u n t s  have  been a c c u r a t e l y  recorded minimizes 

d i s t o r t i o n  due t o  researcher  b ias .  

P r a c t i c e  of r e f l e x i v i t v .  (Guba & Lincoln, 1981; Murphy, 1980; 

S p r a d l e y ,  1 9 7 9 ) .  The p r a c t i c e  o f  r e f l e x i v i t y  i n v o l v e s  s e l f -  

examina t ion  and self-awareness on t h e  p a r t  of the  researcher  i n  order  

t o  r evea l  h i s  o r  he r  b i a s e s  and the  e f f e c t  these  may have on t h e  d a t a  

c o l l e c t i o n  and a n a l y s i s .  I n  t h i s  s tudy reviewing t h e  audiotapes t o  

eva lua te  interviewing techniques proved t o  be a  wor thwhi le  e x e r c i s e .  

For  example, i t  was found i n  t h e  first couple of in terv iews t h a t  the  

in t roduc t ion  s e c t i o n  was too  s h o r t ,  s o  t h a t  the  r e s p o n d e n t s  were  n o t  

s u f f i c i e n t l y  prepared t o  provide appropr ia t e  and re levan t  information. 

Also, the  pause a f t e r  each response was cu t  s h o r t ,  c r e a t i n g  a  r a t h e r  

r u s h e d  a tmosphere  and p e r h a p s  i n t e r r u p t i n g  t h e  respondent 's flow of 

thought. Another problem was the  repeat ing  o r  rephrasing of  ques t ions  

if t h e  r e s p o n d e n t  d i d  no t  r ep ly  quickly,  again possibly i n t e r r u p t i n g  

h i s  o r  her  t r a i n  of thought and even suggest ing t h e i r  r e p l i e s  had n o t  

b e e n  a d e q u a t e .  R e v i e w i n g  t h e  t a p e s  t o  a s s e s s  t h e  pace  of  t h e  

in terview,  the  amount of  i n q u i r e r  t a l k / i n t e r r u p t i o n s ,  t h e  r e l e v a n c e  



and c l a r i t y  o f  t h e  q u e s t i o n s ,  and t h e  l i k e  h e l p e d  t o  improve t h e  

i n t e r v i e w i n g  t e c h n i q u e s  and t o  r e d u c e  b i a s  due t o  t h e  i n t e r v i e w  

s i t u a t i o n  and the  interviewer-respondent i n t e r a c t i o n .  

Confirmabil i tv aud i t s .  (Guba & Lincoln, 1981 ) . The p u r p o s e  of 

t h e  c o n f i r m a b i l i t y  a u d i t  i s  t o  have an e x t e r n a l  examiner c e r t i f y  t h a t  

i n t e r p r e t a t i o n s  a r e  supported by e x i s t i n g  d a t a  and t h a t  they were made 

i n  ways c o n s i s t e n t  w i t h  t h e  d a t a .  Again the  d i s s e r t a t i o n  committee 

served a s  the  ex te rna l  aud i to r s .  

2 .  t h o s e  o r i g i n a t i n g  w i t h  t h e  r e s p o n d e n t  -- The u t i l i t y  o f  

i n t e r v i e w  d a t a  depends  on t h e  a b i l i t y  of t h e  r e s p o n d e n t  t o  g i v e  

a c c u r a t e  and  c o m p l e t e  i n f o r m a t i o n  a b o u t  e v e n t s  and p r o c e s s e s .  

T r i a n g u l a t i o n  i s  one  s a f e g u a r d  a g a i n s t  t h e s e  s o u r c e s  o f  b i a s  and 

e r r o r .  I n  a d d i t i o n ,  b o t h  t h e  b e h a v i o u r  o f  t h e  respondent  and t h e  

account i t s e l f  were examined. 

Notes  were made d u r i n g  t h e  in terview,  and completed afterwards,  

on the  nonverbal behaviour of t h e  respondent such a s  g e s t u r e s ,  f a c i a l  

e x p r e s s i o n s ,  h e s i t a n c i e s ,  changes  i n  t o n e  o f  v o i c e ,  and t h e  l i k e .  

These n o t e s  were used t o  draw i n f e r e n c e s  a b o u t  t h e  r e s p o n d e n t ' s  

a t t i t u d e  t o  t h e  in terviewer  and t h e  in terview s i t u a t i o n  and t h e  e f f e c t  

t h i s  might have on the  da ta  c o l l e c t e d .  For  example,  one  r e s p o n d e n t  

b o r r o w e d  a l l  t h r e e  o f  t h e  i n t e r v i e w e r ' s  p e n c i l s  e a r l y  i n  t h e  

interview, and managed t o  depos i t  them i n  o the r  p a r t s  o f  t h e  room o r  



89. 

b r e a k  t h e  l e a d .  I concluded t h a t  the  respondent was not  comfortable 

i n  t h e  i n t e r v i e w  s i t u a t i o n ,  and s o  made no a t t e m p t  t o  t a p e  t h e  

in terview o r  record notes  ( t h e  notes  were done from memory immediately 

af terwards) .  Ins tead ,  a l l  recording m a t e r i a l s  were s e t  a s i d e  and t h e  

r e s p o n d e n t  was encouraged t o  t a l k  a b o u t  h i s  r o l e  i n  genera l  terms. 

The in te rv iew was not d i r e c t e d  towards the  p o l i c i e s  under s t u d y  u n t i l  

t h e  r e s p o n d e n t  appeared  more r e l a x e d .  On t h e  o t h e r  hand, another 

respondent s a t  half-turned away from the  in te rv iewer ,  head lowered and 

e y e s  f o c u s e d  on h i s  hands.  He maintained t h i s  p o s i t i o n  f o r  over an 

hour and spoke w i t h  a l m o s t  no p r o b i n g  (we had d i s c u s s e d  t h e  s t u d y  

s e v e r a l  times previously,  s o  he was f a m i l i a r  with its purpose). This 

behaviour was i n t e r p r e t e d  'as evidence of thought and concentrat ion.  

Examinat ion  of t h e  account involved asking a s e r i e s  of ques t ions  

about i t  before  making a g l o b a l  a s s e s s m e n t  o f  i t s  p l a u s i b i l i t y  and 

c r e d i b i l i t y .  These i n c l u d e d  : i s  the  account i n t e r n a l l y  cons i s t en t?  

is it c o n s i s t e n t  with o t h e r  accounts? is i t  a f i r s t h a n d  account o r  is 

i t  based on hearsay? does t h e  l e v e l  of c e r t a i n t y  vary? how d e t a i l e d  ' 

is i t ?  and the  l i k e .  

3 .  t h o s e  o r i g i n a t i n g  w i t h  t h e  s i t u a t i o n  -- Included here  are 

n r e a c t i v i t y n  due t o  the  personal  c h a r a c t e r i s t i c s  a n d / o r  r o l e  of t h e  

i n v e s t i g a t o r  and nomission" due t o  the  imposs ib i l i ty  of interviewing 

everyone ,  o b s e r v i n g  e v e r y w h e r e ,  a n d  r e a d i n g  e v e r y t h i n g .  Two 

s t r a t e g i e s  were  employed i n  t h i s  study t o  provide safeguards aga ins t  



these  sources of  b i a s  and e r r o r .  

P r o l o n a e d  ennanement h e l p s  t o  n e u t r a l i z e  r e a c t i v i t y ,  a s  was 

discussed previously.  

P u r ~ o s i v e  s a m ~ l i n n  h e l p s  t o  p r e v e n t  i m p o r t a n t  o m i s s i o n s .  A 

d e s c r i p t i o n  of how the  p o l i c i e s ,  the  s i t e s ,  and t h e  r e s p o n d e n t s  were  

s e l e c t e d  was provided e a r l i e r  i n  t h e  chapter .  

Concludina Comment 

Because the  use of the  n a t u r a l i s t i c  paradigm, with t h e  consequent 

heavy r e l i a n c e  on q u a l i t a t i v e  d a t a ,  i s  s t i l l  r e l a t i v e l y  new i n  

e d u c a t i o n a l  r e s e a r c h ,  t h i s  c h a p t e r  d e s c r i b i n g  t h e  methodology is 

somewhat lengthy.  An a t tempt  has been made t o  e x p l a i n  a s  t h o r o u g h l y  

and a s  c l e a r l y  a s  p o s s i b l e  how t h e  d a t a  c o l l e c t i o n  and a n a l y s i s  were 

c a r r i e d  out  and what s t e p s  were taken t o  ensure the  t rus twor th iness  of 

t h e  f indings .  



CHAPTER IV 

IMPLEMENTATION AT THE DISTRICT LEVEL: 

INFLUENCING THE SCHOOLS DIRECTLY AND INDIRECTLY 

One important ,  and somewhat unexpected ,  f i n d i n g  t o  emerge from 

t h i s  s t u d y  i s  t h e  s c h o o l - b a s e d ,  s c h o o l - s p e c i f i c  n a t u r e  o f  p o l i c y  

implementation. This  does not  mean, however, t h a t  t h e  S c h o o l  Board 

and the  s e n i o r  a d m i n i s t r a t o r s  do not  play a  r o l e  i n  the  process. This 

chapter  con ta ins  a  d e s c r i p t i o n  of those a c t i v i t i e s  c a r r i e d  o u t  a t  t h e  

d i s t r i c t  l e v e l ,  f o r  t h e  most p a r t  by c e n t r a l  o f f i c e  s t a f f ,  t h a t  are 

r e l a t e d  t o  t h e  i m p l e m e n t a t i o n  o f  t h e  community r e l a t i o n s  and t h e  

elementary school  self-assessment p o l i c i e s ,  and d i scusses  how they may 

inf luence  t h e  schoo l ' s  implementation a c t i v i t i e s .  B e f o r e  examining 

implementation at  t h e  d i s t r i c t  l e v e l ,  however, a b r i e f  in t roduc t ion  t o  

the  school d i s t r i c t  and t h e  community i t  se rves  i s  i n  order .  

The School D i s t r i c t  

The Communitv 

According t o  one  o f  t h e  i n f o r m a t i o n a l  b r o c h u r e s  published by 

L y t t e f i e l d  School D i s t r i c t ,  " the  municipal i ty of  L y t t e f i e l d  i s  i n  t h e  

c e n t r e  of  t h e  most  h e a v i l y  p o p u l a t e d  a r e a  i n  Western Canadan. Its 

near ly  40 square  m i l e s  a r e  bounded by c i t i e s  on two s i d e s  and b o d i e s  

o f  w a t e r  on  t h e  o t h e r  two, and i s  inhabi ted  by over 125,000 people, 



abou t  25% o f  whom speak English as a  second language. The community 

is comprised of s e v e r a l  d i s t i n c t  ne ighbourhoods  which d i f f e r  i n  a g e  

and a  number of socioeconomic s t a t u s  v a r i a b l e s  ( a s  w i l l  be i l l u s t r a t e d  

i n  the  next chapter ,  when desc r ib ing  t h e  s e t t i n g  of the  f o u r  p a r t i c i -  

p a t i n g  s c h o o l s ) ,  y e t  i n  s p i t e  o f  i t s  h e t e r o g e n e i t y ,  L y t t e f i e l d  i s  

r e l a t i v e l y  f r e e  of  c o n t r o v e r s y ,  e s p e c i a l l y  compared t o  some of t h e  

surrounding communities. 

Schools and Proarams 

L y t t e f i e l d  was i n c o r p o r a t e d  i n  t h e  l a t e  1800ts ,  and t h e  first 

school was opened j u s t  two y e a r s  l a t e r .  By 1980 t h e  s c h o o l  d i s t r i c t  

o p e r a t e d  53 s c h o o l s ,  e n r o l l i n g  o v e r  20 ,000 f u l l -  t i m e  s t u d e n t s  and 

nea r ly  17,000 s t u d e n t s  i n  cont inuing education programs. E n r o l l m e n t s  

s t a r t e d  t o  d e c l i n e ,  however,  and d u r i n g  t h e  c o u r s e  o f  t h i s  s tudy 

severa l  schools  were closed.  A t  t h i s  t i m e  t h e r e  a r e  45 s c h o o l s ,  36 

e l e m e n t a r y  and 9  s e c o n d a r y .  Four  o f  t h e  e l e m e n t a r y  s c h o o l s  a r e  

community schools ,  and a f i f t h  h a s  j u s t  been d e s i g n a t e d  a community 

s c h o o l .  The number o f  f u l l - t i m e  s t u d e n t s  h a s  dropped t o  18,000,  

although the  cont inuing education program has  r i s e n  t o  a l m o s t  20,000 

r e g i s t r a n t s .  The  d i s t r i c t  e m p l o y s  a b o u t  1 , 1 0 0  t e a c h e r s ,  500 

continuing education i n s t r u c t o r s ,  and 450 non-teaching s t a f f ,  and h a s  

an opera t ing  budget o f  we l l  over 60 m i l l i o n  d o l l a r s .  



The School Board 

I n  1 977, when t h e  community r e l a t i o n s  pol icy  was approved, t h e  

Board was composed o f  f i v e  p e o p l e .  (The s i z e  o f  t h e  Board i s  now 

s e v e n ,  and  e l e c t i o n s  are h e l d  e v e r y  two y e a r s  t o  c o i n c i d e  w i t h  

municipal e l ec t ions . )  Three of t h e  Trustees belonged t o  t h e  L y t t e f i e l d  

Ac t ion  League (LAL), and t h e  o t h e r  two were members of the  L y t t e f i e l d  

Organization of Concerned C i t i z e n s  (LOCC). While LAL can be descr ibed 

a s  l e a n i n g  t o  t h e  l e f t  of  c e n t e r  and LOCC a s  leaning t o  t h e  r i g h t  of 

cen te r ,  i n  p r a c t i c e  p a r t l y  a f f i l i a t i o n  does not  appear t o  make a s  much 

d i f f e r e n c e  a s  might  be e x p e c t e d .  For  example, Robinson and Hansen 

(1981) found t h a t  the  d i f f e r e n c e s  between t h e  e d u c a t i o n a l  a t t i t u d e s  

and o p i n i o n s  o f  LAL and LOCC c a n d i d a t e s  were not  a s  l a r g e  a s  those 

between c a n d i d a t e s  o f  d i f f e r e n t  p a r t i e s  i n  o t h e r  d i s t r i c t s ;  a n d  

LaRocque ( 1981 ) found t h a t  the  decision-making behaviour of t r u s t e e s  

was less  a f f e c t e d  by p a r t y  a f f i l i a t i o n  i n  L y t t e f i e l d  t h a n  i n  a 

n e i g h b o u r i n g  c i t y .  T h i s  r e l a t i v e  l a c k  of  pa r ty  d i f f e r e n c e s  was a l s o  

evident  during the  F a l l  1981 e l e c t o r a l  campaign, which o c c u r r e d  j u s t  

before  the  s t a r t  of t h i s  study. 

A t  t h e  time of  d i s s o l u t i o n  i n  1981 the  Board consis ted  of four  

LOCC t r u s t e e s ,  t h r e e  o f  whom r a n  f o r  r e - e l e c t i o n ,  and t h r e e  LAL 

t r u s t e e s ,  one of whom ran  again. A l l  f ou r  incumbents were re turned t o  

o f f i c e ,  and the  o t h e r  t h r e e  s e a t s  were f i l l e d  by LOCC c a n d i d a t e s .  

Thus t h e  Board now c o n s i s t s  of s i x  LOCC t r u s t e e s  and one LAL t r u s t e e .  

There a r e  four  women on t h e  Board, and the  occupational  backgrounds of 



t h e  T r u s t e e s  i n c l u d e :  a h o u s e w i f e ,  two t e a c h e r s , .  a  p r i n c i p a l ,  an 

accountant ,  an admin i s t r a to r ,  and a businessman. 

The O f f i c i a l s  and Senior  Administrators  

The o f f i c i a l s  i n c l u d e  t h e  S u p e r i n t e n d e n t ,  t h e  D e p u t y  

Superintendent,  and the  Secretary-Treasurer .  These th ree  men comprise 

t h e  " A d m i n i s t r a t i v e  S e r v i c e s " .  There  a r e  two o t h e r  s e r v i c e s  i n  

a d d i t i o n  t o  t h e  A d m i n i s t r a t i v e  S e r v i c e s :  t h e  B u s i n e s s  S e r v i c e s ,  

c o n s i s t i n g  o f  t h e  S e c r e t a r y - T r e a s u r e r  a n d  t h e  v a r i o u s  s e n i o r  

a d m i n i s t r a t o r s  ( i e . ,  t h e  d e p a r t m e n t  managers)  under  him; and the  

Educat ion  S e r v i c e s ,  c o n s i s t i n g  o f  t h e  S u p e r i n t e n d e n t ,  t h e  Deputy 

S u p e r i n t e n d e n t ,  and t h e  'senior admin i s t r a to r s ,  namely, the  Ass is tant  

Superintendent (Secondary I n s t r u c t i o n ) ,  t h e  A s s i s t a n t  S u p e r i n t e n d e n t  

( Elementary  I n s t r u c t i o n ) ,  and t h e  D i r e c t o r  of Community Education. 

A l l  these  men have held t h e i r  p o s i t i o n  f o r  f i v e  o r  more y e a r s ,  e x c e p t  

t h e  A s s i s t a n t  S u p e r i n t e n d e n t  (Elementary I n s t r u c t i o n ) ,  who had j u s t  

been appointed at  the  s t a r t  o f  t h i s  study. He has,  however, worked i n  ' 

t h e  d i s t r i c t  a s  a  teacher  and a p r i n c i p a l  f o r  many years.  The Deputy 

S u p e r i n t e n d e n t  and t h e  S e c r e t a r y - T r e a s u r e r  a r e  n o t  i n  a n a l o g o u s  

p o s i t i o n s ,  f o r  a l t h o u g h  t h e  s e n i o r  a d m i n i s t r a t o r s  i n  t h e  Business 

S e r v i c e s  are r e s p o n s i b l e  t o  t h e  S e c r e t a r y - T r e a s u r e r ,  t h e  s e n i o r  

admin i s t r a to r s  i n  the  Education Serv ices  r e p o r t  t o  t h e  Superintendent,  

not  the  Deputy Superintendent ,  al though they f requen t ly  work with him. 

Each o f  t h e s e  men has one o r  more coordinators  working under him, and 



t h e  Depu ty  S u p e r i n t e n d e n t  i s  a l s o  r e s p o n s i b l e  f o r  t h e  E d u c a t i o n  

Center. 

Im~lementa t ion  A c t i v i t i e s  

Given  t h i s  b r i e f  i n t r o d u c t i o n  t o  t h e  s e t t i n g ,  t h e  community 

r e l a t i o n s  and e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  p o l i c i e s ,  t h e i r  

background and development, and d i s t r i c t  implementation a c t i v i t i e s  can 

be  d e s c r i b e d .  The f o c u s  t h r o u g h o u t  i s  t h e  p o t e n t i a l  e f f e c t  o f  

d i s t r i c t  a c t i v i t i e s  on school  a c t i v i t i e s .  

The Communitv Rela t ions  Pol icv  

Pol icv  Backaround and ~ e v e l o ~ m e n t  

When t h e  newly e l e c t e d  Board ,  w i t h  i t s  LAL m a j o r i t y ,  m e t  i n  

J a n u a r y  1977 i t s  Chairman immedia te ly  i n t r o d u c e d  a  d r a f t  of  t h e  

community r e l a t i o n s  pol icy  ( C R  policy)  f o r  the  Board's considerat ion.  

The c r e a t i o n  of such  a  p o l i c y  had been p a r t  o f  t h e  LAL e l e c t i o n  

platform, and i t  was a  personal  concern of  the  Chairman. H e  f e l t  t h a t  ' 

c i t i z e n s  and community g roups  r e c e i v e d  "shabby t r e a t m e n t n  from t h e  

Board,  and t h a t  they were held a t  lengthn.  For example, the re  

was not  a  schedule o f  Board meetings; Board m e e t i n g s  were h e l d  i n  a  

v e r y  t i n y  room, which c o u l d  s e a t  a t  most s i x  members of the  public;  

and much of the  agenda was discussed i n  p r i v a t e .  I n  o t h e r  words ,  i t  

was very d i f f i c u l t  f o r  a c i t i z e n  t o  d iscover  what was happening i n  the  

d i s t r i c t .  The e x t e n t  of  t h i s  problem was h ighl ighted  by a  le t te r  from 



t h e  L y t t e f i e l d  Pa ren t -Teacher  Counc i l ,  which the.Board rece ived a t  

t h i s  time. 

Both t h e  p o l i c y  d r a f t  and t h e  l e t t e r  from t h e  Parent-Teacher 

Council were  r e f e r r e d  t o  t h e  committee o f  t h e  whole ,  and two and 

one-ha l f  months l a t e r  t h e  Board approved t h e  p o l i c y .  The various 

s t e p s  i n  t h e  development of the  policy a r e  ou t l ined  i n  Table C-1 ( s e e  

Appendix C). 

The p o l i c y  c o n s i s t s  of  two pa r t s ,  a combined preamble and pol icy  

statement,  and a list of o b j e c t i v e s  r e l a t e d  t o  t h e  p o l i c y  s t a t e m e n t .  

The f i r s t  p a r t  of the  pol icy  r e a d s . a s  follows: 

The L y t t e f i e l d  School  Board recognizes  t h e  importance 
of p u b l i c  involvement i n  education. The Board endorses 
a n  a t t i t u d e  o f  o p e n n e s s ,  r e c o g n i z e s  t h e  r i g h t  o f  
c i t i z e n s  t o  f u l l ,  ob jec t ive  and t imely information,  and 
welcomes ind iv idua l  and group opinions,  sugges t ions  and 
ques t ions  regarding school a f f a i r s .  

IT  SHALL BE THE POLICY OF THE BOARD OF SCHOOL TRUSTEES 
TO SUPPORT AND PROMOTE EFFECTIVE, SYSTEMATIC TWO-WAY 
C O M M U N I C A T I O N  WITHIN THE EDUCATIONAL ORGANIZATION AND 
WITH THE CITIZENS OF LYTTEFIELD AND TO MAKE FREELY 
AVAILABLE INFORMATION ABOUT PROGRAMS, PRACTICES AND 
POLICIES SO THAT THE COMMUNITY CAN EXERCISE ITS RIGHT 
TO INFLUENCE THE OPERATION OF THE SCHOOLS AND SO THAT 
CITIZENS CAN CONTRIBUTE TO A N D  INFLUENCE EDUCATIONAL 
DECISIONS. 

I t  c a n  b e  s e e n  t h a t  t h e  p o l i c y  f o c u s e s  on  two a s p e c t s  o f  p u b l i c  

involvement - t h e  r i g h t  o f  c i t i z e n s  t o  o b t a i n  i n f o r m a t i o n  and t h e  

r i g h t  o f  c i t i z e n s  t o  i n f l u e n c e  decisions.  The t h i r t e e n  ob jec t ives ,  

which were d e s i g n e d  t o  h e l p  t h e  Board " a c h i e v e  t h e  i n t e n t  of i ts 



p o l i c y w ,  a l s o  r e f e r  t o  t h e s e  two aspec t s  of publ ic  involvement: seven 

d e s c r i b e  ways t o  i n c r e a s e  p u b l i c  a c c e s s  t o  i n f o r m a t i o n  a n d  s i x  

d e s c r i b e  ways  t o  i n c r e a s e  p u b l i c  i n p u t .  Whi le  t w e l v e  o f  t h e  

o b j e c t i v e s  have been worded s o  as t o  spec i fy  a c t i v i t i e s  a t  t h e  Board 

o r  d i s t r i c t  l e v e l ,  t h r e e  s p e c i f i c a l l y  mention a c t i v i t i e s  a t  the  school  

l e v e l .  Thus any d i scuss ion  o f  t h e  i m p l e m e n t a t i o n  o f  t h e  community 

r e l a t i o n s  p o l i c y  must t ake  i n  t o  cons idera t ion  the  "aspect  of pub l i c  

involvementw and the  " l e v e l  o f  a c t i v i t y n .  The d i s t r i b u t i o n  of t h e  

ob jec t ives  according t o  these  two dimensions i s  shown below: 

ASPECT OF PUBLIC INVOLVEMENT 
LEVEL OF ACTIVITY 

ob ta in ing  informat ion  inf luencing dec i s ions  

School 9 11, 13 

The s e v e n  o b j e c t i v e s  c o n c e r n i n g  Board o r  d i s t r i c t  a c t i v i t i e s  

which promote t h e  r i g h t  of t h e  p u b l i c  t o  o b t a i n  information a r e  l i s t e d  

i n  Table 4-1, along with an assessment of the  ex ten t  t o  which each has 

been implemented. A c h r o n o l o g y  o f  a c t i v i t i e s  r e l a t e d  t o  t h e  

i m p l e m e n t a t i o n  o f  t h e s e  o b j e c t i v e s ,  d e r i v e d  m a i n l y  f rom t h e  

Superintendent 's  f i les  and t h e  minutes of Board meetings, i s  contained 

i n  Tab le  C-2 (Appendix C) .  S imi la r ly ,  t h e  f i v e  ob jec t ives  concerning 

Board o r  d i s t r i c t  a c t i v i t i e s  which promote the  r i g h t  of t h e  p u b l i c  t o  



Table 4-1 

Extent o f  Implementation o f  Pol icy  Object ives Related t o  
Aspect of Publ ic  Involvement: Obtaining Information 

Level o f  Act iv i ty :  Board/Dis t r ic t  

Object ive Extent of Implementation 

To provide the  pub l i c  wi th  an oppor tuni ty  f u l l  
t o  a d d r e s s  q u e s t i o n s  t o  t h e  B o a r d  o f  
School Trus tees  a t  each r e g u l a r  meeting. 

To make f r e e l y  a v a i l a b l e  and t o  p r o v i d e  f u l l  
upon r e q u e s t ,  w i t h i n  r e a s o n a b l e  t ime ,  
documents and i n f o r m a t i o n  ... i n  t h e  
"public  domainn. 

To h o l d  r e g u l a r  meetings of  t h e  board i n  p a r t i a l  
an open manner b e f o r e  a s sembled  p u b l i c  
and p r e s s  who s h a l l  have the  b e n e f i t  of a 
pub l i c i sed  schedule of  meetings. 

To send  agendas  o f  r e g u l a r  meetings t o  p a r t i a l  
the  a s s o c i a t i o n s  r ep resen t ing  t h e  Board's 
employees, t o  parent  o rgan iza t ions  i n  the  
District and t o  g r o u p s  and i n d i v i d u a l s  
r eques t ing  such agendas. 

To p u b l i c i z e  t h e  d e l i b e r a t i o n s  and  p a r t i a l  
d e c i s i o n s  o f  t h e  B o a r d  m e e t i n g s  b y  
d i s t r i b u t i n g  an approved r e p o r t  of board 
meetings t o  a l l  Schoo l  Board employees 
and p a r e n t  o rgan iza t ions  i n  the  D i s t r i c t  
and by making the  r e p o r t  and m i n u t e s  o f  
Board meetings a v a i l a b l e  upon reques t .  

To develop and m a i n t a i n  a r e g u l a r  com- p a r t i a l  
munity r e l a t i o n s  and informat ion  program . .. and t o  encourage i n d i v i d u a l  s c h o o l s  
t o  do t h e  same. 

To h o l d  r e g u l a r  m e e t i n g s  o f  t h e  Board none 
p e r i o d i c a l l y  i n  va r ious  l o c a t i o n s  i n  t h e  
District. 



i n f l u e n c e  d e c i s i o n s ,  and  a n  a s s e s s m e n t  of t h e  e x t e n t  o f  t h e i r  

implementation, a r e  given i n  Table 4-2, f o l l o w e d  by a ch rono logy  o f  

implementa t ion  a c t i v i t i e s  i n  Table C-3 ( s e e  Appendix C ) .  While these 

Board and d i s t r i c t  a c t i v i t i e s  a r e  important i n  t h e i r  own r i g h t ,  t h e y  

a r e  equal ly  important f o r  the  cues they g i v e  the  school concerning t h e  

p r i o r i t y  of  and the  i n t e r p r e t a t i o n  o f  t h e  p o l i c y .  It i s  from t h i s  

l a t t e r  perspect ive  t h a t  they a r e  discussed i n  the  next sect ion.  

Inf luencina  Schools I n d i r e c t l v  

There  a r e  s e v e r a l  f e a t u r e s  of t h e  d i s t r i c t  implementation of t h e  

community r e l a t i o n s  p o l i c y  t h a t  may have  cued  t h e  s c h o o l s :  t h e  

d i f f e r e n t i a l  r a t e  o f  implementation of the  twelve policy ob jec t ives ;  

the  s h i f t  i n  meaning a t t r i b u t e d  t o  t h e  t e r m s  p u b l i c  i n f o r m a t i o n ,  

openness ,  and publ ic  involvement; and t h e  change i n  emphasis from the  

d i s t r i c t  l e v e l  t o  the  school  l e v e l .  

D i f f e r e n t i a l  r a t e  o f  i m ~ l e t u e n t a t i o n .  Implementation has been , 

quickes t  and most complete on o b j e c t i v e s  4 ,  5 ,  and 8 ,  a l l  o f  which 

r e q u i r e  t h e  e s t a b l i s h m e n t  o f  p r o c e d u r e s  r a t h e r  t h a n  t h e  a c t i v e  

involvement o f  Board members ( s e e  Tables 4-1 and 4-2). On t h e  o t h e r  

hand, o b j e c t i v e s  2,  11,  and 12 have not  been implemented, and they a r e  

a l l  behavioural r a t h e r  t h a n  p r o c e d u r a l  i n  n a t u r e ,  i n v o l v i n g  Board 

i n t e r a c t i o n  wi th  the  public. This same p a t t e r n  of  procedural changes 

preceding behavioural  ones is evident  i n  the  p a r t i a l  implementation of 



Table 4-2 

Exten t  o f  Implementation o f  Po l i cy  Ob jec t ives  Rela ted  t o  
Aspect of Pub l i c  Involvement: I n f l u e n c i n g  Dec i s ions  

Level o f  Ac t iv i t y :  Boa rd /Di s t r i c t  

Ob jec t ive  Exten t  o f  Implementation 

To w e l c o m e  d e l e g a t i o n s  o f  s t u d e n t s ,  f u l l  
p a r e n t s ,  t e a c h e r s  and  o t h e r s  a t  r e g u l a r  
Board meetings.  

To h o l d  p u b l i c  f o r u m s  i n  v a r i o u s  p a r t i a l  
l o c a t i o n s  i n  t h e  District on e d u c a t i o n a l  
i s s u e s  f r o m  time t o  time a s  t h e  need  
arises. . 

To d e v e l o p  a n  a d v i s o r y  p r o c e s s  s o  t h a t  p a r t i a l  
t h e  community can a d v i s e  t h e  Board f r o m  
t h e  p u b l i c  p o i n t  o f  -view on such m a t t e r s  
as t h e  Board may deem necessary.  

To e s t a b l i s h  a s e r v i c e  t o  a s s i s t  c i t i z e n s  none 
i n  exp re s s ing  t h e i r  concerns t o  s c h o o l s ,  
School Board personnel ,  o r  t o  t h e  Board. 

To e s t a b l i s h  a r e g u l a r  means o f  a s s e s s i n g  none 
t h e  p u b l i c ' s  p a r e n t s 1 ,  and s t u d e n t s 1  
needs and concerns r e g a r d i n g  L y t t e f i e l d  
School System. 



o b j e c t i v e s  1 ,  6 ,  and 7. 

T h e r e  i s  a n o t h e r  a s p e c t  t o  t h e  d i f f e r e n t i a l  r a t e  o f  

implementation of the  p o l i c y  o b j e c t i v e s  -- i m p l e m e n t a t i o n  h a s  been 

q u i c k e r  a n d  m o r e  c o m p l e t e  when t h e  o b j e c t i v e s  i n v o l v e  making 

information a v a i l a b l e  t o  the  pub l i c  r a t h e r  than r e c e i v i n g  i n p u t  from 

the  public .  For example, the  Community Re la t ions  Committee, which was 

es t ab l i shed  e a r l y  i n  1977, is respons ib le  f o r  a l l  t h e  p u b l i c  r e l a t i o n s  

a c t i v i t i e s  o f  t h e  Board and t h e  D i s t r i c t ,  and any mat ter  concerning 

community r e l a t i o n s  i n  genera l  which is r e f e r r e d  t o  i t  by t h e  Board. 

The i s s u e s  d i s c u s s e d  a t  t h e  commit tee  meetings and included i n  its 

r e p o r t s  a r e  l i s t e d  i n  Tab le  4-3 .  Much o f  t h e  c o m m i t t e e ' s  t i m e  i s  

s p e n t  o n  t h e  n e w s l e t t e r ,  t h e  i n f o r m a t i o n a l  b r o c h u r e s ,  community 

t e l e v i s i o n  programming, and the  p resen ta t ion  o f  t a x  informat ion  t o  the  

p u b l i c ,  a n d  o n  e n c o u r a g i n g  s c h o o l s  t o  d e v e l o p  a c t i v e  community 

r e l a t i o n s  programs. 

Thus t h e  Board h a s  pursued  many d i f f e r e n t  avenues t o  keep the  

pub l i c  informed. When it comes t o  s o l i c i t i n g  p u b l i c  i n p u t ,  however, 

t h e  s i t u a t i o n  i s  somewhat d i f f e r e n t .  We have  s e e n  a l r e a d y  t h a t  

ob jec t ives  i n  t h i s  ca tegory ,  namely, o b j e c t i v e s  11 I n d  12  have  n o t  

been implemented a t  a l l .  Two o the r s ,  o b j e c t i v e s  3 and 10, have been 

implemented only  p a r t i a l l y .  

T h i s  e x a m i n a t i o n  o f  t h e  d i f f e r e n t i a l  r a t e  of  implementation of 

the  pol icy  o b j e c t i v e s  a t  the  d i s t r i c t  l e v e l  s u g g e s t s  t h a t  t h e  Board 

( a )  h a s  made procedural  but not  behavioural changes, and ( b )  p laces  
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much emphasis on p u b l i c a t i o n s  and o t h e r  modes of communicating t o  the  

public ,  but  has apparen t ly  made l i t t l e  e f f o r t  t o  d i s c o v e r  community 

o p i n i o n  and t o  a s s e s s  community needs. It assumes t h a t  i f  anyone has 

a  concern, he o r  she  w i l l  make i t  known t o  t h e  a p p r o p r i a t e  p e r s o n .  

The Board seems t o  have adopted a  pass ive  r o l e  with r e spec t  t o  these  

ob jec t ives  -- one o f  being w i l l i n g  t o  l i s t e n  t o  what the  community has 

t o  say, but  not  of  a c t i v e l y  f ind ing  out  what the  community f e e l s  o r  of 

e s t a b l i s h i n g  an advisory  process.  

R e d e f i n i t i o n  o f  terms. One term which has undergone a  change i n  

meaning is "public  informationw. The p o l i c y  s t a t e m e n t  and p reamble  

e m p h a s i z e  " t h e  r i g h t  o f  ' c i t i z e n s  t o  f u l l ,  o b j e c t i v e ,  and t i m e l y  

informationw and " to  make f r e e l y  a v a i l a b l e  information about programs, 

p r a c t i c e s  and p o l i c i e s w .  Yet soon after the  pol icy  was implemented, 

the  emphasis was on p u b l i c  r e l a t i o n s .  Much o f  t h e  a c t i v i t y  of t h e  

Community Rela t ions  Committee c e n t r e s  on pub l i ca t ions  and o t h e r  media 

presenta t ions  (e.  g. , s l i d e -  tape  packages, Community T e l e v i s i o n )  . The ' 

c o n c e r n  i s  t o  t e l l  t h e  p u b l i c ,  e s p e c i a l l y  t h o s e  who do n o t  have  

chi ldren  i n  the  s c h o o l s ,  a b o u t  t h e  programs,  a b o u t  t h e  q u a l i t y  o f  

education i n  L y t t e f i e l d ,  and s o  g a i n  o r  maintain t h e i r  support.  While 

t h i s  i s  a n  u n d e r s t a n d a b l e  g o a l ,  i t  i s  n o t  w h a t  was  o r i g i n a l l y  

intended. 

C l o s e l y  r e l a t e d  t o  t h i s  s h i f t  from pub l i c  information t o  pub l i c  

r e l a t i o n s  is t h e  r e d e f i n i t i o n  of the  term "opennessw. O r i g i n a l l y  i t  



r e f e r r e d  t o  freedom of information,  as explained above. Now it means 

warmth. To quote t h e  Community Rela t ions  Coordinator,  

I t h i n k  w e  h a v e  t r i e d  t o  c r e a t e  a n  a tmosphere  o f  
openness and warmth a t  t h e  Board,  p a r t  o f  t h a t  b e i n g  
t h e  p r o c e d u r a l  by-law a l l o w i n g  f o r  ques t ion  per iods ,  
having the  agendas a v a i l a b l e  t o  t h e  p u b l i c ,  h a v i n g  a 
c o f f e e  b r e a k  i n  which t h e  t r u s t e e s  can  ming le  and 
d i s c u s s  i n f o r m a l l y  t h i n g s ,  p u b l i c i z i n g  w e l l  i n  
advance. . . .  people who at tended our meetings have s a i d  
our Board i s  very open and t h e y ' r e  v e r y  a t  home. And 
p e o p l e  who a t t e n d  meetings f o r  the  first t i m e  a r e  very 
su rp r i sed  a t  t h e  openness. I guess a  l o t  of i t  h a s  t o  
do w i t h  t h e  Chairman, who g r e e t s  them, and thanks them 
f o r  coming, and t h e  f a c t  t h a t  we have a  c o f f e e  b r e a k ,  
they f e e l  p r e t t y  good about t h a t .  

A more s u b t l e  s h i f t  i n  meaning has been accomplished through the  

l i n k i n g  of  community r e l a t i o n s  w i t h  community e d u c a t i o n .  T h i s  h a s  

b e e n  b r o u g h t  a b o u t  i n  p a r t  by t h e  c r e a t i o n  o f  t h e  p o s i t i o n  o f  

Community R e l a t i o n s  C o o r d i n a t o r  who a l s o  works p a r t  time i n  t h e  

community e d u c a t i o n  d e p a r t m e n t .  There  was a  need t o  have a s i n g l e  

person responsib le  f o r  t h e  Board publ ica t ions ,  because  c o n t r a c t  work 

and commit tee  work b o t h  proved u n s u c c e s s f u l .  The S u p e r i n t e n d e n t  ' 

argued t h a t  i t  was l o g i c a l  f o r  the  community e d u c a t i o n  d e p a r t m e n t  t o  

encompass communicat ions  and community r e l a t i o n s .  It a l s o  seems, 

however, t h a t  community educat ion  was a  growing concern -- i t  r e a c h e s  

a s  many s t u d e n t s  a s  t h e  r e g u l a r  programs,  it is a  means of keeping 

teachers  employed, and i t  r e c e i v e s  governmental fund ing .  The Super-  

i n t e n d e n t  h a d  a s k e d  p r e v i o u s l y  f o r  a n o t h e r  appo in tment  t o  t h e  

community education depar tment  which had n o t  been approved,  s o  t h e  



c r e a t i o n  o f  t h e  Community R e l a t i o n s  Coordinator  pos i t ion  s a t i s f i e d  

both p a r t i e s  -- t h e  Board was assured  t h a t  i t s  p u b l i c a t i o n s  would be  

i s s u e d ,  and the  community educat ion  department received an a d d i t i o n a l  

s t a f f  member. 

The r e s p o n s i b i l i t i e s  of  the  Community Rela t ions  Coordinator with 

r e spec t  t o  the  community r e l a t i o n s  p o l i c y  focus  e s s e n t i a l l y  on Board 

p u b l i c a t i o n s ,  a s s i s t i n g  schools  wi th  t h e i r  publ ica t ions ,  maintaining 

good r e l a t i o n s  with the  p ress ,  and p resen ta t ion  of information through 

o t h e r  m e d i a  ( e . g .  Community T e l e v i s i o n ) .  I n  o t h e r  words,  t h e  

Community R e l a t i o n s  C o o r d i n a t o r  i s  o n l y  r e s p o n s i b l e  f o r  t h e  

implementa t ion  of a  l i m i t e d  aspec t  of t h e  policy.  What has happened, 

however, i s  t h a t  the  p o s i t i o n  has  become i d e n t i f i e d  w i t h  t h e  e n t i r e  

p o l i c y .  Whenever anyone asks  a  ques t ion  about the  policy,  he o r  she 

is am immediately r e f e r r e d  t o  t h e  Community R e l a t i o n s  C o o r d i n a t o r  by 

bo th  c e n t r a l  o f f i c e  s t a f f  and Board members. It is not  t h a t  o t h e r s  

are n o t  w i l l i n g  t o  answer  my q u e s t i o n s ,  i t  i s  t h a t  t h e  Community 

Rela t ions  Coordinator is seen as t h e  "expertn.  This has two p o t e n t i a l  

consequences -- o the r  people, the  school  board members i n  p a r t i c u l a r ,  

do n o t  f e e l  a  p e r s o n a l  r e s p o n s i b i l i t y  f o r  the  implementation of the  

policy because the re  is someone e l s e  whose r e s p o n s i b i l i t y  i t  is ,  and 

t h e  o t h e r  aspects  of t h e  pol icy  a r e  neglected.  I n  add i t ion ,  r e l a t i n g  

the  community r e l a t i o n s  pol icy  t o  community education has r e s u l t e d  i n  

another d e f i n i t i o n  of t h e  term "public  involvement*, one which equates 

p u b l i c  invo lvement  w i t h  p a r t i c i p a t i o n  i n  t h e  community e d u c a t i o n  



program. The r a t i o n a l e  i s  t h a t  i f  p e o p l e  f e e l  t h a t  they a r e  being 

served by the  education system, even i f  they do n o t  have  c h i l d r e n  i n  

t h e  s c h o o l s ,  t h e y  w i l l  have  a p o s i t i v e  a t t i t u d e  toward i t  and w i l l  

s u p p o r t  i t .  T h i s  may be  t r u e ,  and community e d u c a t i o n  may be a n  

i m p o r t a n t  p a r t  o f  t h e  education system, but it  has l i t t l e  t o  do with 

the  r i g h t s  of  c i t i z e n s  t o  o b t a i n  information and in f luence  decis ions .  

S c h o o l - l e v e l  e m ~ h a s i s ,  The community r e l a t i o n s  p o l i c y  i s  

d i r e c t e d  m a i n l y  a t  d i s t r i c t  l e v e l  a c t i v i t i e s ,  y e t  soon a f t e r  i t s  

p a s s a g e  t h e  Board expressed concern about community r e l a t i o n s  a t  the  

school  l e v e l .  There was a d e c i d e d  s h i f t  i n  emphasis  from d i s t r i c t  

a c t i v i t i e s  t o  s c h o o l  a c t i v i t i e s  ( s e e  Tables C-4 and C-5 i n  Appendix 

C). This b r ings  us  t o  t h e  Boardls  e f f o r t s  t o  i n f l u e n c e  t h e  s c h o o l s  

d i r e c t l y .  The schools1 responses are discussed i n  the  next chapter.  

Jnfluencina Schools D i r e c t l v  

Immediately a f t e r  the  approval of t h e  Community Rela t ions  policy,  ' 

t h e  Superintendent s e n t  a copy of the  pol icy  and t h e  fol lowing memo t o  

a l l  schools: 

SUBJECT: PUBLIC RELATIONS 

E d u c a t i o n  a p p e a r s  t o  be a s s a i l e d  from a l l  s i d e s  by 
criticism. A l a r g e  propor t ion  of t h i s  e x p r e s s e d  d i s -  
p l e a s u r e  i s  f o u n d e d  i n  m i s i n f o r m a t i o n  o r  l a c k  o f  
information.  It has become i n c r e a s i n g l y  o b v i o u s  t h a t  
t h e  c r e d i b i l i t y  o f  e d u c a t i o n  is  a f u n c t i o n  o f  t h e  
na tu re  of  our r e l a t i o n s  wi th  the  public .  



The Board approved a  nPolicy on Publ ic  Information and 
Community Rela t ionsn which s t a t e d :  

I T  SHALL BE THE POLICY OF THE BOARD OF SCHOOL TRUSTEES 
TO SUPPORT AND PROMOTE EFFECTIVE, SYSTEMATIC TWO-WAY 
COMMUNICATION WITH THE EDUCATIONAL ORGANIZATION AND 
WITH THE CITIZENS OF LYTTEFIELD AND TO MAKE FREELY 
AVAILABLE INFORMATION ABOUT PROGRAMS, PRACTICES AND 
POLICIES SO THAT THE COMMUNITY CAN EXERCISE ITS RIGHT 
TO INFLUENCE THE OPERATION OF THE SCHOOLS AND SO THAT 
CITIZENS CAN CONTRIBUTE TO AND INFLUENCE EDUCATIONAL 
DECISIONS. 

I n  k e e p i n g  with t h i s  policy t h e  Board committed i t s e l f  
t o  a number of  o b j e c t i v e s  which e s t a b l i s h  the  b a s i s  f o r  
t h e  development of d i s t r i c t  publ ic  r e l a t i o n s  a c t i v i t y .  
While some of the  ob jec t ives  have t o  do  more d i r e c t l y  
w i t h  information d i s t r i b u t i o n  and Board a c t i v i t y ,  t h e r e  
a r e  d e f i n i t e  i m p l i c a t i o n s  f o r  s t a f f  a t  t h e  s c h o o l  
l e v e l .  

It is  r e q u e s t e d  t h a t  t h e  f o l l o w i n g  be  undertaken i n  
each school: 

1 .  C o n s i d e r a t i o n s  o f  t h e  new n P o l i c y  on P u b l i c  
I n f o r m a t i o n  and Community R e l a t i o n s n  by t h e  s c h o o l  
s t a f f .  
2. A r e v i e w  o f  t h e  schoo l ' s  a c t i v i t i e s  and processes 
regarding its r e l a t i o n s  with the  publ ic .  
3 .  F u l l  d i scuss ion  of t h e  pol icy  a s  i t  r e l a t e s  t o  what 
could be done i n  each school t o  r e l a t e  t o  t h e  pub l i c  
p o s i t i v e l y  and openly. 

It i s  r e c o g n i z e d  t h a t  t h e  most c r i t i c a l  r e l a t i o n s h i p  
wi th  t h e  pub l i c  is between t e a c h e r ,  s t u d e n t  and w i t h  
t h e  pa ren t s  of the  students .  It i s  expected t h a t  s t a f f  
w i l l  nu r tu re  a p o s i t i v e  l i a i s o n  w i t h  p a r e n t s  and t h e  
community by p a r t i c i p a t i n g  i n  open informat ive  school 
communi ty  r e l a t i o n s .  The d e v e l o p m e n t  o f  s u c h  
endeavours is encouraged. 

A copy of t h e  B o a r d ' s  new p o l i c y  and t h e  concomitant 
o b j e c t i v e s  is a t tached f o r  cons ide ra t ion  by staff. 

The Board i n d i c a t e d  i t s  concern  a b o u t  t h e  community r e l a t i o n s  



program o f  schools  a t  s e v e r a l  meetings, and t h i s  was followed up by a 

P r i n c i p a l s t  Meeting devoted t o  t h i s  i s s u e ,  a workshop on community 

r e l a t i o n s  t o  w h i c h  e v e r y  s c h o o l  s e n t  two r e p r e s e n t a t i v e s  ( t h e  

p r i n c i p a l  and one t eacher ) ,  and t h e  provis ion  of some funds  f o r  school 

newsle t ters .  

The Board f irst  endorsed t h e  c r e a t i o n  of  school  parent  advisory 

counci ls  i n  March 1977. When i n  May 1979 i t  became apparent  t h a t  many 

s c h o o l s  had n o t  y e t  e s t a b l i s h e d  such  a commi t t ee ,  t h e  Board again 

showed i t s s t r o n g  suppor t  f o r  them. Inse rv ice  a c t i v i t i e s  were provided 

a t  a s p e c i a l  a l l - d a y  P r i n c i p a l s '  Meeting.  When i t  a p p e a r e d  t h a t  

schools  were still r e l u c t a n t  t o  e s t a b l i s h  parent  advisory  commit tees ,  

t h e  Board approved t h e  following pol icy  i n  March 1980: 

C o n s i s t e n t  w i t h  i t s  p o l i c y  on Publ ic  Information and 
Community Rela t ions  t h e  Board a f f i r m s  i t s  d e s i r e  t h a t  
s c h o o l s  develop a c lose ,  open, two-way l i a i s o n  between 
t h e  school  and the  pa ren t s  of the  school  community. 

It s h a l l  b e  t h e  p o l i c y  o f  t h e  Board t h a t  each school  
e s t a b l i s h  an ongoing mechanism and p r o c e s s  which pro-  
v i d e s  f o r  consu l t a t ion  wi th  and inpu t  by t h e  pa ren t s  i n  
r ega rd  t o  the  program and genera l  ope ra t ions  which a r e  
t h e  r e s p o n s i b i l i t y  of  t h e  school and its admin i s t r a t ive  
and t e a c h i n g  s t a f f .  It s h a l l  be incumbent  upon t h e  
s c h o o l  t o  i n i t i a t e  s u c h  a p r o c e s s  o r  t o  r e spond  
p o s i t i v e l y  t o  i n i t i a t i v e s  by t h e  p a r e n t  community, 
e n s u r i n g  t h a t  t h e  o p p o r t u n i t y  t o  p a r t i c i p a t e  is 
p u b l i c i z e d ,  open t o  a l l  and t h a t  p o s i t i o n s  o n  a n y  
c o n s t i t u t e d  body a r e  r e p r e s e n t a t i v e  of t h e  community, 
and s u b j e c t  t o  annual review a t  an annual open meeting. 
The form o f  t h e  p a r e n t - s c h o o l  body s h a l l  b e  a t  t h e  
d i s c r e t i o n  of  t h e  l o c a l  school-home community. 

The c o m p o s i t i o n  and o p e r a t i o n s  o f  any s u c h  a j o i n t  
parent-school body s h a l l  have t h e  fo l lowing ob jec t ives :  



I . To promote p o s i t i v e  two-way communication between 
the  home and t h e  school  i n  regard t o  t h e  sound educa-  
t i o n  o f  s tudents .  

2.  To enhance understanding of  the  pa ren t s  and school  
s t a f f  i n  regard t o  promoting p o s i t i v e  s c h o o l  c l i m a t e  
and a productive school experience f o r  s tudents .  

3. To provide t h e  p a r e n t - s c h o o l  body, commi t t ees  o r  
advisory  counci l  with the  opportunity t o  a f f i l i a t e  with 
peer  bodies such a s  Parent-Teacher Counc i l ,  B.C. Home 
and Schoo l  F e d e r a t i o n ,  Community School Associat ions,  
o r  any o t h e r  peer  body which f o s t e r s  the  o b j e c t i v e s  o f  
pub l i c  school  education. 

Subsequent  r e p o r t s  have  shown a n  i n c r e a s e  i n  t h e  number of  parent  

advisory committees, al though i n  t h e  sp r ing  of  1982 t e n  percent  of the  

schools  s t i l l  d i d  no t  have one. 

Summarv 

Even though pol icy  implementation i s  e s s e n t i a l l y  school-based and 

school-specif ic ,  t h e  d i s t r i c t  can in f luence  t h e  school ,  both  d i r e c t l y  

and i n d i r e c t l y .  I n  t h e  c a s e  o f  t h e  community r e l a t i o n s  pol icy ,  t h e  

Board a t t e m p t e d  t o  i n f l u e n c e  t h e  s c h o o l s  d i r e c t l y ,  by c r e a t i n g  a ' 

p o l i c y  which mandated p a r e n t  a d v i s o r y  commi t t ees ,  by r e q u e s t i n g  

per iodic  r e p o r t s  on the  s t a t u s  of  these  committees, by a d v o c a t i n g  t h e  

u s e  o f  workshops t o  h e l p  s c h o o l  personnel  acqu i re  t h e  knowledge and 

s k i l l s  necessary f o r  t h e  implementation of  the  p o l i c y ,  and by making 

f u n d s  a v a i l a b l e  f o r  n e w s l e t t e r s .  It may have  i n f l u e n c e d  s c h o o l s  

i n d i r e c t l y ,  by e m p h a s i z i n g  t h e  p r o v i s i o n  o f  i n f o r m a t i o n  o v e r  t h e  

e l i c i t a t i o n  o f  p u b l i c  i n p u t ,  and p u b l i c  r e l a t i o n s  a c t i v i t i e s  over 



publ ic  involvement a c t i v i t i e s .  

The e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  po l i cy  has a  background 

very d i f f e r e n t  from t h a t  of  t h e  community r e l a t i o n s  pol icy ,  e s p e c i a l l y  

i n  t h e  i n v o l v e m e n t  o f  s c h o o l  p e r s o n n e l  i n  i t s  development.  The 

implementation of t h e  Minis t ry  d i r e c t i v e  on e lementa ry  s c h o o l  s e l f -  

a s s e s s m e n t  c l e a r l y  i l l u s t r a t e s  t h e  necess i ty  of  developing conceptual  

c l a r i t y  about the  i n t e n t  of po l i cy  and the  time r e q u i r e d  f o r  t h i s  t o  

o c c u r .  It may be a t  t h i s  l e v e l  t h a t  d i s t r i c t  inf luence  is g r e a t e s t ,  

and so  the  d e s c r i p t i o n  o f  t h e  a c t i v i t i e s  o f  t h e  e l e m e n t a r y  s c h o o l  

s e l f - a s s e s s m e n t  c o m m i t t e e  f o c u s e s  o n  i t s  a t t e m p t s  t o  d e v e l o p  

conceptual c l a r i t y .  

The Elementarv School Self-Assessment Policv 

P o l i c v  Backaround 

I n  A u g u s t  1 9 7 9  t h e  M i n i s t r y  o f  E d u c a t i o n  i s s u e d  S c h o o l s  

Department C i rcu la r  92 i n  o rde r  t o  in fo rm s c h o o l  d i s t r i c t s  t h a t  "By 

December, 1981, the  Minis t ry  expects  each school d i s t r i c t  t o  e s t a b l i s h  ' 

a  policy on elementary school  self-assessment." While the  Minis t ry  d id  

n o t  p l a c e  any r e s t r i c t i o n s  on the  elementary school self-assessment 

p o l i c y  e s t a b l i s h e d  i n  e a c h  d i s t r i c t ,  i t  d i d  d e f i n e  some o f  t h e  

p a r a m e t e r s  o f  t h e  p r o c e s s  and provide a  framework f o r  designing t h e  

assessment ins t ruments  which probably influenced the  d e l i b e r a t i o n s  of 

t h e  d i s t r i c t s .  This c e r t a i n l y  appear t o  be the  case i n  Ly t t e f i e ld .  



District  Res~onse  t o  C i r c u l a r  92 

L y t t e f i e l d  S c h o o l  D i s t r i c t  r e s p o n d e d  t o  c i r c u l a r  9 2  by 

e s t a b l i s h i n g  a  c o m m i t t e e  c o n s i s t i n g  o f  n i n e  members :  t h r e e  

r e p r e s e n t a t i v e s  o f  t h e  c e n t r a l  o f f i c e  s t a f f ,  t h r e e  of t h e  Lyt t e f i e l d  

A s s o c i a t i o n  o f  Schoo l  A d m i n i s t r a t o r s  (LASA), a n d  t h r e e  o f  t h e  

L y t t e f i e l d  T e a c h e r s  A s s o c i a t i o n  (LTA).  The c e n t r a l  o f f i c e  

r ep resen ta t ives  were s e l e c t e d  by v i r t u e  o f  t h e i r  p o s i t i o n  - t h e  Deputy 

Superintendent,  the  Ass i s t an t  Superintendent  (Elementary I n s t r u c t i o n ) ,  

and the  Coordinating P r i n c i p a l  (Elementary); the  p r i n c i p a l s  were asked 

t o  s i t  o n  t h e  c o m m i t t e e  b y  t h e  LASA e x e c u t i v e  o r  by t h e  

S u p e r i n t e n d e n t ;  t h e  t e a c h e r s  were  e l e c t e d  b y  LTA s c h o o l  r e p r e -  

s e n t a t i v e s  a t  a  genera l  meeting. 

"Democrat ic  p r o c e d u r e s n  and " p a r t i c i p a t i v e  decision-makingn a r e  

h igh ly  v a l u e d  i n  t h e  d i s t r i c t  -- i n  f a c t ,  t h e y  were  ment ioned by 

n e a r l y  e v e r y  responden t  i n  desc r ib ing  t h e  d i s t r i c t  -- and committees 

comprised of r e p r e s e n t a t i v e s  of  t h e  employee groups a r e  seen  a s  a  way 

o f  e n s u r i n g  both. Thus t h e  r eques t  t o  e s t a b l i s h  an elementary school  ' 

s e l f - a s s e s s m e n t  p o l i c y  d i d  n o t  pose  p r o c e d u r a l  problems f o r  t h e  

d i s t r i c t ,  t h e r e  were numerous precedents  f o r  t h e  response. 

The Policv 

The d r a f t  o f  t h e  p o l i c y  was p r e s e n t e d  t o  t h e  commit tee  f o r  

c o n s i d e r a t i o n  e a r l y  i n  1982 ( s e e  T a b l e  C-6 i n  Appendix C f o r  t h e  

chronology o f  t h e  deve lopment  of t h e  pol icy) .  It had been wr i t t en ,  



o d d l y  e n o u g h ,  by t h e  commi t t ee ' s  most r e c e n t  member, t h e  newly 

appointed Ass i s t an t  Superintendent.  The previous  one  had l e f t  f o r  a 

super in tendency  i n  another  d i s t r i c t .  I n  s p i t e  of h i s  s h o r t  tenure  on 

the  committee, about two months, he prepared a pol icy  s t a t e m e n t  which 

r e f l e c t e d  t h e  t h r u s t  o f  t h e  committee's d e l i b e r a t i o n s  and which met 

wi th  i ts  approval. A copy of the  d r a f t  pol icy  was d i s t r i b u t e d  t o  a l l  

p r i n c i p a l s ,  accompanied by t h e  fol lowing memo from the  superintendent:  

The M i n i s t r y  o f  E d u c a t i o n  h a s  d i r e c t e d  e a c h  s c h o o l  
d i s t r i c t  t o  d e v e l o p  a p o l i c y  on e l e m e n t a r y  s c h o o l  
a s s e s s m e n t .  I n  t h i s  D i s t r i c t  a committee composed of 
c e n t r a l  o f f i c e  s t a f f  a n d  r e p r e s e n t a t i v e s  o f  t h e  
L y t t e f i e l d  A s s o c i a t i o n  o f  School  Admin i s t r a to r s  and 
L y t t e f i e l d  Teachers '  A s s o c i a t i o n  h a s  worked f o r  t h e  
p a s t  yea r  developing a d r a f t  pol icy  statement,  toge the r  
with self-assessment m a t e r i a l s  d e s i g n e d  t o  supp lement  
those published by t h e  Ministry. 

The enclosed d r a f t  p o l i c v  h a s  been p r e s e n t e d  t o  t h e  
Board o f  School  T r u s t e e s  a t  its meeting of 1982.03.09 
a t  which time i t  approved t h e  recommendation t h a t  t h e  
d r a f t  p o l i c y  be  c i r c u l a t e d  t o  elementary schools  and 
the  p ro fess iona l  a s s o c i a t i o n s  f o r  t h e i r  c o n s i d e r a t i o n  
and react ion .  

It would now be apprecia ted  i f  p r i n c i p a l s  and teachers ,  
and t h e  p r o f e s s i o n a l  a s s o c i a t i o n s  would p e r u s e  t h e  
d r a f t  p o l i c y  and  p r o v i d e  t h i s  o f f i c e  w i t h  t h e i r  
r e a c t i o n  and input .  I n  the  in te r im the  committee w i l l  
c o n t i n u e  i ts  work on support  m a t e r i a l s  with the  ob jec t  
o f  c o m p l e t i n g  t h e s e  b e f o r e  t h e  end o f  t h e  c u r r e n t  
s c h o o l  y e a r .  The M i n i s t r y  e x p e c t s  t h e  school-based 
assessment process t o  begin i n  t h e  1982-83 school  year.  

There  was v e r y  l i t t l e  feedback from the  schools ,  and no changes were 

made before  submit t ing  t h e  fol lowing pol icy  t o ' t h e  Board f o r  a p p r o v a l  

on June 6 ,  1 982 : 



preamble : 
C l e a r s i g h t e d  s e l f - s c r u t i n y  and a n a l y s i s  a r e  major 
agen t s  of  growth.  They a l s o  enhance  s e n s i t i v i t y  t o  
c h a n g i n g  c o n d i t i o n s  a n d  n e e d s ,  and t h e i r  c a r e f u l  
p r a c t i c e  i s  a p r o f e s s i o n a l  r e s p o n s i b i l i t y  o f  a l l  who 
a r e  i n v o l v e d  i n  t h e  s c h o o l i n g  o f  young peop le .  I n  
p a r t i c u l a r ,  t he  use of good s e l f - a s s e s s m e n t  p r a c t i c e s  
i n  t h e  elementary schools  of  the  d i s t r i c t  is seen a s  a 
means of  promoting p o s i t i v e  change, o f  p r o t e c t i n g  and 
f o s t e r i n g  e x c e l l e n c e ,  of encouraging c o l l e g i a l i t y  and 
s t a f f  cohesion, and of s t imula t ing  p ro fess iona l  growth. 

POLICY 

I T  SHALL THEREFORE BE THE POLICY OF SCHOOL TRUSTEES OF 
LYTTEFIELD SCHOOL DISTRICT THAT THE DISTRICTt S 
ELEMENTARY SCHOOLS WILL ENGAGE I N  A REGULAR, ONGOING 
PROCESS OF SELF-ASSESSMENT. 

The i m p l e m e n t a t i o n  o f  t h i s  pol icy  w i l l  be governed by 
t h e  fol lowing p r i n c i p l e s  and cons ide ra t ions :  

The elementary school  assessment p rocess  is intended t o  
be format ive  r a t h e r  than summative, and the  process and 
e v e n t u a l  r e c o m m e n d a t i o n s  s h o u l d  r e f l e c t  t h i s  
assumption. 

Condit ions and p r i o r i t i e s  vary,  and it is expected t h a t  
t h e  processes  adopted w i l l  o f t e n  d i f f e r  somewhat from 
school  t o  school. ' 

3. A school  is n o t  a closed system and t h e  wider community 
w i l l  f r equen t ly  c o n s t i t u t e  an important  resource.  

4. S i n c e  any good s e l f - a s s e s s m e n t  model is both arduous 
and time-consuming, i t  is  recognized t h a t  s t a f f s  w i l l  
on occasion r e q u i r e  a d d i t i o n a l  resources.  

5. To ensure  t h a t  t h e  s e l f - a s s e s s m e n t  p r o c e s s  d o e s  n o t  
become a n  empty e x e r c i s e ,  t h e  Board and school staff 
recognize t h a t  both have a r e s p o n s i b i l i t y  t o  examine 
and, where p rac t i cab le ,  implement t h e  recommendations. 

6. Because of  t h e  r igorous  demands o f  a good a s s e s s m e n t  
p r o c e s s ,  what i s  a t tempted i n  a s i n g l e  yea r  should be 
t a i l o r e d  t o  match t h e  resources  a v a i l a b l e .  



The pol icy  preamble, s tatement,  and p r i n c i p l e s  were accompanied by t h e  

fol lowing g u i d e l i n e s  f o r  implementation: 

By 1982.1 1.30 schools  w i l l  be expected t o  submit t o  t h e  
s u p e r i n t e n d e n t ' s  o f f i c e  a d e s c r i p t i o n  o f  how t h e y  
propose t o  begin the  assessment process. It i s  f u r t h e r  
expected t h a t  t h e  p r o c e s s  w i l l  b e g i n  i n  t h e  1982-83 
s c h o o l  y e a r .  By 1 9 8 2 . 0 6 . 3 0  s c h o o l s  s h o u l d  have  
s u b m i t t e d  a c a p s u l e  o u t l i n e  o f  t h e i r  p l a n s  f o r  t h e  
o v e r a l l  assessment cycle.  

Normally the  process  w i l l  fol low a six-year  cyc le ,  with 
the  p o s s i b i l i t y  of  one on more s e c t i o n s  being addressed 
each year .  

S t a t f s  s h o u l d  c o n s i d e r  u s i n g  some o f  t h e i r  non- 
i n s t r u c t i o n a l  d a y s  f o r  b o t h  f a m i l i a r i z a t i o n  a n d  
t r a i n i n g  and f o r  planning and implementation. 

S t a f f s  a r e  encouraged t o  u s e  M i n i s t r y ,  and D i s t r i c t -  
deve loped  m a t e r i a l s ,  making whatever modif ica t ions  a r e  
necessary f o r  t h e i r  s i t u a t i o n s .  

E x t e n s i v e  formal r e p o r t s  need not  be f i l e d  a s  s e c t i o n s  
a r e  completed, but  staffs w i l l  be a s k e d  t o  s u b m i t  any 
a s s e s s m e n t  p r o c e s s  recommendations which may r e q u i r e  
Board a s s i s t a n c e  o r  approval.  

S c h o o l s  should not  embark on the  process u n t i l  a cadre  
of staff have  been t r a i n e d .  The d i s t r i c t  w i l l  make 
provis ion  f o r  appropr ia t e  t ra in ing.  

It is expected t h a t  t h e  self-assessment process  w i l l  be 
c o - o r d i n a t e d  by a committee of  s t a f f .  The p r i n c i p a l  
should be a member o f  t h i s  committee. 

S t a f f s  should  be c a r e f u l  not  t o  over-extend themselves 
a s  they begin t h e  process;  f o r  example, t h e  f i r s t  y e a r  
s h o u l d  probably  no t  comprise more than school c l imate ,  
philosophy, and poss ib ly  one o the r  sec t ion .  

Whether o r  no t  t h e  school involves an e x t e r n a l  team, it 
should a t tempt  t o  bu i ld  i n  some processes t o  a s s i s t  i n  
v a l i d a t i n g  t h e  accuracy o f  its self-assessment. 



10. I f  a n  e x t e r n a l  team is  u t i l i z e d ,  t h e  s t a f f  w i l l  have 
i n p u t  a s  t o  its composition. 

I n  t h e  n e x t  s e c t i o n  I e x p l o r e  how t h i s  pol icy  emerged from the  

d e l i b e r a t i o n s  of  t h e  ESSA committee. 

Committee De l ibe ra t ions  

I n  t h e  i n t e r v i e w s  t h e  committee members l i s t e d  t h e  major i s s u e s  

addressed by t h e  committee,/ described the  d e l i b e r a t i o n s  on each i s s u e ,  

and summarized t h e  s t a t u s  o f  t h e  d e l i b e r a t i o n s  a t  t h a t  time. The 

accounts were h ighly  c o n s i s t e n t ,  both w i t h  one a n o t h e r  and w i t h  t h e  

meet ing  m i n u t e s ,  a t t e s t i n g  t o  the  cohesiveness of  t h e  group and t h e  

i n t e n s i t y  with which they considered and reconsidered each i s sue .  

The c o m m i t t e e  d e l i b e r a t i o n s  f e l l  i n t o  t h r e e  c a t e g o r i e s :  

committee o p e r a t i o n s ;  c o n c e p t u a l i z a t i o n  o f  e l e m e n t a r y  s c h o o l  

s e l f - a s s e s s m e n t ;  a n d  s c h o o l  r e a d i n e s s  f o r  e l e m e n t a r y  s c h o o l  

self-assessment ( s e e  Table 4-4). 

The p u r p o s e  o f  e l e m e n t a r y  s c h o o l  self-assessment was t h e  first ' 

i s s u e  a d d r e s s e d  by t h e  committee.  From i t s  e a r l i e s t  m e e t i n g s  i t  

d e f i n e d  t h i s  a s  i m p r o v e d  p r o g r a m s  a n d  p r a c t i c e s ,  i n c r e a s e d  

e f fec t iveness  of  schools ,  and p ro fess iona l  growth. A l l  t h e  commit tee  

members used s u c h  phrases  as " the  beginning r a t h e r  than t h e  end of a 

process*  and " t h e  p r e l u d e  t o  g rowthn  i n  d i s c u s s i n g  t h e  i n t e n t  of 

e l ementa ry  s c h o o l  s e l f - a s s e s s m e n t ,  and emphasized t h e  d i f fe rences  

between self-assessment and both accoun tab i l i ty  programs and t e a c h e r  
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e v a l u a t i o n .  The p o l i c y  p reamble  e x p r e s s e s  w e l 1 , t h e  v iews  o f  t h e  

committee on t h i s  i ssue .  

C l o s e l y  r e l a t e d  t o  t h i s  first i s s u e  is t h a t  of use of da ta .  The 

major concern of the  committee was t h a t  t h e  s e l f - a s s e s s m e n t  p r o c e s s  

would  become a n  "empty  e x e r c i s e "  u n l e s s  t h e  c o l l e c t i o n  o f  t h e  

assessment d a t a  was seen a s  o n l y  t h e  f i rst  s t e p ,  t o  be  f o l l o w e d  by 

a n a l y s i s ,  development of recommendations f o r  improvement, and imple- 

mentation of t h e s e  recommendations.  Thus committee d e l i b e r a t i o n s  

f o c u s e d  on the  formative na tu re  of the  process, the  r e s p o n s i b i l i t y  of  

schools  t o  implement t h e  recommendations a s  f u l l y  a s  poss ib le ,  and t h e  

r e s p o n s i b i l i t y  of the  d i s t r i c t  t o  support  school e f f o r t s  t o  implement 

the  recommendations, a l l  of  which a r e  r e f l e c t e d  i n  p r i n c i p l e s  1 and 5 

and guidel ine  5. 

Although discussed only a t  a f e w  meetings, t h e  i s s u e  of e x t e r n a l  

examiners was one of t h e  f i rs t  i d e n t i f i e d  by t h e  commit tee  members 

d u r i n g  t h e  i n t e r v i e w s  b e c a u s e  t h e y  were having d i f f i c u l t y  reaching 

consensus on it. On t h e  one hand was the  f e a r  t h a t  the  presence of  an ' 

e x t e r n a l  r ev iew team would be  ha rmfu l  and d y s f u n c t i o n a l  by making 

teachers  anxious and apprehensive and t h u s  d e f l e c t i n g  t h e i r  c o n c e r n  

from se l f - improvement  t o  p u b l i c  image. On t h e  o t h e r  hand was the  

b e l i e f  t h a t  an e x t e r n a l  review team would e n s u r e  t h e  c r e d i b i l i t y  of 

t h e  d a t a ,  and t h u s  t h e i r  u t i l i t y ,  by f u n c t i o n i n g  a s  audi tors .  The 

uncer ta in ty  of the  committee on t h i s  i s s u e  is r e f l e c t e d  i n  g u i d e l i n e s  

9 and 10. 



C o n s i d e r a t i o n  o f  t h e  components  o f  s e l f - a s s e s s m e n t ,  and more 

i m p o r t a n t l y ,  o f  t h e i r  r e l a t i v e  i m p o r t a n c e ,  o c c u p i e d  much of  t h e  

commi t t ee ' s  time. Only one change was made t o  the  Minis t ry ' s  l is t  of 

components contained i n  the  elementary school  self-assessment handbook 

( 1981 ) , t h e  a d d i t i o n  o f  a s e c t i o n  c a l l e d  school cl imate.  This the  

committee c o n s i d e r e d  t o  be one  of i t s  major  accompl ishments .  By 
I 

c l i m a t e  t h e  commit tee  mean t ' t he  r e a d i n e s s  o f  t h e  school  s t a f f  f o r  

self-assessment,  t h a t  i s ,  t h e  a b i l i t y  of t h e  s t a f f  t o  d i s c u s s  t h e  

i s s u e s ,  c r i t i c i z e  c o n s t r u c t i v e l y ,  and reach  consensus. One of the  

subcommittees developed an instrument t o  measure t h e s e  communicat ion 

s k i l l s ,  and i t  was hoped t h a t  schools  would complete t h i s  inventory 

f i rs t  i n  o r d e r  t o  d e t e r m i n e  whe the r  o r  n o t  t h e y  s h o u l d  work  o n  

communication s k i l l s  before  proceeding f u r t h e r .  Guideline 8 sugges ts  

t h a t  school c l imate  be one of t h e  first s e c t i o n s  attempted. 

A n o t h e r  a s p e c t  o f  t h e  s c h o o l ' s  r e a d i n e s s  c o n s i d e r e d  by t h e  

commit tee  was t h e  a t t i t u d e  o f  t e a c h e r s  t o  s e l f - a s s e s s m e n t .  A l l  

committee members f e l t  t h a t  t h e  s u c c e s s  o f  t h e  p o l i c y  depended on ' 

t h i s ,  and f requen t ly  spoke of  the  need t o  " s e l l "  teachers  on t h e  idea ,  

s o  t h a t  t h e y  would "perceive it  a s  a va luable  too ln ,  "become exci ted  

about using t h e  ma te r i a l sn ,  and "view s e l f - a s s e s s m e n t  i n  a p o s i t i v e  

l igh t " .  Guideline 6 addresses t h i s  i s sue .  

The statement of philosophy was a l s o  i d e n t i f i e d  a s  a n  e s s e n t i a l  

component o f  s e l f  -assessment, although t h i s  was a highly content ious  

i s sue .  It was resolved a t  one of t h e  f i n a l  meetings by g iv ing  schoolS 



t h e  c h o i c e  o f :  ( a )  w r i t i n g  t h e i r  own s t a t e m e n t  of  p h i l o s o p h y ,  

a s s i s t e d  by the  list of q u e s t i o n s  p r o v i d e d ;  ( b )  s e l e c t i n g  t h e  most 

a p p r o p r i a t e  statement of philosophy from those provided, modifying i t  

if necessary; and ( c )  c o m p l e t i n g  a  g o a l  p r i o r i z i n g  e x e r c i s e .  The 

importance of t h i s  component i s  suggested by gu ide l ine  8. 

A t  one time the  list o f  t h e  e s s e n t i a l  components i n c l u d e d  t h e  

s c h o o l  and community, and community i n p u t  was cons idered  t o  be an 

important element i n  t h e  development  o f  t h e  s c h o o l ' s  s t a t e m e n t  of 

philosophy. The importance of the  community is suggested i n  gu ide l ine  

3 ,  but not  as s t rongly  a s  i n  the  committee d e l i b e r a t i o n s ,  nor  i s  t h e  

school and community booklet i d e n t i f i e d  a s  one t o  be done i n  the  f i r s t  

year.  

From the  beginning t h e  committee members were concerned about the  

amount o f  t i m e  c o m p l e t i o n  o f  t h e  s e l f - a s s e s s m e n t  b o o k l e t s  would  

r e q u i r e  and the  demands t h i s  would make on teachers.  They fea red  t h a t  

i f  the  t a s k  were too time-consuming t h e  q u a l i t y  o f  the  d a t a  c o l l e c t i o n  

p r o c e s s  might  s u f f e r  and i n s u f f i c i e n t  a t t e n t i o n  migh t  be p a i d  t o  / 

developing and implementing recommendations.  These c o n c e r n s  abou t  

t i m e  c o n s t r a i n t s  a r e  addressed i n  p r i n c i p l e s  4 and 6 ,  and gu ide l ines  

2, 3 and 8. 

F i n a l l y ,  t h e  committee f e l t  t h a t  t h e  self-assessment process had 

t o  be s u f f i c i e n t l y  f l e x i b l e  t o  meet  t h e  d i f f e r e n t  c i r c u m s t a n c e s  of 

each  s c h o o l .  By f l e x i b i l i t y  was meant t h e  freedom of t h e  schools  t o  

decide how many sec t ions  t h e y  would a t t e m p t  p e r  y e a r ,  t h e  o r d e r  i n  



which t h e y  would complete the  sec t ions ,  and what m a t e r i a l s  they would 

use. I n  o t h e r  words, the  committee wanted the  s c h o o l s  t o  be a b l e  t o  

p l a n  t h e  most s u i t a b l e  self-assessment f o r  t h e i r  s i t u a t i o n ,  a d e s i r e  

r e f l e c t e d  i n  g u i d e l i n e s  1 ,  4 ,  and 7. 

Summarv 
1 

L y t t e f i e l d  h a s  e s t a b l i s h e d  p r o c e d u r e s  f o r  p o l i c y  making t h a t  

enabled i t  t o  respond e a s i l y  t o  C i r c u l a r  92. The e l e m e n t a r y  s c h o o l  

self-assessment committee, which was composed of  t h r e e  r e p r e s e n t a t i v e s  

from each of t h e  c e n t r a l  o f f i c e ,  p r i n c i p a l ,  and teacher  groups, worked 

f o r  over two y e a r s  t o  develop t h e  policy and t h e  assessment mater ia ls .  

It spent  by far the  g rea t& amount of time on t r y i n g  t o  conceptual ize 

t h e  meaning and p r o c e s s  o f  self-assessment.  Once the  committee had 

achieved consensus on these  i s s u e s ,  the  a c t u a l  w r i t i n g  o f  t h e  p o l i c y  

and a d a p t a t i o n  o f  M i n i s t r y  m a t e r i a l s  t o o k  v e r y  l i t t l e  time. The 

committee a l s o  expressed c o n c e r n  f r e q u e n t l y  a b o u t  t h e  r e a d i n e ' s s  o f  
- 

schools  t o  engage i n  self-assessment, and the  consequent importance of ' 

t h e  i n t r o d u c t i o n  o f  t h e  p o l i c y  t o  s c h o o l  p e r s o n n e l  a n d  o f  t h e  

i m p l e m e n t a t i o n  s t r a t e g i e s  u t i l i z e d  by the  d i s t r i c t  implementers. A s  

i n t e r e s t e d  as t h e  committee members were i n  t h e  implementation of t h e  

e l e m e n t a r y  school  self-assessment process, however, they d id  not  f e e l  

i t  was w i t h i n  t h e i r  mandate t o  p l a n  f o r  o r  b e  i n v o l v e d  i n  t h e  

implementation process. 



C h a ~ t e r  Summarv 

I n  t h e  c a s e s  o f  b o t h  t h e  community r e l a t i o n s  p o l i c y  and t h e  

e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  p o l i c y ,  t h e  School Board and the  

sen io r  admin i s t r a to r s  placed f a r  g r e a t e r  emphasis on t h e  development  

o f  t h e  p o l i c y  t h a n  on i t s  implementation. The major implementation 

s t r a t e g i e s  u t i l i z e d  by t h e  d i s t r i c t  s t a f f  were d i s s e m i n a t i o n  o f  

i n f o r m a t i o n  and workshops  f o r  two represen ta t ives  from each school. 

I n  addi t ion ,  s e v e r a l  P r i n c i p a l s 1  Meetings were devoted, i n  whole o r  i n  

p a r t ,  t o  d i s c u s s i o n  of t h e  community r e l a t i o n s  policy;  no doubt t h i s  

would a l s o  have happened with t h e  e l ementa ry  s c h o o l  s e l f - a s s e s s m e n t  

policy. 

These r e p r e s e n t  t h e '  e f f o r t s  of t h e  d i s t r i c t  t o  in f luence  school 

implementation a c t i v i t i e s  d i r e c t l y ,  b u t  t h e  d i s t r i c t  may e x e r t  a n  

i n d i r e c t  i n f l u e n c e  a s  w e l l .  For  example, t h e  community r e l a t i o n s  

a c t i v i t i e s  o f  t h e  Board members and of t h e  c e n t r a l  o f f i c e  s t a f f  

c l e a r l y  f a v o u r  c e r t a i n  a s p e c t s  o f  t h e  p o l i c y  over o the r s ,  and t h i s  

might se rve  a s  a model f o r  school  p e r s o n n e l .  If t h e  members of t h e  ' 

e lementa ry  s c h o o l  self-assessment committee are involved i n  d i s t r i c t  

implementation a c t i v i t i e s ,  t h e n  t h e y  w i l l  l i k e l y  convey t o  s c h o o l  

personnel a s p e c i f i c  i n t e r p r e t a t i o n  of t h e  policy. 

I n  the  next  chap te r  I desc r ibe  the  responses of the  f o u r  s c h o o l s  

t o  the  community r e l a t i o n s  pol icy  and t o  the  a t tempts  of  t h e  Board and 

the  c e n t r a l  o f f i c e  t o  i n f l u e n c e  t h e i r  implementation a c t i v i t i e s .  



CHAPTER V 

IMPLEMENTATION AT THE SCHOOL LEVEL: 

VARIATIONS ON A THEME 

I n  t h i s  chap te r  I d e s c r i b e  and a n a l y s e  t h e  community r e l a t i o n s  

programs of  t h e  f o u r  p a F t i c i p a t i n g  schools ,  h i g h l i g h t i n g  i n  p a r t i c u l a r  

t h e  d i f f e r e n c e s  be tween  t h e s e  p rog rams  and t h e  c o n s i s t e n t  p a t t e r n  

f o r m e d  by t h e s e  d i f f e r e n c e s .  The d e s c r i p t i o n s  and a n a l y s e s  are 

der ived  l a r g e l y  from t h e  i n t e r v i e w  d a t a ,  supported and supplemented by 

w r i t t e n  r e c o r d s  and  by o b s e r v a t i o n .  School l e v e l  implementation of 

t h e  elementary school  se l f -assessment  p o l i c y  i s  n o t  d i s c u s s e d  h e r e ,  

b e c a u s e  t h e  p o l i c y  was d i s t r i b u t e d  t o  t h e  schools  only a t  t h e  end of  

t h e  s tudy and they had r e c e i v e d  v i r t u a l l y  no i n f o r m a t i o n  a b o u t  t h e  

po l i cy  and t h e  m a t e r i a l s  p r i o r  t o  t h a t  time. 

The chap te r  beg ins  w i t h  a b r i e f  i n t r o d u c t i o n  t o  t h e  p a r t i c i p a t i n g  

schoo l s  and t h e i r  s e t t i n g s .  

The Schools  and Thei r  S e t t i n a s  

Table 5-1 p r e s e n t s  some r e c e n t  census d a t a  on t h e  s e t t i n g s  of t h e  

f o u r  s c h o o l s .  O f  c o u r s e ,  t h e  c e n s u s  t r a c t s  and t h e  school  i n t a k e  

a r e a s  do no t  correspond e x a c t l y ;  t h e  c e n s u s  d a t a  d o ,  n e v e r t h e l e s s ,  

t e l l  u s  something about  t h e  schools '  s e t t i n g s .  



Table 5-1 

F e a t u r e s  of t h e  School S e t t i n g s  

I n d i c a t o r s  

School 

Thompson F r a s e r  Columbia L y t t e f i e l d  

F i r s t  language 
Engl i sh  
Chinese 
I t a l i a n  
o t h e r  

S i n g l e  pa ren t  f a m i l i e s  

Type o f  dwe l l i ng  
owned house 
r en t ed  duplex/house 
r e n t e d  apartment  

Note. Compiled by au tho r  from 1981 census  d a t a  



Thom~son Elementarv 

Thompson Elementary  has opened i n  the  l a s t  t e n  years ,  making i t  

one of t h e  youngest schools  i n  t h e  d i s t r i c t .  It i s  l o c a t e d  i n  a new 

and growing community, and classrooms have been added t o  accommodate 

the  inc rease  i n  thgJ s tudent  population. 

The Thompson s e t t i n g  h a s  t h e  h i g h e s t  p e r c e n t a g e  o f  apartment 

dwell ings and t h e  h ighes t  percentage of s i n g l e  parent  f a m i l i e s  of t h e  

f o u r  s c h o o l s  ( s e e  Table 5-1 ) . This information may be r e l a t e d  t o  t h e  

b e l i e f  of school  and d i s t r i c t  p e r s o n n e l  t h a t  t h e  community i s  more 

t r a n s i e n t  t h a n  most i n  L y t t e f i e l d  and t h a t  many of  the  s tuden t s  come 

from homes which r e l y  on income a s s i s t a n c e  from governmental sources. 

The p r i n c i p a l  and head t e a c h e r  a t  Thompson have both been with 

t h e  s c h o o l  s i n c e  i t  opened. I n  f a c t  t h e y  w e r e  i n v o l v e d  i n  t h e  

p l a n n i n g  o f  t h e  d e s i g n  a n d  d e c o r  o f  t h e  b u i l d i n g  a n d  i n  t h e  

in t roduc t ion  o f  open a r e a  t e a c h i n g ,  a c o n c e p t  which t h e  p r i n c i p a l  

a d m i t s  may n o t  have  been new t o  the  world of  education a t  t h a t  time 

bu t  which was t o  the  d i s t r i c t .  

The Thompson s t a f f  h a s  a r e p u t a t i o n  o f  b e i n g  one  o f  t h e  most 

m i l i t a n t  i n  t h e  d i s t r i c t ,  and many a r e  a c t i v e  members of  t h e  t e a c h e r s  

a s s o c i a t i o n .  On t h e  o t h e r  hand, i t  a l s o  has a r epu ta t ion  of  being 

highly profess ional .  Several  of t h e  respondents  mentioned t h a t  t h e y  

chose t o  t r a n s f e r  t o  Thompson because of t h e  challenge of working i n  a 

community school ,  e s p e c i a l l y  when the  home backgrounds of some of t h e  

s t u d e n t s  c o n s t i t u t e  what i s  g e n e r a l l y  t h o u g h t  of  a s  a d i f f i c u l t  



125. 

teaching s i t u a t i o n ,  and because of the  profess ional ism of t h e  s t a f f .  

F r a s e r  Elementarv 

I n  c o n t r a s t  t o  Thompson, F r a s e r  is an o ld  school  loca ted  i n  an 

e s t a b l i s h e d ,  s t d b l e ,  w o r k i n g - c l a s s  community. The p e r c e n t a g e  o f  

s i n g l e  p a r e n t  f a m i l i e s  and t h e  p e r c e n t a g e  o f  f a m i l i e s  l i v i n g  i n  

apartments a r e  lower i n  t h i s  s e t t i n g  than i n  t h e  Thompson s e t t i n g  ( s e e  

Tab le  5-1 ) . Many o f  t h e  s t u d e n t s  i n  the  school  today have followed 

t h e i r  o lde r  b ro the r s  and s i s t e r s  the re ,  and i n  some c a s e s  even t h e i r  

parents .  

F r a s e r  e n j o y s  cons iderable  community suppor t ,  and apparently has 

f o r  a number o f  y e a r s .  1t h a s  a r e p u t a t i o n  o f  b e i n g  a c a d e m i c a l l y  

or iented  and t r a d i t i o n a l ;  t h e  l a t t e r  d e s c r i p t i o n  may be a t t r i b u t e d ,  i n  

p a r t  a t  l e a s t ,  t o  the  f a c t  t h a t  t h e  previous p r i n c i p a l  and most of  the  

s t a f f  had been t h e r e  f i f t e e n  y e a r s  o r  more. The new p r i n c i p a l ,  who 

was assigned on t h e  r e t i r e m e n t  o f  t h e  f o r m e r  p r i n c i p a l ,  i s  i n  h i s  

second yea r  a t  Fraser .  H e  is concerned t h a t  " t r a d i t i o n a l "  is i n  danger ' 

of becoming " r i g i d n  o r  " inf lexib le" .  H i s  s o l u t i o n  h a s  been t o  b r i n g  

i n  s e v e r a l  new t e a c h e r s ,  who now c o n s t i t u t e  about one-third of  the  

s taff .  T h i s  w a s  accompl i shed  t h r o u g h  r e t i r e m e n t s  and v o l u n t a r y  

t r a n s f e r s ,  and has not  r e s u l t e d  i n  hard f e e l i n g s  o r  resentment. 

Columbia Elementarv 

Columbia Elementary enjoys what is o f t e n  thought t o  be the  i d e a l  



e d u c a t i o n a l  s e t t i n g .  Its s t u d e n t s  come from upper-middle  c l a s s ,  

p r o f e s s i o n a l  backgrounds .  A s  Tab le  5-1 shows, n e a r l y  80% of t h e  

f a m i l i e s  own t h e i r  own home, and apartment dwell ings a r e  very ra re .  

O f  t h e  f o u r  s c h o o l s ,  t h e  p e r c e n t a g e  o f  s i n g l e  p a r e n t  f a m i l i e s  i s  

l o w e s t  i n  t h e '  Columbia s e t t i n g ,  o n l y  h a l f  o f  t h a t  i n  t h e  Thompson 

s e t t i n g .  

I n  s p i t e  o f  i t s  p r o p i t i o u s  s e t t i n g ,  community r e l a t i o n s  a t  

Columbia a r e  c o n s i d e r e d  t o  be o n l y  f a i r  by d i s t r i c t  p e r s o n n e l ,  

a l t h o u g h  t h e r e  have  been no c o n f r o n t a t i o n s  o r  d i spu tes  between the  

school and the  community t o  support  such a  view. It seems t o  be  more 

a  m a t t e r  o f  t h e  absence  o f  good community r e l a t i o n s  r a t h e r  than the  

presence of  any def inable  problems. This n e u t r a l  atmosphere seems t o  

pervade a l l  a spec t s  of  l i f e  a t  Columbia, a s  w i l l  be i l l u s t r a t e d  l a t e r .  

The p r i n c i p a l  and most o f  t h e  s t a f f  have been t h e r e  f i v e  y e a r s  o r  

more . 

L v t t e f i e l d  Secondarv 

L y t t e f i e l d  Secondary  i s  o v e r  twenty- f i v e  y e a r s  o l d ,  and h a s  

experienced turmoil  during much of t h a t  t ime.  Any newcomer q u i c k l y  

l e a r n s  t h a t  t h e r e  have been two major f i r e s  a t  the  school,  des t roying 

more t h a n  h a l f  t h e  b u i l d i n g  on each o c c a s i o n .  S t u d e n t  u n r e s t ,  

d i s c i p l i n e  problems,  vandalism -- t h e  s t a f f  has had t o  cope with a l l  

these  problems. The s i t u a t i o n  was a t  i t s  worst during t h e  l a t e  1960s  

and e a r l y  19709,  and h a s  improved c o n s i d e r a b l y  o v e r  t h e  l a s t  two 



y e a r s .  N e v e r t h e l e s s ,  a s  can be imagined, such a c t i v i t i e s  have taken 

t h e i r  t o l l  on community r e l a t i o n s .  For example, dur ing  t h e  c o u r s e  o f  

t h e  s t u d y  two s e c o n d a r y  s c h o o l s  were closed. Many p a r e n t s  objec ted  

not so  much t o  the  c los ing  of these  schools  a s  t o  the  t r a n s f e r r i n g  o f  

t h e i r  ch i ld ren  t o  L y t t e f i e l d  Secondary. 

The previous p r i n c i p a l  had held t h a t  p o s i t i o n  f o r  a b o u t  f i f t e e n  

years ,  and many of t h e  s t a f f  have been the re  a  similar leng th  of time. 

He r e t i r e d  t h e  y e a r  b e f o r e  t h e  s t a r t  o f  t h e  s t u d y ,  and b o t h  t h e  

p r e s e n t  p r i n c i p a l  and v i c e - p r i n c i p a l  a r e  i n  t h e i r  second y e a r  a t  

Ly t t e f i e ld .  Many o f  t h e  r e s p o n d e n t s  r e f e r r e d  t o  t h e  c o n s i d e r a b l e  

improvements t h e  new a d m i n i s t r a t i o n  had wrought, e s p e c i a l l y  i n  the  

a reas  of c o n t r o l l i n g  vandalism and keeping the  school  l i t t e r - f r e e  and 

clean. 

F r a s e r  E lementa ry  i s  one of L y t t e f i e l d t s  f eeder  schools ,  and is 

located  about 20 blocks away. 1t'is not  s u r p r i s i n g ,  t h e n ,  t h a t  t h e y  

a r e  demographically similar ( s e e  Table 5-1 ) . 

School Communitv Rela t ions  Pronrams 

The d e s c r i p t i o n s  provided by t h e  respondents suggest  t h a t  school 

community r e l a t i o n s  programs have f o u r  components: ( a )  t h e  c r e a t i o n  

o f  an open, welcoming atmosphere; (b) w r i t t e n  communications from the  

school  t o  t h e  home; ( c )  s c h o o l - i n i t i a t e d  community c o n t a c t s ;  and 

( d )  t e a c h e r - i n i  t i a t e d  community contac ts .  Each of these  components 

is discussed i n  d e t a i l .  



O ~ e n ,  Welcomina Atmos~here 

Almost i n v a r i a b l y  t h e  first comment the  respondents  would make i n  

d e s c r i b i n g  t h e i r  s c h o o l ' s  c o n t a c t s  w i t h  t h e  community was t o  t h e  

e f f e c t  t h a p  "We have a n  open door  p o l i c y .  P a r e n t s  know t h e y  are 

welcome here." When pressed t o  expla in  how paren t s  know t h a t  t h e r e  i s  

a n  o p e n  d o o r  p o l i c y  and t h a t  t h e y  a r e  welcome, t h e  r e s p o n d e n t s  

suggested a number o f  i n d i c a t o r s ,  most of  which were i n t e r p e r s o n a l  i n  

n a t u r e .  These  compr i se  t h e  nnon-physica l"  c a t e g o r y  i n  Table 5-2. 

Most o f  t h e  p h y s i c a l  i n d i c a t o r s  have been d e r i v e d  from t h e  f i e l d  

n o t e s ,  e x c e p t  t h e  f i rs t  and l a s t ,  which were emphasized by t h e  

respondents, e s p e c i a l l y  those concerned about community r e l a t i o n s .  

Table 5-2 a l s o  r a t e s  each school ' s  performance on t h e  ind ica to r s .  

The r a t i n g s  a r e  based on numerous observations made o v e r  a  p e r i o d  of 

t h r e e  months,  and a r e  i n t e n d e d  t o  r e f l e c t  u s u a l  cond i t ions  i n  the  

school r a t h e r  than i s o l a t e d  c i r c u k t a n c e s .  Nevertheless,  t h e  r a t i n g s  

a r e  h i g h l y  s u b j e c t i v e ,  p a r t i c u l a r l y  i n  t h e  case of t h e  nonphysical 

i n d i c a t o r s ,  and t h e  school  with the  lowest r a t i n g s ,  Columbia, i s  t h e  

one i n  which a c c e s s  was most d i f f i c u l t  and most constrained.  These 

l i m i t a t i o n s  must temper any i n t e r p r e t a t i o n s  o r  conclusions drawn from 

Tab le  5-2,  On t h e  o t h e r  hand, the  exis tence  of a  d i s t i n c t i v e  school 

atmosphere o r  c l ima te  and the  a b i l i t y  of t h i s  a tmosphere  t o  convey a  

message t o  v i s i t o r s  d o e s  r e f l e c t  t h e  i n t u i t i v e  knowledge o f  many 

people f a m i l i a r  wi th  schools. 



Table 5-2 

I n d i c a t o r s  o f  "Open, Welcoming Atmospheren 

I n d i c a t o r s  

Performance by School  

Thompson F r a s e r  Columbia L y t t e f i e l d  

p h y s i c a l  
a t t r a c t i v e  s e t t i n g  & decor ;  
wel l -maintained + + - + 
welcome s i g n  + - - - 
d i r ec t i ons /map  + - - + 
d i s p l a y  o f  s t u d e n t  work + + + - 
n o t i c e s  o f  upcoming e v e n t s  + - - + 
evidence o f  s c h o o l  h i s t o r y  + + - + 
open classro,om door s  + + - - 

nonphys ica l  
warm r e c e p t i o n / g r e e t i n g  + + ? + 
h e l p f u l n e s s  o f  s e c r e t a r y  + + ? + 
i n t r o d u c t i o n  o f  v i s i t o r s  + + ? - 
v i t a l i t y  o f  staf froom + + - - 
warm,  c o u r t e o u s  i n t e r a c t i o n s  + + - - 

Note. + = i n d i c a t o r  p r e s e n t  o r  f r e q u e n t l y  observed 
- i n d i c a t o r  a b s e n t  o r  i n f r e q u e n t l y  observed 
? = i n s u f f i c i e n t  o b s e r v a t i o n s  t o  make assessment  



P h v s i c a l  i n d i c a t o r s ,  The p h y s i c a l  envi ronment  o f  t h e  school  

con t r ibu tes  t o  the  c r e a t i o n  o f  an open, welcoming a tmosphere  i n  two 

ways. The first i n v o l v e s  showing s p e c i f i c  concern f o r  v i s i t o r s ,  by 

providing, f o r  e x w p l e ,  a welcome s ign ,  d i r e c t i o n s  t o  va r ious  a r e a s  i n  

t h e  s c h o o l  ( e s p e c i a l l y  t h e  o f f i c e ) ,  and a  map of t h e  b u i l d i n g .  

These measures express  the  s c h o o l t s  welcome t o  v i s i t o r s  and h e l p s  them 

f ind  t h e i r  way around. Only Thompson scores  we l l  on these  i n d i c a t o r s .  

The physical  environment a l s o  he lps  t o  c r e a t e  an open, we1 coming 

a tmosphere ,  i n  a  more i n d i r e c t  manner, by showing t h a t  t h e  school  

is, t o  quote one of the  respondents ,  "a good p l a c e  t o  ben .  The more 

a t t r a c t i v e  t h e  s c h o o l  is,  t h e  more s i g n s  t h e r e  are t h a t  i t  i s  a  

l i v e l y ,  a c t i v e  p lace  o f  which s t u d e n t s  and s t a f f  a r e  p roud ,  t h e  more 

l i k e l y  i t  i s  t h a t  v i s i t o r s  w i l l  be  c o m f o r t a b l e  t h e r e .  A l l  f o u r  

schools a r e  c lean ,  l i t t e r - f r e e ,  and well-maintained, b u t  Thompson and 

F r a s e r  a p p e a r  t o  have  made a  gre.ater e f f o r t  t o  enhance t h e i r  o v e r a l l  

a t t r a c t i v e n e s s ,  f o r  example, through p l a n t s ,  c o l o u r ,  c a r p e t i n g ,  and 

l i g h t i n g ,  than have Columbia and L y t t e f i e l d .  Classroom doors are l e f t  ' 

open more f r e q u e n t l y  a t  Thompson and F r a s e r  t h a n  a t  Columbia and 

L y t t e f i e l d .  D i s p l a y  of  s tuden t  works, mementos of p a s t  achievement, 

and n o t i c e s  o f  upcoming e v e n t s  a r e  i n d i c e s  of s t a f f  and s t u d e n t  

involvement i n  t h e  school  t h a t  a r e  common a t  Thompson and l e a s t  common 

a t  Columbia. 

N o n ~ h v s i c a l  i n d i c a t o r s .  The first t h r e e  nonphysical i n d i c a t o r s  



i n v o l v e  v i s i t o r s  d i r e c t l y ,  and are concerned with the  manner i n  which 

t h e y  a r e  t r e a t e d .  No r a t i n g s  a r e  g i v e n  f o r  C o l u m b i a  o n  t h e s e  

i n d i c a t o r s  because only two v i s i t o r s  were observed, one of whom was a  

former teabher. A t  t h e  o t h e r  schools ,  v i s i t o r s  a r e  r e c e i v e d  warmly, 

and  t h e  s e c r e t a r i e s  a r e  c o u r t e o u s  a n d  h e l p f u l .  Thompson is  

exceptional  i n  both re spec t s .  For example,  f i r s t - t i m e  v i s i t o r s  a r e  

t r e a t e d  t o  a  g u i d e d  t o u r  o f  t h e  b u i l d i n g ,  t o  t h e  accompaniment of 

information about  t h e  h i s t o r y  o f  t h e  s c h o o l ,  c u r r e n t  programs and 

p r a c t i c e s ,  and s p e c i a l  f e a t u r e s  of each t eacher ' s  c l a s s .  Also, t h e  

sec re ta ry  is very f a m i l i a r  wi th  the  o p e r a t i o n  o f  t h e  s c h o o l  and c a n  

h a n d l e  many o f  t h e  t e l e p h o n e  c a l l s  when t h e  p r i n c i p a l  i s  n o t  

a v a i l a b l e .  P e r h a p s  t h e  i n t r o d u c t i o n  o f  v i s i t o r s  t o  o t h e r  s t a f f  

members i s  t h e  most s i g n i f i c a n t  i n d i c a t o r s  of how they a r e  regarded, 

f o r  i t  s u g g e s t s  t h e  s c h o o l  p e r s o n n e l  a r e  i n t e r e s t e d  i n  them.  

C o n v e r s e l y ,  when v i s i t o r s  a r e  n o t  i n t r o d u c e d  t o  t h e  o t h e r s ,  t h e  

message i s  t h a t  t h e y  a r e  e x p e c t e d  t o  comple te  t h e i r  b u s i n e s s  and 

leave. Thompson and Frase r  perform very well  on t h i s  ind ica to r .  

The remaining two nonphysical i n d i c a t o r s  i n v o l v e  s t a f f -  t o - s t a f  f 

and s t a f f -  t o - s t u d e n t  i n t e r a c t i o n s ,  and con t r ibu te  i n d i r e c t l y  t o  the  

c rea t ion  of  an  open, welcoming atmosphere. V i t a l i t y  i n  the  s t a f f r o o m  

r e f e r s  t o  the  camaraderie among t h e  s t a f f ,  t h e i r  cohesiveness, and t h e  

tone  o f  t h e i r  i n t e r a c t i o n s .  A t  Thompson and F r a s e r  t e a c h e r s  a r e  

greeted a s  they e n t e r  t h e  staffroom, banter ing  and t eas ing  form a p a r t  

of the  exchanges, and t eachers  mix w e l l ,  cha t  t o g e t h e r  on t h e  way t o  



c l a s s ,  and s t o p  by each  o t h e r 1  s rooms. The n e g a t i v e  r a t i n g s  f o r  

Columbia and L y t t e f i e l d  do no t  r e p r e s e n t  acrimony o r  l a c k  of' harmony; 

r a t h e r ,  t h e  s t a f f  r e l a t i o n s  a t  these  two schools  can be described a s  

genera l ly  neu t ra l .  Groups of  t e a c h e r s  a r e  f r i e n d l y ,  but  t h i s  does not  
/ 

c h a r a c t e r i z e  r e l a t i o n s  among t h e  s t a f f  as a  whole. The same p a t t e r n  

holds  f o r  the  f i n a l  i n d i c a t o r :  a t  Thompson and F r a s e r  s t a f f - s t u d e n t  

i n t e r a c t i o n s  a r e  warm and f r i e n d l y ,  p e o p l e  g r e e t  one another  with 

smi les ,  l a u g h t e r  i s  h e a r d  f r e q u e n t l y ;  a t  Columbia t h e  most common 

r e a s o n  f o r  t h e  s t a f f  t o  t a l k  t o  s t u d e n t s  i n  t h e  ha l lway  is  t o  

reprimand them; a t  L y t t e f i e l d ,  perhaps because of the  l a r g e r  numbers, 

p e o p l e  f r e q u e n t l y  pass  i n  the  h a l l s  without any kind of  g r e e t i n g ,  and 

i t  i s  not  uncommon t o  hear' a  s t u d e n t  t a l k i n g  rudely  t o  a  teacher  o r  t o  

see a  g roup  o f  s t u d e n t s  w a t c h i n g  a  t e a c h e r  with an armful of books 

s t r u g g l i n g  t o  open a  door without  o f f e r i n g  t o  help. 

Summarv, Thompson1 s performance is high on a l l  t h e  i n d i c a t o r s ,  

and i t  can be s a i d  t o  have succeeded i n  c r e a t i n g  an open and welcoming ' 

a t m o s p h e r e .  I n  s p i t e  o f  t h e  c o n c e r n  of a  number o f  t e a c h e r s  a t  

Fraser ,  o r  perhaps because of  t h e i r  e f f o r t s ,  F r a s e r f  s pe r fo rmance  i s  

a l s o  good, p a r t i c u l a r l y  on t h e  important  nonphysical ind ica to r s .  The 

o the r  two schools  have not  been a s  s u c c e s s f u l :  Columbia h a s  a  v e r y  

b u s i n e s s l i k e  atmosphere, with everything under con t ro l  but  lacking i n  

warmth and v i t a l i t y ;  and L y t t e f i e l d  p e r f o r m s  w e l l  on t h e  p h y s i c a l  

i n d i c a t o r s ,  which a t t e s t s  t o  t h e  e f f o r t s  of t h e  new adminis t ra t ion  t o  



d e a l  w i t h  a  s e r i o u s  and l o n g s t a n d i n g  vandalism problem, but  not  a s  

w e l l  on t h e  nonphysical. 

Given t h e  l i m i t a t i o n s  o f  t h i s  set of da ta ,  one must be wary of 

the  conclusions. On the  o t h e r  hand,  t h e  p a t t e r n  o f  performance on 

t h i s  component  i s  r e p e a t e d  on t h e  o t h e r  t h r e e  components o f  t h e  

community r e l a t i o n s  program. 

School Wri t ten  Communications 

S c h o o l s  communicate w i t h  more people and communicate with them 

more  f r e q u e n t l y  i n  w r i t i n g  t h a n  i n  p e r s o n ,  m a k i n g  w r i t t e n  

communicat ions  an  i m p o r t a n t  component o f  t h e  community r e l a t i o n s  

program. There a r e  t h r e e  main t y p e s  o f  w r i t t e n  communicat ions -- 
s c h o o l  b u l l e t i n s ,  c l a s s r o o m  b u l l e t i n s ,  and news le t t e r s  -- although 

o t h e r s  a r e  possible.  Each t y p e  can  be  d e s c r i b e d  a l o n g  a  number o f  

d i m e n s i o n s :  i n t e n t  o r  p u r p o s e ,  w h i c h  may be  u t i l i t a r i a n ,  t h e  

conveying o f  s p e c i f i c  i n f o r m a t i o n  as e f f i c i e n t l y  a s  p o s s i b l e ,  o r  

i n f o r m a t i o n a l ,  t h e  conveying of genera l  and d e s c r i p t i v e  information;  ' 

frequency, which is the  number i s s u e d  p e r  y e a r ;  t o n e ,  which may be 

e i t h e r  p e r s o n a l  o r  i m p e r s o n a l ,  and i s  r e l a t e d  t o  t h e  d e g r e e  o f  

f o r m a l i t y ;  c o n t e x t ,  w h i c h  r e f e r s  t o  t h e  a m o u n t  o f  b a c k g r o u n d  

i n f o r m a t i o n  p r o v i d e d  and may be e i t h e r  f u l l  o r  l imi ted ;  and pa ren ta l  

involvement, which may be  h i g h  o r  low, depend ing  on t h e  e x t e n t  t o  

which p a r e n t s  a r e  made t o  f e e l  p a r t  of happen ings  a t  t h e  school .  

T a b l e  5-3 p r e s e n t s  i n f o r m a t i o n  a b o u t  e a c h  s c h o o l ' s  w r i t t e n  

communications. 



Table 5-3 

School Wr i t t en  Communications 

Performance by School  
Types & C h a r a c t e r i s t i c s  

Thompson F r a s e r  Columbia L y t t e f i e l d  

school  b u l l e t i n s  
purpose u t i l .  u t i l .  u t i l  . u t i l .  
number per  y e a r  10-1 5 35-40 10-15 5-10 
tone  pe r sona l  pe r sona l  pe r sona l  pe r sona l  
con t e x t  

l i s t i n g  of  e v e n t s  - l i m i t e d  l i m i t e d  l i m i t e d  
s p e c i f i c  t o p i c  f u l l  f u l l  f u l l  f u l l  

p a r e n t a l  involvement 
l i s t i n g  of e v e n t s  - low low low 
s p e c i f i c  t o p i c  v a r i e s  v a r i e s  v a r i e s  v a r i e s  

classroom b u l l e t i n s  
purpose u t i l .  u t i l .  u t i l .  - 
number pe r  y e a r  1 OO+ 1 OO+ 3 OO+ ? 
tone  pe r sona l  persona l  impersonal  - 
con tex t  f u l l  f u l l  l i m i t e d  - 
p a r e n t a l  involvement h igh  high low - 

n e w s l e t t e r s  
purpose i n f o  . - - i n f o  . 
number o f  t ypes  2 - - 1 
number p e r  y e a r  2 5 - - 5 
tone  pe r sona l  - - p e r s o n a l  
con tex t  f u l l  - - f u l l  
p a r e n t a l  involvement h igh  - - h igh  

o t h e r  
purpose i n f o  . - - - 
number o f  t o p i c s  4 - - - 
tone  pe r sona l  - - - 
con tex t  f u l l  - - - 
p a r e n t a l  involvement h igh  - - - 

Note. i n f o .  = i n f o r m a t i o n a l  
u t i l .  = u t i l i t a r i a n  



School  b u l l e t i n s ,  Schoo l  b u l l e t i n s  a r e  genera l ly  s e n t  t o  t h e  

parents  of a l l  s tuden t s  and they a r e  genera l ly  u t i l i t a r i a n  i n  n a t u r e .  

Most b u l l e t i n s  d e a l  w i t h  s e v e r a l  d i f f e r e n t  t o p i c s ;  they a r e ,  i n  a  

sense,  a  l i s t i n g  of events .  An example o f  a  m u l t i t o p i c  b u l l e t i n  i s  

provided i n  Appendix D-1. Others, however, a r e  concerned with only one 

i s s u e ,  a s  i n  the  example provided i n  Appendix D-2. 

T h e s e  e x a m p l e s  a l s o  i l l u s t r a t e  o t h e r  f e a t u r e s  o f  s c h o o l  

b u l l e t i n s .  For example, t h e  tone i s  genera l ly  personal  and i n f o r m a l ,  

although t h i s  is  o f t e n  l e s s  t r u e  of Columbia than the  o the r  three .  I n  

mul t i top ic  b u l l e t i n s  the  amount of  background information p r o v i d e d  i s  

l i m i t e d ,  b u t  c o n s i d e r a b l y  more background information is provided i n  

s i n g l e  top ic  b u l l e t i n s .    he e x t e n t  of parent  involvement a l s o  v a r i e s  

w i t h  t h e  t y p e  o f  s c h o o l  b u l l e t i n g :  i n  m u l t i t o p i c  b u l l e t i n s  t h e  

parents  a r e  merely expected t o  r ece ive  the  information and f o l l o w  t h e  

i n s t r u c t i o n s  a s  a p p r o p r i a t e ;  t h i s  may a l s o  be t r u e  of s i n g l e  t o p i c  

b u l l e t i n s ,  f o r  example, o rde r  forms f o r  Hot Dog Day, b u t  o f t e n  t h e y  

s e e k  t o  inc lude  pa ren t s  i n  t h e  a c t i v i t i e s  of the  school,  t o  make them ' 

f e e l  p a r t  of what i s  going on. 

Because Thompson s e n d s  n e w s l e t t e r s  home t o  t h e  p a r e n t s  every 

second week, i t  i s s u e s  f e w  school  b u l l e t i n s  and t h e s e  a r e  g e n e r a l l y  

r e m i n d e r s  o f  e v e n t s  d e s c r i b e d  i n  t h e  news le t t e r s .  Fraser  does not  

have newsle t ters ,  and the  number o f  s c h o o l  b u l l e t i n s  is  v e r y  h igh .  

Near ly  h a l f  a r e  e s s e n t i a l l y  c a l e n d a r s  o f  e v e n t s ,  a n o t h e r  q u a r t e r  

concern the  parent  advisory  committee and o p p o r t u n i t i e s  f o r  p a r e n t s  



and t e a c h e r s  t o  meet, and t h e  remaining focus  on s p e c i a l  events  such 

a s  Spor ts  Day, t h e  C h r i s t m a s  C o n c e r t ,  and t h e  l i k e .  Columbia and 

L y t t e f i e l d  d i s t r i b u t e  r e l a t i v e l y  few school b u l l e t i n s ,  and most a r e  

ca lendars  o f  events.  

Classroom b u l l e t i n s .  I n  a d d i t i o n  t o  school b u l l e t i n s ,  t h e r e  a r e  

those b u l l e t i n s  s e n t  home by ind iv idua l  classroom t e a c h e r s .  I n  each  

o f  t h e  t h r e e  e l e m e n t a r y  s c h o o l s  t h e  combined t o t a l  o f  c l a s s r o o m  

b u l l e t i n s  e a s i l y  exceeds one hundred over the  year. This i s  i n  c l e a r  

c o n t r a s t  t o  t h e  s i t u a t i o n  a t  t h e  secondary school,  where none of the  

respondents communicates t o  the  pa ren t s  by means of b u l l e t i n s ,  n o r  i s  

t h e r e  any record of t h e  o t h e r  t eachers  doing so. 

The func t ion  of c lassroom b u l l e t i n s  i s  g e n e r a l l y  u t i l i t a r i a n ,  

w i t h  t h e  v a s t  m a j o r i t y  a s k i n g  p a r e n t s  t o  s i g n  p e r m i s s i o n  s l i p s ,  

provide food o r  money o r  some s p e c i f i e d  a r t i c l e ,  and volunteer  t o  be a 

d r i v e r  o n  a f i e l d  t r i p .  I n  s p i t e  o f  t h e  s i m i l a r i t y  i n  purpose ,  

c l a s s room b u l l e t i n s  d i f f e r  i n  t o n e ,  i n  t h e  amount o f  b a c k g r o u n d  ' 

i n f o r m a t i o n  provided, and i n  t h e  e x t e n t  t o  which pa ren t s  a r e  included 

o r  made t o  f e e l  a p a r t  o f  t h e  a c t i v i t y .  T y p i c a l l y ,  t h e  c l a s s r o o m  

b u l l e t i n s  w r i t t e n  by t e a c h e r s  a t  Columbia a r e  c h a r a c t e r i z e d  by an 

i m p e r s o n a l  and d i s t a n t  t o n e ,  by t h e  p r o v i s i o n  o f  o n l y  e s s e n t i a l  

information, and by ass ign ing  pa ren t s  a  subordinate o r  pe r iphera l  r o l e  

( s e e  Appendix D - 3 ) .  I n  c o n t r a s t ,  l e t t e r s  s e n t  by Thompson and F r a s e r  

t e a c h e r s  have  a warmer and more p e r s o n a l  t o n e ,  g i v e  p a r e n t s  some 



i n f o r m a t i o n  a b o u t  t h e  purpose of  t h e  f i e l d  t r i p  and how it fits i n t o  

t h e  program, and i n v i t e  them t o  p a r t i c i p a t e  ( s e e  Appendix D-4). 

Classroom b u l l e t i n s  a r e  a l s o  used t o  keep parents  informed about 

what t h e i r  c h i l d  is lea rn ing  and i n  some cases  t o  s u g g e s t  a c t i v i t i e s  

t h e y  m i g h t  d o  a t  home t o  s u p p l e m e n t  o r  r e i n f o r c e  c l a s s r o o m  

experiences. Nearly a l l  the  b u l l e t i n s  o f  t h i s  t y p e  a t  Columbia a r e  

p r e p a r e d  by t h e  k i n d e r g a r t e n  t e a c h e r ;  t e a c h e r s  o f  a l l  g r a d e s  a t  

Thompson and Fraser  write such  b u l l e t i n s ,  some on a  r e g u l a r  b a s i s .  

More w i l l  be s a i d  a b o u t  t h i s  i n  t h e  s e c t i o n  on t e a c h e r - i n i t i a t e d  

community contac ts .  

Newsletters.  ~ e w s l e t t e r s  d i f f e r  from school b u l l e t i n s  i n  severa l  

r e s p e c t s .  The p r e s e n t a t i o n  o f  t h i s  m a t e r i a l  i s  a  c o n c e r n ,  a n d  

n e w s l e t t e r s  f r e q u e n t l y  a d o p t  a newspaper o r  booklet format and a r e  

decorated wi th  examples of s tuden t  a r t  works. Newsletters s h a r e  w i t h  

s c h o o l  b u l l e t i n s  t h e  func t ion  of  warning pa ren t s  of upcoming events.  

Unlike school  b u l l e t i n s ,  however, n e w s l e t t e r s  a l s o  r e p o r t  on s c h o o l  ' 

a c t i v i t i e s ,  desc r ibe  school programs, and d i scuss  t o p i c s  of concern t o  

pa ren t s ,  a l l  a t  some l eng th  and i n  some d e t a i l .  This l a s t  func t ion  is 

p a r t i c u l a r l y  impor tan t .  For example, i n  h i s  first newsle t ter  of the  

year  the  p r i n c i p a l  a t  Thompson t o l d  t h e  p a r e n t s  something a b o u t  t h e  

p h i l o s o p h y  o f  t h e  s c h o o l  and t h e  emphasis  o f  i t s  program, as t h e  

e x c e r p t  c o n t a i n e d  i n  Appendix D-5 i l l u s t r a t e s .  The L y t  t e f i e l d  

P r i n c i p a l  i n t r o d u c e d  t h e  new r e p o r t  c a r d  i n  a n  e a r l y  n e w s l e t t e r ,  



desc r ib ing  i n  d e t a i l  t h e  purpose of each category,  t h e  meaning of  each 

symbol, and t h e  way i n  which r a t i n g s  are de te rmined .  He ended by 

i n v i t i n g  p a r e n t s  t o  d i s c u s s  e i t h e r  t h e  new repor t ing  procedures o r  

t h e i r  c h i l d ' s  p r o g r e s s  w i t h  s c h o o l  p e r s o n n e l  ( s e e  Appendix D-6). 

T h e s e  two e x a m p l e s  i l l u s t r a t e  t h e  warm and  p e r s o n a l  t o n e  of  

n e w s l e t t e r s ,  t h e  f u l l  c o n t e x t  p r o v i d e d  f o r  e a c h  t o p i c ,  a n d  t h e  

r e c o g n i t i o n  given t o  t h e  parents '  r o l e  i n  t h e i r  c h i l d ' s  education and 

t h e  value of t h e i r  cont r ibut ions .  

Only Thompson and Ly t tef i e l d  d i s t r i b u t e  newsle t ters .  I n  f a c t ,  

Thompson has  two types, the  biweekly news le t t e r  which i s  s e n t  t o  a l l  

p a r e n t s  and t h e  bimonthly newsle t ter  which is s e n t  t o  a l l  households 

i n  the  community. Newslet ters  r equ i re  cons iderable  time and e f f o r t  on 

t h e  p a r t  o f  t h e  p r i n c i p a l ,  but c e r t a i n l y  appear t o  be apprecia ted  by 

a l l  the  p a r e n t s  I met. 

Othe r  t v ~ e s  o f  w r i t t e n  communicat ions.  Thompson has prepared 

o t h e r  p u b l i c a t i o n s  s p e c i f i c a l l y  f o r  p a r e n t s  and o t h e r  communi ty  ' 

members, inc lud ing  a  s tatement of philosophy and ob jec t ives ,  a  list of 

r u l e s  and r e g u l a t i o n s ,  a  f o u r t e e n - p a g e  v o l u n t e e r  manual ,  a n d  a n  

a n n o t a t e d  p h o t o g r a p h  album, w i t h  accompanying c a s s e t t e  t a p e ,  t h e  

purpose o f  which i s  t o  in t roduce  people t o  t h e  s c h o o l .  They a r e  a l l  

reviewed and rev i sed  pe r iod ica l ly .  

Summarv, The f o u r  s c h o o l s  d i f f e r  considerably i n  the  v a r i e t y ,  



f r e q u e n c y ,  and purpose of t h e i r  w r i t t e n  communications t o  t h e  public .  

Thompson has t h e  most types,  i s s u e s  the  g r e a t e s t  number, is concerned 

w i t h  r e a c h i n g  t h e  broader  community a s  we l l  a s  parents ,  balances the  

u t i l i t a r i a n  and informat ive  funct ions ,  and f a v o u r s  a  p e r s o n a l  t o n e ,  

f u l l  c o n t e x t ,  and h i g h  p a r e n t a l  involvement. F rase r  and Lyt tef  i e l d  

have fewer types  of  w r i t t e n  communications and a  lower f r equency ,  b u t  

r e s e m b l e  Thompson i n  o t h e r  r e s p e c t s ,  due mainly t o  the  e f f o r t s  of t h e  

new group of  t eachers  a t  t h e  former and the  new a d m i n i s t r a t o r s  a t  t h e  

l a t t e r .  Columbia ' s  w r i t t e n  communications a r e  cha rac te r i zed  by low 

v a r i e t y ,  i m p e r s o n a l  t o n e ,  l i m i t e d  c o n t e x t ,  a n d  l o w  p a r e n t a l  

involvement. 

School- In i t ia ted  Communitv Contacts 

T h e  r e s p o n d e n t s  i d e n t i f i e d  f i v e  d i f f e r e n t  t y p e s  o f  

s c h o o l - i n i t i a t e d  community c o n t a c t s  -- per fo rmances ,  f u n d - r a i s i n g  

e v e n t s ,  s o c i a l  e v e n t s ,  i n f o r m a t i o n a l  events ,  and advisory even t s  -- 
which t h e y  d i s t i n g u i s h e d  on t h e  b a s i s  o f  p u r p o s e  o r  i n t e n t  ( s e e  

Tab le  5-4) .  The v o l u n t e e r  program a l s o  b r i n g s  t h e  school  and the  

community together ,  but  f e w  r e s p o n d e n t s  i n c l u d e d  i t  a s  a  community 

r e l a t i o n s  a c t i v i t y ,  a l t h o u g h  i t  i s  t h e  o n l y  s c h o o l - l e v e l  a c t i v i t y  

o the r  than t h e  parent  advisory council  mentioned s p e c i f i c a l l y  i n  t h e  

d i s t r i c t  community r e l a t i o n s  policy. 

Pa ren t  advisorv  councils .  Because the  Board thought i t  necessary 



Table 5-4 

S c h o o l - I n i t i a t e d  Community Contac ts  

Performance by School  

C h a r a c t e r i s  t i c s  
Thompson F r a s e r  Columbia L y t t e f i e l d  

number pe r  y e a r  o f  
performance e v e n t s  4  3 3 2 
fund- r a i s ing  e v e n t s  2 1 0 1 
s o c i a l  e v e n t s  8 4  1 0 
in fo rma t iona l  e v e n t s  

i n d i v i d u a l  1 1 1 0 
g e n e r a l  1 1 1 2 

advisory  meetings 2 4  4  6 2 

vo lun tee r  program 

p a r e n t a l  involvement 

+ + - - 
h igh  i n c r e a s i n g  low low 



t o  e s t a b l i s h  a s e p a r a t e  po l i cy  dea l ing  with parent  advisory committees 

and because t h e  respondents  were  d i v i d e d  a s  t o  t h e i r  u t i l i t y ,  t h i s  

type of schoo l - in i t i a t ed  community con tac t  w i l l  be discussed first and 

by i t s e l f .  

Thompson has a wel l -es tabl i shed and a c t i v e  community counci l .  It 

meets once a month, as do each of the  s i x  committees. The p r i n c i p a l  

c h a i r s  t h e  E d u c a t i o n  Committee; community members c h a i r  t h e  o thers .  

A t  one t ime  t h e  p r i n c i p a l ,  head t e a c h e r ,  and ,  a f t e r  Thompson was 

d e s i g n a t e d  a s  a  community s c h o o l  f o u r  y e a r s  ago,  t h e  community 

coordinator  played a c t i v e  l e a d e r s h i p  r o l e s  on t h e  executive and on t h e  

commit tees ,  bu t  they a r e  a l l  committeed t o  the  notion t h a t  l e a d e r s h i p  

should come from the  cornrn&.ty and they have worked c l o s e l y  w i t h  t h e  

community a d v i s o r y  counc i l  t o  he lp  t h e  members develop confidence i n  

t h e i r  own a b i l i t y  and l e a r n  t o  take  t h e  i n i t i a t i v e .  

The s c h o o l  a d m i n i s t r a t o r s  view t h e  transformation of t h e  counci l  

from its beginnings as a s i m p l e ,  i n f o r m a l  d i s c u s s i o n  g r o u p  who met 

f r e q u e n t l y  b u t  i r r e g u l a r l y  w i t h  t h e  p r i n c i p a l  t o  t h e  a c t i v e ,  ' 

i n d e p e n d e n t  g r o u p  t h a t  i t  i s  b e c o m i n g  w i t h  s a t i s f a c t i o n  a n d  

e x c i t e m e n t .  They are q u i c k  t o  po in t  ou t ,  however, t h a t  i t  has  j u s t  

been w i t h i n  t h e  l a s t  two y e a r s  t h a t  t h e  c o u n c i l  h a s  t a k e n  t h e  

i n i t i a t i v e ,  made d e c i s i o n s ,  and implemented p l a n s  on its own, and 

the re  is room t o  grow i n  t h a t  a rea .  

Examples o f  a c t i v i t i e s  undertaken by t h e  council  i n  response t o  

t h e  r e g u l a r l y  conduc ted  community n e e d s  a s s e s s m e n t s  i n c l u d e  t h e  



establishment of a  before-and-after-school day c a r e  and t h e  running of 

a  summer program f o r  t h e  c h i l d r e n ,  and i t  is r e s p o n s i b l e  f o r  t h e  f o r  

t h e  development and implementation of a  program f o r  g i f t e d  chi ldren .  

I n  addi t ion ,  the  counci l  organizes  a l l  t h e  s c h o o l t s  s o c i a l  e v e n t s  and 

major f u n d - r a i s i n g  even t s ,  and a r e  a c t i v e l y  involved i n  major school  

productions. O f  some concern t o  the  school a d m i n i s t r a t o r s ,  however, 

i s  t h e  r e l a t i v e  i n a c t i v i t y  of  t h e  council  i n  educat ional  ma t t e r s  and 

t h e  r e l a t i v e l y  l i t t l e  u s e  made o f  t h e  community i n  t h e  s c h o o l t s  

programs. These a r e  problems they in tend t o  address next,  

The teachers  a t  Thompson support  the  community advisory  c o u n c i l .  

A s t a f f  r ep resen ta t ive  a t t e n d s  a l l  meetings and r e p o r t s  t o  t h e  o the r s ,  

although t h e r e  a r e  g e n e r a l l y  s e v e r a l  teachers  a t  council  m e e t i n g s  and 

n o t  t h e  same ones  e a c h  t i m e .  There is a l s o  a high s t a f f  turnout  f o r  

a l l  council  s o c i a l  events ,  even though t h i s  i s  not  required.  Only one 

problem has a r i sen ,  over t h e  use of funds. I n  t h e  pas t  t eachers  could 

always r e l y  on council  funds  f o r  s p e c i a l  s c h o o l  a c t i v i t i e s ,  b u t  now 

t h a t  t h e  c o u n c i l  h a s  i t s  own p l a n s  the  staff can no longer  count on 

t h i s  source of money. The s c h o o l  a d m i n i s t r a t o r s  e x p l a i n  t h a t  t h e  

s t a f f  had t o  r e a d j u s t  t o  t h i s  new school-counci l  r e l a t i o n s h i p ,  and 

they expect t h a t  such readjus tments  by both groups a r e  i n e v i t a b l e  and 

necessary i f  r e a l  development is occurring. 

The o the r  t h r e e  schoo l s  are j u s t  b e g i n n i n g  t o  e s t a b l i s h  p a r e n t  

advisory councils .  A t  L y t t e f i e l d  the  parent  group has only m e t  twice, 

each time during the  day, and has  adopted  t h e  f o r m a t  o f  a n  i n f o r m a l  



d i s c u s s i o n  group.  To d a t e  t h e  a t tendance  has been very small ,  fewer 

than ten,  but it did  sugges t  t h a t  an  informat ional  meeting on s t u d e n t  

drug and alcohol  use be held  one evening, and on t h i s  occasion severa l  

hundred people at tended.  Few of  t h e  respondents  a t  L y t t e f i e l d  had any 

i d e a  of  what t h e  g roup  w a s  d o i n g  o r  what i t  was intended t o  do, and 

most expressed doubt about its p o t e n t i a l  u t i l i t y .  They r e f e r r e d  t o  

t h e  p a r e n t  a d v i s o r y  commi t t ee  a s  " t h e  p r i n c i p a l ' s  groupn, implying 

t h a t  h e  i s  t h e  p e r s o n  p r i m a r i l y  r e s p o n s i b l e  f o r  t h i s  k i n d  o f  

i n t e r a c t i o n  with the  community. 

F r a s e r  h e l d  i t s  first p a r e n t  a d v i s o r y  c o u n c i l  meeting i n  t h e  

s p r i n g ,  and i t  was due  e n t i r e l y  t o  t h e  e f f o r t s  o f  t h e  g r o u p  o f  

r ecen t ly  t r ans fe r red  teachers .  They waited u n t i l  they had es tab l i shed  

themselves a t  F rase r ,  met many o f  t h e  p a r e n t s ,  developed a working 

r e l a t i o n s h i p  w i t h  t h e  r e s t  o f  t h e  s t a f f ,  and l a i d  t h e  groundwork 

before at tempting t o  form t h e  counci l .  The le t te r  i n v i t i n g  pa ren t s  t o  

p a r t i c i p a t e  i n  t h e  a d v i s o r y  c o u n c i l  was. p r e s e n t e d  i n  the  previous 

sec t ion .  The t eachers  i n v o l v e d  w i t h  t h e  c o u n c i l  a r e  de te rmined  t o  

i n c l u d e  a s  many pa ren t s  as poss ib le ,  and a f t e r  t h e  first meeting s e n t  

t h e  fol lowing message t o  a l l  parents :  

The f i r s t  m e e t i n g  o f  t h e  F r a s e r  Schoo l  Community 
Associat ion was held  a t  82.03.03. The f o l l o w i n g  i s  a 
l i s t  o f  t o p i c s  a n d l o r  c o n c e r n s  t o  be explored by t h e  
as soc ia t ion  i n  t h e  f u t u r e .  I n  an  a t t e m p t  t o  g e t  more 
i n p u t  by p a r e n t s  o r  g u a r d i a n s  who a r e  n o t  a b l e  t o  
a t t end  our meetings, w e  a r e  a s k i n g  you t o  member t h e  
fol lowing one t o  f i v e  according t o  what you consider  t o  
be t h e  most important  t o p i c s  ... 



T h i s  was f o l l o w e d  by t h e  l i s t  of  t o p i c s  generated by t h e  pa ren t s  a t  

t h e  first meeting, p lus  two q u e s t i o n s ,  one  c o n c e r n i n g  t h e  s c h o o l t  s 

s t r eng ths  and t h e  o the r ,  its weaknesses. 

The r e s u l t s  were tabula ted ,  and t h e  p r i o r i t y  r a t i n g s  were used t o  

deve lop  a  t e n t a t i v e  agenda f o r  f u t u r e  meetings. To d a t e  the  counci l  

has e s t ab l i shed  a  r egu la r  schedule o f  meetings ( o n c e  a  month, i n  t h e  

e v e n i n g s )  and e l e c t e d  an execut ive  which prepares  t h e  agenda and t h e  

minutes and whose pres ident  c h a i r s  t h e  meetings, which a r e  at tended by 

20 t o  30  p a r e n t s .  The major  c o n c e r n  of t h e  p a r e n t s  i n  t h e  e a r l y  

meetings has been t o  ob ta in  in fo rmat ion  a b o u t  t h e  s c h o o l s t  programs 

and p r a c t i c e s .  The t eachers  involved wi th  the  council  f e e l  t h a t  t h i s  

i s  an important first s t e p ,  but  t h a t  i t  w i l l  t ake  time f o r  the  counci l  

t o  f e e l  c o m f o r t a b l e  and c o n f i d e n t  working w i t h  t e a c h e r s  i n  t h i s  

un t rad i t iona l  way and t o  take  a  more a c t i v e  r o l e ,  one involving input .  

They a l s o  f e e l  i t  w i l l  t ake  t i m e  f o r  t h e  s t a f f  t o  a d j u s t  t o  t h i s  new 

school-community r e l a t ionsh ip .  

The o the r  staff members f e e l  apprehensive and uncer t a in  about t h e  

r o l e  of the  p a r e n t  a d v i s o r y  committee.  They a l l  e x p r e s s  c o n c e r n s  

abou t  t h e  p o s s i b l e  i n t e r f e r e n c e  of  p a r e n t s  i n  classroom matters .  On 

the  o the r  hand, they admit t h a t  the  c l o s e  r e l a t i o n s h i p  t h e  r e c e n t l y  

t r a n s f e r r e d  t e a c h e r s  have  deve loped  w i t h  p a r e n t s  h a s  n o t  l e d  t o  

in te r fe rence ,  and s o  a r e  w i l l i n g  t o  r e s e r v e  judgment f o r  t h e  t ime  

b e i n g .  The p r i n c i p a l  h a s  s u p p o r t e d  t h e  e f f o r t s  of t h e  g r o u p  o f  

teachers  working t o  e s t a b l i s h  an a c t i v e  pa ren t  a d v i s o r y  c o u n c i l ,  b u t  



he is a l s o  concerned about not  a l i e n a t i n g  t h e  r e s t  o f . t h e  staff. 

The Columbia parent  g roup  h a s  a n  e l e c t e d  e x e c u t i v e ,  and mee t s  

d u r i n g  t h e  mornings about every f i v e  o r  s i x  weeks. Between 20 and 30 

pa ren t s  a t t e n d  regu la r ly .  A t  its i n i t i a l  meeting the  committee l i s t e d  

e i g h t  goa l s  which i t  hoped t o  pursue during t h e  year:  

1 . Information 
2. Inpu t  from paren t s  
3 .  Planning p r o j e c t s  involving pa ren t s  and t h e  school 
4. Evaluat ion of programs 
5. Problem so lv ing  
6. Communication between teachers  and pa ren t s  
7. Planning endeavours which he lp  

- p a r e n t s  f e e l  n c o m f o r t a b l e n  p a r t i c i p a t i n g  i n  t h e  
school  

- t eachers  f e e l  ncomfortablen with pa ren t s  
- phi ldren  become aware of common concerns 

8. Volunteer program 

A t  t h e  l a s t  m e e t i n g  o f  t h e  y e a r  t h e  P r e s i d e n t  r e p o r t e d  on t h e  

accomplishments of the  committee: 

1. Organized a potluck d inner  
2. Es tabl ished a Block Parents  program 
3 .  Explored t h e  community sdhool concept 
4. S e t  up a n  emergency telephone network 
5. Sought a more d e t a i l e d  school b u l l e t i n  
6. Held an  evening meeting f o r  working pa ren t s  
7. Became involved i n  Spor ts  Day 
8. Received i n f o r m a t i o n  from t h e  p r i n c i p a l  o n  s c h o o l  

a c t i v i t i e s  such a s  the  s tudent  council  
9. Received i n f o r m a t i o n  from t h e  p r i n c i p a l  o n  s c h o o l  

cut-backs 
10. Received i n f o r m a t i o n  from the  p r i n c i p a l  on t h e  r e p o r t  

card  system 

A compar ison o f  t h e  g o a l s  and t h e  accomplishments, r e v e a l s  t h a t  only 



t h e  f i rs t  h a s  been  d e a l t  w i t h  t o  any e x t e n t ,  and t h i s  only a t  the  

c o n t i n u a l  r e q u e s t  o f  p a r e n t s .  I n  f a c t ,  t h e y  a s k e d  f o r  o t h e r  

i n f o r m a t i o n ,  ma in ly  concerning i n s t r u c t i o n a l  programs and p r a c t i c e s ,  

which has not  been forthcoming. 

The c o m m i t t e e  o r g a n i z e d  t h e  p o t l u c k  d i n n e r ,  which was v e r y  

successful ,  and t h i s  may have addressed goa l  7 t o  some e x t e n t ,  a s  may 

have parent  p a r t i c i p a t i o n  on Spor t s  Day. But i n  genera l  g o a l s  r e l a t e d  

t o  parent  involvement i n  dec i s ion-making  and p l a n n i n g  and t o  j o i n t  

p a r e n t -  t e a c h e r  p u r s u i t s  have  been ignored t o  date.  The explanat ion  

f o r  t h i s  i s  two-fold.  F i r s t ,  t h e  s t a f f  v iews  t h e  p a r e n t  a d v i s o r y  

committee as e s s e n t i a l l y  the  r e s p o n s i b i l i t y  of t h e  p r i n c i p a l .  There 

i s  no commitment t o  e n s u r i n g  i ts  s u c c e s s .  Second,  t h e  s t a f f  i s  

concerned about t h e  negat ive  consequences of parent  i n t e r f e r e n c e ,  and 

i n t e r p r e t s  r e q u e s t s  f o r  s p e c i f i c  information about classroom programs 

and p r a c t i c e s  i n  t h i s  l i g h t  ( a s  do some of t h e  t eachers  a t  Frase r ) .  

Cer ta in ly  more a c t i v e  pa ren t  involvement would be viewed wi th  alarm. 

Other  s c h o o l - i n i t i a t e d  contac ts .  Schools come i n t o  con tac t  with ' 

t he  community i n  a v a r i e t y  o f  ways and f o r  a v a r i e t y  o f  purposes .  

T a b l e  5-4  l is ts  t h e  d i f f e r e n t  t y p e s  and t h e i r  f r e q u e n c y  a t  each  

school. 

P e r f o r m a n c e s  a r e  a means  o f  d e m o n s t r a t i n g  t h e  s c h o o l ' s  

achievements t o  t h e  p u b l i c ,  and t h e r e b y  m a i n t a i n i n g  o r  i n c r e a s i n g  

p u b l i c  s u p p o r t .  A t  t h e  elementary schools  these  f r equen t ly  take  the  

form of band and c h o i r  concer ts ,  and a Christmas concer t  invo lv ing  a l l  



t h e  c l a s s .  Both Thompson and Columbia s t a g e  p lays  a s  well .  While 

performances a t  the  secondary l e v e l  a r e  similar i n  many respec t s ,  they 

a l s o  more f r e q u e n t l y  i n c l u d e  a n  open house, sc ience  fair,  o r  o t h e r  

sub jec t  a rea  demonstration. 

Many elementary schools  hold Hot Dog Days regu la r ly  as a  means of 

r a i s i n g  funds, but  Thompson a l s o  ho lds  a  community f a i r  e v e r y  f a l l ,  

h a l f  t h e  p r o c e e d s  o f  which go t o  t h e  community council  and the  o the r  

ha l f  of which go t o  the  school. L y t t e f i e l d  has become well-known over 

t h e  l a s t  few y e a r s  f o r  its carnival /cas ino n igh t  extravaganza, which 

seems t o  have done a s  much f o r  school  morale a s  f o r  its cof fe r s .  

S o c i a l  e v e n t s  p r o v i d e  oppor tun i t i e s  f o r  teachers  and pa ren t s  t o  

meet i n f o r m a l l y  and t o  g e t  t o  know one a n o t h e r  b e t t e r .  They a r e  

i n t e n d e d  t o  f a c i l i t a t e  f u t u r e  home-school communication and t o  he lp  

pa ren t s  f e e l  more comfor table  i n  t h e  s c h o o l .  F r a s e r  used  a  s o c i a l  

e v e n t  t o  i n t r o d u c e  t h e  i d e a  ofw a p a r e n t  a d v i s o r y  c o u n c i l  t o  t h e  

parents .  Socia l  events  t y p i c a l l y  t a k e  t h e  form of a n  i n t e r n a t i o n a l  

n i g h t  p o t l u c k  d i n n e r  a t  t h e  e l e m e n t a r y  l e v e l .  Thompson has a  more / 

var ied  program, inc luding dances, games n ight ,  and community day (wi th  

a  p a r a d e ) .  It a l s o  i n v i t e s  t h e  community t o  he lp  decora te  the  t r e e  

and s i n g  c a r o l s  a t  C h r i s t m a s  t ime.  L y t t e f i e l d  does  n o t  h o l d  any  

s o c i a l  events ,  and t h i s  seems t o  be t r u e  of most secondary schools. 

I n f o r m a t i o n a l  e v e n t s  p r o v i d e  o p p o r t u n i t i e s  f o r  p a r e n t s  a n d  

t e a c h e r s  t o  d i s c u s s  e d u c a t i o n a l  m a t t e r s .  These may d e a l  w i t h  

ind iv idua l  concerns, a s  is t h e  case  w i t h  p a r e n t -  t e a c h e r  i n t e r v i e w s ,  



t h o s e  o c c a s i o n s  p rov ided  by t h e  t h r e e  e l e m e n t a r y  s c h o o l s  f o r  the  

d iscuss ion of  each c h i l d ' s  p rogress  and behaviour. They a l s o  may d e a l  

w i t h  more g e n e r a l  c o n c e r n s ;  f o r  example: Thompson and Fraser  held 

mee t - the - t eacher  n i g h t s ,  d u r i n g  which t e a c h e r s  d e s c r i b e d  t h e i r  

c l a s s r o o m  programs and p r a c t i c e s ;  Columbia introduced t h e  new music 

program a t  the  evening mee t ing  o f  t h e  p a r e n t  a d v i s o r y  c o u n c i l ;  and 

L y t t e f i e l d  organized a seminar f o r  pa ren t s  on teenage drug and alcohol  

use. 

Only  Thompson a n d  F r a s e r  h a v e  a c t i v e  v o l u n t e e r  programs,  

involving nea r ly  seventy people i n  t h e  f i r s t  c a s e  and o v e r  t h i r t y  i n  

t h e  s e c o n d .  It must be remembered, however, t h a t  Thompson i s  a 

community school and s o  has  a broader a r r a y  of t a s k s  t h a t  must be done 

by volunteers .  

Summarv. Again t h e r e  are considerable  d i f f e r e n c e s  among t h e  four  

schools. The p r i n c i p a l  and staff a t  Thompson n o t  o n l y  b e l i e v e  t h a t  

p a r e n t s  and o t h e r  community members should be involved i n  the  school,  ' 

but they a l s o  be l i eve  i t  is t h e  school1 s r e s p o n s i b i l i t y  t o  encourage  

community involvement and t o  provide f requent  and va r i ed  oppor tun i t i e s  

f o r  it. The degree of pa ren t  involvement is a l s o  h i g h e r  a t  Thompson 

t h a n  i n  t h e  o t h e r  t h r e e  s c h o o l s .  For  example,  many a c t i v i t i e s ,  

i n c l u d i n g  t h e  p l a y ,  t h e  f a i r ,  and most s o c i a l  e v e n t s ,  a r e  j o i n t  

community-school e n t e r p r i s e s .  F rase r  seems t o  be moving i n  t h e  same 

d i r e c t i o n ,  l a r g e l y  due  t o  t h e  e f f o r t s  o f  t h e  g r o u p  o f  r e c e n t l y  



t r a n s f e r r e d  teachers .  During t h e  l a s t  year  t h e r e  has been an inc rease  

i n  the  frequency and v a r i e t y  of s c h o o l - i n i  t i a  t e d  community c o n t a c t s  

and i n  t h e  degree of pa ren ta l  involvement. Although the  frequency of 

schoo l - in i t i a t ed  community con tac t s  a t  Columbia i s  a b o u t  t h e  same a s  

a t  F rase r ,  t h e r e  is l e s s  concern a t  Columbia t o  inc rease  the  frequency 

and v a r i e t y  o f  c o n t a c t s  a n d  l e s s  commitment  t o  t h e  n o t i o n  o f  

involvement. The new admin i s t r a to r s  a t  L y t t e f i e l d  a r e  concerned about 

pa ren ta l  involvement, but seem t o  be re ly ing  on w r i t t e n  communications 

r a t h e r  t h a n  on c r e a t i n g  o p p o r t u n i t i e s  f o r  pa ren t s  t o  come i n t o  the  . 
school. 

Teacher-Ini t iated ~ommunitv Contacts 

I n  a d d i t i o n  t o  t h e  school-community a c t i v i t i e s  sponsored by the  

school ,  t h e r e  a r e  those c a r r i e d  out  by ind iv idua l  teachers  and l a r g e l y  

l i m i t e d  t o  t h e  p a r e n t s  o f  t h e  s t u d e n t s  i n  t h e i r  c l a s s .  Teachers  

g e n e r a l l y  i n i t i a t e  c o n t a c t  w i t h  p a r e n t s  i n  o r d e r  t o  g i v e  them 

information o r  t o  ask f o r  t h e i r  he lp  ( s e e  Table 5-5). 

+Informational. Information-giving i s  most o f t e n  on an ind iv idua l  

b a s i s ,  t o  d i s c u s s  w i t h  p a r e n t s  some d i f f i c u l t y  t h e i r  c h i l d  i s  

e x p e r i e n c i n g .  T h i s  d i s c u s s i o n  t y p i c a l l y  t a k e s  p l a c e  o v e r  t h e  

t e l e p h o n e ,  a l t h o u g h  i t  may be  follow.ed by a meeting a t  t h e  school. 

A l l  t h e  respondents  r e p o r t e d  engag ing  i n  t h i s  t y p e  of  c o n t a c t  w i t h  

parents .  



Table 5-5 

Teache r - In i t i a t ed  Community Contac ts  

Performance by School  

C h a r a c t e r i s t i c s  
Thompson F r a s e r  Columbia L y t t e f i e l d  

v a r i e t y  
i n fo rma t iona l  

i n d i v i d u a l  + + + + 
g e n e r a l  + v a r i e s  - - 

v o l u n t e e r s  
d r i v e r s / s u p e r v i s o r s  + + + - 
classroom a i d e s  + v a r i e s  - - 
g u e s t  t e a c h e r s  + v a r i e s  - - 

f requency h igh  v a r i e s  low low 

p a r e n t a l  involvement h igh  v a r i e s  low low 

Note. + = c h a r a c t e r i s t i c  bf most t e a c h e r s  i n  t h e  school  
- = no t  c h a r a c t e r i s t i c  o f  most t e a c h e r s  i n  t h e  s choo l  

v a r i e s  = c h a r a c t e r i s t i c  o f  s i z a b l e  minor i ty  o f  t e a c h e r s  i n  t h e  
school  



Informat ion-giving may a l s o  be of a  more genera l  na ture ,  t o  keep 

p a r e n t s  informed o f  t h e  t e a c h e r ' s  programs and p r a c t i c e s ,  and o f  

happen ings  i n  t h e  c l a s s room.  This  is c h a r a c t e r i s t i c  of t eachers  a t  

Thompson and of the  teachers  who r e c e n t l y  t r a n s f e r r e d  t o  F r a s e r ,  b u t  

n o t  of  t h o s e  a t  Columbia and L y t t e f i e l d ,  and is accomplished i n  many 

ways. For example, some t eachers  r e g u l a r l y  i n v i t e  p a r e n t s  i n t o  t h e  

c l a s s r o o m  t o  watch the  s tuden t s  demonstrate t h e i r  new lea rn ings  o r  t o  

examine d i sp lays  of s tudent  work. The s p i r i t  is conveyed i n  a  l e t t e r  

s e n t  t o  parents  by a  Fraser  teacher  who was t r ans fe r red  the re  mid-year 

( s e e  Appendix D-7). A few teachers  compile a  booklet of s t u d e n t  work 

a t  t h e  end of  a  u n i t  (one t o  two pages per s t u d e n t ) ,  and send copies  

t o  parents.  Others prepare monthly b u l l e t i n s ,  an  example of which i s  

provided i n  Appendix D-8. 

V o l u n t e e r s ,  The u s e  o f  p a r e n t  v o l u n t e e r s  i s  much more  

c h a r a c t e r i s t i c  o f  e l e m e n t a r y  t h a n  o f  secondary  s c h o o l s ,  a n d  t h e  

p a r e n t s  most commonly a r e  asked t o  se rve  i n  the  capaci ty  of  d r i v e r  o r  ' 

s u p e r v i s o r  on f i e l d  t r i p s .  The t e a c h e r s  a t  t h e  t h r e e  e l e m e n t a r y  

s c h o o l s  u s e  volunteers  i n  t h i s  way. Several  teachers  a t  Thompson and 

Fraser  t r y  t o  involve a l l  t he  pa ren t s  ( o r  more a c c u r a t e l y ,  m o t h e r s ) ,  

a s  a n  a d d i t i o n a l  way o f  g e t t i n g  t o  know them and o f  conveying 

information about the  classroom program t o  them. 

P a r e n t s  may a l s o  p l a y  a  more a c t i v e  r o l e ,  a s  classroom a ides  on 

an on-going b a s i s  o r  a s  g u e s t  t e a c h e r .  T h i s  o c c u r s  f r e q u e n t l y  a t  



Thompson a n d  F r a s e r ,  e s p e c i a l l y  i n  t h e  c a s e  , o f  t h e  r e c e n t l y  

t r a n s f e r r e d  teachers ,  but  not  a t  a l l  a t  Columbia. The t e a c h e r s  who 

involve  pa ren t s  i n  t h i s  way claim t h a t  not  only does i t  he lp  them, but 

i t  a l s o  demonst ra tes  t o  s t u d e n t s  t h a t  t h e  t e a c h e r  i s  n o t  t h e  s o l e  

s o u r c e  o f  i n f o r m a t i o n ,  t h a t  they  can l e a r n  from o the r  people i n  the  

community, and t h a t  parents  and t eachers  do work together  and a r e  both 

concerned about t h e i r  education. 

Summarv. Teacher- in i t ia ted  con tac t s  a r e  r e l a t i v e l y  inf requent  a t  

Columbia and L y t t e f i e l d ,  and take  the  t r a d i t i o n a l  form of d i s c u s s i o n  

o f  a  s t u d e n t ' s  problem. A t  Thompson t eachers  meet with pa ren t s  o f t e n  

and i n  a  v a r i e t y  o f  ways. The s i t u a t i o n  a t  F r a s e r  depends  on t h e  

t e a c h e r ,  w i t h  t h e  newly t r a n s f e r r e d  t e a c h e r s  behaving s i m i l a r l y  t o  

those a t  Thompson and the  o t h e r s ,  l i k e  those a t  Columbia. 

C h a ~ t e r  Suamarv 

The f o u r  p a r t i c i p a t i n g  s c h o o l s  do have  community r e l a t i o n s  ' 

programs, each cons i s t ing  of four  components: 

1. t h e  c r e a t i o n  of an open, welcoming a tmosphere  -- There  a r e  

b o t h  p h y s i c a l  and nonphysical i n d i c a t o r s  of t h i s  atmosphere, and each 

c a t e g o r y  i s  composed o f  two sets o f  e l e m e n t s ,  some o f  w h i c h  i s  

concerned wi th  v i s i t o r s  d i r e c t l y  and conveys t o  them a  message of how 

they a r e  regarded, and t h e  o t h e r  of  which is concerned w i t h  v i s i t o r s  



i n d i r e c t l y  and conveys  t o  them a  message of how s t a f f  and s t u d e n t s  

f e e l  about the  school. 

2. s c h o o l  w r i t t e n  communicat ions -- The t h r e e  major types of 

w r i t t e n  communications inc lude  school b u l l e t i n s ,  classroom b u l l e t i n s ,  

and n e w s l e t t e r s ,  each o f  which can be  c h a r a c t e r i z e d  by purpose o r  

i n t e n t  ( u t i l i t a r i a n  vs  informat ional ) ,  f r e q u e n c y ,  t o n e  ( p e r s o n a l  o r  

impersonal) , and pa ren ta l  involvement ( high or  low) . 

3 .  s c h o o l - i n i t i a t e d  community c o n t a c t s  -- The f i v e  t y p e s  of 

schoo l - in i t i a t ed  community con tac t s  d i f f e r  according t o  t h e i r  purpose: 

performances  o f f e r  a n  o p p o r t u n i t y  t o  d e m o n s t r a t e  t h e  s c h o o l s 1  

ach ievements  and take the  form of concerts ,  plays,  sc ience  f a i r s ,  and 

open houses; major fund-raising a c t i v i t i e s  i n c l u d e  fa i r s ,  c a r n i v a l s ,  

and c a s i n o  n i g h t s ,  and e l e m e n t a r y  s c h o o l s  a l s o  h o l d  Hot Dog Days 

regu la r ly ;  potluck lunches,  i n t e r n a t i o n a l  n ight  dinners,  and community 

d a y  c e l e b r a t i o n s  p r o v i d e  o p p o r t u n i t i e s  f o r  p a r e n t s  and s t a f f  t o  ' 

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

communicat ions;  p a r e n t s  can  o b t a i n  in fo rmat ion  about t h e i r  c h i l d ' s  

p r o g r e s s  d u r i n g  p a r e n t - t e a c h e r  i n t e r v i e w s  and a b o u t  t h e  s c h o o l s 1  

programs and p r a c t i c e s  on meet-the-teacher n ight  o r  a t  meetings e a l l e d  

s p e c i f i c a l l y  f o r  t h a t  purpose; parent  a d v i s o r y  c o u n c i l s  are a  forum 

f o r  p a r e n t  i n p u t ;  and v o l u n t e e r  programs a r e  a  means of  involving 

parents  d i r e c t l y  i n  the  school 's  a c t i v i t i e s .  



4.  t e a c h e r - i n i  t i a  t e d  community c o n t a c t s  -- Teacher- in i t ia ted  

community con tac t s  f a l l  i n t o  two types ,  depend ing  on t h e i r  purpose :  

t h e  first is t o  g ive  information,  which i s  most o f t e n  on an i n d i v i d u a l  

b a s i s ,  t o  d i scuss  the  problems of  a p a r t i c u l a r  ch i ld ,  but  may a l s o  be  

o f  a more g e n e r a l  n a t u r e ,  t o  keep parents  informed of t h e  t eacher ' s  

programs and p r a c t i c e s ;  t h e  second is  t o  ask f o r  v o l u n t e e r s  t o  s e r v e  

a s  d r i v e r s  and superv i so r s  on f i e l d  t r i p s ,  a s  classroom a ides ,  and a s  

gues t  teachers.  

The f o u r  p a r t i c i p a t i n g  schools  ca r ry  on some a c t i v i t i e s  i n  each 

o f  components 2 t o  4. It i s  i n  some s e n s e  p o s s i b l e  t o  d e f i n e  a 

" b a s i c n  s c h o o l  community r e l a t i o n s  program which c o n s i s t s  o f :  t h e  

i s su ing  of  b u l l e t i n s  as necessary;  t h e  h o l d i n g  o f  a c o n c e r t  o r  open 

house ,  a n  i n t e r n a t i o n a l  n i g h t  potluck d inner  ( a t  l e a s t  i n  elementary 

schools) ,  and a meet-the-teacher n igh t ;  and the  contac t ing  of p a r e n t s  

when t h e i r  c h i l d  i s  exper iencing academic o r  behavioural problems. I n  

s p i t e  of t h i s  common b a s i s ,  t h e  schools t  community r e l a t i o n s  programs ' 

v a r y  c o n s i d e r a b l y  and c o n s i s t e n t l y .  Thompson has crea ted  an open, 

welcoming a tmosphere  and h a s  a v e r y  a c t i v e  communi ty  r e l a t i o n s  

program, both on a school-wide l e v e l  and on a classroom l e v e l .  F rase r  

appears t o  be moving i n  t h a t  d i r e c t i o n ,  mainly a t  the  i n s t i g a t i o n  of a 

group of  new s t a f f  members. Columbia and L y t t e f i e l d  have taken a more 

t r a d i t i o n a l  approach  t o  community r e l a t i o n s ,  a 1  t h o u g h  t h e  new 

L y t t e f i e l d  a d m i n i s t r a t i o n  i s  a d d r e s s i n g  t h e  i s s u e  and making 



improvements. 

It is  a p p a r e n t  t h a t  t h e  f o u r  s c h o o l s  do d i f f e r  i n  terms o f  t h e  

d i v e r s i t y  and comprehensiveness o f  t h e i r  community r e l a t i o n s  programs. 

T h e r e  are  a l s o  h i n t s  t h a t  they  d i f f e r  i n  o t h e r  ways, i n c l u d i n g  staff 

r e l a t i o n s  and t e a c h e r  a t t i t u d e s .  I n  t h e  n e x t  two c h a p t e r s  I w i l l  

c o n s i d e r  s u c h  s c h o o l - b a s e d  f a c t o r s  i n  an a t tempt  t o  account  f o r  t h e  

d i f f e r e n c e s  i n  community r e l a t i o n s  programs, and then i n  C h a p t e r  V I I I  

I w i l l  d i s c u s s  t h e  r e l a t i o n s h i p  be tween  school  community r e l a t i o n s  

programs and d i s t r i c t  p o l i c y ?  



CHAPTER V I  

S T A F F  NORMS: 

SCHOOL-BASED I N F L U E N C E S  ON P O L I C Y  IMPLEMENTATION 

I n  the  previous chapter  I e s t a b l i s h e d  t h a t  t h e  four  p a r t i c i p a t i n g  

s c h o o l s  d i f f e r  cons ide rab ly  i n  t h e i r  community r e l a t i o n s  a c t i v i t i e s ,  

but  d id  not  expla in  why t h i s  is t h e  case.  If t h e  p o l i c y  i t s e l f  were  

t h e  s o l e ,  o r  even t h e  major, i n f l u e n c e  on t h e  schools1 implementation 

e f f o r t s ,  then we would expect t h e i r  community r e l a t i o n s  programs t o  be 

more similar than they are.  This  sugges ts  t h a t  t h e i r  d i f f e r e n c e s  a r e  

due p r i m a r i l y  t o  schoo l -based  f a c t o r s .  I n  f a c t ,  I a r g u e  i n  t h i s  

c h a p t e r  t h a t  the  d i f fe rences  i n  t h e  community r e l a t i o n s  a c t i v i t i e s  of  

the  four  schools  can be accounted f o r ,  i n  l a r g e  p a r t  a t  l e a s t ,  by t h e  

e x t e n t  t o  w h i c h  t h e  s t a f f s  s h a r e  t h e  norms o f  c o l l e g i a l i t y  and 

continuous improvement. I d e s c r i b e  v a r i o u s  i n d i c a t o r s  o f  t h e  two 

norms t h a t  emerged from the  da ta ,  d i s c u s s  t h e  performance of t h e  four  

schools  on each, and r e l a t e  d i f f e r e n c e s  i n  t h e  e x t e n t  t o  which t h e  

s t a f f s  s h a r e  t h e  norms of  c o l l e g i a l i t y  and continuous improvement t o  

d i f fe rences  i n  the  schools1 community r e l a t i o n s  a c t i v i t i e s .  I a l s o  

d i s c u s s  o f  t h e  p r i n c i p a l  a s  a n  i m p o r t a n t  school-based in f luence  on 

pol icy  implementation, both through h i s  o r  h e r  r o l e  i n  e s t a b l i s h i n g  

a n d  m a i n t a i n i n g  t h e  s t a f f  norms of c o l l e g i a l i t y  and c o n t i n u o u s  

improvement and i n  more d i r e c t  ways as well .  



S t a f f  Norms 

The in terview and observat ion  d a t a  were ana lysed  f o r  r e f e r e n c e s  

t o  t h e  s c h o o l ' s  a p p r o a c h  t o  p l a n n i n g  a n d  p rob lem-so lv ing ,  t o  

r e l a t i o n s h i p s  among the  s t a f f  and between the  p r i n c i p a l  and the  s t a f f ,  

and t h e  l i k e .  The purpose  o f  t h e  a n a l y s i s  was t o  i d e n t i f y  school- 

based f a c t o r s  t h a t  appear t o  be r e l a t e d  t o  t h e  i m p l e m e n t a t i o n  of t h e  

community r e l a t i o n s  pol icy ,  t h a t  d i f f e r e n t i a t e  the  four  schools ,  and 

t h a t  a r e  c o r r o b o r a t e d .  It y i e l d e d  t h i r t e e n  s u c h  f a c t o r s ,  n i n e  of 

which c o n c e r n  t h e  way t h e  s t a f f  work t o g e t h e r  and s o  a r e  grouped 

together  a s  i n d i c a t o r s  o f  c o l l e g i a l i t y ,  and f o u r  o f  which c o n c e r n  

e f f o r t s  t o  a s s e s s  and improve p r a c t i c e  and s o  a r e  grouped together  a s  

i n d i c a t o r s  of the  norm of 'continuous improvement ( s e e  Table 6-1). The 

terms c o l l e g i a l i t y  and c o n t i n u o u s  improvement, which were borrowed 

from L i t t l e  (1982), r e f e r  t o  expecta t ions  and s t r u c t u r e s  i n  the  school  

f o r  ( a )  s h a r e d  w o r k ,  a n d  ( b )  a n a l y s i s ,  e v a l u a t i o n ,  a n d  

experimentation. 

This  s e c t i o n  desc r ibes  each i n d i c a t o r ,  and evidence concerning i t  

from e a c h  s c h o o l ,  s e p a r a t e l y .  T h i s  i s  done f o r  t h e  p u r p o s e  o f  

explanat ion ,  bu t  it  is  an a r t i f i c i a l  fragmentat ion of t h e  work c l imate  

of the  school.  The h o l i s t i c  na ture  of the  s c h o o l ' s  e x p e c t a t i o n s  and 

s t r u c t u r e s  f o r  planning and problem-solving i s  underscored by t h e  f a c t  

t h a t  t h e  respondents  d id  n o t  d i s t i n g u i s h  between t h e  way t h e  s t a f f  

approached t h e  community r e l a t i o n s  pol icy  and the  way it approached 

o t h e r  i s sues .  They draw t h e i r  examples from many a s p e c t s  o f  s c h o o l  

l i fe .  



Table 6-1 

I n d i c a t o r s  o f  t h e  S t a f f  Norms o f  
C o l l e g i a l i t y  and Continuous Improvement 

Norm I n d i c a t o r  

C o l l e g i a l i t y  

Continuous 
Improvement 

Frequent  and s p e c i f i c  d i s c u s s i o n  o f  s choo l  
i s s u e s  

Group p lanning  
School f o c u s  
Wi l l i ngnes s  t o  s h a r e  l e a d e r s h i p  t a s k s  
Wi l l i ngnes s  t o  l e a r n  from c o l l e a g u e s  
Mutual r e s p e c t  o f  s t a f f  members 
Sense of  shared r e s p o n s i b i l i t y  
Sense of  a c c o u n t a b i l i t y  t o  p a r e n t s  
P r i d e  i n  s c h o o l l s  accomplishment 

C r i t i c a l  s t a n c e ;  non-complacent 
Cons idera t ion  o f  a l t e r n a t i v e s / c o n s e n s u s  

b u i l d i n g  
w i l l i n g n e s s  t o  t r y  new i d e a s  
Long-range planning 



J'he Norm of  C o l l e n i a l i t v  

Freauencv and s ~ e c i f i c i t v  of discussions.  The first i n d i c a t o r  of 

c o l l e g i a l i t y  is f requen t  and s p e c i f i c  d i s c u s s i o n  o f  s c h o o l  i s s u e s .  

T h i s  i s  c h a r a c t e r i s t i c  o f  Thompson E l e m e n t a r y ;  i s  b e c o m i n g  

c h a r a c t e r i s t i c  o f  F r a s e r  Elementary and L y t t e f i e l d  Secondary  ; and i s  

not  c h a r a c t e r i s t i c  of  Columbia Elementary. 

There were many i n d i c a t i o n s  a t  Thompson t h a t  s t a f f  d i s c u s s i o n  of 

s c h o o l  i s s u e s  is common. For one thing,  the  respondents were a b l e  t o  

d e s c r i b e  t h e  c l a s s r o o m  p r a c t i c e s  o f  t h e i r  c o l l e a g u e s .  T h i s  i s  

c e r t a i n l y  due i n  p a r t  t o  t h e  p r e v a l e n c e  of team teaching and o the r  

j o i n t  c l a s s  a c t i v i t i e s ,  and a l s o  t o  t h e  f r e q u e n t  exchanges  a b o u t  

s t u d e n t s  and a b o u t  t e a c h i n g  s t r a t e g i e s  t h a t  occur i n  t h e  staffroom. 

Several  respondents  mentioned t h a t  it i s  n o t  u n u s u a l  t o  t e l e p h o n e  a  

c o l l e a g u e  o r  t o  r ece ive  a  c a l l  from a  colleague during t h e  evening t o  

d i scuss  an i d e a  f o r  classroom prac t i ce .  Nor is discuss ion l i m i t e d  t o  

i n d i v i d u a l  c o n c e r n s .  The agenda of  s t a f f  mee t ings  i n c l u d e s  such 

v a r i e d  t o p i c s  a s  s c h o o l  p h i l o s o p h y  a n d  i m p l i c a t i o n s  f o r  

s t u d e n t - t e a c h e r  r e l a t i o n s h i p s ,  whether o r  not  t o  e s t a b l i s h  a program 

f o r  the  g i f t e d ,  u t i l i z a t i o n  of  community resources  i n  school  programs, 

and s p e c i a l  school-wide p r o j e c t s  (e.g., s a f e t y  week; computer week) i n  

add i t ion  t o  the  items t y p i c a l l y  discussed a t  s t a f f  meetings (e.g.,  how 

t o  o r g a n i z e  p a r e n t - t e a c h e r  n ight ;  whether o r  not  t o  have a  Christmas 

concert) .  P ro fess iona l  Day a c t i v i t i e s  genera l ly  focus  on i s s u e s  of a 

school-wide  concern. For example, t h e  most r ecen t  a c t i v i t y  cons is ted  



of  g r o u p s  of t e a c h e r s  v i s i t i n g  community schools  i n  o t h e r  d i s t r i c t s  

and then r e p o r t i n g  t h e i r  f i n d i n g s  t o  the  whole s t a f f .  

F r a s e r  r e s p o n d e n t s  were c e r t a i n l y  a b l e  t o  descr ibe  t h e  p o s i t i o n  

of the  col leagues  on a v a r i e t y  of school  i ssues .  This did  no t  r e f l e c t  

t h e i r  e x i s t e n c e  o f  e s t a b l i s h e d  e x p e c t a t i o n s  and s t r u c t u r e s  f o r  

discussion,  but  r a t h e r  t h e  e f f o r t s  of the  p r inc ipa l  and a  s m a l l  g r o u p  

o f  t e a c h e r s  t o  r o u t i n i z e  s u c h  b e h a v i o u r s .  The respondents who had 

been a t  F r a s e r  w i t h  t h e  p r e v i o u s  a d m i n i s t r a t i o n  commented on t h e  

d i f f e r e n t  approach  t o  decision-making of the  new p r i n c i p a l ,  bu t  were 

u n w i l l i n g  t o  s t a t e  t h e i r  p r e f e r e n c e .  The r e s p o n d e n t s  new t o  t h e  

s c h o o l  a l l  b e l i e v e d  t h a t  much more s t a f f  d iscuss ion was needed, on 

such i s s u e s  as the  purpose and o r g a n i z a t i o n  o f  S p o r t s  Day, t e a c h i n g  

p r a c t i c e s  , and p a r e n t  invo lvement .  They supported the  p r i n c i p a l 1  s 

decis ion  t o  use P r o f e s s i o n a l  Days t o  examine i s s u e s  o f  school-wide  

concern  i n s t e a d  of t o  write up r e p o r t  cards,  and wanted t o  s e e  s t a f f  

mee t ings  move i n  t h a t  d i r e c t i o n  a s  w e l l .  The p a r e n t  a d v i s o r y  

committee was o f  p a r t i c u l a r  c o n c e r n  t o  t h e s e  respondents, and they 

f r e q u e n t l y  i n t r o d u c e d  t h i s  t o p i c  i n t o  s t a f f r o o m  c o n v e r s a t i o n s ,  

e spec ia l ly  j u s t  before  and j u s t  a f t e r  a scheduled committee meeting. 

The o b s e r v a t i o n  d a t a  o f  Columbia Elementary  a r e  a d m i t t e d l y  

l i m i t e d .  N e v e r t h e l e s s  t h e y  f a i l e d  t o  produce even one i n s t a n c e  of 

s t a f f  d i scuss ion  of school  i s sues .  Nor do t h e  interview d a t a  s u g g e s t  

t h a t  such d i scuss ions  are a f requent  occurrence. For example, a l l  bu t  

one of t h e  respondents  s a i d  a t  some po in t  during t h e  i n t e r v i e w  " I ' v e  



n e v e r  t h o u g h t  a b o u t  t h a t  b e f o r e n  o r  "We [i.e., the  s t a f f ]  haven' t  

discussed tha t . "  The only i tems on t h e  agendas of s t a f f  mee t ings  t h a t  

were n o n r o u t i n e  were t h o s e  t h a t  o r i g i n a t e d  by t h e  r e q u e s t  of  the  

parent  advisory committee, namely, the  community school  i s s u e  and t h e  

p r o v i s i o n  o f  i n f o r m a t i o n  a b o u t  c l a s s r o o m  programs t o  parents .  On 

P r o f e s s i o n a l  Days t e a c h e r s  a t t e n d e d  workshops o f  t h e i r  c h o i c e  o r  

worked on c las s room mat te r s  (e.g.,  r e p o r t  cards) .  Even the  school ' s  

major production was organized by one teacher working alone. 

Many of the  L y t t e f i e l d  respondents  a l s o  s a i d  t h a t  e i t h e r  they had 

not  thought about t h e  ques t ion  before o r  e l s e  t h a t  t h e  s t a f f  had n o t  

d i s c u s s e d  i t .  T h i s  i s  a s i t u a t i o n  t h e  new p r i n c i p a l  a n d  

v ice-pr inc ipal  a r e  t ry ingv  t o  change. They have e s t a b l i s h e d  a number 

o f  commi t t ees ,  some ongoing and some ad hoc, t o  examine a p a r t i c u l a r  

i s s u e  and suggest  s o l u t i o n s  f o r  cons idera t ion  by the  s t a f f .  Three  o f  

t h e  r e s p o n d e n t s  favoured t h i s  approach, but  most of the  o t h e r s  spoke 

s l i g h t i n g l y  of  committee work and s a i d  t h e  t ime  was b e t t e r  s p e n t  on 

t e a c h i n g  o r  p r e p a r a t i o n .  The new adminis t ra t ion  is a l s o  des ignat ing  ' 

some Profess ional  Days f o r  d i scuss ion  of school-wide concerns .  T h i s  

i s  i n  marked c o n t r a s t  t o  t h e  p r a c t i c e  of t h e  previous p r i n c i p a l ,  a s  

the  fol lowing a n e c d o t e  i l l u s t r a t e s .  One o f  t h e  r e s p o n d e n t s  was a 

young t e a c h e r  whose first p o s i t i o n  was a t  Ly t t e f i e ld .  She s a i d  t h a t  

u n t i l  t he  change i n  a d m i n i s t r a t i o n  s h e  had no i d e a  o f  t h e  i n t e n d e d  

purpose  o f  P r o f e s s i o n a l  Days, and she soon learned not  t o  ask o the r  

t eachers  what one was supposed t o  do on those days: T h e y  j u s t  looked  



a t  me o d d l y  and disappeared i n t o  t h e i r  classrooms. .I could t e l l  t h a t  

t h a t  was a ques t ion  I wasn't supposed t o  ask." 

GrouD ~ l a n n i n a  and s c h o o l  f o c u s .  The two i n d i c a t o r s  of group 

planning and school focus  a r e  c l o s e l y  r e l a t e d ,  and s o  a r e  d i s c u s s e d  

t o g e t h e r .  The d iscuss ion of  t h e  first i n d i c a t o r  touched on these  two 

c h a r a c t e r i s t i c s .  It i s  n o t  s u r p r i s i n g ,  t h e n ,  t h a t  t h e  p a t t e r n  o f  

d i f f e r e n c e s  between the  four  schools  remains t h e  same. 

Group p l a n n i n g  c a n  r e f e r  t o  i n d i v i d u a l s  on a s t a f f  w o r k i n g  

together  o r  t o  the  e n t i r e  s t a f f  working together .  Both types of group 

planning a r e  evident  a t  Thompson. The amount o f  team t e a c h i n g  and 

j o i n t  c l a s s  a c t i v i t i e s  t h a t  i s  c h a r a c t e r i s t i c  of  the  Thompson program 

demands c o l l a b o r a t i o n .  Many o f  t h e  s p e c i a l  and e x t r a c u r r i c u l a r  

a c t i v i t i e s  i n v o l v e  n o t  j u s t  groups of  t eachers  but pa ren t s  and o the r  

community members a s  well.  But t h e  most s t r i k i n g  examples  o f  g roup  

planning a r e  those t h a t  involve  t h e  e n t i r e  s t a f f  and t h a t  focus  on the  

school. The s p e c i a l  p r o j e c t  weeks are a good example. The theme i s  ' 

c a r r i e d  o u t  th rough  b o t h  c l a s s r o o m  and s c h o o l  a c t i v i t i e s ,  and s o  

demands the  a c t i v e  p a r t i c i p a t i o n  of  a l l  teachers.  Another example i s  

t h e  s t a f f  development  o f  a s c h o o l  philosophy and a number of  school 

p o l i c i e s  ( e .g . ,  c o n c e r n i n g  s t u d e n t  b e h a v i o u r  a n d  t h e  r o l e  o f  

v o l u n t e e r s )  t h a t  a l l  st&f members are expected t o  support. A t h i r d  

example of  a somewhat d i f f e r e n t  na tu re  i s  the  morning s c h o o l  open ing  

e x e r c i s e s ,  w h e r e  s t u d e n t s  a n d  s t a f f  a s s e m b l e  t o  s i n g ,  h e a r  



announcements, and, according t o  the  p r i n c i p a l ,  "be reminded t h a t  they 

are p a r t  of  the  school family." 

I n  t h e  p a s t ,  g roup  p l a n n i n g  and a  s c h o o l  f o c u s  a t  Fraser  has 

centered on such mat ters  a s  Spor ts  Day and the  Christmas c o n c e r t .  It 

h a s  n o t  i n v o l v e d  c u r r i c u l a r ,  i n s t r u c t i o n a l ,  o r  s t u d e n t  management 

i s s u e s  t o  any e x t e n t .  The s i t u a t i o n  may c h a n g e ,  h o w e v e r ,  a n d  

c e r t a i n l y  t h e  p r i n c i p a l  and t h e  r e c e n t l y  t r a n s f e r r e d  teachers  a r e  

working toward t h a t  end. 

The s i t u a t i o n  a t  Columbia i s  similar t o  t h a t  a t  Fraser ,  except 

the re  is no impetus t o  change. Curr icular ,  i n s t r u c t i o n a l ,  and s tudent  

management i s s u e s  a r e  the  domain of t h e  ind iv idua l  teacher.  

Group p l a n n i n g  and a s c h o o l  f o c u s  h a v e  a l s o  b e e n  r a r e  a t  

L y t t e f i e l d ,  although the  new admin i s t r a to r s  a r e  t r y i n g  t o  change t h i s  

pa t t e rn .  They would l i k e  t o  s e e  the  s t a f f  dea l  w i t h  problems -- t h e  

p r o b l e m s  i d e n t i f i e d  t o  d a t e  c o n c e r n  s t u d e n t  behav iour  ( e . g . ,  

absenteeism) r a t h e r  than programs and i n s t r u c t i o n  -- and a r e  r e l y i n g  

on the  use of committees t o  br ing  about t h i s  change. 

Shared leaders hi^ and s t a f f  r e l a t i o n s .  The next  th ree  i n d i c a t o r s  

concern  v a r i o u s  a s p e c t s  o f  s t a f f  r e l a t i o n s :  w i l l i n g n e s s  t o  s h a r e  

l eadersh ip  t a s k s ;  w i l l i n g n e s s  t o  l e a r n  f rom o n e ' s  c o l l e a g u e s ;  and 

r e s p e c t  f o r  t h e  p r o f e s s i o n a l  competence o f  one '  s colleagues.  A l l  

t h ree  a r e  c lose ly  r e l a t e d .  

A t  Thompson a l l  s t a f f  members assume a  l eadersh ip  r o l e  a t  some 



time. F o r  example, t h e  t eachers  take t u r n s  l ead ing  t h e  d a i l y  opening 

exerc i ses ;  on Profess ional  Days, groups of  t eachers  examine d i f f e r e n t  

a s p e c t s  of t h e  s e l e c t e d  i s s u e  and r e p o r t  t o  t h e  rest of t h e  s t a f f ;  

d i f f e r e n t  people u n d e r t a k e  t h e  o r g a n i z a t i o n  o f  s c h o o l  a c t i v i t i e s .  

T h i s  s h a r i n g  o f  l e a d e r s h i p  t a s k s  i s  n o t  t h e  u s u r p a t i o n  o f  t h e  

p r i n c i p a l ' s  l e a d e r s h i p ;  i t  d o e s  mean t h a t  t h e  s t a f f  i s  a c t i v e l y  

p a r t i c i p a t i n g  i n  school decision-making and problem-solving. I n  order  

f o r  s t a f f  members t o  c a r r y  o u t  such  l e a d e r s h i p  t a s k s  s u c c e s s f u l l y ,  

t h e i r  c o l l e a g u e s  must r e s p e c t  t h e i r  p r o f e s s i o n a l  competence and be 

w i l l i n g  t o  l e a r n  from them. The Thompson r e s p o n d e n t s  f r e q u e n t l y  

ment ioned t h e  c o n t r i b u t i o n s  of o the r  s t a f f  members t o  t h e  school  and 

t h e i r  accomplishments i n  the  classroom. 

The t eachers  who have t r ans fe r red  recen t ly  t o  F rase r  have assumed 

n e a r l y  t o t a l  r e s p o n s i b i l i t y  f o r  o r g a n i z i n g  t h e  p a r e n t  a d v i s o r y  

committee.  They in t roduced  the  i d e a  t o  the  s t a f f  a t  meetings and i n  

conversat ion and t o  the  parents  a t  a  pot  luck  luncheon  h e l d  f o r  t h a t  

purpose .  They p lanned  and conducted  a  p a r e n t  o p i n i o n  survey, and 

repor ted  t h e  f i n d i n g s  t o  the  s t a f f  and t o  the  p a r e n t s .  And f i n a l l y ,  

t h e y  a r e  h e l p i n g  t h e  e l e c t e d  e x e c u t i v e  and o t h e r  committee members 

plan and run  t h e  meetings. These t e a c h e r s  a r e  a c t i n g  as l e a d e r s  i n  

a n o t h e r  way a s  w e l l ,  by expla in ing t o  the  o the r  s t a f f  members what it  

is they mean by c o l l e g i a l i t y  and why they th ink  i t  i s  n e o e s s a r y ,  and 

by m o d e l l i n g  t h e  c o l l e g i a l  b e h a v i o u r s  t h e y  are a d v o c a t i n g .  The 

e s t a b l i s h e d  Frase r  t eachers  recognize the  c o n t r i b u t i o n s  o f  t h e i r  new 



c o l l e a g u e s ,  acknowledge t h e i r  s u c c e s s e s  both with the  s t u d e n t s  and 

wi th  t h e  p a r e n t s ,  b u t  a r e  concerned a b o u t  t h e  p o t e n t i a l  n e g a t i v e  

consequences  o f  t h i s  c o l l e g i a l  approach (e.g., poss ib le  i n t e r f e r e n c e  

from parents ;  less time f o r  teaching and lesson planning). 

One teacher  who undertook the  organiza t ion  of t h e  school  play and 

another  who demonstrated the  new music program t o  the  pa ren t  a d v i s o r y  

committee were t h e  o n l y  examples  o f  s h a r e d  l e a d e r s h i p  a t  Columbia 

c o n t a i n e d  i n  t h e  d a t a .  I n t e r e s t i n g l y ,  none o f  t h e  r e s p o n d e n t s  

mentioned t h e s e  examples ;  t h e  i n f o r m a t i o n  was obtained from parent  

b u l l e t i n s .  This  sugges ts  t h a t  such a c t i v i t i e s  a r e  n o t  h i g h l y  v a l u e d  

by t h e  s t a f f .  I n  c o n t r a s t  t o  t h e  r e s p o n d e n t s  a t  t h e  o t h e r  t h r e e  

schoo l s ,  t h e  Columbia r e s p o n d e n t s  d i d  n o t  r e f e r  t o  t h e  c l a s s r o o m  

p r a c t i c e s  o r  s p e c i a l  con t r ibu t ions  of t h e i r  col leagues.  

The r e c e n t l y  e s t a b l i s h e d  committee s y s  tem p r o v i d e s  L y t t e f i e l d  

t e a c h e r s  w i t h  a n  o p p o r t u n i t y  f o r  s h a r e d  leadership .  There a r e  two 

problems, however, t h a t  might limit its usefulness  i n  t h i s  r e s p e c t :  a 

number o f  s t a f f  members are not  convinced of t h e  need f o r  committees; 

and the re  i s  growing c o n c e r n  t h a t  t h e  same few p e o p l e  w i l l  do t h e  

m a j o r i t y  o f  t h e  work. While severa l  respondents c r e d i t e d  one teacher 

i n  p a r t i c u l a r  wi th  t h e  success  of the  Carnival,  a  few made disparaging 

comments a b o u t  some o f  t h e i r  col leagues,  the  only respondents  t o  do 

so. While t h i s  may r e p r e s e n t  t h e  v iews  o f  o n l y  a  s m a l l  number of 

t e a c h e r s ,  n e v e r t h e l e s s  i t  d o e s  s u g g e s t  a  p o t e n t i a l  o b s t a c l e  t o  the  

development o f  c o l l e g i a l  working r e l a t i o n s h i p s  a t  Ly t t e f i e ld .  



h  cared These two i n d i c a t o r s  

a r e  v e r y  s imilar ,  t h e  f i r s t  r e f l e c t i n g  a  s e n s e  o f  r e s p o n s i b i l i t y  

toward o n e ' s  c o l l e a g u e s  and t h e  second,  a  s e n s e  o f  r e s p o n s i b i l i t y  

toward pa ren t s  o r  t h e  p u b l i c  i n  genera l .  

There  i s  c o n s i d e r a b l e  e v i d e n c e  of both i n d i c a t o r s  a t  Thompson. 

I n  f a c t ,  p a r t i c i p a t i o n  i n  group d i s c u s s i o n s  o f  s c h o o l  i s s u e s  and i n  

group p l a n n i n g  are i n d i c a t i v e  of  a sense of r e s p o n s i b i l i t y  t o  one 's  

col leagues,  a  w i l l i n g n e s s  t o  c o n t r i b u t e  and t o  do o n e ' s  s h a r e .  The 

f o l l o w i n g  a n e c d o t e  r e v e a l s  t h i s  s e n s e  of  r e s p o n s i b i l i t y  i n  another  

way. One of t h e  t e a c h e r s  had j u s t  been t r a n s f e r r e d  f rom a  s e c o n d a r y  

s c h o o l  and had no e x p e r i e n c e  a t  t h e  e l ementa ry  l e v e l .  Two o t h e r  

in termedia te  t eachers ,  who were team teaching,  were h e l p i n g  him i n  a 

v a r i e t y  o f  ways. For example, one would take  the  two c l a s s e s  t o  f r e e  

the  o t h e r  t o  o b s e r v e  t h e  t r a n s f e r r e d  t e a c h e r  o r  t o  d e m o n s t r a t e  a  

l e s s o n  f o r  him. They o f f e r e d  him feedback on h i s  teaching and helped 

him plan h i s  program. This  was t h e  most s t r i k i n g  example o f  s h a r e d  

r e s p o n s i b i l i t y  i n  t h e  f i n d i n g s .  The e f f o r t s  t o  involve pa ren t s  i n  ' 

decision-making and i n  school  a c t i v i t i e s ,  t o  e x p l a i n  s c h o o l  programs 

and p r a c t i c e s ,  and t o  keep them f u l l y  informed a r e  a l l  evidence of a  

sense o f  a c c o u n t a b i l i t y  t o  parents .  

The e f f o r t s  o f  t h e  r e c e n t l y  t r a n s f e r r e d  teachers  a t  Frase r  t o  

e s t a b l i s h  a  pa ren t  advisory  counci l  and t o  inc rease  both the  frequency 

and t h e  v a r i e t y  o f  community r e l a t i o n s  a c t i v i t i e s  a t t e s t  t o  t h e i r  

sense of  r e s p o n s i b i l i t y  t o  pa ren t s ;  t h e i r  e f f o r t s  t o  e s t a b l i s h  more 



c o l l e g i a l  w o r k i n g  r e l a t i o n s h i p s  a t t e s t  t o  t h e i r  s e n s e  o f  

r e s p o n s i b i l i t y  t o  t h e i r  col leagues.  A l l  t h e s e  r e s p o n d e n t s  b e l i e v e d  

t h a t  p a r e n t s  have a  r i g h t  t o  i n f o r m a t i o n  about school programs and 

p r a c t i c e s  and t o  be involved i n  decision-making. They a l s o  e x p r e s s e d  

t h e  s e n t i m e n t  t h a t  t e a c h e r s  a r e  responsib le  f o r  what happens i n  t h e  

school ,  no t  j u s t  what happens i n  the  classroom. The o t h e r  respondents  

had a  narrower sense of r e s p o n s i b i l i t y ,  one l imi ted  e s s e n t i a l l y  t o  t h e  

classroom. 

Both t h e  p r i n c i p a l  and t h e  respondents  a t  Columbia advocated a  

pos i t ion  similar t o  t h a t  of  the  e s t ab l i shed  teachers  a t  F r a s e r .  They 

b e l i e v e d  t h a t  r e s p o n s i b i l i t y  t o  pa ren t s  is f u l f i l l e d  by keeping them 

informed of t h e i r  c h i l d 1  s progress,  and t o  t e a c h e r s ,  by c o n t r o l l i n g  

one l s  c l a s s  so  as not  t o  i n t e r f e r e  with t h e i r  teaching. 

This,  too, was t h e  view of most o f  t h e  L y t t e f i e l d  r e s p o n d e n t s .  

T h r e e  o f  t h e  r e s p o n d e n t s  and t h e  a d m i n i s t r a t o r s ,  however,  had a 

broader v i s i o n  of  r e s p o n s i b i l i t y .  Again the  committee system was seen 

a s  a  means of  a c h i e v i n g  t h i s  goal.  For example, t eachers ,  s tuden t s ,  

and parents  s a t  on t h e  committee studying the  problem of  a b s e n t e e i s m .  

I n  t h i s  way pa ren t s  had i n p u t  i n  school policy and t eachers  shared i n  

the  work o f  t h e  s c h o o l .  One i n t e r e s t i n g  f i n d i n g  p e c u l i a r  t o  t h e  

L y t t e f i e l d  respondents  was t h a t  they discussed wi th  s t u d e n t s  t h e  kind 

of  i s s u e s  respondents  a t  t h e  o t h e r  s c h o o l s  d i s c u s s e d  w i t h  p a r e n t s .  

For  example, t h o s e  o f  t h e  L y t t e f i e l d  r e s p o n d e n t s  who b e l i e v e d  i n  

p u b l i c  i n p u t  f e l t  t h a t  t h i s  s h o u l d  i n c l u d e  s t u d e n t s ;  a n d  a l l  



r e s p o n d e n t s  s a i d  t h e y  d i s c u s s e d  b e h a v i o u r a l  and ,academic problems 

d i r e c t l y  wi th  the  s tuden t ,  u n l e s s  t h e y  were s e v e r e .  They e x p l a i n e d  

t h i s  i s  done because  t h e  s t u d e n t s  a r e  young a d u l t s  who a r e  assuming 

r e s p o n s i b i l i t y  f o r  t h e i r  own l i v e s .  T h i s ,  i n  f a c t ,  may b e  a 

s i g n i f i c a n t  d i f f e r e n c e  between elementary and secondary schools ,  and 

have impl ica t ions  f o r  t h e i r  r e s p e c t i v e  community r e l a t i o n s  programs. 

Schoo l    ride. The l a s t  i n d i c a t o r  of the  norm of c o l l e g i a l i t y  is 

the  most i n f e r e n t i a l  of t h e  group, y e t  i t  does seem t o  be a s s o c i a t e d  

w i t h  t h e  way a  s t a f f  works  t o g e t h e r .  It is  a l s o  r e l a t e d  t o  t h e  

c r e a t i o n  of a  warm, welcoming atmosphere described i n  Chapter V. 

Both Thompson and f i a s e r  r e s p o n d e n t s  expressed p r ide  i n  t h e i r  

school 's  accomplishments. A t  Thompson t h i s  i n c l u d e d  t h e  q u a l i t y  o f  

t e a c h i n g ,  t h e  d i v e r s i t y  o f  programs, the  success of t h e  cho i r s ,  and 

the  growth of the  community r e l a t i o n s  program; a t  Fraser ,  the  academic 

s u c c e s s  o f  t h e  s t u d e n t s ,  c e r t a i n  e x t r a c u r r i c u l a r  e v e n t s  t h a t  

have become t r a d i t i o n a l ,  and t h e  e x t e n t  o f  community s u p p o r t .  The ' 

Columbia r e s p o n d e n t s  g a v e  no evidence of p r ide  i n  the  school. They 

d id  not mention any s p e c i a l  f e a t u r e s  o f  t h e  s c h o o l  n o r  p a r t i c u l a r  

c o n t r i b u t i o n s  o f  any i n d i v i d u a l s .  The o b s e r v a t i o n  d a t a  d i d  n o t  

provide any evidence e i t h e r  -- no t roph ies ,  no p l a q u e s ,  no p i c t u r e s ,  

no announcements o f  upcoming events .  A l l  t h e  L y t t e f i e l d  respondents  

mentioned the  d i f f i c u l t i e s  t h e  school  had experienced i n  the  p a s t ,  bu t  

commented t h a t  t h e  new a d m i n i s t r a t i o n  was s u c c e e d i n g  i n  b r i n g i n g  



a b o u t  changes.  Every r e s p o n d e n t  c i t e d  t h e  c l e a n  and l i t t e r - f r e e  

condi t ion  of the  school  as a  concre te  example of t h e  improvement. 

The Norm of Continuous Im~rovement  

C r i t i c a l .  n o n - c o m ~ l a c e n t  s t a n c e ,  A c r i t i c a l ,  non-complacent 

s tance ,  which i s  an i n d i c a t o r  o f  t h e  norm of c o n t i n u o u s  improvement,  

c o u n t e r b a l a n c e s  t h e  p r i d e  i n  t h e  schoo l ' s  accomplishments which is an 

i n d i c a t o r  of the  norm of c o l l e g i a l i t y .  

T h i s  s t a n c e  is revealed  i n  s e v e r a l  ways a t  Thompson. The school 

philosophy i s  r e a l l y  a  set o f  guiding p r inc ip les .  School p o l i c i e s  and 

s c h o o l  p r a c t i c e s  a r e  examined f o r  cons is tency wi th in  t h i s  philosophy. 

For example, one aspect  of  t h e  phi losophy c o n c e r n s  r e s p e c t  f o r  e a c h  

i n d i v i d u a l  i n  t h e  s c h o o l  community. C o n s i s t e n t  w i t h  t h i s  i s  t h e  

i n c l u s i o n  i n  t h e  V o l u n t e e r  Manual o f  a  s e c t i o n  on t h e  r i g h t s  o f  

v o l u n t e e r s ,  and t h e  o r i e n t a t i o n  o f  t h e  d i s c i p l i n e  p o l i c y  toward 

helping s tuden t s  d i s t i n g u i s h  appropr ia t e  behaviour from i n a p p r o p r i a t e  

r a t h e r  t h a n  toward punishment. The philosophy i tself  is assessed and ' 

r e v i s e d  p e r i o d i c a l l y .  One p i e c e  o f  i n f o r m a t i o n  c o l l e c t e d  d u r i n g  

v i s i t s  t o  o t h e r  community s c h o o l s  was a  copy o f  t h e i r  philosophy. 

These were posted i n  t h e  s taf f room p r i o r  t o  a  s t a f f  m e e t i n g  i n t e n d e d  

t o  review the  school philosophy i n  l i g h t  of these  o thers .  

The recen t ly  t r a n s f e r r e d  t e a c h e r s  a t  F r a s e r  a r e  a t t e m p t i n g  t o  

l e a d  t h e  s t a f f  t o  a n  assessment of  p r a c t i c e  i n  o rde r  t o  examine both 

t h e i r  i n t e n t  and the  e x t e n t  t o  which t h e  i n t e n t  i s  b e i n g  a c h i e v e d .  



F o r  example, cons iderable  d i scuss ion  has centered on what is meant by 

a n  open door  p o l i c y  and what p r a c t i c e s  a r e  c o n s i s t e n t  w i t h  t h i s  

policy.  

Again n e i t h e r  t h e  i n t e r v i e w  n o r  t h e  obse rva t ion  d a t a  provided 

evidence t h a t  Columbia i s  charac ter ized  by a  c r i t i c a l  s t ance .  Review 

of  s c h o o l  p o l i c y  o r  p r a c t i c e s  was not  included on any s t a f f  meeting 

agendas .  Even t h e  p a r e n t s t  r e q u e s t  f o r  more  i n f o r m a t i o n  a b o u t  

classroom programs was r e s i s t e d .  

The L y t t e f i e l d  a d m i n i s t r a t o r s  have  i d e n t i f i e d  some p r e s s i n g  

s c h o o l  problems -- s t u d e n t  a b s e n t e e i s m ,  p o o r  m o r a l e  among b o t h  

s t u d e n t s  and s t a f f ,  poor pub l i c  image -- t h a t  they a r e  at tempting t o  

so lve  with the  p a r t i c i p a t i o n  of teachers ,  s tuden t s ,  and parents .  

C C .  

These two i n d i c a t o r s  a r e  c 1 0 s e . l ~  r e l a t e d ,  f o r  c o n s i d e r a t i o n  o f  

a l t e r n a t i v e s  i s  a n  empty e x e r c i s e  i f  i t  i s  n o t  accompanied by a 

wi l l ingness  t o  t r y  new ideas.  The success  of these  e f f o r t s  depends on ' 

t h e  achievement of consensus. Thus consensus bui ld ing i s  included i n  

t h i s  s e c t i o n ,  al though i t  c a n  be  t h o u g h t  o f  as a n  i n d i c a t o r  of t h e  

norm of  c o l l e g i a l i t y .  

The d e v e l o p m e n t  o f  t h e  g i f t e d  program a t  Thompson p r o v i d e s  

evidence about t h e s e  ind ica to r s .  The parent  a d v i s o r y  c o u n c i l  r a i s e d  

t h e  i s s u e  of whether o r  not  t h e r e  was a need f o r  such a program. The 

s t a f f  decided t h e r e  was a  need ,  and two d i f f e r e n t  a p p r o a c h e s  were 



suggested -- a n  ind iv idua l i zed  program t h a t  would be incorporated i n t o  

the  ongoing classroom program, o r  a group program t h a t  would i n v o l v e  

t h e  removal  of  s t u d e n t s  from the  classroom. S t a f f  members had s t rong  

f e e l i n g s  on t h i s  i s s u e ,  and arguments were  p r e s e n t e d  and c o n s i d e r e d  

o v e r  a p e r i o d  o f  time, but  when a dec i s ion  was made i t  was supported 

by a l l .  The r e s p o n d e n t s  s t r e s s e d  t h a t  w h i l e  one  o f  t h e  s e l e c t i o n  

c r i t e r i a  f o r  t e a c h e r s  i s  a s c h o o l  f o c u s ,  t h i s  d o e s  n o t  imply  

uniformity of thought. On the  cont rary ,  the  s t a f f  va lues  i n d e p e n d e n t  

thought, f o r  without  it  the  school c l ima te  would s tagnate .  

There  i s  much e v i d e n c e  o f  c o n s i d e r a t i o n  o f  a l t e r n a t i v e s  a t  

F r a s e r ,  b u t  w h i l e  some a r e  w i l l i n g  t o  t r y  new i d e a s ,  o t h e r s  appear 

r e l u c t a n t  t o  change t h e i r  e s t a b l i s h e d  p a t t e r n s .  The s i t u a t i o n  a t  

L y t t e f i e l d  seems t o  be s i m i l a r  t o  t h i s .  Thus a t  both these  schools  

t h e r e  a r e  s i g n s  of  l a c k  of  consensus, of d i f f e r e n t  views t h a t  have not  

been reconciled.  This is  probably t o  be expected, s i n c e  long-standing 

and wel l -es tabl i shed p r a c t i c e s  a r e  b e i n g  c h a l l e n g e d  and s i n c e  t h e r e  

a r e  no s t r u c t u r e s  and processes  i n  place f o r  d i scuss ing  and reso lv ing  

d i f f e r e n c e s  of  opinion. There a r e  no s i g n s  o f  l a c k  o f  consensus  a t  

Columbia, b u t  t h i s  a p p e a r s  t o  be due  t o  t h e  a b s e n c e  of d iscuss ion 

about p o t e n t i a l l y  c o n t r o v e r s i a l  i s sues .  

L& The f i n a l  i n d i c a t o r  o f  t h e  norm of  

continuous improvement is long-range planning. 

The d e s c r i p t i o n  o f  t h e  development  o f  t h e  community advisory 



c o u n c i l  a t  Thompson is  e v i d e n c e  o f  t h e  type of  long-range planning 

t h a t  o c c u r s  a t  t h i s  s c h o o l .  The p r i n c i p a l ,  h e a d  t e a c h e r ,  a n d  

community c o o r d i n a t o r  i n  p a r t i c u l a r  had a  v i s i o n  of  what i d e a l l y  t h e  

council  could accomplish and have worked toward t h a t  end i n  s t a g e s ,  

without l o s i n g  s i g h t  of it. Simi lar ly ,  another  goa l  i s  u t i l i z a t i o n  of 

the  community i n  school  programs. I n  the  pas t  t h i s  h a s  i n v o l v e d  t h e  

u s e  o f  v o l u n t e e r s  and g u e s t  teachers .  Now a s o c i a l  s t u d i e s  program 

involving t h e  community i s  being planned. The community c o o r d i n a t o r  

h a s  worked w i t h  t h e  p r imary  t e a c h e r s  t o  d e v e l o p  and t r y  o u t  some 

a c t i v i t i e s ,  and n e x t  y e a r  w i l l  do  t h e  same w i t h  t h e  i n t e r m e d i a t e  

t e a c h e r s .  The s t a f f  e x p e c t s  t o  g r a d u a l l y  expand t h e  u n i t s  u n t i l  a  

s u i t a b l e  program has  been designed. 

The r e c e n t l y  t r a n s f e r r e d  teachers  a t  Fraser  have adopted t h e  same 

approach t o  t h e  development  o f  t h e  p a r e n t  a d v i s o r y  c o u n c i l .  They 

e x p e c t  t h a t  a s  i ts  c o n f i d e n c e  and experience inc reases ,  s o  w i l l  its 

independence and i n i t i a t i v e ,  and thus  the  c o u n c i l - s t a f f  r e l a t i o n s h i p  

w i l l  change correspondingly .  S imi lar ly ,  they s e e  both t h e  amount of ' 

s t a f f  c o l l a b o r a t i o n  and t h e  r a n g e  o f  i s s u e s  d i s c u s s e d  g r a d u a l l y  

i n c r e a s i n g .  T h i s  seems t o  b e  t h e  h o p e  o f  t h e  L y t t e f i e l d  

a d m i n i s t r a t o r s  as w e l l ,  a  hope t h a t  was s h a r e d  b y  a  f e w  o f  t h e  

r e s p o n d e n t s .  P l a n n i n g  a t  Columbia f o c u s e s  on t h e  immedia te ,  t h e  

upcoming S p o r t s  Day o r  concert .  Continuity from y e a r  t o  y e a r  r a t h e r  

t h a n  t h e  g r a d u a l  development of programs o r  implementation o f  change 

seems t o  be what i s  valued. 



Summary 

T a b l e  6-2 p r e s e n t s  a n  a s s e s s m e n t  o f  t h e  e x t e n t  t o  which t h e  

s t a f f s  a t  t h e  f o u r  s c h o o l s  s h a r e  t h e  norms o f  c o l l e g i a l i t y  a n d  

c o n t i n u o u s  improvement.  The Thompson s t a f f  i s  v e r y  c o l l e g i a l  and 

concerned about t h e  improvement of p r a c t i c e .  The g r o u p  of r e c e n t l y  

t r a n s f e r r e d  t e a c h e r s  a t  F rase r  a r e  committed t o  these  norms, and may 

b e  h a v i n g  a n  i n f l u e n c e  o n  t h e  r e s t  o f  t h e  s t a f f .  T h e  new 

admin i s t r a to r s  a t  L y t t e f i e l d  a r e  t r y i n g  t o  develop these  norms, mainly 

through the  use of s t a f f  committees t o  work o u t  s o l u t i o n s  t o  s c h o o l  

problems,  but  s t a f f  support  f o r  these  e f f o r t s  is  growing very slowly. 

Few of the  p r a c t i c e s  l i s t e d  i n  Table 6-1 a s  i n d i c a t o r s  of t h e  norms of 

c o l l e g i a l i t y  and cont inuous  improvement a r e  evident  a t  Columbia, nor 

i s  there  s i g n  of  any movement t o  i n s t i t u t e  them. 

S u ~ ~ o r t  from Other Research 

The g e n e r a l i z a b i l i t y  of  f ind ings  is one problem t h a t  f a c e s  case 

s tudies .  The e x i s t e n c e  and importance o f  t h e  norms o f  c o l l e g i a l i t y  ' 

and c o n t i n u o u s  improvement i d e n t i f i e d  i n  t h i s  study f i n d  suppor t  i n  

o ther  s t u d i e s  o f  v a r i o u s  a s p e c t s  o f  s c h o o l  l i f e ,  i n c l u d i n g :  s c h o o l  

s t a f f  deve lopment  programs ( L i t t l e ,  1982) ;  s c h o o l  e f f e c t i v e n e s s  

(Mackenzie, 1983) ; s t a f f ,  s tuden t ,  and p a r e n t  s a t i s f a c t i o n  w i t h  t h e  

s c h o o l  ( G o o d l a d ,  1 9 8 3 )  ; s c h o o l  i m p l e m e n t a t i o n  o f  i n n o v a t i o n s  

(McLaughlin & Marsh, 1 9 7 9 ) ;  and s c h o o l  i m p l e m e n t a t i o n  o f  f e d e r a l  

p o l i c y  ( H a r g r o v e  e t  a l . ,  1981  ) .  A l t h o u g h  t h e  terms norm of 



Table 6-2 

Extent of  Shared Norms by School 

School 

School C o l l e g i a l i t y  Continuous Improvement 

Thompson high high 

Fraser  

Columbia 

inc reas ing  

1 ow 

inc reas ing  

low 

L y t t e f i e l d  inc reas ing  inc reas ing  



c o l l e g i a l i t y  and norm of  c o n t i n u o u s  improvement may no t  have been 

used, i n  each of these  s t u d i e s  t h e  more and l e s s  s u c c e s s f u l  s c h o o l s  

a r e  d i s t i n g u i s h e d  i n  terms of  p r a c t i c e s  similar t o  those descr ibed i n  

t h i s  study. 

For  example, from her  s tudy of  school s t a f f  development programs 

L i t t l e  (1982) concluded t h a t  t h e  most success fu l  schools  were those  i n  

w h i c h  t h e  t e a c h e r s  "work t o g e t h e r n :  t h e y  d i s c u s s  t h e i r  t e a c h i n g  

p r a c t i c e s  f requent ly ,  on a v a r i e t y  of  occasions,  and i n  c o n c r e t e  and 

p r e c i s e  terms; they continuously t r y  t o  improve t h e i r  p r a c t i c e ,  using 

the  t o o l s  of ana lys i s ,  planning, evaluat ion ,  and exper imenta t ion;  and 

t h e y  view these developmental a c t i v i t i e s  a s  " re levant  to ,  an i n t e g r a l  

p a r t  o f ,  the  occupation a& c a r e e r  of  teachingn (Li t t le ,  1982, P. 3 ) .  

Based on h i s  r e v i e w  o f  t h e  l i t e r a t u r e ,  Mackenzie (1983, p. 8) 

l i s t e d  t h e  e l e m e n t s  o f  e f f e c t i v e  s c h o o l i n g  t h a t  h a v e  b e e n  w e l l  

supported by research  f ind ings .  A l l  t h e  elements t h a t  do no t  d i r e c t l y  

involve the  i n s t r u c t i o n a l  process  appear t o  be r e l a t e d  t o  staff norms. 

For example, t h e  fol lowing a r e  i n d i c a t i v e  of the  norm of c o l l e g i a l i t y :  

shared consensus on va lues  and g o a l s ;  t o t a l  s t a f f  invo lvement  w i t h  

s c h o o l  i m p r o v e m e n t ;  p o s i t i v e  a c c o u n t a b i l i t y  -- a c c e p t a n c e  of 

r e s p o n s i b i l i t y  f o r  l ea rn ing  outcomes; s t a b i l i t y  and c o n t i n u i t y  o f  key 

s t a f f ;  p o s i t i v e  c l i m a t e  and o v e r a l l  a tmosphere ;  t e a c h e r - d i r e c t e d  

classroom management and decision-making; and school-wide emphas i s  on 

b a s i c  and h i g h e r  o r d e r  s k i l l s .  Other elements a r e  i n d i c a t i v e  of t h e  

norm of continuous improvement: goal-focused a c t i v i t i e s  toward c l e a r ,  



a t t a i n a b l e  a n d  r e l e v a n t  o b j e c t i v e s ;  l o n g - r a n g e  p l a n n i n g  and 

c o o r d i n a t i o n ;  autonomy a n d  f l e x i b i l i t y  t o  i m p l e m e n t  a d a p t i v e  

p r a c t i c e s ;  in - se rv ice  s t a f f  t r a i n i n g  f o r  e f f e c t i v e  teaching; and high 

and p o s i t i v e  ach ievement  e x p e c t a t i o n s  w i t h  a  c o n s t a n t  p r e s s  f o r  

excellence. 

The " s a t i s f y i n g n  s c h o o l s  i n  G o o d l a d 1  s ( 1  9 8 3 )  s t u d y  were 

charac ter ized  by c o l l e g i a l i t y  and self-renewal. The f o r m e r  i n v o l v e d  

good s t a f f  r e l a t i o n s ,  mutual r e s p e c t  f o r  the  profess ional  competence 

of col leagues,  s t a f f  p a r t i c i p a t i o n  i n  decision-making, and a  f o c u s  on 

i n s t r u c t i o n a l  a s  opposed t o  r o u t i n e  and management i s sues ;  t h e  l a t t e r ,  

t h e  c o n t i n u o u s  e v a l u a t i o n  o f  programs,  e x a m i n a t i o n  of a l t e r n a t e  

procedures, and a  wi l l ingness  t o  t r y  new ideas.  The teachers  i n  these 

s c h o o l s  p e r c e i v e d  them " t o  be  s o l v i n g  t h e i r  problems,  t o  p r o v i d e  

a p p r o p r i a t e  c o n d i t i o n s  f o r  them t o  do t h e i r  job, and t o  have s t a f f s  

capable of doing what needed t o  be donen (Goodlad, 1983, p. 55). 

A c c o r d i n g  t o  M c L a u g h l i n  a n d  Marsh  ( 1  9 7 9 ) ,  s u c c e s s f u l  

implementation of  innovat ions  occurred i n  schools  i n  which t h e r e  a r e  ' 

good working r e l a t i o n s h i p s  among t h e  teachers ,  i n  which the  teachers  

are i n v o l v e d  i n  d e c i s i o n - m a k i n g  i n  b o t h  t h e  p l a n n i n g  a n d  t h e  

implement ing  s t a g e s ,  and i n  which forums a r e  provided f o r  shar ing  

problems, f o r m u l a t i n g  s o l u t i o n s ,  and d i s c u s s i n g  i m p l i c a t i o n s  f o r  

p r a c t i c e .  I n  a d d i t i o n ,  e f f o r t s  t o  implement t h e  innovation were "an 

i n t e g r a l  p a r t  o f  an  ongoing problem-solving and improvement p r o c e s s  

w i t h i n  t h e  s c h o o l n  (McLaughlin & Marsh, 1979,  p. 9 0 ) .  It can be 



i n f e r r e d  t h a t  t h e  s t a f f s  o f  t h e s e  s c h o o l s  s h a r e  t h e  norms o f  

c o l l e g i a l i t y  and continuous improvement. S i m i l a r l y ,  Hargrove  e  t a l .  

( 1 9 8 1 )  f o u n d  t h a t  t h e  s c h o o l s  t h a t  had been most s u c c e s s f u l  i n  

implementing a  f e d e r a l  pol icy  concerning handicapped c h i l d r e n  where 

c h a r a c t e r i z e d  by "a cons iderable  c o l l a b o r a t i o n  among t eachersn  and "a 

high degree of common commitment t o  a  missionn (p. 115). 

The P r i n c i ~ a l  

A s  t h e  a b o v e  e x a m p l e s  h a v e  s h o w n ,  t h e  p r i n c i p a l  e x e r t s  

c o n s i d e r a b l e  i n f l u e n c e  on t h e  e x t e n t  t o  which the  s t a f f  sha res  the  

norms of c o l l e g i a l i t y  and continuous improvement . The p r i n c i p a l s  a t  

Thompson, Fraser ,  and L y t t e f i e l d  c l e a r l y  expected t h e  t eachers  t o  work 

t o g e t h e r  on some problems o f  schoo l -wide  concern .  They c r e a t e d  

o p p o r t u n i t i e s  f o r  t h i s  t o  happen by e s t a b l i s h i n g  committees, s e t t i n g  

a s i d e  time a t  s t a f f  meetings, and d e s i g n a t i n g  P r o f e s s i o n a l  Days f o r  

t h i s  purpose .  They gave legi t imacy t o  such s t a f f  e f f o r t s  by wbrking 

wi th  the  groups themselves and by a c t i n g  on t h e i r  recommendations. 

The i m p o r t a n c e  o f  t h e  commi tment  o f  t h e  p r i n c i p a l  t o  t h e  

a c t i v i t i e s  o f  a  s t a f f  committee i s  i l l u s t r a t e d  by a n  o c c u r r e n c e  a t  

F r a s e r .  The p r i n c i p a l  be l i eves  t h a t  t h e  most important a spec t  of the  

community r e l a t i o n s  is t h e  ind iv idua l  parent- teacher r e l a t i o n s h i p ,  and 

t h a t  t h e  purpose  o f  t h e  o t h e r  community r e l a t i o n s  a c t i v i t i e s  is t o  

promote it. This is q u i t e  d i f f e r e n t  from the  v i s i o n  o f  t h e  g r o u p  of 

t e a c h e r s  working t o  e s t a b l i s h  t h e  p a r e n t  a d v i s o r y  c o u n c i l .  A t  a  



chance encounter with s e v e r a l  of these  teachers  a yea r  a f t e r  t h e  study 

was completed, they s a i d  the  counci l  was not p r o g r e s s i n g  a s  t h e y  had 

hoped and they f e l t  t h i s  t o  be due t o  the  l a c k  o f  a c t i v e  support  from 

the  p r inc ipa l .  

The d e g r e e  t o  w h i c h  t h e  p r i n c i p a l s  promoted t h e  norms o f  

c o l l e g i a l i t y  and c o n t i n u o u s  improvement a p p e a r e d  t o  be  r e l a t e d  t o  

t h e i r  s e n s e  o f  purpose  f o r  t h e  school. The Thompson p r i n c i p a l  s e e s  

the  school  a s  a family o r  community i n  which t h e  members work h a r d ,  

s e e k  e x c e l l e n c e ,  and f i n d  s a t i s f a c t i o n  i n  such endeavours. I n  order  

f o r  t h i s  t o  happen t h e  s t a f f  m u s t  work t o g e t h e r  a n d  f o c u s  o n  

i m p r o v e m e n t .  The Thompson r e s p o n d e n t s  spoke  a b o u t  t h e  t ime  t h e  

p r i n c i p a l  spends i n  classrooms, the  encouragement  and h e l p  he  g i v e s  

them when they a r e  t r y i n g  something new, and h i s  r e a c t i o n  i f  t h e  idea  

d id  not  work. Apparently he never t a l k s  about f a i l u r e  -- he he lps  the  

t e a c h e r  l o o k  f o r  ways t o  make t h e  i d e a  work, and i f  they cannot f ind  

any, then they conclude they have learned something about when an i d e a  

w i l l  o r  w i l l  n o t  work. The p r ' i n c i p a l s  o f  F r a s e r  and L y t t e f i e l d  ' 

bel ieve  t h a t  a cohesive s t a f f  with p r ide  i n  the  school  is important t o  

s u c c e s s ,  and t h e  respondents  were a l l  aware t h e i r  e f f o r t s  t o  develop 

t h i s  cohesiveness and p r i d e .  The Columbia p r i n c i p a l ,  on t h e  o t h e r  

h a n d ,  b e l i e v e s  t h a t  t h e  first d u t y  o f  t h e  s c h o o l  i s  t o  keep  t h e  

ch i ld ren  safe, and "if they a l s o  p ick  up some 1-earning on t h e  way, s o  

much t h e  b e t t e r . "  T h i s  p r o b a b l y  a c c o u n t s  f o r  h i s  emphasis  on 

scheduling and on o rde r ,  on knowing where e v e r y o n e  i s  a t  a l l  t imes .  



He a l s o  b e l i e v e s  t h a t  i n s t r u c t i o n a l  and c u r r i c u l a r  d e c i s i o n s  should be 

made by t h e  t eacher ,  and h i s  job i s  t o  a r r a n g e  t h i n g s  " s o  t h a t  t h e y  

can g e t  on wi th  t h e i r  job o f  teaching. 

S u ~ ~ o r t  from Other Research 

Again t h e  f i n d i n g s  of  t h i s  s tudy a r e  supported by t h e  r e s u l t s  of  

o the r  research .  The p r i n c i p a l  appears a s  an important f a c t o r  i n  many 

s t u d i e s  o f  e f f e c t i v e  s c h o o l s .  The impor tance  o f  t h i s  f i n d i n g  is 

underscored by t h e  f a c t  t h a t  "although none of the  s t u d i e s  s e t  o u t  t o  

s t u d y  t h e  r o l e  o f  p r i n c i p a l s ,  most concluded t h a t  p r i n c i p a l s  were 

c l e a r l y  i m p o r t a n t  i n  d e t e r m i n i n g  t h e  e f f e c t i v e n e s s  o f  s c h o o l s n  

(Shoemaker & Frase r ,  1981, p. 178). 

F o r  e x a m p l e ,  M a c k e n z i e l  s ( 1  9 8 3 )  r e v i e w  o f  t h e  s c h o o l  

e f fec t iveness  l i t e r a t u r e  i d e n t i f i e d  the  p r i n c i p a l  a s  a key a c t o r ,  one  

who s e r v e s  a s  a n  e x a m p l e  t o  t h e  s t a f f  by h i s  o r  h e r  s t r o n g  

i n s t r u c t i o n a l  emphasis, who o f f e r s  cont inual  a s s i s t a n c e ,  who i n s p i r e s  

o t h e r s  t o  e f f e c t i v e  group e f f o r t s ,  and who provides a c o n s i s t e n t  and ' 

continuous l e a d e r s h i p  by s e t t i n g  a  tone of purpose and o r d e r  f o r  t h e  

s c h o o l  a s  a whole ,  b u i l d i n g  commitment f o r  s p e c i f i c  academic goals ,  

and guiding t h e  eva lua t ion  of  p rogress  toward t h e s e  g o a l s .  S i m i l a r  

c h a r a c t e r i s t i c s  d i f f e r e n t i a t e  e f f e c t i v e  p r i n c i p a l s  from i n e f f e c t i v e  

ones (Leithwood & Montgomery, 1982). 

G o o d l a d l s  (1983) s tudy of  schooling found t h a t  t h e  p r i n c i p a l s  of 

s a t i s f y i n g  s c h o o l s  were  p e r c e i v e d  by t h e i r  s t a f f  t o  b e  compe ten t ,  



i ndependen t  p ro fess iona l s  who possessed profess ional  autonomy and use 

it, who support  t h e i r  t eachers ,  and who t r e a t  them a s  p r o f e s s i o n a l s .  

These p r i n c i p a l s  f e l t  themselves t o  be i n  con t ro l  of t h e i r  jobs and of 

t h e i r  use of time, and t o  have in f luence  over dec i s ions  concerning t h e  

s c h o o l .  T h i s  d e s c r i p t i o n  o f  t h e  p r i n c i p a l  i s  s i m i l a r  t o  t h e  

"au thor i t a t ive  democrat" s t y l e  found by Hargrove e t  a l .  ( 1981)  t o  be  

r e l a t e d  t o  s u c c e s s  i n  implement ing  a f e d e r a l  policy.  Author i t a t ive  

democrats use both persuas ion and manipulation t o  guide t h e  s t a f f  i n  a  

predetermined d i r e c t i o n ,  but  a l s o  l i s t e n  and respec t  o the r s1  views. 

Successful  i m p l e m e n t a t i o n  o f  i n n o v a t i o n s  h a s  been a t t r i b u t e d  

l a r g e l y  t o  t h e  e f f o r t s  o f  t h e  p r i n c i p a l .  For example, Hall  e t  a l .  

( 1980) concluded t h a t  " the  s i n g l e  most important hypothesis  emana t ing  

from these da ta  i s  t h a t  t h e  denree o f  im~lementa t ion  o f  t h e  innovation 

i s  d i f f e r e n t  i n  d i f f e r e n t  schoo l s  because of  t h e  a c t i o n s  and c o n c e r n s  

o f  ~ r i n c i ~ a l s "  ( p .  2 6 ,  t h e i r  emphas i s ) .  S imi lar ly ,  McLaughlin and 

Marsh (1979) s t a t e  t h a t  n s u c c e s s  i n  l o c a l  p r o j e c t s  were  p a r t  of a 

d y n a m i c ,  p r o b l e m - s o l v i n g  o r g a n i z a t i o n a l  framework headed by a 

committed admin i s t r a to rn  (p .  93).  

Taken t o g e t h e r ,  t h e s e  s t u d i e s  suggest t h a t  the  p r i n c i p a l  must be 

a s t rong  and a c t i v e  l e a d e r  i n  any school  improvement e f f o r t s ,  o n e  who 

i n s p i r e s  the  t eachers  t o  work toge the r  t o  so lve  the  schoo l l s  problems. 

S t a f f  Norms and Pol icv  Im~lementa t ioq  

The f o u r  schoo l s  d i f f e r e d  i n  t h e  ex ten t  t o  which they shared t h e  



norms o f  c o l l e g i a l i t y  a n d  c o n t i n u o u s  i m p r o v e m e n t ,  and t h e s e  

d i f fe rences  were r e l a t e d  t o  d i f f e r e n c e s  i n  t h e i r  community r e l a t i o n s  

p r o g r a m s .  The Thompson s t a f f  highly valued t h e  norms of c o l l e g i a l i t y  

and continuous improvement, and i t  had developed t h e  most d i v e r s e  and 

comprehensive community r e l a t i o n s  program of t h e  four.  The Columbia 

s t a f f  d id  not v a l u e  t h e s e  norms, and n o t  o n l y  was t h e i r  community 

r e l a t i o n s  program t h e  least d i v e r s e  and comprehensive but  the re  was no 

p e r c e i v e d  need t o  change.  There  were  movements t o  i n c r e a s e  t h e  

s t a f f  ' s concern  a b o u t  c o l l e g i a l i t y  and continuous improvement and t o  

expand the  community r e l a t i o n s  program a t  both F r a s e r  and L y t t e f i e l d  

Secondary,  l ed  p r imar i ly  by a  group o f  r ecen t ly  t r a n s f e r r e d  teachers ,  

with the  support  of the  p r i n c i p a l ,  i n  t h e  former c a s e ,  and p r i m a r i l y  

by t h e  new a d m i n i s t r a t o r s ,  with t h e  support  of some teachers,  i n  t h e  

l a t t e r  case. 

The Thompson s t a f f  f r equen t ly  discussed t h e i r  community r e l a t i o n s  

program: its purpose -- what it was t h e y  were t r y i n g  t o  do and why; 

i ts  s u c c e s s  -- how w e l l  they were accomplishing t h e i r  ob jec t ives  and / 

what they could do t o  improve; and i t s  c o n s i s t e n c y  w i t h  t h e  s c h o o l  

philosophy and o t h e r  school  p r a c t i c e s .  Thus d iscuss ion of  the  d e t a i l s  

of a s p e c i f i c  community r e l a t i o n s  a c t i v i t y  took place wi th in  a broader 

c o n t e x t .  The p r i n c i p a l  demonstrated t o  the  s t a f f  through h i s  a c t i o n s  

t h a t  community involvemenf  i s  one  o f  h i s  p r i o r i t i e s .  T e a c h e r s  

a c c e p t e d  t h a t  community r e l a t i o n s  is t h e i r  r e s p o n s i b i l i t y  as w e l l  as 

the  p r inc ipa l ' s ,  and e s t a b l i s h e d  c las s room p r a c t i c e s  and i n d i v i d u a l  



r e l a t i o n s h i p s  w i t h  p a r e n t s  t h a t  were  c o n s i s t e n t  w i t h  t h e  s c h o o l ~ s  

p rac t i ces .  

The d i v e r s i t y  and comprehens iveness  o f  t h e  Thompson community 

r e l a t i o n s  program, t h e n ,  was t h e  r e s u l t  o f  s t a f f  c o l l a b o r a t i o n  on 

s e t t i n g  and working toward goals .  I n  doing so ,  t h e  staff developed an 

understanding o f ,  o r  conceptual  c l a r i t y  a b o u t ,  t h e  meaning of t h e i r  

community r e l a t i o n s  p o l i c y ,  and modi f i ed  both school and classroom 

p r a c t i c e s  a c c o r d i n g l y .  The p o l i c y  i t s e l f  was d e f i n e d  w i t h i n  t h e  

c o n t e x t  of  t h a t  p a r t i c u l a r  school  and community. Thus implementation 

of  the  school community r e l a t i o n s  pol icy  a t  Thompson was cha rac te r i zed  

by c l a r i f i c a t i o n  and mutua l  a d a p t a t i o n ,  b o t h  o f  which have  been 

i d e n t i f i e d  by p r e v i o u s  r e s e a r c h  a s  f u n d a m e n t a l  a t t r i b u t e s  o f  

meaningful  i m p l e m e n t a t i o n  (Berman & McLaughlin, 1 974, 1975, 1978; 

Emrick & Peterson, 1978). 

I n  c o n t r a s t ,  t h e  C o l u m b i a  s f a f  f d i s c u s s i o n s  o f  community 

r e l a t i o n s  a c t i v i t i e s  were  much less f r e q u e n t  and c e n t e r e d  on t h e  

d e t a i l s  of  o r g a n i z a t i o n  r a t h e r  t h a n  t h e  p u r p o s e ,  a s s e s s m e n t ,  and ' 

improvement of the  o v e r a l l  program. Consequently t h e  s t a f f  a s  a  whole 

d i d  n o t  deve lop  a n  understanding of t h e  school ' s  community r e l a t i o n s  

policy,  but  i n s t e a d  t eachers  developed i n d i v i d u a l  i n t e r p r e t a t i o n s  of 

i t  t h a t  r e m a i n e d  u n c h a l l e n g e d  by c o m p a r i s o n s  t o  o t h e r s .  T h i s  

i n d i v i d u a l i s t i c  and fragmented a p p r o a c h  w a s  r e i n f o r c e d  by t h e  f a c t  

t h a t  the  p r inc ipa l  and staff viewed t h e  parent- teacher r e l a t i o n s h i p  a s  

t h e  most i m p o r t a n t  a s p e c t  o f  communi ty  r e l a t i o n s ,  t h u s  m a k i n g  



community r e l a t i o n s  a classroom r a t h e r  than a school  concern. 

That the  s t a f f  d id  not perceive a need t o  change can be accounted 

f o r  by i t s  l a c k  o f  c o l l e g i a l i t y  -- because they d id  not  d i scuss  t h e  

i s s u e  of community r e l a t i o n s ,  the  t eachers  could not  develop a s h a r e d  

u n d e r s t a n d i n g  o f  i t s  purpose  and meaning; because  t h e y  d i d  n o t  

e s t a b l i s h  common goals ,  the  teachers  had no means of a s s e s s i n g  s c h o o l  

and classroom prac t i ces ;  because they d i d  not  examine what i t  was they 

were doing and why, the  teachers  saw no reason t o  change. 

F r a s e r  and L y t t e f i e l d  a p p e a r e d  s i m i l a r  t o  Columbia i n  many 

respec t s ,  except t h a t  t h e  admin i s t r a to r s  and a small group of t eachers  

a t  b o t h  s c h o o l s  f e l t  t h e  need f o r  improvement i n  s e v e r a l  a r e a s ,  

inc luding community r e l a t i o n s .  They bel ieved t h i s  was p o s s i b l e  o n l y  

i f  t h e  s t a f f  adop ted  a s c h o o l  f o c u s  and worked t o g e t h e r  t o  s e e k  

s o l u t i o n s  t o  common problems. This,  then,  is t h e  l i n k  between s t a f f  

norms and pol icy  implementation: clarification and mutual adapta t ion ,  

which a r e  e s s e n t i a l  t o  meaningful implementation, a r e  f a r  more l i k e l y  

t o  o c c u r  i f  a s t a f f  i s  c o l l e g i a l  and concerned  about  improvement. 

Conversely, by working together  t o  improve school  p r a c t i c e  t h e  s t a f f  

i s  l i k e l y  t o  encourage  and r e i n f o r c e  t h e  development of the  norms of  

c o l l e g i a l i t y  and continuous improvement. 



C h a ~ t e r  Summarv 

The f o u r  schools  d i f f e r e d  i n  t h e  e x t e n t  t o  which they s h a r e d  t h e  

norms  o f  c o l l e g i a l i t y  and c o n t i n u o u s  improvement. The s t a f f  a t  

Thompson w a s  v e r y  c o l l e g i a l  a n d  c o n c e r n e d  a b o u t  c o n t i n u o u s  

improvement. The g r o u p  o f  r e c e n t l y  t r a n s f e r r e d  teachers  a t  Fraser  

were committed t o  these  norms, and they were a t t e m p t i n g  t o  i n f l u e n c e  

t h e  r e s t  o f  t h e  s t a f f  t o  accept  them a s  w e l l .  The new admin i s t r a to r s  

a t  L y t t e f i e l d  Secondary were t r y i n g  t o  d e v e l o p  t h e s e  norms, mainly  

t h r o u g h  t h e  u s e  o f  s t a f f  committees t o  work ou t  s o l u t i o n s  t o  school 

problems, but  s t a f f  suppor t  f o r  these  e f f o r t s  was growing very slowly. 

Few o f  t h e  p r a c t i c e s  found t o  be r e l a t e d  t o  t h e  norms of  c o l l e g i a l i t y  

and continuous improvement were  e v i d e n t  a t  Columbia, n o r  was t h e r e  

evidence of any movement t o  i n s t i t u t e  them. 

C o l l e g i a l  s t a f f s  d i s c u s s e d  s c h o o l  p r o g r a m s  a n d  p r a c t i c e s  

f r e q u e n t l y  and s p e c i f i c a l l y  and s o  they were a b l e  t o  desc r ibe  t h e i r  

c o l l e a g u e s 1  b e l i e f s  and p r a c t i c e s  on  a v a r i e t y  o f  i s s u e s .  They 

engaged i n  g roup  p l a n n i n g ,  which f o c u s e d  on t h e  improvement of the  

school  as a  whole, and d i f f e r e n t  i n d i v i d u a l s  assumed l e a d e r s h i p  f o r  

s p e c i f i c  t a s k s  from time t o  t i m e .  T h i s  was p o s s i b l e  because  the  

t eachers  f e l t  r e spons ib le  both t o  t h e i r  co l l eagues  and t o  t h e  p u b l i c  

a n d  b e c a u s e  t h e y  r e s p e c t e d  t h e  p r o f e s s i o n a l  competence o f  t h e i r  

col leagues  and b e l i e v e d  t h e y  c o u l d  l e a r n  f rom them. I n  a d d i t i o n ,  

c o l l e g i a l  s t a f f s  were proud of  t h e  accomplishments of the  school,  but  

not  complacent about them. I n  f a c t ,  t h e y  were concerned  a b o u t  t h e  



c o n t i n u o u s  improvement o f  programs and p r a c t i c e s ,  which they examined 

regular ly .  They a l s o  engaged i n  long-range planning t h a t  involved t h e  

cons idera t ion  of a l t e r n a t i v e s  suggested by s t a f f  members. 

Not o n l y  d i d  t h e  s c h o o l s  d i f f e r  i n  t h e  e x t e n t  t o  which t h e y  

s h a r e d  t h e  norms o f  c o l l e g i a l i t y  and continuous improvement, but  t h e  

p a t t e r n  o f  d i f f e r e n c e s  was t h e  same a s ,  and c a n  b e  a r g u e d  t o  b e  

r e l a t e d  t o ,  t h e  p a t t e r n  o f  d i f f e r e n c e s  i n  t h e  community r e l a t i o n s  

programs. It seems l i k e l y  t h a t  c o n c e r n  f o r  c o l l e g i a l i t y  a n d  

c o n t i n u o u s  improvement encourages t h e  processes of c l a r i f i c a t i o n  and 

m u t u a l  a d a p t a t i o n ,  b o t h  o f  w h i c h  a r e  i m p o r t a n t  a s p e c t s  o f  

implementation. 

Why is i t  t h a t  t h e s e  norms a r e  more t y p i c a l  of some s t a f f s  than 

o thers?  I n  t h i s  chapter  I presented e v i d e n c e  t h a t  t h e  p r i n c i p a l  i s  

c e r t a i n l y  one f a c t o r .  I n  t h e  next chapter  I argue t h a t  teacher  e thos  

i s  another. 



CHAPTER V I I  

TEACHER ETHOS: 

SCHOOL-ORIENTED AND CLASSROObORIENTED TEACHERS 

L o r t i e  ( 1 9 7 5 )  d e f i n e s  t e a c h e r  e t h o s  a s  " t h e  p a t t e r n  o f  

o r i e n t a t i o n s  and s e n t i m e n t s  which i s  pecu l i a r  t o  t eachers  and which 

d i s t i n g u i s h e s  them from members o f  o t h e r  o c c u p a t i o n s n  ( p .  v i i i ) .  

S t u d i e s  o f  t e a c h e r  e t h o s  c h a r a c t e r i z e  t h e  work o r i e n t a t i o n  a s  

i n d i v i d u a l i s t i c ,  conservat ive ,  and focused on t h e  p r e s e n t  ; emphasize  

t h e  u n c e r t a i n t i e s  i n h e r e n t  i n  t h e  work s i t u a t i o n  t h a t  u n d e r l i e  the  

sentiments; and i d e n t i f y  the  sa l i ency  of psychic rewards d e r i v e d  from 

r e l a t i o n s h i p s  w i t h  s t u d e n t s  i n  t h e  c l a s s r o o m  ( s e e ,  f o r  example,  

Lor t i e ,  1975 and Lieberman & Miller, 1979). 

Other  r e s e a r c h ,  however, sugges ts  t h a t  successful  and s a t i s f y i n g  

schools  a r e  those i n  which t h e r e  are staff norms o f  c o l l e g i a l i t y  and 

continuous improvement ( see ,  f o r  example, Goodlad, 1983; L i t t l e ,  1982; 

and Mackenzie, 1983). It is d i f f i c u l t  t o  r e c o n c i l e  t h e s e  norms w i t h  

t h e  desc r ip t ions  o f  t eacher  e thos  of fered  by t h e  l i t e r a t u r e .  Ins tead ,  

a n  e t h o s  t h a t  v a l u e s  and r e c e i v e s  s a t i s f a c t i o n  from c o o p e r a t i v e  

p rob lem-so lv ing ,  t h a t  f o c u s e s  on adapting t o  changing circumstances 

and is or i en ted  t o  t h e  f u t u r e ,  and t h a t  is supported by c o n f i d e n c e  i n  

t h e  p o s s i b i l i t y  o f  improvement seems more c o n s i s t e n t ,  and even  

necessary. Poss ib ly  t h e  u n i t a r y  teacher  e thos  i d e n t i f i e d  t o  d a t e  i s  

g i v i n g  way t o  a n o t h e r  one. L o r t i e  (1975) fo resees  t h i s  p o s s i b i l i t y ,  



and the  f ind ings  o f  t h i s  s tudy suppor t  it. 

The a n a l y s i s  o f  t h e  t eacher  in te rv iew da ta  revealed two d i s t i n c t  

p a t t e r n s  of responses, one of which suggested a  school o r i e n t a t i o n  and 

the  o the r  of  which suggested a  c lassroom o r i e n t a t i o n .  T h i s  c h a p t e r  

d e s c r i b e s  t h e  two p a t t e r n s  of  b e l i e f s  and a t t i t u d e s  expressed by t h e  

respondents, compares each t o  t h e  d e s c r i p t i o n  of  teacher  e t h o s  i n  t h e  

l i t e r a t u r e ,  and c o n s i d e r s  t h e  r e l a t i o n s h i p  between teacher  e thos  and 

policy implementation. 

School-oriented and Classroom-oriented Teachers 

Tab le  7-1 s u m m a r i z e s  t h e  r e s p o n s e s  o f  t h e  two g r o u p s  o f  

r e s p o n d e n t s  t o  t h e  i n t e r v i e w  ques t ions .  Not only d id  t h e  two groups 

answer each ques t ion  d i f f e r e n t l y ,  but  they maintained t h i s  d i f f e r e n c e  

from ques t ion  t o  ques t ion ,  

School CR A c t i v i t i e s  

The two g roups  o f  respondents  d i f f e r e d  i n  t h e i r  judgments of t h e  

most i m p o r t a n t  s c h o o l  community r e l a t i o n s  a c t i v i t y  and i n  t h e i r  

p r e f e r e n c e s  f o r  t h e  s c o p e  o f  t h e s e  a c t i v i t i e s .  S c h o o l - o r i e n t e d  

t e a c h e r s  made c l e a r  d i s t i n c t i o n s  between v a r i o u s  k i n d s  of s c h o o l  

community r e l a t i o n s  a c t i v i t i e s ,  depending on purpose. They i d e n t i f i e d  

the  parent  advisory counc i l  a s  t h e  most i m p o r t a n t  g e n e r a l  a c t i v i t y ,  

because  i t  p r o v i d e s  a forum f o r  pa ren t s  t o  l e a r n  about t h e  school ' s  

programs and p r a c t i c e s  and t o  p a r t i c i p a t e  i n  making t h e s e  d e c i s i o n s ,  



Table 7-1 

B e l i e f s  and A t t i t u d e s  o f  School-oriented 
and Classroom-oriented Teachers 

Or ienta t ion  
Quest ion 

School Classroom 

school CR a c t i v i t i e s  
most important 

prefer red  scope 

teacher  CR a c t i v i t i e s  
most important 

parent-advisory 
counci l  

f r equen t  & var ied  

parent- teacher 
in te rv iew 

l i m i t e d  

parent  involvement d i scuss ion  of 
problems 

in f requen t  & 
i r r e g u l a r  

prefer red  scope 

purpose of CR program 

appropr ia te  parent  r o l e  

f requent  & r egu la r  

inc rease  pa ren ta l  
involvement 

inc rease  pa ren ta l  
support  

coopera t ive  

b e n e f i c i a l  

suppor t ive  

a t t i t u d e  t o  pa ren ta l  input  problematic 

good parent- teacher  
r e l a t i o n s h i p  

p a r t n e r s  subordinate-  
superordinate  

neut ra l /negat ive ;  
focus  on 
o b s t a c l e s  

a t t i t u d e  t o  ESSA pol icy  p o s i t i v e  ; 
' f ocus  on 
b e n e f i t s  

expecta t ions  of  p r i n c i p a l  

expecta t ions  of col leagues  

educat ional  l e a d e r  manager 

personal  
c h a r a c t e r i s t i c s  

p ro fess iona l  
c h a r a c t e r i s t i c s  

a t t i t u d e  t o  school  pol icy  necessary,  
un i fy ing  

unnecessary, 
i n f l e x i b l e  

knowledge of d i s t r i c t  po l i cy  l i t t l e  o r  none; 
f e w  sources 

some; many sources 



Table 7-1 (Continued) 

Quest ion  
Or ien ta t ion  

School Classroom 

source of chal lenge  adapt ing  t o  new adapting t o  new 
s e t t i n g  c l a s s  

Note. CR community r e l a t i o n s ;  ESSA = elementary school  
self-assessment 
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When t h e  p r o g r e s s  o f  a n  i n d i v i d u a l  c h i l d  is the  concern, then they 

viewed the  parent-teacher in terv iew a s  t h e  most  i m p o r t a n t  a c t i v i t y .  

They c o n s i d e r e d  o t h e r  s c h o o l  a c t i v i t i e s ,  s u c h  a s  performances and 

s o c i a l  events ,  i m p o r t a n t  because  t h e y  h e l p  make p a r e n t s  f e e l  more 

comfortable about coming t o  the  school and i n t e r a c t i n g  wi th  the  s t a f f .  

To summarize, school-oriented t e a c h e r s  f a v o u r e d  i n c r e a s i n g  b o t h  t h e  

number and t h e  v a r i e t y  o f  s c h o o l  community r e l a t i o n s  a c t i v i t i e s  i n  

order  t o  enable parents  t o  p a r t i c i p a t e  i n  whatever way they wish. 

C l a s s r o o m - o r i e n t e d  t e a c h e r s ,  o n  t h e  o t h e r  h a n d ,  d i d  n o t  

d i s t i n g u i s h  k i n d s  o f  s c h o o l  community r e l a t i o n s  a c t i v i t i e s .  They 

c o n s i d e r e d  t h e  p a r e n t - t e a c h e r  in te rv iew t o  be the  most important  of 

these  a c t i v i t i e s ,  because i t  p r o v i d e s  them w i t h  u s e f u l  i n f o r m a t i o n  

a b o u t  i n d i v i d u a l  chi ldren ,  information t h a t  h e l p s  them understand t h e  

ch i ld ren  b e t t e r  and s o  be a b l e  t o  h e l p  them more. They e x p r e s s e d  

concern  a b o u t  i n c r e a s i n g  t h e  v a r i e t y  and t h e  f r e q u e n c y  o f  school  

community r e l a t i o n s  a c t i v i t i e s ,  p a r t i c u l a r l y  w i t h  r e s p e c t  t o  t h e  

p a r e n t  a d v i s o r y  c o u n c i l ,  because  t h i s  i n c r e a s e s  t h e  c h a n c e s  o f  

i n t e r f e r e n c e  i n  the  profess ional  domain. 

Teacher CR A c t i v i t i e s  

Again t h e  two g r o u p s  of  respondents  d i f f e r e d  i n  t h e i r  judgments 

of the  most i m p o r t a n t  t e a c h e r  community r e l a t i o n s  a c t i v i t y  and i n  

t h e i r  p r e f e r e n c e s  f o r  t h e  scope  of t h e s e  a c t i v i t i e s .  Classroom- 

o r i en ted  t eachers  described t h e i r  con tac t  wi th  p a r e n t s  as i n f r e q u e n t  
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and i r r e g u l a r ,  o c c u r r i n g  when a c h i l d  i s  h a v i n g  a c a d e m i c  o r  

behavioural problems o r ,  i n  the  case  of elementary t eachers ,  when help  

i s  needed f o r  a f i e l d  t r i p .  I n  c o n t r a s t ,  school-oriented teachers  

seemed t o  be t r y i n g  t o  e s t a b l i s h  a more var ied ,  f r equen t ,  and r e g u l a r  

c o n t a c t  w i t h  p a r e n t s .  This included,  i n  a d d i t i o n  t o  what classroom- 

or iented  t eachers  do, the  use of newsle t ters ,  monthly t e l ephone  c a l l s  

r e g a r d l e s s  o f  w h e t h e r  o r  n o t  t h e r e  w e r e  p r o b l e m s ,  c l a s s r o o m  

performances and d i s p l a y s  o f  work, c l a s s r o o m  a i d e s ,  and p a r e n t s  a s  

guest  teachers.  

The r e s p o n d e n t s  expressed similar a t t i t u d e s  t o  teacher  community 

r e l a t i o n s  a c t i v i t i e s  as t o  s c h o o l  community r e l a t i o n s  a c t i v i t i e s .  

Classroom-oriented t eachers  appeared t o  wish t o  r e s t r i c t  contac t  with 

parents  t o  those  occasions on which t h e y  cou ld  b e  o f  s e r v i c e  t o  t h e  

t e a c h e r .  They f e l t  t h a t  t h i s  i s  a l l  t he  con tac t  most pa ren t s  want. 

Schoo l -o r i en ted  t e a c h e r s ,  on t h e  o t h e r  hand,  a p p e a r e d  t o  wish  t o  

expand c o n t a c t  w i t h  p a r e n t s  s o  as t o  be mutually benef i c i a l .  Their 

r a t i o n a l e  was t h a t  these  a c t i v i t i e s  e s t a b l i s h  good communication l i n e s  ' 

s o  t h a t  p a r e n t s  w i l l  f e e l  a t  e a s e  i n  c a l l i n g  a s  soon as a problem 

a r i s e s ,  t h a t  it i s  t h e  p a r e n t s '  r i g h t  t o  be  i n v o l v e d ,  and t h a t  i t  

shows s t u d e n t s  t h a t  t h e  home and t h e  school are working together .  

P u r ~ o s e  o f  CR P r o a r m  

C l a s s r o o m - o r i e n t e d  t e a c h e r s  emphasized one o r  more o f  t h e  

f o l l o w i n g  a s  t h e  purpose  of community r e l a t i o n s  a c t i v i t i e s :  t o  



promote t h e  p o s i t i v e  a t t i t u d e  of pa ren t s  t o  t h e  school ,  s o  t h a t  they, 

i n  tu rn ,  w i l l  engender p o s i t i v e  a t t i t u d e s  t o  school  and t o  l e a r n i n g  i n  

t h e i r  c h i l d r e n ;  t o  provide  t eachers  with information about s tuden t s ;  

t o  improve t h e  s c h o o l l s  p u b l i c  image; t o  d e m o n s t r a t e  t h e  s c h o o l ' s  

achievements; t o  he lp  p a r e n t s  provide s u i t a b l e  m a t e r i a l s  o r  a c t i v i t i e s  

a t  home ( i . e . ,  r e i n f o r c e  what  i s  b e i n g  l e a r n e d  a t  s c h o o l ) ;  and t o  

communicate t e a c h e r  expec ta t ions  t o  parents .  The secondary t eachers  

tended t o  f o c u s  on t h e  pub l i c  r e l a t i o n s  aspect  of community r e l a t i o n s ,  

t h a t  i s ,  on  t h e  s c h o o l 1  s p u b l i c  image; elementary t eachers ,  on the  

impl ica t ions  f o r  the  classroom s i t u a t i o n .  Both, however, appear t o  be 

concerned w i t h  i n c r e a s i n g  p a r e n t a l  s u p p o r t  f o r  t h e  school  and t h e  

teacher.  

I n  c o n t r a s t ,  school-oriented teachers  s t r e s s e d  one o r  more of the  

fol lowing a s  t h e  purpose of  community r e l a t i o n s  a c t i v i t i e s :  t o  make 

p a r e n t s  f e e l  welcome; t o  f a c i l i t a t e  f u t u r e  communication between t h e  

home and t h e  school ;  t o  keep pa ren t s  informed a b o u t  s c h o o l  programs 

and  p r a c t i c e s ;  t o  p r o v i d e  o p p o r t u n i t i e s  f o r  p a r e n t a l  i n p u t ;  t o  ' 

discover pa ren t s1  e x p e c t a t i o n s  of  the  school; t o  encourage t h e  u s e  o f  

s c h o o l  f a c i l i t i e s ;  and t o  e s t a b l i s h  the  school a s  a community center .  

This group o f  r e s p o n d e n t s  a p p e a r s  t o  be concerned w i t h  i n c r e a s i n g  

parent  involvement i n  t h e  school.  



J l ~ ~ r o ~ r i a t e  Parent  Role 

C l a s s r o o m - o r i e n t e d  t e a c h e r s  a s c r i b e d  a  s u p p o r t i v e  r o l e  t o  

parents ,  one c o n s i s t e n t  wi th  t h e i r  view t h a t  the  purpose of  community 

r e l a t i o n s  i s  t o  i n c r e a s e  p a r e n t a l  suppor t .  When asked t o  i d e n t i f y  

what they consider  t o  be appropr ia t e  ways f o r  p a r e n t s  t o  b e  i n v o l v e d  

i n  s c h o o l  a c t i v i t i e s ,  classroom-oriented teachers  suggested t h a t  they 

meet w i t h  t h e  t e a c h e r  when a  problem a r i s e s ,  h e l p  o u t  a t  s p e c i a l  

e v e n t s ,  be  a  d r i v e r  o r  supervisor  on f i e l d  t r i p s ,  develop a  p o s i t i v e  

a t t i t u d e  t o  school  and t o  l e a r n i n g  i n  t h e i r  ch i ld ren ,  provide s u i t a b l e  

a c t i v i t i e s  and m a t e r i a l s  a t  home, and a s s i s t  t h e  t e a c h e r  i n  t h e  

classroom. School-oriented t eachers ,  on t h e  o t h e r  hand,  a s c r i b e d  a 

c o o p e r a t i v e  r o l e  t o  one cons i s t en t  with t h e i r  view t h a t  the  

purpose of community r e l a t i o n s  is t o  i n c r e a s e  p a r e n t a l  invo lvement .  

They f e l t  t h a t  n o t  o n l y  i s  i t  t o  a p p r o p r i a t e  f o r  p a r e n t s  t o  sha re  

t h e i r  knowledge and s k i l l s  i n  the  classroom with the  c h i l d r e n ,  t o  keep 

f u l l y  informed about school  programs and p rac t i ces ,  and t o  p a r t i c i p a t e  

i n  decision-making, but  a l s o  t h a t  they should be encouraged t o  do so .  

Many f e l t  t h a t  schools  a r e  not  doing enough i n  t h i s  a rea .  

At t i tude  t o  Pa ren ta l  I n ~ u t  

C lass room-or ien ted  t e a c h e r s  c o n s i d e r e d  t h e  i s s u e  o f  p a r e n t a l  

inpu t  o r  involvement i n  decision-making a s  a  p r o b l e m a t i c  one. Over 

and  o v e r  a g a i n  t h e y  e x p r e s s e d  c o n c e r n  t h a t  t h i s  w i l l  l e a d  t o  

in te r fe rence ,  e s p e c i a l l y  i n  i n s t r u c t i o n a l  m a t t e r s .  S c h o o l - o r i e n t e d  



t e a c h e r s ,  on t h e  o t h e r  hand,  viewed p a r e n t a l  i n p u t  as b e n e f i c i a l ,  

r e s u l t i n g  i n  b e t t e r  u n d e r s t a n d i n g  o f  t h e  i s s u e  and o f  t h e  o t h e r ' s  

perspective.  They supported t h e  r i g h t  of pa ren t s  t o  be f u l l y  informed 

a b o u t  s c h o o l  programs and p r a c t i c e s  and t o  p a r t i c i p a t e  i n  t h e s e  
/ 

decisions.  

T h i s  q u e s t i o n  seemed t o  pose t h e  most d i f f i c u l t y  f o r  both groups 

of respondents. The problem was where t o  draw t h e  l i n e .  Classroom- 

o r i e n t e d  t e a c h e r s  f e l t  t h a t  p a r e n t s  had t h e  r i g h t  t o  i n f o r m a t i o n  

concerning t h e i r  c h i l d  and concerning genera l  s c h o h  pol icy  (e.g., the  

d i s c i p l i n e  p o l i c y ) .  They w e r e  u n s u r e  of  how much i n f o r m a t i o n  

concerning programs and i n s t r u c t i o n a l  p r a c t i c e s  p a r e n t s  a r e  e n t i t l e d  

to ,  and of whether o r  not  t h e y  should have any input .  School-oriented 

teachers  f e l t  t h a t  t eachers  should be a b l e  t o  expla in  and j u s t i f y  a l l  

s c h o o l  and c l a s s r o o m  p r a c t i c e s ,  even i n s t r u c t i o n a l  ones, t o  parents .  

They bel ieved t h a t  pa ren t s  should be involved i n  decis ions  c o n c e r n i n g  

g e n e r a l  s c h o o l  p o l i c y .  They were unsure, however, of how much inpu t  

p a r e n t s  s h o u l d  have  i n  program d e c i s i o n s ,  and seemed t o  s e t  t h e  ' 

boundaries a t  i n s t r u c t i o n a l  dec i s ions .  

parent-Teacher relations hi^ 

I n f e r e n c e s  a b o u t  t h e  n a t u r e  o f  the  parent- teacher r e l a t i o n s h i p  

can  be made from t h e  respondents '  judgments o f  i m p o r t a n t  s c h o o l  and 

t e a c h e r  community r e l a t i o n s  a c t i v i t i e s ,  t h e i r  b e l i e f s  concerning t h e  

purpose of  these  a c t i v i t i e s ,  t h e i r  d e s c r i p t i o n s  of  a p p r o p r i a t e  p a r  e n  t 



i nvo lvement ,  and t h e i r  a t t i t u d e s  t o  p a r e n t a l  input .  School-oriented 

teachers  seemed t o  view paren t s  as pa r tne r s ,  and many used  t h i s  t e rm 

t o  d e s c r i b e  t h e  p a r e n t - t e a c h e r  r e l a t i o n s h i p .  They e x p r e s s e d  t h e  

b e l i e f  t h a t  the  more p a r e n t s  and t e a c h e r s  work t o g e t h e r ,  t h e  more 

e f f e c t i v e  s c h o o l i n g  w i l l  be. They f e l t  r e spons ib le  f o r  pa ren t s  and 

recognized t h e i r  r i g h t  t o  be involved i n  what happens t o  t h e i r  c h i l d .  

C l a s s r o o m -  o r i e n t e d  t e a c h e r s  seem t o  v i e w  t h e  p a r e n t - t e a c h e r  

r e l a t i o n s h i p  a s  one of subordinate  t o  supero rd ina te .  They f e l t  t h a t  

p a r e n t s  shou ld  s u p p o r t  them and do a s  they  ask. For example, many 

classroom-oriented t e a c h e r s  commented t h a t  t h e  p a r e n t s  t h e y  r e a l l y  

need t o  s e e  do not a t t end  parent- teacher in te rv iew n i g h t s  o r  else t h a t  

parents  do not f o l l o w  t h r o u g h  a t  home on t h e i r  p r o m i s e s  ( e . g . ,  t o  

s u p e r v i s e  homework). I n  g e n e r a l ,  t h e  c l a s s r o o m - o r i e n t e d  teachers  

seemed t o  be more concerned a b o u t  b e i n g  i n  c o n t r o l  o f  i n t e r a c t i o n s  

with parents  than d id  t h e  school-oriented teachers .  

A t t i t u d e  t o  the  ESSA Pol icv  

Although few o f  t h e  r e s p o n d e n t s  i n  t h e  elem .entary sch ,001s had 

seen t h e  e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  p o l i c y  when t h e y  were 

i n t e r v i e w e d ,  most had formed some impression of it. School-oriented 

t e a c h e r s  r e a c t e d  f a v o u r a b l y  t o  i t ,  and f o c u s e d  on i t s  p o t e n t i a l  

b e n e f i t s .  They saw t h e  p o l i c y  as a means o f  .coordinat ing  programs 

from grade t o  grade, of  developing c o n s i s t e n t ,  school-wide p r a c t i c e s ,  

and most i m p o r t a n t ,  o f  a s s e s s i n g  what  i t  i s  t h e y ,  as a s t a f f ,  are 



t r y i n g  t o  do and how well t h e y  are d o i n g  i t .  Classroom-or iented  

t e a c h e r s  r e a c t e d  n e u t r a l l y  o r  n e g a t i v e l y ,  a n d  f o c u s e d  o n  t h e  

o b s t a c l e s .  They q u e s t i o n e d  t h e  need f o r  the  policy,  were concerned 

t h a t  s u f f i c i e n t  r e l e a s e  t ime and o t h e r  r e s o u r c e s  would n o t  be  made 

a v a i l a b l e ,  and predic ted  t h a t  the  pol icy  would prove dysfunct ional  by 

reducing o r  negat ive ly  a f f e c t i n g  p repara t ion  and teaching time. 

E x ~ e c t a t i o n s  of  the  P r i n c i ~ a l  

Classroom-oriented teachers  focused on the  managerial a spec t s  of 

the  p r i n c i p a l ' s  r o l e .  E s s e n t i a l l y  t h e y  e x p e c t e d  t h e  p r i n c i p a l  t o  

e n s u r e  t h a t  t e a c h e r s  a r e  a b l e  t o  d o  t h e i r  job  w i t h  a s  l i t t l e  

i n t e r f e r e n c e  a s  poss ib le .  Many used the  phrase "let  teachers  do t h e i r  

jobn .  T h i s  meant t h a t  t h e  p r i n c i p a l  was r e s p o n s i b l e  f o r  keeping 

t h i n g s  r u n n i n g  smoothly ,  f o r  o b t a i n i n g  n e c e s s a r y  m a t e r i a l s  a n d  

r e s o u r c e s ,  f o r  making s u r e  t h a t  t e a c h e r s  keep  t h e i r  c l a s s e s  under 

con t ro l  so  a s  not  t o  d i s t u r b  o t h e r s  ( t h i s  was a  p a r t i c u l a r  concern  o f  

secondary t eachers ) ,  and f o r  buf fe r ing  t eachers  from the  community. 

I n  c o n t r a s t ,  school-oriented t eachers  focused on the  e d u c a t i o n a l  

a s p e c t s  o f  t h e  p r i n c i p a l ' s  r o l e .  They f e l t  t h a t  t h e  p r i n c i p a l  is 

responsib le  f o r  i d e n t i f y i n g  problems,  b r i n g i n g  them t o  t h e  s t a f  f '  s 

a t t e n t i o n ,  and  l e a d i n g  t h e  s t a f f  i n  r e s o l v i n g  them. They a l s o  

expected the  p r i n c i p a l  t o  be f a m i l i a r  w i t h  s c h o o l  programs,  t o  know 

what  i s  happen ing  i n  e a c h  classroom, t o  he lp  t eachers  implement new 

programs, t o  encourage t eachers  t o  i n n o v a t e ,  and t o  s u p p o r t  t e a c h e r  

i n i t i a t i v e s .  



E x ~ e c t a t i o n ~  of Colleaaues 

The responden t s '  expecta t ions  o f  t h e i r  col leagues  was cons i s t en t  

with t h e i r  expec ta t ions  of  the  p r inc ipa l .  Classroom-oriented teachers  

t ended  t o  f o c u s  on  t h e  personal  c h a r a c t e r i s t i c s  of t h e i r  colleagues. 

They expected o t h e r  s t a f f  members t o  be p leasan t ,  t o  do t h e i r  share  of 

t h e  work (work i n  t h i s  context  r e f e r r e d  t o  such th ings  a s  supervis ion  

i n  t h e  h a l l w a y s  and e x t r a c u r r i c u l a r  a c t i v i t i e s ) ,  a n d  t o  s h a r e  

m a t e r i a l s ,  i d e a s ,  e t c .  C lass room-or ien ted  t eachers  seemed t o  f e e l  

t h a t  n e i t h e r  the  p r i n c i p a l  nor t h e i r  col leagues  could o f f e r  them much 

help  i n  classroom mat te r s ,  except perhaps i n d i r e c t l y ,  by not  hindering 

t h e i r  e f f o r t s .  

S c h o o l - o r i e n t e d  t e a c h e r s ,  on  t h e  o t h e r  hand,  f o c u s e d  on t h e  

p r o f e s s i o n a l  competence o f  t h e i r  c o l l e a g u e s .  They f r e q u e n t l y  

mentioned t h e  c l a s s room programs o f  o the r  s t a f f  members, pointed out  

t h e i r  c o n t r i b u t i o n s  t o  t h e  s c h o o 1 , ' a n d  e x p r e s s e d  p r i d e  i n  them. 

S c h o o l - o r i e n t e d  t e a c h e r s  v a l u e d  c o l l e g i a l  a c t i v i t i e s  such a s  team 

teaching, exchanging c l a s s e s  f o r  c e r t a i n  a c t i v i t i e s ,  combining c l a s s e s  ' 

f o r  o t h e r  a c t i v i t i e s ,  j o i n t  p l a n n i n g ,  and s e e k i n g  t h e  a d v i c e  o f  

others .  Unlike classroom-oriented teachers ,  school-oriented t e a c h e r s  

seemed t o  f e e l  t h a t  t h e  p r i n c i p a l  and t h e i r  col leagues  could he lp  them 

improve t h e i r  classroom performance. 



A t t i t u d e  t o  School Po l i cy  

C l a s s r o o m - o r i e n t e d  t e a c h e r s  f e l t  t h a t  s c h o o l  p o l i c i e s  a r e  

unnecessary and o f t e n  dysfunct ional  because  o f  t h e i r  i n f l e x i b i l i t y .  

They e q u a t e d  s c h o o l  p o l i c i e s  with r u l e s ,  which they f e l t  were seldom 

appl icable  i n  more than a  few cases  and thus caused more problems than 

they  so lved .  They emphasized t h e  i n d i v i d u a l i t y  of each classroom and 

the  i n a b i l i t y  of pol icy  t o  t ake  t h a t  i n t o  c o n s i d e r a t i o n .  Classroom- 

o r i e n t e d  t e a c h e r s ,  e s p e c i a l l y  those a t  the  secondary l e v e l ,  expressed 

resentment about the  amount of time s p e n t  on commit tee  work and t h e  

f u t i l i t y  of  t h i s  exerc ise .  

I n  c o n t r a s t ,  school-oriented teachers  favoured t h e  establishment 

of school p o l i c i e s ,  Their  r a t i o n a l e  was t h a t ,  first of a l l ,  i t  means 

t h a t  the  s t a f f  has discussed the  i s sue ,  an a c t i v i t y  which they f e l t  is 

b e n e f i c i a l  i n  i ts own r i g h t .  Many expressed the  concern t h a t  a l l  t o o  

o f t e n  s t a f f s  d o  n o t  dea l  with important i s s u e s ,  t h a t  they spend time 

on t r i v i a l  m a t t e r s  r a t h e r  t h a n  on t h o s e  which  a r e  d i f f i c u l t  t o  

r e s o l v e .  S c h o o l - o r i e n t e d  t e a c h e r s  a l s o  viewed pol icy  as a  means of  ' 

giving the  staff a focus  and of ensuring they a r e  a l l  working i n  t h e  

same d i r e c t i o n ,  They bel ieved t h a t  t h i s  enhances r a t h e r  than h inders  

classroom a c t i v i t i e s .  

Knowledne of D i s t r i c t  Pol icv  

Few o f  t h e  r e s p o n d e n t s  had read e i t h e r  of t h e  d i s t r i c t  p o l i c i e s  

under  s t u d y  o r ,  f o r  t h a t  m a t t e r ,  a n y  o t h e r  d i s t r i c t  p o l i c y .  



C l a s s r o o m - o r i e n t e d  t e a c h e r s  had o n l y  a l i m i t e d  and r a t h e r  vague 

knowledge o f  t h e  p o l i c i e s  and c i t e d  t h e  p r i n c i p a l  a s  t h e i r  ma jo r  

source of information about d i s t r i c t  policy. School-oriented t eachers  

had a  somewhat b e t t e r  knowledge of  the  p o l i c i e s  and c i t e d  a  v a r i e t y  of 

sources of  information,  inc lud ing  Board members, Central  Off ice  s t a f f ,  

t h e  T e a c h e r s  A s s o c i a t i o n ,  d i s t r i c t  c o m m i t t e e s ,  a n d  d i s t r i c t  

publ ica t ions .  

Source of Challenge 

A s  p a r t  o f  t h e  background i n f o r m a t i o n  abou t  t h e  r e s p o n d e n t s  

r a t h e r  t h a n  b e c a u s e  o f  a n y  e x p e c t e d  r e l a t i o n s h i p  t o  p o l i c y  

implementa t ion ,  t h e  i n t e r v i e w  g u i d e  conta ined a ques t ion  about the  

number o f  s c h o o l s  t a u g h t  i n  a n d  t h e  l e n g t h  o f  t i m e  a t  e a c h ,  

S u r p r i s i n g l y ,  t h i s  q u e s t i o n  d i s t ingu i shed  between t h e  two groups of 

respondents. Classroom-oriented t eachers  tended t o  remain a t  the  same 

s c h o o l  f o r  t e n  o r  more y e a r s .  They f e l t  no need t o  change schools  

because  t o  them t h e  s o u r c e  o f  c h a l l e n g e  i n  t e a c h i n g  c o m e s  f r o m  ' 

a d a p t i n g  t o  e a c h  new c l a s s .  S c h o o l - o r i e n t e d  t e a c h e r s  t e n d e d  t o  

t r a n s f e r  e v e r y  f i v e  t o  seve 'n y e a r s  because  t o  them t h e  s o u r c e  of 

c h a l l e n g e  i n  t e a c h i n g  comes  f r o m  a d a p t i n g  t o  a  new s c h o o l  and 

community. 



Comment 

B o t h  g r o u p s  of  r e s p o n d e n t s  f e l t  t h a t  t h e  s t u d e n t - t e a c h e r  

r e l a t i o n s h i p  i n  t h e  c o n t e x t  o f  t h e  c l a s s r o o m  i s  t h e  e s s e n c e  o f  

s c h o o l i n g .  They d i f f e r e d ,  however, i n  t h e i r  conceptual iza t ion  of the  

r e l a t i o n s h i p  between the  classroom and the  school,  between the  teacher  

and  o t h e r  a c t o r s  i n  t h e  s c h o o l  s e t t i n g .  The c l a s s r o o m - o r i e n t e d  

t e a c h e r s  b e l i e v e d  t h a t  t h e  s c h o o l  may s u p p o r t  o r  i n t e r f e r e  w i t h  

a c t i v i t i e s  i n  t h e  c l a s s r o o m ,  b u t  t h a t  success  depends p r imar i ly  on 

t h e i r  e f f o r t s  alone. S c h o o l - o r i e n t e d  t e a c h e r s ,  on t h e  o t h e r  hand,  

b e l i e v e d  t h a t  t h e  s c h o o l  had c o n s i d e r a b l e  impac t  on l i f e  i n  t h e  

classroom, and t h a t  t h e i r  e f f o r t s  can  be enhanced by working w i t h  

parents ,  col leagues ,  and t h e  p r inc ipa l .  

O f  course, the  small  and nonrandom sample r a i s e s  t h e  i s s u e  o f  t h e  

g e n e r a l i z a b i l i t y  of  t h i s  f inding.  This ques t ion  can only be answered 

by f u r t h e r  research ,  but  t h e r e  a r e  s e v e r a l  i n d i c a t i o n s  t h a t  s u c h  a  

s t u d y  would  b e  w o r t h  d o i n g .  F o r  e x a m p l e ,  t h e  two g r o u p s  o f  

respondents c l e a r l y  answered t h e  in te rv iew ques t ions  d i f f e r e n t l y ,  and / 

most i n d i v i d u a l s  were assigned e a s i l y  t o  one of the  groups. Although 

classroom-oriented t e a c h e r s  c e r t a i n l y  formed t h e  m a j o r i t y ,  s c h o o l -  

o r i e n t e d  t e a c h e r s  c o n s t i t u t e d  a s i g n i f i c a n t  minori ty,  about t h i r t y  

percent  of the  sample. Furthermore, the  d i s t i n c t i o n  was meaningful t o  

t h e  r e s p o n d e n t s .  I n  f a c t ,  many of  t h e  r e s p o n d e n t s  made t h e  

d i s t i n c t i o n  themselves, w i t h o u t  u s i n g  t h e  l a b e l s ,  and i n d i c a t e d  t o  

which g roup  t h e y  belonged.  F i n a l l y ,  d e s c r i p t i o n s  of t h e  s t a f f s  of 



e f f e c t i v e  schools  suggest t h a t  t h e r e  e x i s t s  a teacher e thos  similar t o  

t h a t  of the  school-oriented teachers .  

I n  t h i s  s e c t i o n  I first compare the  two o r i e n t a t i o n s  t o  p r e v i o u s  

r e s e a r c h  on t e a c h e r  e t h o s ,  t h e n  examine t h e  r e l a t i o n s h i p  between 

teacher  o r i e n t a t i o n  and po l i cy  implementation. 

Com~arison t o  Previous Research 

The comments o f  t h e  respondents  and in fe rences  drawn from t h e i r  

comments sugges t  t h a t  t h e  e t h o s  o f  t h e  c l a s s r o o m - o r i e n t e d  t e a c h e r  

c l o s e l y  resembles t h a t  described by previous research  while the  e thos  

of  the  school-oriented teacher  does not.  

L o r t i e  (1975)  and Lieberman and M i l l e r  (1979)  a r g u e  t h a t  the  

components of the  teacher  e t h o s  are i n t e r r e l a t e d  and r e i n f o r c e  one  

a n o t h e r .  For example, because t eachers  are uncer ta in  about t h e  l i n k s  

between the  t e a c h i n g - l e a r n i n g  p r o c e s s ,  and a b o u t  t h e i r  s u c c e s s  i n  

a c h i e v i n g  t h e i r  g o a l s ,  t h e y  wish t o  continue t o  do what is f a m i l i a r  

and has  worked, a t  l e a s t  t o  some e x t e n t ,  i n  t h e  p a s t .  Consequen t ly  

t h e y  r e s i s t  c h a l l e n g e s  t o  t h e  s t a t u s  quo and attempt t o  maximize t h e  

rewards t h a t  a r e  immedia te  and more c e r t a i n ,  namely, t h e  p s y c h i c  

rewards derived from t h e i r  r e l a t i o n s h i p s  with s tudents .  This l e a d s  t o  

a focus  on the  classroom and on  t h e  p r e s e n t ,  and l i m i t s  t i m e  s p e n t  

w i t h  c o l l e a g u e s .  T h i s ,  i n  t u r n ,  i n c r e a s e s  r e l i a n c e  o n  a n  



i n d i v i d u a l i s t i c  approach  t o  t e a c h i n g  t h a t  d o e s  l i t t l e  t o  r e d u c e  

u n c e r t a i n t i e s  about the  complex t a s k  of  teaching. 

The f i n d i n g s  o f  t h i s  s t u d y  c o n c e r n i n g  t h e  c lassroom-or iented  

teachers  support these  arguments .  The c l a s s r o o m - o r i e n t e d  t e a c h e r s  

seemed t o  b e  c o n s e r v a t i v e  and i n d i v i d u a l i s t i c ,  t o  f o c u s  on t h e  

present ,  t o  be troubled by u n c e r t a i n t i e s ,  and t o  d e r i v e  s a t i s f a c t i o n  

from the  psychic rewards of fered  by t h e  classroom. They seemed unsure 

of what i s  expected of them, and many commented on t h e  eve r  inc reas ing  

a n d  s o m e t i m e s  c o n f l i c t i n g  demands s o c i e t y  makes o f  them. T h e i r  

s o l u t i o n  appeared t o  be t o  r e t r e a t  t o  t h e  c l a s s r o o m .  They r e s i s t e d  

d i s t r i c t  and school p o l i c i e s ,  and argued a g a i n s t  them on t h e  b a s i s  of 

o b s t a c l e s  t o  the  change p r o c e s s  ( e . g . ,  l a c k  o f  t i m e  and r e s o u r c e s )  

r a t h e r  t h a n  on t h e  b a s i s  o f  c h a r a c t e r i s t i c s  o f  t h e  change i t s e l f .  

They wishes t o  be allowed t o  g e t  on w i t h  t h e i r  j o b  o f  t e a c h i n g ,  and 

resented  i n t r u s i o n s  i n t o  t h e i r  domain. 

S c h o o l - o r i e n t e d  t e a c h e r s ,  o n  t h e  o t h e r  hand,  d e a l t  w i t h  t h e  

u n c e r t a i n t i e s  i n h e r e n t  i n  t h e  t e a c h i n g  s i t u a t i o n  by s h a r i n g  t h e  / 

r e s p o n s i b i l i t y  wi th  o t h e r s  and by working wi th  o t h e r s  t o  i d e n t i f y  and 

s e e k  s o l u t i o n s  t o  problems.  They bel ieved improvement is poss ib le ,  

and were w i l l i n g  t o  t r y  new i d e a s  t h a t  might l e a d  t o  improvement. I n  

sum, t h e y  appeared  t o  be a d a p t i v e  and c o l l e g i a l ,  t o  f o c u s  on the  

f u t u r e  a s  well  a s  the  parent ,  t o  have a s t rong  sense  o f  e f f i c a c y ,  and 

t o  v a l u e  and rece ive  s a t i s f a c t i o n  from coopera t ive  problem-solving i n  

a d d i t i o n  t o  the  psychic rewards of  t h e  c l a s s r o o m .  The e t h o s  of t h e  



s c h o o l  o r i e n t e d  t e a c h e r  i s  v e r y  d i f f e r e n t  f rom t h a t  g e n e r a l l y  

descr ibed i n  t h e  l i t e r a t u r e .  

The d a t a  d o  n o t  a l l o w  a n y  c o n c l u s i o n s  c o n c e r n i n g  t e a c h e r  

o r i e n t a t i o n  and q u a l i t y  of  teaching,  and t h e r e  may be none. It d o e s  

seem p o s s i b l e ,  however, t h a t  classroom-oriented teachers  experience 

more a n x i e t y  and s t r e s s  a b o u t  t h e i r  j o b  t h a n  do s c h o o l - o r i e n t e d  

t e a c h e r s ,  and h i g h  l e v e l s  o f  s t r e s s  a p p e a r  t o  have a d e t r i m e n t a l  

e f f e c t  on teaching (Barineau, 1981 ; Pe te r s ,  1981 ) . Fur the rmore ,  t h e  

improvement o f  t e a c h i n g  p r a c t i c e  demands "an empir ica l ly  grounded, 

semant ica l ly  p o t e n t  common l a n g u a g e n  ( L o r t i e ,  1975,  p. 21 2 )  and a 

w i l l i n g n e s s  " t o  t a k e  t h e i r  t e a c h i n g  o u t  o f  t h e  c l o s e t  o f  t h e  

classroom, admit t o  the  need t o  improve, and t o  make i t ,  a l o n g  w i t h  

t h e  r e s t  of t h e  d a i l y  program, the  focus of school-wide, on-s i te  s t a f f  

developmentn (Goodlad, 1983, p. 58). This  would seem a n  e a s i e r  t a s k  

f o r  school-oriented t eachers  than f o r  classroom-oriented ones. 

relations hi^ t o  Pol icv  Im~lementa t ion  

O b v i o u s l y ,  t e a c h e r  o r i e n t a t i o n  i s  r e l a t e d  t o  p o l i c y  

i m p l e m e n t a t i o n  i n  a d i r e c t  way. Because o f  t h e i r  c o n s e r v a t i v e  

a t t i t u d e  and concern f o r  the  present ,  classroom-oriented teachers  a r e  

l i k e l y  t o  r e s i s t  d i s t r i c t ,  and even school ,  p o l i c y ,  e s p e c i a l l y  if i t  

d e f l e c t s  time and e f f o r t  away from t h e  c l a s s r o o m  o r  i f  i t  might  

j e o p a r d i z e  t h e  e s t a b l i s h e d  s t u d e n t -  t e a c h e r  r e l a t i o n s h i p .  

School-oriented t eachers  a r e  more l i k e l y  t o  be recep t ive  t o  school and 



d i s t r i c t  p o l i c y  ( a l t h o u g h  many o f  t h e  respondents  q u a l i f i e d  t h i s  by 

saying t h a t  they had t o  be a b l e  t o  b e l i e v e  i n  t h e  p o l i c y ,  t h a t  is ,  

t h e y  had t o  be conv inced  i t  would l e a d  t o  improvement) and t o  work 

with o t h e r s  t o  plan and implement the  change process. 

Teacher  o r i e n t a t i o n  a p p e a r s  t o  a f f e c t  po l i cy  implementation i n  

another  way, however. Table 7-2 shows the  p e r c e n t a g e  o f  r e s p o n d e n t s  

a t  each school  who a r e  school-oriented and classroom-oriented. There 

i s  reason t o  be l i eve  these  f i g u r e s  r e f l e c t  t h e  d i s t r i b u t i o n  on t h e  

s t a f f  a s  a whole. For  example,  a t  Thompson classroom teachers  a r e  

s e l e c t e d  f o r ,  among o t h e r  t h i n g s ,  t h e i r  w i l l i n g n e s s  t o  work 

c o o p e r a t i v e l y  and t o  take  a school perspect ive .  Thus i t  would not  be 

s u r p r i s i n g  i f  a l a r g e  p e r c e n t a g e  o f  t h e  s t a f f  h a d  a 

s c h o o l  o r i e n t a t i o n .  The o n l y  respondent des ignated  a s  a classroom- 

or iented  teacher  w a s  a s p e c i a l i s t  who worked i n  two o t h e r  s c h o o l s  a s  

w e l l  a s  Thompson Elementary. The t h r e e  school-oriented respondents a t  

L y t t e f i e l d  apprecia ted  the  e f f o r t s  the  new a d m i n i s t r a t o r s  were  making 

t o  promote s t a f f  c o l l e g i a l i t y  and decision-making, bu t  f e l t  t h a t  most ' 

of t h e  s taf f  were r e s i s t a n t  t o  t h e s e  e f f o r t s ,  w h i l e  t h e  o t h e r  

r e s p o n d e n t s  made d i spa rag ing  comments about "committee workn. It is 

l i k e l y ,  then, t h a t  t h e  major i ty  of t h e  s t a f f  i s  c l a s s r o o m - o r i e n t e d .  

C e r t a i n l y  t h e  p r i n c i p a l  a t  Columbia did l i t t l e  t o  encourage a school 

focus  and none of the  respondents  spoke of  any c o n f l i c t  on t h e  s t a f f  

over t h i s  i s s u e ,  s o  aga in  t h e  p robab i l i ty  i s  t h a t  most of t h e  teachers  

a r e  classroom-oriented. This s i t u a t i o n  a t  F r a s e r  i s  most c l e a r - c u t .  



Table 7-2 

O r i e n t a t i o n  o f  Respondents by School 

Percentage o f  Respondents 

School School-or iented Classroom-oriented 

Thompson Elementary 83 17 

F r a s e r  Elementary 

Columbia Elementary 

L y t t e f i e l d  Secondary 



Everyone on t h e  s taff  c o u l d  i d e n t i f y  those  who bel ieved i n  dea l ing  

wi th  i s s u e s  on a  school-wide b a s i s  (about one-third of  t h e  s t a f f )  and 

t h o s e  who d i d  n o t ,  b e c a u s e  t h i s  v e r y  i s s u e  was an ongoing t o p i c  of  

discussion.  

It can be  i n f e r r e d  from these  d a t a  t h a t  the re  is a  r e l a t i o n s h i p  

between the  o r i e n t a t i o n  of  t h e  t eachers  on a  s t a f f  and t h e  e x t e n t  t o  

which t h a t  s t a f f  s h a r e s  t h e  norms o f  c o l l e g i a l i t y  and c o n t i n u o u s  

improvement, which ,  i n  t u r n ,  i s  a n  i m p o r t a n t  f a c t o r  i n  p o l i c y  

implementa t ion .  If t h e r e  are many s c h o o l - o r i e n t e d  t e a c h e r s  on a 

s t a f f ,  then the  s t a f f  i s  l i k e l y  t o  share  the  norms of c o l l e g i a l i t y  and 

c o n t i n u o u s  improvement.  Such a  s t a f f  w i l l  l i k e l y  make a s i n c e r e  

e f f o r t  t o  implement d i s t r i c t  p o l i c y .  A s t a f f  c o n s i s t i n g  o f  many 

c l a s s r o o m - o r i e n t e d  t e a c h e r s  i s  u n l i k e l y  t o  s h a r e  t h e  norms o f  

c o l l e g i a l i t y  and continuous improvement. Policy i m p l e m e n t a t i o n  t h e n  

becomes a  mat ter  of  i n d i v i d u a l  r a t h e r  than group e f f o r t ,  t hus  reducing 

the  p r o b a b i l i t y  of  success.  

T h i s ,  o f  c o u r s e ,  d o e s  n o t  i m p l y  t h a t  a change i n  t e a c h e r  / 

o r i e n t a t i o n  must o c c u r  b e f o r e  p o l i c y  i m p l e m e n t a t i o n  c a n  b e g i n .  

Working s u c c e s s f u l l y  w i t h  c o l l e a g u e s  on a  problem o f  mutua l  and 

immediate concern (e.g. , i m p l e m e n t a t i o n  o f  a  p o l i c y )  might  promote 

such  a  change. I n  f a c t ,  t h i s  seems t o  have been t h e  case f o r  many of 

t h e  s c h o o l - o r i e n t e d  r e s p o n d e n t s .  They c la imed  t o  h a v e  h e l d  t h e  

conventional a t t i t u d e s  and b e l i e f s  a t  one time, but then l ea rned  t h a t ,  

t o  u s e  t h e i r  words,  " t h e r e  was a b e t t e r  way o f  d o i n g  t h i n g s n ,  

genera l ly  through a  p r i n c i p a l  with whom they had worked. 



C h a ~  ter Summarv 

I n  t h i s  chapter  I argued t h a t  i n  a d d i t i o n  t o  t h e  t e a c h e r  e t h o s  

t y p i c a l l y  d e s c r i b e d  i n  t h e  l i t e r a t u r e ,  which I have r e f e r r e d  t o  a s  

classroom-oriented,  a second  e t h o s ,  a s c h o o l  o r i e n t a t i o n ,  e x i s t s .  

According t o  t h e  classroom-oriented teacher ,  the  school is l i t t l e  more 

t h a n  a n  a g g r e g a t i o n  o f  c l a s s r o o m s .  The s c h o o l  may s u p p o r t  o r  

i n t e r f e r e  w i t h  a c t i v i t i e s  i n  t h e  classroom t o  a l imi ted  ex ten t ,  but  

h a s  l i t t l e  r e a l  impac t  on  them. P a r e n t s ,  c o l l e a g u e s ,  a n d  t h e  

p r i n c i p a l  may he lp  by express ing suppor t  f o r  the  t eacher ' s  e f f o r t s  and 

doing a s  he o r  s h e  a s k s ,  o r  t h e y  may i n t e r f e r e  by making demands. 

Nevertheless, what happens i n  t h e  classroom is determined p r imar i ly  by 

the  e f f o r t s  of the  teacher.  Thus t h e  teacher  focuses h i s  o r  h e r  time 

and a t t e n t i o n  on classroom mat te r s  and r e s e n t s  expending them on what 

a r e  considered t o  be nonclassroom matters .  

I n  c o n t r a s t ,  t h e  s c h o o l - o r i e n t e d  teacher  seems t o  be l i eve  t h a t  

what happens i n  the  classroom d o e s  n o t  o c c u r  i n  i s o l a t i o n  from t h e  

s c h o o l  a s  a whole. The s c h o o l  i s  a n  e n t i t y  t h a t  h a s  cons iderable  ' 

impact  on l i f e  i n  t h e  c l a s s room.  P a r e n t s ,  c o l l e a g u e s ,  a n d  t h e  

p r i n c i p a l  a r e  p a r t n e r s  working toge the r  towards the  same goals ,  and 

t h e y  can  enhance  t h e  t e a c h e r ' s  e f f o r t s  i n  t h e  c l a s s r o o m .  By 

c o o p e r a t i n g  w i t h  t h e s e  o t h e r s  on m a t t e r s  o f  g e n e r a l  c o n c e r n ,  t h e  

teacher can improve c l a s s r o o m  c o n d i t i o n s  more e f f e c t i v e l y  t h a n  by 

working alone. 

I a l s o  a r g u e d  t h a t  t e a c h e r  o r i e n t a t i o n  i s  r e l a t e d  t o  p o l i c y  



implementation, both d i r e c t l y ,  through t h e  i n d i v i d u a l ' s  r e c e p t i v i t y  t o  

change and t o  e x t e r n a l  i n f l u e n c e ,  and i n d i r e c t l y ,  t h r o u g h  t h e  e x t e n t  

t o  which t h e  s t a f f  s h a r e s  t h e  norms o f  c o l l e g i a l i t y  and cont inuous  

improvement. 

I n  Chapters  V I  and V I I  I have examined school-based f a c t o r s  which 

appear  t o  i n f l u e n c e  p o l i c y  i m p l e m e n t a t i o n .  I n  t h e  n e x t  c h a p t e r  I 

c o n s i d e r  d i s t r i c t - b a s e d  f a c t o r s ,  i n  p a r t i c u l a r ,  c e n t r a l  o f f ice-school  

l inkages .  



CHAPTER V I I I  

CENTRAL OFFICE-SCHOOL LINKAGES: 

DISTRICT-BASED INFLUENCES ON POLICY IMPLEbENTATION 

I n  t h e  two p r e v i o u s  c h a p t e r s  I c o n c e n t r a t e d  on s c h o o l - b a s e d  

f a c t o r s  t h a t  i n f l u e n c e  p o l i c y  implementa t ion .  I n  t h i s  c h a p t e r  I 

examine the  r e l a t i o n s h i p  between the  d i s t r i c t  p o l i c y ,  t h e  community 

r e l a t i o n s  p r o g r a m s  o f  t h e  f o u r  s c h o o l s ,  and t h e  i m p l e m e n t a t i o n  

s t r a t e g i e s  u t i l i z e d  by t h e  s e n i o r  a d m i n i s t r a t o r s ,  u s i n g  t h e  f i v e  

r e s e a r c h  q u e s t i o n s  posed e a r l i e r  (p. 8) a s  a  framework f o r  analys is .  

I focus  p a r t i c u l a r l y  on how and t o  what e x t e n t  t h e  Schoo l  Board and 

c e n t r a l  o f f i c e  a r e  a b l e  t o  in f luence  implementation a c t i v i t i e s  a t  the  

school  l e v e l .  Much of t h e  d i scuss ion  revolves  around t h e  l e a d e r s h i p  

r o l e  o f  t h e  d i s t r i c t  a d m i n i s t r a t o r s  and t h e  appropr ia t e  d i v i s i o n  of 

r e s p o n s i b i l i t y  between the  c e n t r a l  o f f i c e  and the  school. 

RQ1. I n v a r i a n t  Features  o f  the  P o l i c i e s  

The first r e s e a r c h  ques t ion  concerns  t h e  p r imary  a t t r i b u t e s  of 

t h e  p o l i c i e s .  This  r e f e r s  t o  t h e  i n v a r i a n t  f e a t u r e s  of  t h e  p o l i c i e s ,  

such a s  t h e i r  complexity, s p e c i f i c i t y ,  and scope,  t h a t  c o n s t r a i n  t h e  

implementation process. 

Both p o l i c i e s  under  s t u d y  a r e  b road  i n  scope.  The community 

r e l a t i o n s  po l i cy  r e q u i r e s  t h e  s c h o o l  t o  examine e v e r y  f a c e t  of i t s  

c o n t a c t  w i t h  t h e  community, and t o  do what i t  can t o  promote two-way 



c o m m u n i c a t i o n  w i t h  t h e  p u b l i c ,  i n c l u d i n g  e s t a b l i s h i n g  a p a r e n t  

a d v i s o r y  c o u n c i l ,  The e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  p o l i c y  

r e q u i r e s  t h e  s c h o o l  t o  examine i t s  programs and p r a c t i c e s ,  and t o  

formulate a  p lan  f o r  improvement based on t h i s  assessment. Moreover, 

b o t h  p o l i c i e s  a r e  complex. They involve  such fundamental a spec t s  of 

school l i f e  as who p a r t i c i p a t e s  i n  dec i s ion-making ,  what  i s s u e s  a r e  

b r o u g h t  fo rward  f o r  d i s c u s s i o n ,  and t h e  e x t e n t  of teacher  classroom 

autonomy. 

About t h i r t y  p e r c e n t  of the  respondents  supported t h e  i n t e n t  of 

the  p o l i c i e s .  They f e l t  t h a t  encouraging community involvement, s t a f f  

c o l l e g i a l i t y ,  a n d  s c h o o l  s e l f - a s s e s s m e n t  a r e  a p p r o p r i a t e ,  and 

necessary, measures f o r  improving t h e  q u a l i t y  o f  educat ion  o f f e r e d  by 

t h e  s c h o o l s .  I n  o t h e r  words, t h e s e  r e s p o n d e n t s  be l i eved  t h a t  the  

goals  and assumptions of the  community r e l a t i o n s  and t h e  e l e m e n t a r y  

s c h o o l  s e l f - a s s e s s m e n t  p o l i c i e s  were compatible wi th  t h e i r  own. I n  

f a c t ,  the  ex i s t ence  of  a u t h o r i t a t i v e  p o l i c i e s  on  t h e s e  m a t t e r s  b o t h  

l e g i t i m a t e d  and f a c i l i t a t e d  whatever e f f o r t s  t h e  respondents  had been 

expending on t h e i r  own i n i t i a t i v e  toward t h e s e  goals .  Furthermore, i n  

a d d i t i o n  t o  be l i ev ing  t h a t  these  p o l i c i e s  addressed r e a l  problems and 

offered p r a c t i c a l  s o l u t i o n s ,  t h e s e  r e s p o n d e n t s  d e r i v e d  f e e l i n g s  of 

c h a l l e n g e  and s a t i s f a c t i o n  from i n t e r a c t i o n s  wi th  pa ren t s  and wi th  

colleagues,  the  k inds  o f  a c t i v i t i e s  advocated by t h e  p o l i c i e s ,  

The o t h e r  r e s p o n d e n t s ,  however, d i d  n o t  s h a r e  these  a t t i t u d e s ,  

and i n  f a c t  had s t r o n g  rese rva t ions  about both p o l i c i e s .  They d i d  not  
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f e e l  t h e r e  was a  need f o r  e i t h e r  p o l i c y  and s u s p e c t e d  t h e  po l i cy  

i n i t i a t o r s  of being p o l i t i c a l l y  r a t h e r  than e d u c a t i o n a l l y  m o t i v a t e d .  

( t h a t  is ,  of engag ing  i n  "vote-get t ing"  behaviours and of  t r y i n g  t o  

"score p o i n t s  wi th  the  e l ec to ra te" . )  They were p a r t i c u l a r l y  concerned 

with the  p o s s i b i l i t y  of  p a r e n t a l  i n t e r f e r e n c e  i n  p ro fess iona l  domains. 

They resen ted  being compelled t o  engage i n  a c t i v i t i e s  t h a t  t h e y  d i d  

n o t  c o n s i d e r  t o  be  p a r t  o f  t h e i r  profess ional  r e s p o n s i b i l i t i e s ,  and 

t h e y  were  w o r r i e d  t h a t  t h e  t i m e  a n d  e f f o r t  demanded by p o l i c y  

i m p l e m e n t a t i o n  would d i m i n i s h  t h e  q u a l i t y  o f  t h e i r  i n s t r u c t i o n a l  

endeavours .  To summarize t h e  p o s i t i o n  o f  t h e  m a j o r i t y  o f  t h e  

r e s p o n d e n t s  on t h e  two p o l i c i e s  under s tudy,  then,  they saw no need 

f o r  them, judged t h e  g o a l s  and a s s u m p t i o n s  o f  t h e  p o l i c i e s  t o  be 

i n c o m p a t i b l e  w i t h  t h e i r  own, and d e r i v e d  no s e n s e  of  chal lenge  o r  

s a t i s f a c t i o n  from the  k inds  of a c t i v i t i e s  advocated by them. 

Resea rch  s u g g e s t s  t h a t  t e a c h e r s  are more l i k e l y  t o  implement a 

p o l i c y  t h a t  t h e y  c o n s i d e r  t o :  ( a )  a d d r e s s  a  r e a l  problem o r  need 

( M c L a u g h l i n  & Berman,  1 9 7 5 )  ; ( b )  o f f e r  a s o l u t i o n  t h a t  is  a n  ' 

improvement t o  t h e  s t a t u s  quo (Common, 1980;  D a l i n ,  1975;  Doyle & 

Ponder,  1977-78) ; ( c )  have  d i r e c t  i m p l i c a t i o n s  f o r  t h e  c lassroom 

(Dalin,  1975; Doyle & Ponder, 1977-78; McLaughlin & Berman, 1975) ; and 

( d )  o f f e r  enjoyment, chal lenge,  s a t i s f a c t i o n ,  o r  some o t h e r  i n t r i n s i c  

reward (Common, 1980; Doyle & Ponder ,  1977-78; McLaughlin & Marsh, 

1 9 7 9 ) .  I t  i s  a p p a r e n t ,  t h e n ,  t h a t  t h e  community r e l a t i o n s  and 

e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  p o l i c i e s  a re  i n t r i n s i c a l l y  



motivating t o  only a minor i ty  o f  t h e  respondents. 

Research a l s o  sugges t s  t h a t  t h e  c l o s e r  the  b e l i e f s  and a t t i t u d e s  

i n h e r e n t  i n  t h e  p o l i c y  are t o  e x i s t i n g  norms (Common, 1980; Dalin, 

1975; Werner, 1980) and t h e  lower the  degree of  r i s k  i n v o l v e d  (Boyd, 

1 9 7 8 ) ,  t h e  m o r e  l i k e l y  i t  i s  t h a t  t h e y  w i l l  b e  a c c e p t e d  and 

i n t e r n a l i z e d  by t h e  i m p l e m e n t e r s ,  a n d  t h e  m o r e  s u c c e s s f u l  

i m p l e m e n t a t i o n  w i l l  be. T e a c h e r s  g e n e r a l l y  have  been found t o  be 

r e s i s t a n t  t o  e f f o r t s  t o  i n c r e a s e  pub l i c  p a r t i c i p a t i o n  i n  e d u c a t i o n a l  

dec i s ion-making  (Boyd, 1978;  Kirst & Walker, 1971) and t o  promote a 

school focus  a s  opposed t o  a classroom focus (Goodlad, 1983; Lieberman 

& M i l l e r ,  1979;  L o r t i e ,  1 9 7 5 ) ,  and t h i s  proved t o  be t r u e  o f  the  

majori ty of  respondents  i n  t h i s  study. 

I n  s p i t e  o f  t h e i r  b road  s c o p e  and c o m p l e x i t y ,  t h e  community 

r e l a t i o n s  and e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  p o l i c i e s  a r e  

r e l a t i v e l y  u n s p e c i f i c .  They do not  speci fy  t h e  changes t h a t  must be 

made o r  how they should be  made. It i s  one t h i n g  f o r  t h e  Board t o  

mandate a  pa ren t  advisory  counci l ;  i t  is another  f o r  t h e  s t a f f  t o  know ' 

how i t  should opera te ,  i n  what way and t o  what e x t e n t  p a r e n t s  s h o u l d  

be  i n v o l v e d  i n  s c h o o l  p r a c t i c e s .  It is  one th ing  f o r  t h e  Board t o  

r equ i re  schools  t o  a s s e s s  t h e i r  programs and p r a c t i c e s ;  i t  is  a n o t h e r  

f o r  t h e  s taff  t o  know how t o  a d o p t  a  schoo l  focus i n  order  t o  work 

together  t o  s o l v e  common problems. 

R e s e a r c h  s u g g e s t s  t h a t  i m p l e m e n t a t i o n  i s  more l i k e l y  t o  be  

successful  if t h e  r equ i red  knowledge and s k i l l s  are s t a t e d  e x p l i c i t l y  



- and i f  t h e  t e a c h e r s  e i t h e r  possess them o r  are w i l l i n g  t o  l e a r n  them 

(Common, 1980;  F u l l a n  & Pomfre t ,  1977;  K r i t e k ,  1976;  Leithwood & 

Montgomery, 1980) .  Not o n l y  a r e  t h e  r e q u i r e d  changes  i n  t h e  r o l e  

behaviours and r o l e  r e l a t i o n s h i p s  not  expl ica ted  i n  t h e  two p o l i c i e s  

under  s t u d y ,  b u t  t h e  m a j o r i t y  o f  r e s p o n d e n t s  were r e s i s t a n t  t o  any 

changes i n  these  a reas .  

To summarize, b o t h  t h e  community r e l a t i o n s  and t h e  elementary 

school self-assessment p o l i c i e s  can be d e s c r i b e d  a s  b road  i n  s c o p e ,  

c o m p l e x ,  and  n o n s p e c i f i c .  The p o l i c i e s  a r e  n o t  i n t r i n s i c a l l y  

motivating t o  the  major i ty  of t h e  respondents; t h e i r  i n h e r e n t  b e l i e f s  

and v a l u e s  a r e  n o t  c o m p a t i b l e  w i t h  t h o s e  o f  t h e  m a j o r i t y  o f  t h e  

respondents; and the  changes they demand i n  r o l e  b e h a v i o u r s  and r o l e  

r e l a t i o n s h i p s  a r e  r e s i s t e d  by t h e  major i ty  of t h e  respondents. This 

suggests  t h a t  the  implementat ion s t r a t e g i e s  employed by t h e  s e n i o r  

adminis t ra tors  must convince the  teachers  t h a t  t h e r e  is a need f o r  the  

policy,  demonstrate t h e  a b i l i t y  of t h e  p o l i c y  t o  s o l v e  t h e  problem,  

deve lop  i n  t h e  t e a c h e r s  a n  acceptance  of and i n t e r n a l i z a t i o n  of t h e  ' 

values and goa l s  of t h e  p o l i c y ,  and h e l p  t h e  t e a c h e r s  change t h e i r  

r o l e  b e h a v i o u r s  and r o l e  r e l a t i o n s h i p s  i n  ways c o n s i s t e n t  wi th  the  

policy. I n  sum, they must e n c o u r a g e  and s u p p o r t  c l a r i f i c a t i o n  and 

mutual adaptat ion.  

T h e r e  i s  no r e a s o n  t o  e x p e c t  t h a t  t h i s  can  be  accompl i shed  

e a s i l y .  For  one t h i n g ,  b o t h  p o l i c i e s  imply  t h a t  c u r r e n t  s c h o o l  

p r a c t i c e s  a r e  i n a d e q u a t e ,  a n  i m p l i c a t i o n  n o t  l i k e l y  t o  b e  



w e l l - r e c e i v e d  by p e o p l e  who cons ide r  themselves t o  be p ro fess iona l s  

(Mann, 1978a&b). For another  th ing ,  teachers  a r e  not going t o  abandon 

e a s i l y  p r a c t i c e s  t h a t  have  s e r v e d  them w e l l  i n  t h e  pas t  f o r  o the r  

p r a c t i c e s  whose outcomes a r e  unknown (Lieberman & M i l l e r ,  1 9 7 9 ;  

L o r t i e ,  1 9 7 5 ) ,  nor  c a n  t h e y  change some aspec t s  of t h e i r  behaviour 

wi thou t  c r e a t i n g  r e p e r c u s s i o n s  f o r  o t h e r  a s p e c t s  ( Johnson ,  1983;  

Lieberman, 1982). 

The t h e  i n v a r i a n t  f e a t u r e s  o f  t h e  two p o l i c i e s ,  and t h e i r  

p o t e n t i a l  impact on implementers, have cons ide rab le  i m p l i c a t i o n s  f o r  

t h e  t y p e  o f  i m p l e m e n t a t i o n  s t r a t e g i e s  u t i l i z e d  by t h e  s e n i o r  

a d m i n i s t r a t o r s .  T h i s  i s s u e  i s  t h e  f o c u s  o f  t h e  second r e s e a r c h  

question. 

R02. I m ~ l e m e n t a t i o n  Decisions 

and 

; 

The second resea rch  ques t ion  concerns the  d e c i s i o n s  made by t h e  

School  Board and s e n i o r  a d m i n i s t r a t o r s  t h a t  b e a r  d i r e c t l y  on t h e  

i m p l e m e n t a t i o n  p r o c e s s .  T h i s  r e f e r s  i n  p a r t i c u l a r  t o  t h e  

implementation s t r a t e g i e s  employed, but  a l s o  t o  the  conceptual iza t ions  

of the  na ture  of policy,. p o l i c y  implementation, implementer r o l e ,  and 

p o l i c y  maker-pol icy  implemente r  r e l a t i o n s h i p  t h a t  inf luence  these  

decisions.  Because e x t e r n a l  changes t h a t  occur d u r i n g  t h e  c o u r s e  of 



implementa t ion  might  have  a n  e f f e c t  on t h e  d e c i s i o n  of t h e  sen io r  

a d m i n i s t r a t o r s ,  t h e  f i f t h  r e s e a r c h  q u e s t i o n  i s  d i s c u s s e d  i n  

c o n j u n c t i o n  w i t h  t h e  second.  It r e f e r s  t o  f a c t o r s  t h a t  o r i g i n a t e  

ou t s ide  the  d i s t r i c t  o r  t h a t  are e p i s o d i c  i n  n a t u r e  and t h a t  might  

in f luence  the  implementation process. 

School Board members had l i t t l e  involvement w i t h  t h e  e l e m e n t a r y  

school self-assessment pol icy  u n t i l  t h e  committee submitted i t  t o  them 

f o r  approval. A s  i m p l e m e n t a t i o n  o f  t h e  p o l i c y  h a s  been pos tponed  

i n d e f i n i t e l y ,  i t  is impossible t o  know what t h e i r  r o l e  would have been 

i n  t h a t  process. There i s  l i t t l e  evidence, however, t h a t  t h e y  f u l l y  

and a c t i v e l y  s u p p o r t e d  t h e  p o l i c y .  For  example, a t  a pub l i c  Board 

meeting s e v e r a l  o f  them c i t e d  C i r c u l a r  92 a s  a n o t h e r  i n s t a n c e  o f  

M i n i s t r y  i n f r i n g e m e n t  o f  l o c a l  autonomy and o f  c o s t l y  demands being 

made on t h e  d i s t r i c t  wi thou t  t h e  p r o v i s i o n  o f  n e c e s s a r y  r e s o u r c e s .  

They r e p e a t e d  t h e s e  s e n t i m e n t s  dur ing  t h e  in terviews,  al though most 

f e l t  t h a t  t h e  idea  of school  s e l f - a s s e s s m e n t  i s  a good one. A few, 

however, s a i d  t h a t  t h e r e  was no need f o r  the  pol icy  because they had / 

h i red  wel l -qual i f ied  and competent p ro fess iona l s  who could b e  t r u s t e d  

t o  do t h e i r  job. 

On t h e  o the r  hand, t h e  Board members were t o t a l l y  r e spons ib le  f o r  

t h e  community r e l a t i o n s  policy.  Y e t  even i n  t h i s  c a s e  t h e y  p layed  a 

l i m i t e d  r o l e  i n  i m p l e m e n t a t i o n ,  They s p e n t  s e v e r a l  months on 

developing the  pol icy  but  no time a t  a l l  on consider ing  how i t  s h o u l d  

be implemented,  Tha t  t h e y  f e l t  t o  be the  job of t h e  Superintendent  



and h i s  s t a f f .  It soon became apparent ,  however, t h a t  the  Board had 

expecta t ions  concerning s c h o o l - l e v e l  imp1 emen t a  t i o n  a c t i v i t i e s  and 

t h a t  t h e i r  e x p e c t a t i o n s  were n o t  b e i n g  f u l f i l l e d .  The Board hoped 

t h a t  the  schools  would promote two-way communication w i t h  t h e  p u b l i c  

by e s t a b l i s h i n g  p a r e n t  a d v i s o r y  c o u n c i l s .  They passed  s e v e r a l  

r e s o l u t i o n s  t o  t h i s  e f f e c t ,  i n s t r u c t i n g  t h e  S u p e r i n t e n d e n t  t o  convey 

t h e i r  w i s h e s  t o  t h e  school each t i m e .  When t h i s  proved i n e f f e c t i v e ,  

they f i n a l l y  developed a  pol icy  mandating the  committees. 

These a c t i o n s  suggest t h a t  t h e  Board members be l ieve  t h a t  pol icy  

development and p o l i c y  i m p l e m e n t a t i o n  a r e  s e p a r a t e  and s e q u e n t i a l  

a c t i v i t i e s ,  and t h a t  t h e  p o l i c y  i t s e l f  is t h e  determinant f a c t o r  i n  

implementation. The sen id r  admin i s t r a to r s  seem t o  share  t h i s  b e l i e f .  

For example, they gave the  elementary school  self-assessment committee 

o v e r  two y e a r s  t o  deve lop  t h e  p o l i c y ,  and d u r i n g  t h i s  t i m e  t h e y  

i n s t r u c t e d  t h e  s c h o o l s  t o  delay any self-assessment a c t i v i t i e s  u n t i l  

t he  d i s t r i c t  pol icy  and m a t e r i a l s  had been p r e p a r e d .  The commit tee  

i t s e l f  was very c e r t a i n  t h a t  its mandate was t o  develop t h e  pol icy  and 

t h a t  t h i s  d id  not  inc lude  planning f o r  its implementation. 

The major  s t r a t e g i e s  u t i l i z e d  by t h e  Board t o  in f luence  school 

implementation a c t i v i t i e s ,  t h e n ,  a r e  t h e  i s s u a n c e  o f  a u t h o r i t a t i v e  

s t a t e m e n t s  ( i . e . ,  p o l i c i e s  and r e s o l u t i o n s )  and r e l i a n c e  on t h e  

Superintendent and h i s  staff t o  ensure compliance wi th  them. This t h e  

senior  admin i s t r a to r s  do pr imar i ly  by d isseminat ing  and expla in ing t h e  

a p p r o p r i a t e  i n f o r m a t i o n .  They d e s c r i b e  t h e i r  i m p l e m e n t a t i o n  



s t r a t e g i e s  a s  b e i n g  b a s e d  on  two major premises: ( a )  t h e  need t o  be 

f l e x i b l e ,  i n  o r d e r  t o  a l l o w  s c h o o l s  t o  a d a p t  t h e  p o l i c y  t o  t h e i r  

s p e c i f i c  circumstances; and ( b )  t h e  need t o  n s e l l n  t h e  schools  on t h e  

policy,  t o  convince them of  its meri ts .  This s u g g e s t s  t h a t  t h e y  a r e  

aware of t h e  impl ica t ions  of  t h e  i n v a r i a n t  c h a r a c t e r i s t i c s  of  t h e  two 

p o l i c i e s  f o r  the  choice o f  implementat ion s t r a t e g i e s .  I n  f a c t ,  t h e  

p o l i c y  s t a t e m e n t s  t h e m s e l v e s  do permit i n d i v i d u a l  adap ta t ion  by the  

schools. Other a c t i o n s  o f  t h e  s e n i o r  admin i s t r a to r s ,  however, are not  

e n t i r e l y  c o n s i s t e n t  wi th  t h e i r  in t en t ions .  

For example, cons ider  the  manner i n  which t h e  community r e l a t i o n s  

and e lementary  school  self-assessment p o l i c i e s  were introduced t o  the  

s c h o o l s .  I n  t h e  c a s e  o f  t h e  l a t t e r  p o l i c y ,  t h e  A s s i s t a n t  

S u p e r i n t e n d e n t  (Elementary)  informed the  p r i n c i p a l s  a t  a  P r i n c i p a l s t  

Meeting t h a t  copies  of  t h e  d r a f t  of the  pol icy  were a v a i l a b l e  on t h e  

t a b l e  by t h e  door. H e  asked them t o  pick one up on t h e i r  way out  and 

examine i t  w i t h  t h e i r  s t a f f .  H e  e m p h a s i z e d  t h a t  t h e  s e n i o r  

a d m i n i s t r a t o r s  and t h e  commit tee  were i n t e r e s t e d  i n  t h e i r  feedback, ' 

but t h a t  they had t o  have i t  quickly  because t h e  po l i cy  was s c h e d u l e d  

t o  g o  b e f o r e  t h e  Board f o r  a p p r o v a l  i n  t h e  n e a r  f u t u r e .  Out o f  

approximately two and a  h a l f  hours of time a v a i l a b l e  a t  t h e  mee t ing ,  

t h r e e  m i n u t e s  w e r e  t a k e n  t o  i n t r o d u c e  a  p o l i c y  t h a t  many were 

p r e d i c t i n g  would n o t  b e  w e l l - r e c e i v e d  by s c h o o l  p e r s o n n e l .  The 

communi ty  r e l a t i o n s  a n d  p a r e n t  a d v i s o r y  c o u n c i l  p o l i c i e s  were 

introduced i n  t h e  same manner. 



The i n t r o d u c t i o n  o f  t h e  p o l i c y  i s  u s u a l l y  f o l l o w e d  some t i m e  

l a t e r  wi th  a workshop, This is an implementation s t r a t e g y  favoured by 

t h e  s e n i o r  a d m i n i s t r a t o r s  and c l e a r l y  supported by t h e  Board. For 

example, u n t i l  t h e y  d e c i d e d  t o  p o s t p o n e  i m p l e m e n t a t i o n  o f  t h e  

e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  pol icy ,  t h e  s e n i o r  admin i s t r a to r s  

had planned t o  h o l d  a two-day workshop w i t h  s c h o o l  a d m i n i s t r a t o r s  

before c l a s s e s  began i n  order  t o  expla in  the  pol icy  and t h e  assessment 

instruments. S imi lar ly ,  s ince  the  adoption o f  t h e  community r e l a t i o n s  

policy, workshops on communicating with the  pub l i c  and on e s t a b l i s h i n g  

parent advisory  counc i l s  have been held. I n  add i t ion ,  two Pr inc ipa l s1  

Meetings were devo ted  t o  t h e  i s s u e  of community r e l a t i o n s  and t h e  

Superintendent ta lked about  t h e  i s s u e  i n  h i s  a d d r e s s  t o  t h e  a n n u a l  

meeting of t h e  Teachers1 Association. 

A l l  t h e s e  i m p l e m e n t a t i o n  s t r a t e g i e s  d e a l  w i t h  t h e  s c h o o l  

p e r s o n n e l  en masse, The sen io r  admin i s t r a to r s  were n o t  involved wi th  

school l e v e l  implementation a c t i v i t i e s  d i r e c t l y ,  a1 though  t h e  s c h o o l  

a d m i n i s t r a t o r  r e s p o n d e n t s  f e l t  t h a t  Ohei r  r e q u e s t s  f o r  h e l p  o r  / 

add i t iona l  r e sources  were met q u i c k l y .  I n  o t h e r  words ,  i t  a p p e a r s  

t h a t  t h e  s e n i o r  a d m i n i s t r a t o r s  a r e  r e s p o n s i v e  t o  t h e  needs of  t h e  

s c h o o l s  b u t  do  n o t  a c t i v e l y  l e a d  s c h o o l  l e v e l  i m p l e m e n t a t i o n  

a c t i v i t i e s .  They d i d  n o t  even d e v e l o p  any mechanisms t o  moni tor  

implementation of the  community r e l a t i o n s  pol icy ,  nor were any planned 

i n  the  case  of  t h e  elementary school self-assessment pol icy .  

Board members, however, d id  a t t empt  t o  m o n i t o r  t h e  p r o g r e s s  of 



t h e  i m p l e m e n t a t i o n  o f  t h e  community r e l a t i o n s  p o l i c y .  T h i s  was 

prompted by a  personal  i n t e r e s t  i n  t h e  p o l i c y  and by f e e d b a c k  from 

c o n s t i t u e n t s ,  F o r  example,  on t h r e e  d i f f e r e n t  occasions t h e  Board 

became concerned about  the  s t a t u s  of parent  advisory committees and s o  

asked t h e  Superintendent  t o  r e p o r t  on the  matter .  He ,  i n  tu rn ,  asked 

a  member o f  h i s  staff t o  prepare a  survey instrument of  t h r e e  o r  f o u r  

broad q u e s t i o n s  t o  d i s t r i b u t e  t o  t h e  p r inc ipa l s .  Thus t h e  assessment 

of the  success  of t h e  implementation o f  t h e  p o l i c y  was based  on  t h e  

se l f - r epor t s  of the  irnplementers. 

To summarize, t h e  implementation s t r a t e g i e s  u t i l i z e d  by t h e  Board 

and the sen io r  admin i s t r a to r s  appear t o  be based on t h e  a s s u m p t i o n s  

t h a t  : ( a )  p o l i c y  development  and pol icy  implementation a r e  separa te  

and sequen t i a l  a c t i v i t i e s ;  ( b )  the  pol icy  statement is t h e  determinant  

f a c t o r  i n  i m p l e m e n t a t i o n ;  and ( c )  once school personnel acqu i re  the  

necessary knowledge and s k i l l s ,  they can  s u c c e s s f u l l y  imp1 emen t t h e  

p o l i c y .  I n  a d d i t i o n ,  t h e  Board members seem t o  assume t h a t  t h e  

d i s t r i c t  is h i e r a r c h i c a l l y  o r g a n i z e d ,  w i t h  i n s t r u c t i o n s  g o i n g  f rom ' 

them th rough  t h e  s e n i o r  a d m i n i s t r a t o r s  t o  t h e  school personnel ,  who 

then comply wi th  t h e  i n s t r u c t i o n s ,  The impor tance  o f  c l a r i f i c a t i o n  

and mutual adap ta t ion  is acknowledged, but  l i t t l e  is done t o  encourage 

and support these  processes.  

M o r e o v e r ,  t h e  a t t i t u d e  o f  t h e  s e n i o r  a d m i n i s t r a t o r s  t o  t h e  

p o l i c i e s  might e i t h e r  r e i n f o r c e  o r  n e g a t e  t h e  o t h e r  i m p l e m e n t a t i o n  

s t r a t e g i e s .  T h i s ,  i n  f a c t ,  a p p e a r s  t o  be a  c r u c i a l  element i n  t h e  



implementation of  d i s t r i c t  policy:  

R e g a r d l e s s  of t h e  s o u r c e  of change,  t h e  single most 
important f a c t o r  is how c e n t r a l  o f f i c e  a d m i n i s t r a t o r s  
t a k e  t o  t h e  change  . .. If they take  i t  s e r i o u s l y ,  t h e  
change s t a n d s  a chance of  being implemented. If t h e y  
do n o t ,  i t  h a s  l i t t l e  chance  o f  going beyond t h e  odd 
classroom o r  school .  (Fu l l an ,  1982, p. 165;  emphas i s  
i n  the  o r i g i n a l )  

The a t t i t u d e s  o f  d i s t r i c t  a d m i n i s t r a t o r s  a b o u t  a 
planned change e f f o r t  were a "signal"  t o  t eachers  as t o  
how s e r i o u s l y  they should t ake  a s p e c i a l  p ro jec t .  The 
f i e l d  work o f f e r s  numerous examples of  t eachers  -- many 
of whom suppor ted  t h e  p r o j e c t  goa l s  -- who decided not  
t o  pu t  i n  t h e  necessary e f f o r t  simply because t h e y  d i d  
n o t  f e e l  t h a t  d i s t r i c t  admin i s t r a to r s  were i n t e r e s t e d .  
(McLaughlin & Marsh, 1979, p. 72) 

What do we, and t h e  school  personnel ,  know about the  a t t i t u d e  of  t h e  

senior  admin i s t r a to r s  t o  t h e  community r e l a t i o n s  and t h e  e l e m e n t a r y  

school self-assessment p o l i c i e s ?  

The a t t i t u d e  a t  t h e  d i s t r i c t  l e v e l  t o  t h e  e l e m e n t a r y  s c h o o l  

self-assessment pol icy  can be i n f e r r e d  from publ ic  comments a b o u t  i t .  

The s t a t e m e n t s  o f  t h e  Board members a t  a Board meeting were mentioned 

previously. Comments such a s :  "The Ministry only r e q u i r e s  u s  t o  have  

a p o l i c y  i n  p l a c e ,  n o t  t o  a c t u a l l y  b e  d o i n g  i t  ( i . e .  

self-assessment) ; "Elementary school  s e l f - a s s e s s m e n t  i s  i m p o r t a n t ,  

b u t  n o t  a s  i m p o r t a n t  as  some o t h e r  things."; and "We would no t  have 

t h i s  policy i f  i t  were n o t  r equ i red  by t h e  Minis t ry .  " are t y p i c a l  o f  

t h o s e  made by v a r i o u s  s e n i o r  admin i s t r a to r s  on d i f f e r e n t  occasions,  

i n c l u d i n g  Board m e e t i n g s  and e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  



committee meetings. They suggest  t h a t  t h e  policy is not  a  p r i o r i t y  of  

the  s e n i o r  a d m i n i s t r a t o r s  and t h a t  t h e y  do n o t  s u p p o r t  i t  t o  any 

s i g n i f i c a n t  degree. 

The f r e q u e n c y  w i t h  which m e e t i n g s  o f  t h e  e l e m e n t a r y  s c h o o l  

self-assessment committee were cance l l ed  o r  postponed because of o t h e r  

e v e n t s  i s  a n o t h e r  i n d i c a t i o n  o f  i t s  i m p o r t a n c e  t o  s e n i o r  

adminis t ra tors .  No meetings were h e l d  d u r i n g  t h e  two months of t h e  

CUPE s t r i k e ;  none were  h e l d  i n  t h e  s p r i n g ,  when t h e  c e n t r a l  o f f i c e  

r ep resen ta t ives  on t h e  committee were involved i n  s t a f f i n g ;  and none 

were h e l d  during t h e  summer hol idays  o r  ea r ly  i n  the  school yea r  when 

c l a s s e s  were beg inn ing .  Mee t ings  were pos tponed s o  t h a t  c e n t r a l  

o f f i c e  r e p r e s e n t a t i v e s  t o  t h e  commit tee  could  a t t e n d  emergency 

meetings held because  o f  t h e  newly announced government r e s t r a i n t  

p r o g r a m .  F i n a l l y ,  i m p l e m e n t a t i o n  o f  t h e  p o l i c y  was pos tponed  

i n d e f i n i t e l y  due t o  t h e  r e s t r a i n t  program. C l e a r l y  o t h e r  t h i n g s  a r e  

more important than elementary school  self-assessment. 

D i s t r i c t  admin i s t r a to r s  were no t  as outspoken i n  t h e  c a s e  o f  t h e  ' 

community r e l a t i o n s  p o l i c y ,  probably because it or ig ina ted  with the  

Board. They d id  desc r ibe  themselves a s  "men i n  t h e  m i d d l e n  who must 

e x p l a i n  t o  t h e  p r i n c i p a l s  what  t h e  Board wants and t o  t h e  Board why 

t h e  s c h o o l s  f i n d  i t  d i f f i c u l t  t o  d o  what  i t  a s k s .  They seemed  

t o  r e s o l v e  t h i s  dilemma by emphasizing c e r t a i n  a spec t s  of  t h e  pol icy  

t h a t  a r e  i n  l i n e  w i t h  what  t h e  s c h o o l s  a r e  a l r e a d y  d o i n g .  F o r  

e x a m p l e ,  two P r i n c i p a l s '  M e e t i n g s  were devo ted  t o  t h e  i s s u e  of 
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community r e l a t i o n s .  They r e s u l t e d  i n  t h e  c o n c l u s i o n  t h a t  publ ic  

r e l a t i o n s ,  i . e . ,  making known w h a t  t h e  s c h o o l  d o e s  w e l l ,  i s  a 

p r i o r i t y ,  and t h a t  t h e  b e s t  PR i s  a  s a t i s f i e d  chi ld .  This had the  

e f f e c t  of equa t ing  community r e l a t i o n s  w i t h  p u b l i c  r e l a t i o n s ,  and 

p u b l i c  r e l a t i o n s  w i t h  t h e  i n d i v i d u a l  p a r e n t - t e a c h e r  r e l a t ionsh ip .  

Then the  schools  could, and d i d ,  a rgue  t h a t  they were a l r e a d y  mee t ing  

t h e  requirements of the  community r e l a t i o n s  pol icy  and so  did not  have 

t o  make any changes. 

Few of  t h e  teacher respondents  had ever  read ,  o r  were even aware 

of the  o r i g i n a l  community r e l a t i o n s  policy.  They d i d  know, however, 

t h a t  the  d i s t r i c t  was concerned about community support ,  and t h a t  they 

learned from t h e i r  p r i n c i p a l  and from t h e  Superintendent 's  a d d r e s s  t o  

t h e  a n n u a l  g e n e r a l  meeting of  t h e  Teachers' Association. Once again  

community r e l a t i o n s  were equated wi th  p u b l i c  r e l a t i o n s  and t h e  p u b l i c  

invo lvement  component was f o r g o t t e n .  O f  course t h i s  i n t e r p r e t a t i o n  

was i n  keeping with implementation of  t h e  po l i cy  a t  the  d i s t r i c t  l e v e l  

( s e e  Chapter IV), and t h i s  may have been, i n  p a r t  a t  l e a s t ,  a  response 

t o  ex te rna l  e v e n t s :  c o n c e r n  a b o u t  p u b l i c  s u p p o r t  f o r  s c h o o l s  i n  a 

t i m e  o f  d e c l i n i n g  enrollment, i n f l a t i o n ,  h igher  taxes ,  and inc reas ing  

unemployment may have r e s u l t e d  i n  a s h i f t  of  emphasis  from community 

r e l a t i o n s  t o  p u b l i c  r e l a t i o n s  ( the reby  appealing t o  those who do not 

have  c h i l d r e n  i n  t h e  s c h o o l s  b u t  who r e p r e s e n t  a n  i n c r e a s i n g  

p e r c e n t a g e  o f  t h e  t a x p a y e r s ) ,  and a n  i n c r e a s e  i n  emphasis  on the  

school 's  community r e l a t i o n s  program ( thereby a p p e a l i n g  t o  t h o s e  who 



do have c h i l d r e n  i n  t h e  schools) .  

It h a s  a l r e a d y  been  demonstrated t h a t  the  sen io r  admin i s t r a to r s  

d id  not  spend a l o t  o f  time on planning f o r  implementation. 'Yet based 

on t h e i r  a n a l y s i s  of t h e  Rand f ind ings ,  McLaughlin and Marsh (1979) 

concluded t h a t  t h i s  i s  important  and t h a t  school p e r s o n n e l  s h o u l d  be 

involved : 

Only t h e  f o u r t h  ( and  more time-consuming) p l a n n i n g  
s t r a t e g y ,  c o l l a b o r a t i v e  planning, generated t h e  broad-  
b a s e d  i n s t i t u t i o n a l  s u p p o r t  n e c e s s a r y  t o  e f f e c t i v e  
i m p l e m e n t a t i o n  and t o  c o n t i n u a t i o n  o f  s u c c e s s f u l  
p r a c t i c e s .  P r o j e c t s  a d o p t i n g  t h i s  p l a n n i n g  s t y l e  
a c t i v e l y  engaged both teaching and admin i s t r a t ive  s t a f f  
f rom t h e  p r e p r o p o s a l  p e r i o d  th rough  implementat ion,  
thereby ga in ing  consensus and s u p p o r t  from t e a c h e r s ,  
p r i n c i p a l s ,  and c e n t r a l  o f f i c e  personnel. ( p. 74) 

The two main p o i n t s  made here  by McLaughlin and Marsh were: ( a )  t h a t  

t h e  p a r t i c i p a t i o n  o f  t h e  p r i n c i p a l s  and t e a c h e r s  was based  on t h e  

n o t i o n s  o f  p a r t n e r s h i p  and not  pa r i ty ; ' and  (b)  t h a t  t h e  developmental 

and implementation a c t i v i t i e s  were i n t e r c o n n e c t e d ,  w i t h  p l a n s  b e i n g  

c o n t i n u o u s l y  ad jus ted  according t o  the  s b e c i f i c  circumstances of  each ' 

s c h o o l .  C o n t r a s t  t h i s  w i t h  t h e  s i t u a t i o n  a t  L y t t e f i e l d ,  w h e r e  

p r i n c i p a l s  and t e a c h e r s  sit on d i s t r i c t  committees as r e p r e s e n t a t i v e s  

o f  t h e i r  r e s p e c t i v e  employee g r o u p s ,  i n  o r d e r  t o  p r o t e c t  t h e i r  

i n t e r e s t s ,  and  where  pol icy  implementation i s  c l e a r l y  d i s t i n c t  from, 

and fo l lows,  p o l i c y  development. 

McLaughlin and Marsh ( 1 97 9)  a l s o  concluded t h a t  implementation 

s t r a t e g i e s  invo lv ing  t r a i n i n g  i n  s p e c i f i c  s k i l l s  had l i t t l e  e f f e c t  i n  



t h e  s h o r t  r u n ,  and none a t  a l l  i n  the  long run. On t h e  o t h e r  hand, 

s t a f f  s u p p o r t  i m p l e m e n t a t i o n  a c t i v i t i e s  s u c h  a s  t h e  p r o v i s i o n  o f  

a s s i s t a n c e  t o  t h e  s c h o o l s ,  p r o j e c t  m e e t i n g s  f o r  i n d i v i d u a l  school  

s t a f f s ,  and staff p a r t i c i p a t i o n  i n  decision-making a t  t h e  school  l e v e l  

"not  o n l y  r e i n f o r c e  ( d )  t h e  c o n t r i b u t i o n s  o f  s t a f f  t r a i n i n g ,  but  they 

a l s o  (made) important  c o n t r i b u t i o n s  t o  promoting teacher  change and t o  

s u p p o r t i n g  s t a f f  a s s i m i l a t i o n  o f  p r o j e c t  p r a c t i c e s n  (p.  77) .  The 

e f fec t iveness  o f  t h e s e  school-based implementation a c t i v i t i e s  seemed 

t o  be due t o  t h e i r  a b i l i t y  t o  he lp  s t a f f  so lve  problems a s  they arose ,  

t o  encourage  t e a c h e r s  t o  l e a r n  from one a n o t h e r ,  and t o  p r o m o t e  

t e a c h e r  unders tanding of  t h e  p r o j e c t  goa l s  and t h e i r  impl ica t ions  f o r  

prac t ice .  Fu l l an  (1982) was r e f e r r i n g  t o  t h e s e  k i n d s  o f  a c t i v i t i e s  

when he  s a i d  t h a t  s u c c e s s f u l  implementation r e q u i r e s  c e n t r a l  o f f i c e  

admin i s t r a to r s  t o  " s e t  UD a process t o  d e l i v e r  s ~ e c i f i c  i m ~ l e m e n t a t i o n  

supportn (p. 163; emphasis i n  t h e  o r i g i n a l ) .  

The L y t t e f i e l d  s e n i o r  admin i s t r a to r s  be l i ed  almost exc lus ive ly  on 

s t a f f  t r a i n i n g  a c t i v i t i e s .  Moreover, these  were o f fe red  t o  only one 

o r  two t eachers  from each school ,  on t h e  a s sumpt ion  t h a t  t h e y  would 

transmit  the  informat ion  t o  t h e i r  col leagues,  an assumption challenged 

by the  f i n d i n g s  r epor ted  i n  Chapter V I .  They a s s i s t e d  t h e  s c h o o l s  on 

r e q u e s t ,  b u t  d i d  n o t  p r o v i d e  s c h o o l  s u p p o r t  a c t i v i t i e s  o f  t h e  kind 

described above. Thus t h e  implementation s t r a t e g i e s  u ti1 i z e d  by t h e  

s e n i o r  a d m i n i s t r a t o r s ,  and t h e  assumptions on which they were based, 

do not compare favourably  wi th  those  suggested by t h e  a n a l y s i s  of t h e  



i n v a r i a n t  f e a t u r e s  of t h e  two p o l i c i e s  nor with those suggested by t h e  

Rand f indings .  It would not  be s u r p r i s i n g ,  then,  if t h e y  had l i t t l e  

e f f e c t  "beyond  t h e  odd  c l a s s r o o m  o r  s c h o o l . "  T h i s  q u e s t i o n  i s  

explored next. 

R81. Variable  Features  o f  the  Pol icv  

The t h i r d  r e sea rch  ques t ion  concerns the  endogenous a t t r i b u t e s  of 

t h e  two p o l i c i e s .  This  r e f e r s  t o  t h e i r  v a r i a b l e  f e a t u r e s  t h a t  become 

known d u r i n g  t h e  i m p l e m e n t a t i o n  p r o c e s s ,  and i n c l u d e s  t h e  p o l i c y  

maker-policy implementer r e l a t i o n s h i p ,  the  values and i n t e r e s t s  of t h e  

var ious  a c t o r s ,  implementer c o o p e r a t i o n ,  implementer  r o l e ,  and t h e  

implementation process. 

The community r e l a t i o n s  pol icy  of  t h e  four  schools  cons i s t ed  of 

t h e  same components ,  b u t  t h e y  d i f f e r e ' d  c o n s i d e r a b l y  i n  terms of  

d i v e r s i t y  and  c o m p r e h e n s i v e n e s s  ( s e e  C h a p t e r  V). A p o s s i b l e  

e x p l a n a t i o n  o f  t h i s  phenomenon i s  t h a t  d i s t r i c t  i m p l e m e n t a t i o n  

s t r a t e g i e s  encouraged adap ta t ion  by t h e  schools. This, however, does ' 

not seem l i k e l y .  The s e n i o r  admin i s t r a to r s  acknowledged v e r b a l l y  t h e  

n e c e s s i t y  o f  a  f l e x i b l e  approach ,  b u t  they  u t i l i z e d  implementation 

s t r a t e g i e s  t h a t  t r e a t e d  t h e  schools  i d e n t i c a l l y ,  and from a d i s t a n c e .  

A more d e f e n s i b l e  explanat ion  i s  t h a t  implementation was school-based 

and school-specif ic ,  t h a t  is, dependent l a r g e l y  on the  e x t e n t  t o  which 

the  s t a f f  shared t h e  norms of c o l l e g i a l i t y  and continuous improvement, 

and the  p r i n c i p a l  supported t h e  development and main tenance  of t h e s e  



norms ( s e e  Chap te r  V I ) ,  and whether t h e  teachers  a r e  school-oriented 

o r  classroom-oriented ( s e e  Chapter VII) .  

The i n i t i a l  r e a c t i o n  o f  t h e  school  s t a f f s  t o  the  pol icy  seemed t o  

determine t h e i r  f u t u r e  course o f  ac t ion .  Acceptance of the  po l i cy  was 

r e l a t e d  t o  compl iance  w i t h  i t ,  and nonacceptance t o  noncompliance, 

symbolic compliance, o r  cooptat ion.  For example, community r e l a t i o n s  

was a  major concern of t h e  Thompson p r i n c i p a l  and teachers  even before  

the  policy was adop ted .  C o n s e q u e n t l y  t h e y  viewed t h e  p o l i c y  i n  a  

p o s i t i v e  l i g h t ;  i n  f a c t ,  t h e  p r i n c i p a l  saw i t  a s  a  means o f  

f a c i l i t a t i n g  t h e i r  e f f o r t s ,  by making funds and o t h e r  r e s o u r c e s  more 

r e a d i l y  a v a i l a b l e .  Because t h e r e  were e s t a b l i s h e d  s t r u c t u r e s  and 

expectat ions concerning t h e  way t h e  s t a f f  worked t o g e t h e r  t o  s o l v e  

common problems,  i n c l u d i n g  t h e  improvement of school p r a c t i c e s ,  and 

the  p r inc ipa l  a c t i v e l y  supported these  norms, t h e i r  e f f o r t s  t o  develop 

a good communi ty  r e l a t i o n s  p r o g r a m  was s u c c e s s f u l .  The newly 

t r ans fe r red  t eachers  a t  F rase r  a l s o  considered c o m m u n i t y ~ r e l a t i o n s  t o  

be a  p r i o r i t y ,  and they used t h e  ex i s t ence  of d i s t r i c t  pol icy  on t h i s  / 

matter  t o  l e g i t i m a t e  t h e i r  a t t e m p t s  t o  b r i n g  a b o u t  changes  i n  t h e  

school. Although t h e  norms o f  c o l l e g i a l i t y  and continuous improvement 

were not  well-established a t  F r a s e r ,  t h e  e f f o r t s  t o  improve community 

r e l a t i o n s  p r a c t i c e s  p r o v i d e d  a  v e h i c l e  f o r  the  development of these  

norms. 

G e n e r a l l y  s p e a k i n g ,  t h e  Columbia and L y t t e f i e l d  t eachers  viewed 

the  policy negatively,  based o n  t h e i r  judgments t h a t  t h e  g o a l s  and 



v a l u e s  i t  e s p o u s e d  w e r e  i n c o m p a t i b l e  w i t h  t h e i r  own. The new 

Lyt t e f i e ld  admin i s t r a to r s  were concerned about community r e l a t i o n s  i n  

the  schools  a s  a  whole, but most of  t h e  teachers ,  t h e  major i ty  of whom 

were c l a s s room o r i e n t e d ,  f e l t  t h a t  t h i s  was  a  m a t t e r  f o r  t h e  

a d m i n i s t r a t o r s .  C o l u m b i a  e s s e n t i a l l y  c o o p t e d  t h e  p o l i c y ,  by 

r e i n t e r p r e t i n g  i t  t o  conform with school  p r a c t i c e s  s o  t h a t  no changes  

were n e c e s s a r y .  Both Columbia and L y t t e f i e l d  had refused t o  comply 

with the  parent  advisory council  po l i cy  f o r  s e v e r a l  y e a r s ,  and t h e i r  

c u r r e n t  compliance was more symbolic than r e a l ,  addressing t h e  l e t t e r  

r a t h e r  than the  s p i r i t  of  the  policy.  

T h i s  b r i e f  summary o f  t h e  i m p l e m e n t a t i o n  of  t h e  community 

r e l a t i o n s  p o l i c y  a t  t h e  f o u r  s c h o o l s  i l l u s t r a t e s  t h a t  implementer  

c o o p e r a t i o n  i s  n o t  a u t o m a t i c  and t h a t  e f f e c t i v e  implementation is 

charac ter ized  by c l a r i f i c a t i o n  and mutua l  a d a p t a t i o n  a t  t h e  s c h o o l  

l e v e l .  I n  add i t ion ,  t h e r e  was no support  f o r  the  view of pol icy  a s  a  

se t  o f  i n s t r u c t i o n s  o r  a  g u i d e  f o r  f u t u r e  a c t i o n s .  P o l i c y  d i d  

f a c i l i t a t e  s c h o o l  p r a c t i c e s  and e f f o r t s  t o  improve,  and i t  d i d  ' 

l e g i t i m a t e  t h e  a t t e m p t s  o f  some members o f  a  s c h o o l  s t a f f  t o  make 

changes i n  school p rac t i ces .  There was a l s o  some evidence t h a t  pol icy  

might  e x e r t  i n f l u e n c e  i n  a  t h i r d  way, by c r e a t i n g  a c l i m a t e  o f  

op in ion .  The r e s p o n d e n t s  f e l t  t h a t  t h e r e  was more d i s c u s s i o n  of  

public  r e l a t i o n s ,  p a r e n t  a d v i s o r y  c o u n c i l s ,  and e l e m e n t a r y  s c h o o l  

s e l f - a s s e s s m e n t  among p r i n c i p a l s  and t eachers  s ince  adoption of the  

po l i c i e s .  



The f i n d i n g  t h a t  p o l i c y  implementa t ion  is l a ~ g e l y  dependent on 

school-based f a c t o r s  is supported by o t h e r  i m p l e m e n t a t i o n  r e s e a r c h .  

According t o  Mann ( 1 9 7 8 ~ )  : 

Change is whatever t h e  s e r v i c e  d e l i v e r e r s  - schools  and 
t e a c h e r s  - d e c i d e  i t  i s  t o  be .  The l e s s  s e l f -  
determination is allowed t o  these  u l t ima te  implementers 
of  change, the  l e s s  t o t a l  change w i l l  r e s u l t .  ( p .  285) 

S t u d i e s  of o t h e r  a s p e c t s  o f  s c h o o l  l i f e  have  a l s o  i d e n t i f i e d  the  

school a s  the  u n i t  of change. Based on t h e  r e s u l t s  o f  a s i x - y e a r  

study of schooling,  Goodlad (1983) argued t h a t  i n  any developmental o r  

renewal a c t i v i t y  t h e  s c h o o l  a s  a n  e n t i t y ,  r a t h e r  t h a n  i n d i v i d u a l  

components such a s  t h e  p r i n c i p a l ,  t h e  t e a c h e r s ,  o r  the  curriculum, 

should be t h e  u n i t  of ana lys t s ,  p l ann ing ,  and implementa t ion .  Case 

s t u d i e s  o f  e f f e c t i v e  s c h o o l s  ( L i t t l e ,  1982; Phi  Delta  Kappa, 1980; 

Rut ter  e t  a l . ,  1979) i n  p a r t i c u l a r  have shown t h a t  the  school can make 

a d i f fe rence ,  t h a t  the  c o l l a b o r a t i v e  e f f o r t s  of  t h e  s t a f f  can c r e a t e  a 

p o s i t i v e  l e a r n i n g  environment, d e s p i t e  t h e  background of  t h e  s t u d e n t s  

and t h e  a v a i l a b i l i t y  of resources.  More r igorous  q u a n t i t a t i v e  s t u d i e s  

(Brookover e t  a l . ,  1979; Madaus e t  a l . ,  1979)  have  r e a c h e d  s i m i l a r  

conclusions. 

One s h a r e d  c h a r a c t e r i s t i c  o f  t h e  s u c c e s s f u l  s c h o o l s  i n  t h e  

s t u d i e s  j u s t  c i t e d  was t h e i r  adaptiveness.  Goodlad (1983) found t h a t  

a d i s t i n g u i s h i n g  f e a t u r e  o f  t h e  s c h o o l s  t h a t  were found t o  be most 

s a t i s f y i n g  on a v a r i e t y  o f  measures  was t h e i r  a b i l i t y  t o  a d a p t  t o  



chang ing  c i r c u m s t a n c e s .  I n  h i s  r e v i e w  o f  t h e  school  e f fec t iveness  

l i t e r a t u r e ,  Mackenzie  ( 1 9 8 3 )  a l s o  s t r e s s e d  t h e  i m p o r t a n c e  o f  

a d a p t a b i l i t y ,  conc lud ing  t h a t  whi le  e f f e c t i v e  schools  a r e  s i m i l a r  i n  

many r e s p e c t s ,  t h e i r  success  appears t o  l i e  i n  t h e i r  a b i l i t y  t o  "adopt 

m u l t i p l e  s t r a t e g i e s  i n  r e s p o n s e  t o  t h e i r  p a r t i c u l a r  needs  and 

oppor tun i t i e sn  (p.  5). I n  a similar v e i n  McLaughlin and Marsh (1979)  

conc luded  t h a t  implementation of  innovations was most success fu l  when 

i t  was viewed as p r o f e s s i o n a l  l e a r n i n g  on t h e  p a r t  o f  t h e  s c h o o l  

s t a f f .  They f e l t  t h a t  t h i s  type of s t a f f  development is an adaptive,  

h e u r i s t i c ,  l ong- te rm p r o c e s s  t h a t  "must be  t i e d  t o  s c h o o l - s i t e  

p rogram-bu i ld ing  e f f o r t s n  ( p .  91 ) . Mann ( 1 9 7 8 ~ )  and Hawley (1981 ) 

support  t h i s  pos i t ion .  

T h i s  a p p a r e n t  schoo l -based  n a t u r e  o f  p o l i c y  i m p l e m e n t a t i o n  

p resen t s  "a p e r s i s t e n t  dilemma between t h e  p r o f e s s i o n a l  e d u c a t o r s t  

l e g i t i m a t e  claim t o  determine t h e i r  own cond i t ions  of  p r a c t i c e  and t h e  

s t a t e ' s  equa l ly  l e g i t i m a t e  c la im t o  guarantee pub l i c  outcomesn (Mann, 

1978a,  p. x v i i )  . Mann was r e f e r r i n g  t o  t h e  implementation of  s t a t e  / 

educat ional  pol icy ,  but  h i s  argument holds  t r u e  f o r  na t iona l  and l o c a l  

p o l i c y  as w e l l .  I n  L y t t e f i e l d  t h e  implementa t ion  o f  t h e  community 

r e l a t i o n s  and e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  p o l i c i e s  was  

con t ro l l ed  l a r g e l y  by t h e  schools ,  with l i t t l e  monitoring and feedback 

by the  d i s t r i c t  s t a f f .  Thus i t  was more a m a t t e r  o f  chance  t h a n  o f  

d e s i g n :  i f  t h e  i n t e r e s t s  of t h e  s c h o o l  coincided wi th  those of the  

Board, then e f f e c t i v e  implementation was poss ib le ;  i f  t h e  i n t e r e s t s  of 



t h e  s c h o o l  d i d  n o t  c o i n c i d e  w i t h  those of t h e  Board, then e f f e c t i v e  

implementation was un l ike ly ,  

Without  t h e  d e l i b e r a t e  in te rven t ion  of t h e  s e n i o r  admin i s t r a to r s  

a t  t h e  s c h o o l  l e v e l ,  m i s i n t e r p r e t a t i o n ,  s y m b o l i c  c o m p l i a n c e ,  

c o o p t a t i o n ,  and e v e n  noncompliance a r e  more l i k e l y  t o  o c c u r  than 

mutual adap ta t ion .  The P r i n c i p a l s '  Meeting p r o v i d e d  t h e  d i s t r i c t  

a d m i n i s t r a t o r s  w i t h  a n  a p p r o p r i a t e  forum f o r  d i s c u s s i o n  of t h e  two 

p o l i c i e s  aimed a t  developing an unders t and ing  o f  t h e  p u r p o s e  of t h e  

p o l i c i e s  and t h e  i m p l i c a t i o n s  f o r  p r a c t i c e ,  t h a t  i s ,  c o n c e p t u a l  

c l a r i t y .  ~ n s t e a d  a  t y p i c a l  agenda i n c l u d e d  s u c h  i t e m s  a s  t h e  new 

r e q u i s i t i o n  fo rms ,  what t o  do d u r i n g  t h e  a b s e n c e  o f  t h e  p h y s i c a l  

education coordinator ,  and government funding of  immigran t  c h i l d r e n .  

Th i s ,  i n  f ac t ,  was t h e  agenda of  t h e  meeting a t  which t h e  elementary 

school self-assessment po l i cy  was introduced. Even when t h e  m e e t i n g  

was devo ted  t o  t h e  community r e l a t i o n s  policy,  d i s c u s s i o n  took place  

i n  s m a l l  g r o u p s  o f  p r i n c i p a l s  a n d  d i d  n o t  i n c l u d e  s e n i o r  

adminis t ra tors .  

It seems, then,  t h a t  success of pol icy  implementation i n  a  school 

d i s t r i c t  depends on t h e  a b i l i t y  of  the  super in tendent  and his s t a f f  t o  

encourage  schoo l -based  and school-specif ic  implementation a c t i v i t i e s  

but  a l s o  t o  remain a c t i v e l y  involved i n  the  p r o c e s s  a t  t h a t  l e v e l  i n  

order  t o  monitor it and provide appropr ia te  feedback, Consis tent  with 

t h i s  approach are t h e  recommendations of Hargrove e t a l .  ( 1 98  1 ) t h a t  

t h e  d i s t r i c t  staff develop 



a  c o h e r e n t  i m p l e m e n t a t i o n  s t r a t e g y .  The c h i e f  
i n g r e d i e n t  would b e  r e g u l a r  c o n v e r s a t i o n s  b e t w e e n  
r e p r e s e n t a t i v e s  o f  e a c h  g r o u p  t o  c o n s i d e r  a l l  t h e  
schools  i n  each d i s t r i c t  a s  schools ,  t h a t  is, a s  whole  
e n t i t i e s . .  . . S c h o o l s  s h o u l d  be accorded  d i f f e r e n t  
t reatment depending on performance levels . . . . .Quanti ta-  
t i v e  i n d e x e s  are u s e f u l  a s  benchmarks f o r  success  and 
a s  warning s i g n s  f o r  l a p s e s  b u t  t h e y  s h o u l d  be used  
spar ingly .  (p. 120) 

S i m i l a r l y ,  F u l l a n  (1982)  p r o v i d e s  t h e  f o l l o w i n g  g u i d e l i n e s  t o  t h e  

superintendent:  

Develop management c a p a b i l i t i e s  o f  a d m i n i s t r a t o r s  - 
o the r  d i s t r i c t  admin i s t r a to r s  and p r i n c i p a l s  - t o  l e a d  
c h a n g e . .  . . D i r e c t l y  a n d  i n d i r e c t l y  ( e . g . ,  t h r o u g h  
p r i n c i p a l s )  provide resources ,  t r a i n i n g ,  and t h e  c l e a r  
e x p e c t a t i o n  t h a t  s c h o o l s  ( t eachers ,  p r inc ipa l s ,  e t c .  ) 
a r e  t h e  main u n i t s  of  change.  . . . Develop w i t h  o t h e r  
a d m i n i s t r a t o r s ,  s c h o o l  b o a r d s  and t e a c h e r s  a  c l e a r  
procedure f o r  dea l ing  w i t h  change . . . Moni to r ing  t h e  
process i s  a  never-ending requirement. (pp. 178-179) 

The imp1 ementat ion of  t h e  community r e l a t i o n s  and t h e  elementary 

school self-assessment p o l i c i e s  i n  L y t t e f i e l d  were not unique e v e n t s ,  

b u t  r e f l e c t e d  c e n t r a l  o f f i c e - s c h o o l  l i n k a g e s  i n  g e n e r a l .  These 

l inkages  a r e  the  t o p i c  o f  t h e  f o u r t h  r e sea rch  quest ion.  

J04. Local Contextual Conditions 

The f o u r t h  r e s e a r c h  ques t ion  concerns l o c a l  contextual  condi t ions  

t h a t  m i g h t  i n f l u e n c e  t h e  i m p l e m e n t a t i o n  p r o c e s s .  It r e f e r s  i n  

p a r t i c u l a r  t o  c e n t r a l  of f ice-school  l inkages.  

Given t h e  l a r g e ,  w e l l - q u a l i f  i e d ,  and capable d i s t r i c t  staff i n  



Lyt te f i e ld ,  i t  is d i f f i c u l t  t o  understand why t h e  l inkages  between t h e  

c e n t r a l  o f f i c e  and  t h e  s c h o o l s  a r e  a s  weak a s  t h e y  a re .  The 

c i rcums tances  under which t h e  Superintendent  came t o  t h e  d i s t r i c t  may 

have a bearing on t h i s .  A t  t h a t  t i m e  t h e  r e l a t i o n s h i p  between t h e  

s e n i o r  a d m i n i s t r a t o r s  and t h e  employee groups was cha rac te r i zed  by 

c o n f l i c t  and d i s t r u s t ,  and many were concerned a b o u t  t h e  p o t e n t i a l l y  

damaging e f f e c t  o f  t h i s  s i t u a t i o n  on the  q u a l i t y  of education being 

offered. The S u p e r i n t e n d e n t  f e l t  t h a t  h e  had t o  e s t a b l i s h  a more 

harmonious working 

t o  the  problem was 

p r o c e s s  d e s c r i b e d  

r e l a t i o n s h i p  i n  t h e  d i s t r i c t .  One of h i s  s o l u t i o n s  

t o  i n s t i t u t e  the  p a r t i c i p a t i v e  p o l i c y  development  

e a r l i e r .  Another  was t o  speak f requen t ly  o f  t h e  

need f o r  c o l l e g i a l i t y  and ' t o  urge t h e  p r i n c i p a l s  t o  i n v o l v e  t e a c h e r s  

i n  s c h o o l - l e v e l  dec i s ion-making .  I n  s u p p o r t  o f  t h i s ,  t h e  s e n i o r  

adminis t ra tors  have made a v a i l a b l e  t o  a l l  p r i n c i p a l s  and some t e a c h e r s  

a  s h o r t ,  i n t e n s i v e  c o u r s e  on t h e  c l i n i c a l  s u p e r v i s i o n  model a t  

d i s t r i c t  expense .  These  e f f o r t s  were i n t e n d e d  t o  d i f f u s e  t h e  

c o n f l i c t ,  f o s t e r  f e e l i n g s  o f  t r u s t  between t h e  var ious  p a r t i e s ,  and / 

promote a  sense of  common purpose, o f  working toward common goals .  

A t  t h e  p r e s e n t  t i m e  t h e r e  a r e  none of t h e  s i g n s  of  c o n f l i c t  and 

d i s t r u s t  t h a t  were  p r e v a l e n t  l e s s  t h a n  a d e c a d e  a g o .  B u t  t h i s  

apparent t r a n q u i l i t y  may be due more t o  t h e  avoidance of problems than 

t o  t h e i r  r e s o l u t i o n ,  a s i t u a t i o n  t h a t  b o t h  r e s u l t s  f r o m  a n d  

c o n t r i b u t e s  t o  weak c e n t r a l  o f  f ice-school  l inkages.  The absence of 

any s y s t e m a t i c  m o n i t o r i n g  p r o c e d u r e s  o f  s c h o o l  a c t i v i t i e s  by t h e  



c e n t r a l  o f f i c e  staff, t h e  manner i n  which t h e  Pr inc ipa l s1  Meetings a r e  

conducted, and the  expecta t ions  t h a t  t h e  school  personnel have  of t h e  

sen io r  admin i s t r a to r s  a l l  suggest  t h a t  t h i s  is t h e  case. 

L y t t e f i e l d  p r i n c i p a l s  value t h e i r  au tonow and f requen t ly  compare 

themse lves  f a v o u r a b l y  w i t h  c o l l e a g u e s  i n  o t h e r  d i s t r i c t s  i n  t h i s  

respect .  Yet most budget, program, and teacher  a s s ignment  d e c i s i o n s  

a r e  made c e n t r a l l y .  I n  what  sense ,  then, are L y t t e f i e l d  p r i n c i p a l s  

autonomous? They d e s c r i b e  t h e m s e l v e s  a s  * r e s p o n s i b l e  f o r  a l l  t h e  

day-to-day dec i s ions  i n  the  schooln,  a s  " f ree  t o  deal  with pa ren t s  and 

teachers  as we th ink bes tn ,  and i n  genera l  as "running the  show a t  t h e  

school" .  A common theme r u n n i n g  t h r o u g h  t h e i r  d e s c r i p t i o n s  is the  

l a c k  of i n t e r f e r e n c e  by c e n t r a l  o f f i c e  s t a f f  i n  school  a c t i v i t i e s .  

The s e n i o r  a d m i n i s t r a t o r s ,  on t h e  o t h e r  hand, desc r ibe  a  good 

p r i n c i p a l  a s  a  " d i s t r i c t  mann. By t h i s  t h e y  m e a n t  someone  who 

( a )  comple ted  a l l  p a p e r  work ( e . g ,  , r e p o r t s ,  forms,  and t h e  l i k e )  

c o r r e c t l y  and on time, and (b) d i d  h i s  o r  h e r  s h a r e  o f  d i s t r i c t  

c o m m i t t e e  work.  I t  a p p e a r s  a s  i f  t h e  p r i n c i p a l s  and d i s t r i c t  ' 

a d m i n i s t r a t o r s  have  made a p a c t  a c c o r d i n g  t o  which t h e  d i s t r i c t  

admin i s t r a to r s  agree  not  t o  i n t e r f e r e  i n  t h e  school ,  the  domain of the  

p r i n c i p a l s ,  i f  the  p r i n c i p a l s  agree  t o  be c o o p e r a t i v e  and t o  s u p p o r t  

d i s t r i c t  i n i t i a t i v e s .  Regarded i n  t h i s  l i g h t ,  t h e  absence of any 

sys temat ic  monitoring procedures is not  su rp r i s ing .  F i r s t ,  monitoring 

would be i n t e r p r e t e d  a s  i n t e r f e r e n c e  by t h e  c e n t r a l  o f f i c e  i n  school 

a f f a i r s .  And second, monitoring would revedl  t h a t  t h e  compl iance  Of 



t h e  p r i n c i p a l s  i s  more symbolic than r e a l .  

One c o n s e q u e n c e  o f  t h e  l a c k  o f  m o n i t o r i n g  i s  t h a t  i t  i s  

i m p o s s i b l e  t o  a s s e s s  t h e  s i g n i f i c a n c e  of  t h e  d i f f e r e n c e s  between 

schools. For example, t h a t  t h e  f o u r  s c h o o l s  i n  t h e  s t u d y  had v e r y  

d i f f e r e n t  community r e l a t i o n s  programs was es t ab l i shed  i n  Chapter V. 

Were the  schools  responding t o  d i f f e r e n t  p a r e n t  e x p e c t a t i o n s ?  Did 

p a r e n t  s a t i s f a c t i o n ,  b o t h  w i t h  t h e  community r e l a t i o n s  program i n  

p a r t i c u l a r  and wi th  the  s c h o o l  i n  g e n e r a l ,  d i f f e r  c o r r e s p o n d i n g l y ?  

Did some of t h e s e  programs r e p r e s e n t  t r u e r  implementa t ion  o f  t h e  

d i s t r i c t  t h a n  o t h e r s ?  T h e s e  i m p o r t a n t  q u e s t i o n s  a r e  

unanswerab le  be c a u s e  the  sen io r  admin i s t r a to r s  have not  ensured t h a t  

the  appropr ia t e  d a t a  were -co l l ec ted .  Ins tead ,  t h e i r  r e s p o n s e  t o  a l l  

such ques t ions  i s  t h a t  the  schools  i n  t h e  d i s t r i c t  a r e  " d i f f e r e n t ,  but  

equaln. Yet even t h i s  a s s e r t i o n  i s  d i f f i c u l t  t o  s u p p o r t ,  b e c a u s e  

t h e r e  a r e  no d a t a  on s t u d e n t  ach ievement ,  on s t u d e n t ,  parent ,  and 

teacher s a t i s f a c t i o n ,  o r  on  any  i n d i c a t o r  o f  s c h o o l  s u c c e s s .  The 

assumpt ion  of e q u a l i t y  seems t o  be based on the  notion t h a t  s i n c e  a l l  / 

the  p ro fess iona l s  a r e  e x p e r i e n c e d  and w e l l - q u a l i f i e d ,  t h e y  must  b e  

doing a good job. 

The manner i n  which t h e  P r i n c i p a l s t  Meetings a r e  conducted a l s o  

suggest  t h a t  c e n t r a l  of f ice-school  l inkages  a r e  weak. The agenda  i s  

se t  by t h e  two A s s i s t a n t  Superintendents ,  a  secondary p r i n c i p a l ,  and 

an  elementary p r i n c i p a l  from e a c h  o f  t h e  t h r e e  s e c t o r s .  A s  w e  saw 

earlier, t h e  items on t h e  agenda a r e ,  f o r  the  most p a r t ,  rout ine .  The 



A s s i s t a n t  Superintendents  c h a i r  t h e  first p a r t  of t h e  meeting, during 

which t h e  agenda i tems a r e  introduced and discussed.  The majo r  p a r t  

o f  t h e  mee t ing  c o n s i s t s  o f  t h e  small  work groups, however, and here  

t h e  s e n i o r  a d m i n i s t r a t o r s  have  e s s e n t i a l l y  a n  o b s e r v a t i o n a l  r o l e .  

They move from group t o  group and l i s t e n  t o  t h e  d iscuss ion,  but  r a r e l y  

become involved. The work groups a r e  run  by and f o r  t h e  p r i n c i p a l s .  

Thus t h e  one opportunity the  sen io r  admin i s t r a to r s  have t o  c l a r i f y  the  

purpose of d i s t r i c t  pol icy  and d i s c u s s  t h e i r  impl ica t ions  f o r  p r a c t i c e  

with t h e  p r i n c i p a l s  i s  l o s t .  The Pr inc ipa l s '  Meetings a r e  reminiscent  

of the  s t a f f ' m e e t i n g s  a t  Columbia r a t h e r  than those a t  Thompson, t h a t  

i s ,  t h e y  seem t o  be more concerned  w i t h  maintaining t h e  s t a t u s  quo 

than with c o l l e g i a l  a c t i v i t y  focused on improvement. 

The t h i r d  i n d i c a t o r  of t h e  weak c e n t r a l  off ice-school  l inkages  is 

t h e  expecta t ions  of t h e  sen io r  admin i s t r a to r s  held by t h e  respondents. 

P r i n c i p a l s ,  c l a s s r o o m - o r i e n t e d  t e a c h e r s ,  and even school-oriented 

t eachers  t o  some e x t e n t ,  described t h e  r o l e  of s e n i o r  a d m i n i s t r a t o r s  

i n  terms o f  s e r v i c e s  t o  s c h o o l  p e r s o n n e l .  So, f o r  example,  t h e  / 

p r i n c i p a l  a t  F rase r  spoke of t h e  f a c t  t h a t  h i s  r e q u e s t  f o r  t e a c h e r s  

who would h e l p  him b r i n g  a b o u t  t h e  changes  he wanted t o  make was 

honored. S imi lar ly ,  t h e  Thompson p r i n c i p a l  c i t e d  t h e  f u n d s  h e  was 

g i v e n  f o r  n e w s l e t t e r s  and o t h e r  community r e l a t i o n s  a c t i v i t i e s .  It 

was very important t o  t eachers  t h a t  they could t e l e p h o n e  and be  a b l e  

t o  speak t o  a sen io r  adminis t ra tor  i f  necessary. (The most f requent ly  

mentioned problem t h a t  would prompt a  t e a c h e r  t o  c o n t a c t  a s e n i o r  



admin i s t r a to r  was a c l a s s  s i z e  above t h e  agreed-upon l i m i t s . )  

A l l  t h e  respondents  except  one f e l t  t h a t  L y t t e f i e l d  was a  good 

s c h o o l  d i s t r i c t  and s a i d  t h a t  t h e y  were  g l a d  t o  be working there .  

T h e i r  r e a s o n s  w e r e ,  i n  o r d e r  o f  i m p o r t a n c e ,  ( a )  t h e  g o o d  

s c h o o l - c e n t r a l  o f f i c e  r e l a t i o n s h i p ,  ( b )  t h e  e x c e l l e n t  t e a c h e r s '  

r e s o u r c e  c e n t e r ,  and ( c )  t h e  " l i g h t h o u s e n  t e a c h i n g  and l e a r n i n g  

c o n d i t i o n s  c o n t r a c t  t h a t  h a d  b e e n  n e g o t i a t e d .  N e a r l y  a l l  t h e  

respondents  were s a t i s f i e d  with cond i t ions  i n  t h e  d i s t r i c t ,  and t h e y  

spoke h i g h l y  o f  t h e  sen io r  adminis t ra tors .  B u t  none r e f e r r e d  t o  the  

s e n i o r  admin i s t r a to r s  a s  leaders .  Only t h e  s c h o o l - o r i e n t e d  t e a c h e r s  

t h o u g h t  t h a t  i t  was i m p o r t a n t  t o  have  d i s t r i c t  policy and severa l ,  

e s p e c i a l l y  those who had worked on  a  p o l i c y  development commit tee ,  

e x p r e s s e d  some c o n c e r n  a b o u t  t h e  l a c k  o f  compl iance  with d i s t r i c t  

p o l i c y .  On t h e  whole ,  however,  t h e  r e s p o n d e n t s  d e s c r i b e d  t h e  

a c t i v i t i e s  of  t h e  sen io r  admin i s t r a to r s  and t h e i r  expecta t ions  of  them 

i n  terms r e s e m b l i n g  t h o s e  o f  c l a s s r o o m - o r i e n t e d  t e a c h e r s  f o r  

p r i n c i p a l s ,  w i t h  t h e  emphasis  on t h e  managerial a spec t s  of  the  r o l e  

r a t h e r  than the  educat ional  l eader sh ip  aspects .  

There  have  been r e l a t i v e l y  few s t u d i e s  of  c e n t r a l  off ice-school  

l inkages.  Two approaches t o  t h i s  i s s u e  seem u s e f u l  i n  u n d e r s t a n d i n g  

e v e n t s  i n  L y t t e f i e l d ,  and both a r e  based on Weickts (1976) not ion  of 

l o o s e - c o u p l i n g .  The f i r s t  c o n c e p t u a l i z e s  e d u c a t i o n  s y s t e m s  a s  

o r g a n i z a t i o n a l  myths ( s e e  Meyer & Rowan, 1977 and 1978, and Rowan, 

1981 f o r  a n  e l a b o r a t i o n  o f  t h i s  t h e o r y ) ,  A c c o r d i n g  t o  t h i s  

Pe r spec t ive  



o r g a n i z a t i o n s  whose s t r u c t u r e s  become isomorphic wi th  
t h e  myths of t h e  i n s t i t u t i o n a l  e n v i r o n m e n t  - i n  
c o n t r a s t  with those pr imar i ly  s t r u c t u r e d  by t h e  demands 
o f  t e c h n i c a l  p r o d u c t i o n  a n d  e x c h a n g e  - d e c r e a s e  
i n t e r n a l  coordinat ion  and con t ro l  i n  order  t o  maintain 
legi t imacy.  I n  place of  coordinat ion,  i n s p e c t i o n ,  and 
e v a l u a t i o n ,  a l o g i c  o f  c o n f i d e n c e  and good f a i t h  is 
employed. (Meyer & Rowan, 1 977, p. 341 ) 

T h u s  s c h o o l  s y s t e m s  a r e  c o o r d i n a t e d  by c e r t i f i c a t i o n  and  

c a t e g o r i z a t i o n  o f  p e r s o n s  and a c t i v i t i e s  -- t h e y  s p e c i f y  who i s  

q u a l i f i e d  t o  t e a c h  what t o  whom. The sys tem i s  maintained by the  

l o g i c  of confidence o r  f a i t h  t h a t  the re  a r e  c l e a r  and commonly s h a r e d  

d e f i n i t i o n s  of  what should be happening a t  d i f f e r e n t  grade l e v e l s  and 

i n  d i f f e r e n t  s u b j e c t  a reas ,  and t h a t  a l l  c e r t i f i e d  personnel adhere t o  

t h e s e  c o n v e n t i o n s .    he d i s t r i c t  s t a f f ,  t h e n ,  c e r t i f i e s  and 

ca tegor izes ,  and demonstrates t o  the  publ ic  t h a t  these  a c t i v i t i e s  a r e  

conducted according t o  its wishes. The school is thus  f r e e  t o  conduct 

i n s t r u c t i o n  a s  i t  deems appropr ia te  f o r  i t s  s p e c i f i c  c i r c u m s t a n c e s .  

Meyer and Rowan a r g u e  t h a t  t h i s  loose-coupling a l lows t h e  system t o  

appear t o  be responding t o  a  complex and fragmented environment w h i l e  / 

p r o t e c t i n g  t h e  school from the  d i s r u p t i v e  e f f e c t s  of t h e  environment. 

Metz (1981) u t i l i z e d  t h i s  conceptual iza t ion  of educat ional  s y s t e m s  t o  

i n t e r p r e t  even t s  i n  one d i s t r i c t .  

T h i s  c o n c e p t u a l i z a t i o n  of  education systems does account f o r  the  

weak c e n t r a l  offioe-school l inkages  i n  L y t t e f i e l d .  The argument  f o r  

t h e  b e n e f i c i a l  e f f e c t s  of such  l o o s e - c o u p l i n g ,  however, is i t s e l f  

based on a l o g i c  of confidence t h a t  schools  a r e  genera l ly  doing a good 



job. But  i t  was shown e a r l i e r  t h a t  t h i s  i s  n o t  t h e  c a s e  -- some 

schools  are much more e f f e c t i v e  than o thers .  Berman and McLaughl inVs 

( 1979) d i s t i n c t i o n  between main tenance  and developmental d i s t r i c t s  

seems t o  be a more appropr ia te ,  and use fu l ,  way of conceptual iz ing  the  

r e l a t i o n s h i p  between c e n t r a l  o f f i c e  and schools ,  because i t  t akes  i n t o  

cons idera t ion  t h e  r e s p o n s i b i l i t y  of d i s t r i c t  admin i s t r a to r s  t o  promote 

t h e  e f f e c t i v e n e s s  o f  each  s c h o o l  and t o  e n s u r e  compl iance  w i t h  

d i s t r i c t  policy.  

Accord ing  t o  Berman and McLaughlin, maintenance d i s t r i c t s  a r e  

cha rac te r i zed  by d e l i v e r y  u n i f o r m i t y ,  l o o s e  c o u p l i n g  and symbol ic  

c o m p l i a n c e ,  s u b o r d i n a t i o n  o f  d e l i v e r y  c o n c e r n s  t o  p o l i t i c a l  and 

bureaucra t i c  concerns, closed boundaries, and a r e s i s t a n c e  t o  change. 

Developmental  d i s t r i c t s ,  on t h e  o t h e r  hand,  a r e  c h a r a c t e r i z e d  by 

de l ive ry  d i v e r s i t y ,  i n t e g r a t e d  l o o s e  c o u p l i n g ,  pr imacy o f  d e l i v e r y  

c o n c e r n s ,  boundary  o p e n n e s s ,  and a c c e p t a n c e  o f  t h e  n e c e s s i t y  of 

change. I n  maintenance d i s t r i c t s  implementation i s  not  rou t in ized  but  

i s  i n  f a c t  d i s r u p t i v e  o f  d a i l y  rou t ines ;  i n  developmental d i s t r i c t s  ' 

implementation is i n s t i t u t i o n a l i z e d ,  i t  is supported by e x i s t i n g  norms 

and s t r u c t u r e s .  

C l e a r l y  L y t t e f i e l d  c a n  be  desc r ibed  a s  a  maintenance d i s t r i c t .  

Because c e n t r a l  of f ice-school  l inkages  are weak, s y m b o l i c  compl iance  

and even  non-compliance a t  t h e  school l e v e l  e x i s t s .  A s  long a s  t h e  

sen io r  a d m i n i s t r a t o r s  do no t  become a c t i v e l y  involved i n  s c h o o l  l e v e l  

concerns, po l i cy  implementation w i l l  remain a mat ter  o f  chance. 



C h a ~ t e r  Summarv 

I n  t h i s  chapter  I examined t h e  r e l a t i o n s h i p  between t h e  c e n t r a l  

o f f i c e  and the  schools  i n  L y t t e f i e l d  through the  framework of  t h e  f i v e  

research  ques t ions ,  and concluded t h a t  t h e  e f f e c t i v e n e s s  o f  p o l i c y  

i m p l e m e n t a t i o n  d e p e n d s  p r i m a r i l y  on t h e  e x t e n t  t o  which s c h o o l  

p r e f e r e n c e s  and a c t i v i t i e s ,  and t h e  t h r u s t  o f  t h e  p o l i c y  t o  b e  

implemented, a r e  mutually supportive. This is enhanced by t h e  a c t i v e  

involvement of the  s e n i o r  admin i s t r a to r s  a t  the  school l e v e l .  This i s  

n o t  t h e  c a s e  i n  L y t t e f i e l d ,  where implementa t ion  i s  e s s e n t i a l l y  a  

matter  of chance. 



CHAPTER I X  

A SCHOOL-BASED MODEL OF POLICY 

IMPLEMENTATION I N  A SCHOOL DISTRICT 

I n  the  previous chap te r  I summarized t h e  s t u d y  f i n d i n g s  w i t h i n  

t h e  framework o f  t h e  f i v e  r e s e a r c h  ques t ions  and analysed them from 

the  perspect ive  of  c e n t r a l  of f ice-school  l inkages.  I n  t h i s  c h a p t e r  I 

f i r s t  a t t e m p t  t o  i n t e r p r e t  and exp la in  t h e  f ind ings  i n  terms of  each 

of the  th ree  concep tua l i za t ions  of pol icy  implementation d e s c r i b e d  i n  

t h e  second chapter.  Next I argue t h a t  the  cul tura l -evolut ionary  model 

is b e t t e r  a b l e  t o  account f o r  t h e  f i n d i n g s  than t h e  o t h e r  two, g i v e n  

t h a t  the  focus of the  study is implementation a c t i v i t i e s  a t  the  school 

l e v e l  and the  in f luence  o f  t h e  school  board and the  c e n t r a l  o f f i c e  on 

t h e s e  a c t i v i t i e s .  F i n a l l y  I propose a  model of policy implementation 

i n  a  school  d i s t r i c t  and a corresponding set of p ropos i t ions  t h a t  c a n  

b e  t e s t e d  by f u t u r e  research .  The proposed model is grounded i n  t h e  

da ta ,  and i t  i s  derived from the  cul tura l -evolut ionary  perspective.  

The Findinas  From Three P e r s ~ e c t i v e s  

The purpose of  t h i s  s e c t i o n  i s  t o  i n t e r p r e t  and expla in  the  study 

f i n d i n g s  from each of t h e  t h r e e  perspect ives  of pol icy  implementation 

described i n  Chapter 11. Each perspect ive  emphasizes d i f f e r e n t  a c t o r s  

and d i f f e r e n t  events ,  exp la ins  t h e  same da ta  d i f f e r e n t l y ,  and accounts  

f o r  some d a t a  i g n o r e d  o r  i n c o n s i s t e n t  w i t h  t h e  a s s u m p t i o n s  of t h e  

o the r  two. 



C l a s s i c a l  o r  Technolonical Perspect ive  

Several  f e a t u r e s  of t h e  implementation of  the  community r e l a t i o n s  

and t h e  e l e m e n t a r y  school  self-assessment p o l i c i e s  i n  L y t t e f i e l d  a r e  

c o n s i s t e n t  with the  c l a s s i c a l  o r  t e c h n o l o g i c a l  p e r s p e c t i v e .  These 

i n c l u d e  t h e  c e n t r a l  r o l e  of t h e  pol icy ,  t h e  assumptions of t h e  School 

Board members i n  p a r t i c u l a r  concerning a u t h o r i t a t i v e  r e l a t i o n s h i p s  i n  

t h e  d i s t r i c t ,  and t h e  implementation s t r a t e g i e s  employed by t h e  s e n i o r  

adminis t ra tors ,  

Tha t  t h e  change p r o c e s s  i s  t h o u g h t  by bo th  Board members and 

s e n i o r  a d m i n i s t r a t o r s  t o  b e  p o l i c y - d o m i n a t e d  r a t h e r  t h a n  

implementa t ion-dominated  i s  suggested by t h e  d ispropor t ionate  amount 

of time expended on developing t h e  pol icy  a s  opposed t o  p l a n n i n g  and 

m o n i t o r i n g  i t s  i m p l e m e n t a t i o n ,  For example, t h e  Board devoted many 

hours over a t h r e e  month period r e f i n i n g  t h e  d r a f t  o f  t h e  community 

r e l a t i o n s  p o l i c y ,  b u t  d i d  n o t  spend any time on considering how it 

should be implemented o r  what  s p e c i f i c  changes  would be  made as a 

r e s u l t  o f  t h e  policy. Furthermore, when t h e  Board perceived t h a t  t h e  ' 

schools  were r e l u c t a n t  t o  e s t a b l i s h  p a r e n t  a d v i s o r y  commi t t ees ,  i t s  

r e s p o n s e  w a s  t o  c r e a t e  a n o t h e r  p o l i c y  making t h e s e  commi t t ees  

mandatory. S imi la r ly ,  all e f f o r t s  c o n c e r n i n g  t h e  e l e m e n t a r y  s c h o o l  

s e l f - a s s e s s m e n t  p o l i c y  over a two-and-a-half year  period centered on 

d e v e l o p i n g  t h e  p o l i c y  and accompanying b o o k l e t s .  I n  f a c t ,  t h e  

S u p e r i n t e n d e n t  i n s t r u c t e d  t h e  s c h o o l s  t o  delay any self-assessment 

a c t i v i t i e s  u n t i l  t he  d i s t r i c t  po l i cy  and assessment i n s t r u m e n t s  were 



a v a i l a b l e .  These Board and s e n i o r  a d m i n i s t r a t o r  a c t i o n s  no t  only 

s u g g e s t  t h a t  t h e  p o l i c y  i t s e l f  is  t h e  f o c a l  p o i n t  o f  t h e  c h a n g e  

p r o c e s s ,  b u t  a l s o  t h a t  p o l i c y  making and pol icy  implementation a r e  

bounded and sequen t i a l  a c t i v i t i e s .  

The Board members were  e n t i r e l y  r e s p o n s i b l e  f o r  the  community 

r e l a t i o n s  p o l i c y ,  b u t  were n o t  i n v o l v e d  i n  t h e  development of t h e  

e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  p o l i c y  e x c e p t  i n  a p p r o v i n g  it. 

Regardless of t h e i r  r o l e  i n  the  development o f  t h e  p o l i c y ,  however, 

t h e y  p layed  a  v e r y  l i m i t e d  r o l e  i n  i t s  implementa t ion .  The Board 

members e x p e c t e d  t h e  S u p e r i n t e n d e n t  and h i s  s t a f f  t o  o v e r s e e  t h e  

implementation process, and they expected the  p r i n c i p a l s  and teachers ,  

as employees of the  Board, t o  comply wi th  the  policy.  When t h e  Board 

f e l t  t h a t  t h e  s c h o o l s  were n o t  implementing t h e  community r e l a t i o n s  

p o l i c y  as  i t  wished ,  i t  i n s t r u c t e d  t h e  S u p e r i n t e n d e n t  on s e v e r a l  

o c c a s i o n s  t o  make i t s  views known t o  t h e  schools ,  and f i n a l l y  passed 

a n o t h e r  more  s p e c i f i c  p o l i c y .  I n  l i k e  m a n n e r  t h e  s e n i o r  

a d m i n i s t r a t o r s  conveyed i n f o r m a t i o n  t o  t h e  p r i n c i p a l s ,  w i t h  t h e  / 

expecta t ion  t h a t  they would s e c u r e  t h e  compl iance  o f  t h e  t e a c h e r s .  

These Board and s e n i o r  admin i s t r a to r  a c t i o n s  suggest  a  b e l i e f  i n  the  

h i e r a r c h i c a l  s t r u c t u r e  o f  s c h o o l  d i s t r i c t  o r g a n i z a t i o n ,  and i n  a 

common value system between pol icy  makers and po l i cy  implementers. I n  

f a c t ,  s e n i o r  a d m i n i s t r a t o r s  f r e q u e n t l y  r e f e r  t o  a c o o p e r a t i v e  

p r i n c i p a l  a s  a " d i s t r i c t  mann. 

The sen io r  admin i s t r a to r s  introduced both t h e  community r e l a t i o n s  



and t h e  e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  p o l i c i e s  by d i s t r i b u t i n g  

c o p i e s  t o  t h e  p r i n c i p a l s  w i t h  a  r e q u e s t  t h a t  t h e y  c o n s i d e r  t h e  

i m p l i c a t i o n s  f o r  t h e i r  s c h o o l  w i t h  t h e  s t a f f .  I n  t h e  case of the  

former t h i s  was followed by a  workshop a t tended by t h e  p r i n c i p a l  and 

one  t e a c h e r  from e a c h  school. The senior  admin i s t r a to r s  had planned 

t o  h o l d  a workshop t o  e x p l a i n  t h e  l a t t e r ,  b e f o r e  t h e y  d e c i d e d  t o  

p o s t p o n e  implementa t ion  i n d e f i n i t e l y .  The Board, too,  has advocated 

t h e  use o f  workshops. When t h e  p r i n c i p a l s  were s low t o  e s t a b l i s h  

p a r e n t  a d v i s o r y  c o u n c i l s ,  even  a f t e r  t h e s e  had been mandated, the  

Board suggested t h a t  a  workshop be h e l d  t o  t r a i n  them f o r  t h e  t a s k .  

T h e s e  i m p l e m e n t a t i o n  s t r a t e g i e s  f i t  i n t o  t h e  r a t i o n a l - e m p i r i c a l  

c l a s s i f i c a t i o n ,  a n d  s u g g e s t  t h a t  t h e  B o a r d  a n d  t h e  s e n i o r  

a d m i n i s t r a t o r s  c o n s i d e r  p o l i c y  i m p l e m e n t a t i o n  t o  be e s s e n t i a l l y  a  

r a t i o n a l  and t echn ica l  process, a  matter  of providing t h e  implementers 

w i t h  t h e  a p p r o p r i a t e  i n f o r m a t i o n  and w i t h  t r a i n i n g  i n  the  required 

s k i l l s .  

The  c l a s s i c a l  o r  t e c h n o l o g i c a l  model,  t h e n ,  can  a c c o u n t  f o r  / 

c e r t a i n  a s p e c t s  of the  implementation of  the  community r e l a t i o n s  and 

e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  p o l i c i e s  i n  L y t t e f i e l d ,  inc luding 

t h e  heavy investment i n  ra t ional -empir ica l  implementa t ion  s t r a t e g i e s  

and t h e  assumption o f  an h i e r a r c h i c a l  s t r u c t u r e .  It a l s o  p r e d i c t s  the  

e x i s t e n c e  of  an e f f e c t i v e  monitoring system, but  t h i s  was no t  t h e  case  

i n  L y t t e f i e l d  -- t h e  Board had t o  r e l y  on t h e  s e l f - r e p o r t s  of the  

P r i n c i p a l s  t o  a s s e s s  progress i n  implementing the  community r e l a t i o n s  



policy. The model, however, does no t  dea l  with two i s s u e s  t h a t  proved 

impor tan t  t o  p o l i c y  implementa t ion  i n  L y t t e f i e l d .  The first was 

i n a b i l i t y  o f  t h e  Board t o  secure  compliance with t h e  pol icy  -- t h r e e  

years  a f t e r  parent  advisory counci ls  had been made mandatory twenty  

p e r c e n t  o f  t h e  s c h o o l s  s t i l l  d i d  n o t  have  one. The second was the  

l a c k  o f  r e l a t i o n s h i p  between p o l i c y  s p e c i f i c i t y  and i m p l e m e n t e r  

c o n c e p t u a l  c l a r i t y  -- few of  t h e  r e sponden t s  understood how parent  

advisory counc i l s  were supposed t o  work o r  what they were supposed t o  

accomplish. The o t h e r  two perspect ives  a r e  b e t t e r  a b l e  t o  account f o r  

these f indings .  

P o l i t i c a l  Perspect ive  

The o b j e c t i o n s  r a i s e d  by d i s t r i c t  employee g r o u p s  t o  t h e  

community r e l a t i o n s  and elementary s c h o o l  s e l f - a s s e s s m e n t  p o l i c i e s ,  

t h e i r  r e l a t i o n s h i p  wi th  the  Board and the  sen io r  adminis t ra tors ,  and 

t h e i r  d e s i r e  t o  b e  i n v o l v e d  i n  t h e  p o l i c y  making p r o c e s s  a r e  b e s t  

accounted f o r  by t h e  p o l i t i c a l  perspective.  

A l l  a c t o r s  i n  t h e  d i s t r i c t  resented what they considered t o  be an 

i n t r u s i o n  i n t o  t h e i r  domain, and they accused t h e  " in t rudersn  of being 

p o l i t i c a l l y  r a t h e r  than e d u c a t i o n a l l y  mot iva ted .  For  example,  t h e  

School  Board f e l t  t h a t  the  Ministry d i r e c t i v e  r e q u i r i n g  an elementary 

school self-assessment pol icy  was an infr ingement on l o c a l  autonomy, 

while the  Teachers Associat ion and many of t h e  respondents  looked upon 

it a s  an a t tempt  by t h e  Government t o  "score p o i n t s  w i t h  t h e  v o t e r s n  



a n d  t o  r e m o v e  some t e a c h e r s .  The p r i n c i p a l s  and t e a c h e r s  were  

r e l u c t a n t  t o  e s t a b l i s h  t h e  mandated parent  adv i so ry  c o u n c i l s  because  

( a )  t h i s  p o l i c y  d i c t a t e d  t h e  k ind of  r e l a t i o n s h i p  t h e  school  was t o  

have with t h e  community, and ( b )  i t  increased t h e  l i k e l i h o o d  of  pub l i c  

i n t e r f e r e n c e  i n  m a t t e r s  of p ro fess iona l  concern. They f e l t  t h a t  the  

Board crea ted  the  po l i cy  a s  a  vote-get t ing  device r a t h e r  t h a n  because  

of i ts value t o  t h e  educat ional  e n t e r p r i s e .  

These e x a m p l e s  o f  i m p l e m e n t e r  r e a c t i o n s  t o  t h e  p o l i c i e s  

d e m o n s t r a t e  t h a t  t h e i r  c o o p e r a t i o n  c a n n o t  be assumed and t h a t  the  

l e g a l  a u t h o r i t y  o f  t h e  p o l i c y  makers  i s  n o t  s u f f i c i e n t  t o  e n s u r e  

compliance. Negotiat ion and bargaining become important a c t i v i t i e s  i n  

the  implementation process. For example, many respondents  summarized 

t h e i r  c o n c e r n s  i n  t h e  form: "If they [ i .e . ,  t h e  Board o r  t h e  sen io r  

admin i s t r a to r s ]  want u s  t o  do , then t h e y  have  t o  g i v e  u s  

, where t h e  second blank was genera l ly  fewer teaching hours 

and more pay. S imi la r ly ,  the  c e n t r a l  o f f i c e  staff used  t h e  b u y - s e l l  

ana logy  when d e s c r i b i n g  pol icy  implementation -- they have t o  n s e l l *  ' 

schools  on t h e  i d e a  and t h e  s c h o o l s  have  t o  "buy i n t o w  t h e  i d e a  if 

i m p l e m e n t a t i o n  i s  t o  be s u c c e s s f u l .  The sen io r  a d m i n i s t r a t o r s  f e e l  

t h a t  they have l i t t l e  d i r e c t  in f luence  on what happens i n  t h e  schools ,  

t h a t  t h e y  have  t o  r e l y  on persuasion r a t h e r  than the  manipulat ion of  

sanct ions  and rewards. Their  commitment t o  p a r t i c i p a t i v e  d e c i s i o n -  

making a l s o  i n c l i n e s  them t o  favour persuasion. I n  t h e  implementation 

of the  community r e l a t i o n s  and t h e  elementary s c h o o l  s e l f - a s s e s s m e n t  



p o l i c i e s ,  workshops and P r i n c i p a l s 1  Meetings provided OPPortunit ies  

f o r  persuasion. 

T h e  s t u d y  f i n d i n g s  m o s t  c o n s i s t e n t  w i t h  t h e  p o l i t i c a l  

perspect ive ,  however, a r e  those concerning even t s  p r e c e d i n g  a d o p t i o n  

o f  t h e  p o l i c y  r a t h e r  t h a n  t h o s e  f o l l o w i n g  i t .  The involvement of 

implementers i n  pol icy  development is an  i s s u e  of p a r t i c u l a r  concern .  

The recent  h i s t o r y  of t h e  d i s t r i c t  he lps  t o  exp la in  t h i s .  

When the  c u r r e n t  S u p e r i n t e n d e n t  first came t o  L y t t e f i e l d ,  t h e  

r e l a t i o n s h i p  b e t w e e n  t h e  d i s t r i c t  and i t s  employee g r o u p s  was 

charac ter ized  by c o n f l i c t  and d i s t r u s t .  He and h i s  s t a f f  e s t a b l i s h e d  

a d i s t r i c t  decision-making s t r u c t u r e  t h a t  ensured p a r t i c i p a t i o n  of a l l  

employee groups i n  t h e  development o f  any p o l i c y  t h a t  would a f f e c t  

them,  a n d  t h e y  e n c o u r a g e d  p r i n c i p a l s  t o  i n v o l v e  t e a c h e r s .  i n  

school- level  decision-making. These measures were t a k e n  i n  o r d e r  t o  

r e d u c e  c o n f l i c t  and t o  i n c r e a s e  t r u s t  among d i s t r i c t  employees.  

P r i n c i p a l s ,  however, were n o t  i n c l u d e d  i n  t h e  development  of t h e  

community r e l a t i o n s  p o l i c y ,  and t h i s ,  according t o  t h e  respondents ,  ' 

was one of t h e  ma jo r  r e a s o n s  f o r  t h e i r  r e s i s t a n c e  t o  i t .  The 

e lementa ry  s c h o o l  s e l f - a s s e s s m e n t  p o l i c y ,  on t h e  o t h e r  hand,  was 

developed by a c o m m i t t e e  c o n s i s t i n g  o f  c e n t r a l  o f f i c e  s t a f f ,  

p r i n c i p a l s ,  and t e a c h e r s  s e l e c t e d  by t h e i r  r e s p e c t i v e  g r o u p s  t o  

r ep resen t  i t s  i n t e r e s t s .  This  was i n  keepgng with d i s t r i c t  norms f o r  

p a r t i c i p a t i v e  decision-making and f o r  democratic procedures. 

These pol icy  development processes assume t h a t  a l l  p a r t i c i p a n t s  
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a r e  o p e r a t i n g  w i t h i n  t h e  same genera l  value framework, t h a t  is, t h a t  

i t  is poss ib le  t o  a r r i v e  a t  a mutually s a t i s f a c t o r y  d e c i s i o n .  These 

a l s o  r e c o g n i z e  t h a t  e a c h  g r o u p  h a s  i t s  own s p e c i f i c  i n t e r e s t s  and 

goa l s  t h a t  it i s  t r y i n g  t o  p r o t e c t  and promote. The employee g r o u p s  

f i n d  i t  t o  t h e i r  a d v a n t a g e  t o  make t h e i r  concerns known during t h e  

policy development process i n s t e a d  of t r y i n g  t o  make changes a f t e r  t h e  

p o l i c y  h a s  been a d o p t e d ;  t h e  s e n i o r  admin i s t r a to r s  f i n d  i t  t o  t h e i r  

advantage t o  accommodate employee concerns during pol icy  making r a t h e r  

t h a n  d u r i n g  p o l i c y  implementation. This sugges ts  t h a t  t h e  processes 

of policy making and po l i cy  implementat ion a r e  c l o s e l y  i n t e r  twined ,  

with the  pol icy  r e s u l t i n g  from t h e  nego t i a t ions  and compromises of  t h e  

pol icy  makers and po l i cy  implementers. 

Nor do  t h e s e  a c t i v i t i e s  s t o p  once the  pol icy  has been adopted. 

For example,  when t h e  Board e x p r e s s e d  concern  a b o u t  s c h o o l - l e v e l  

implementa t ion  o f  t h e  community r e l a t i o n s  pol icy ,  a  s p e c i a l  al l -day 

P r i n c i p a l s  Meeting concluded t h a t  the  most important school cornmuni t y  

r e l a t i o n s  a c t i v i t y  i s  t h e  i n d i v i d u a l  parent- teacher  r e l a t i o n s h i p  and 

t h a t  the  b e s t  P. R. f o r  a  school  i s  a  happy c h i l d .  The i m p l i c a t i o n  

was t h a t  t h e  a c t i v i t i e s  suggested by t h e  Board (e.g., news le t t e r s  and 

p a r e n t  a d v i s o r y  c o u n c i l s )  would n o t  b e  a s  e f f e c t i v e  a s  t h o s e  t h e  

schools  were doing a l ready.  Also, t h e  p r i n c i p a l s  argued f o r ,  and won, 

more admin i s t r a t ive  time on t h e  b a s i s  o f  t h e  e x t r a  work demanded by 

i m p l e m e n t a t i o n  o f  t h e  elementary school  self-assessment policy,  even 

though i m p l e m e n t a t i o n  was pos tponed  i n d e f i n i t e l y .  Thus  p o l i c y  



implementa t ion  a p p e a r s  t o  be h i g h l y  p o l i t i c a l  and i n t e r a c t i v e  i n  

nature.  

The absence  o f  any s y s t e m a t i c  monitoring system i n  t h e  d i s t r i c t  

can be seen a s  the  r e s u l t  of  a  compromise between t h e  c e n t r a l  o f f i c e  

and t h e  p r i n c i p a l s :  t h e  c e n t r a l  o f f i c e  agrees  not  t o  i n t e r f e r e  i n  the  

school,  the  domain o f  t h e  p r i n c i p a l s ,  and t h e  p r i n c i p a l s  a g r e e  t o  

c o o p e r a t e  and  t o  s u p p o r t  d i s t r i c t  i n i t i a t i v e s .  O f  c o u r s e  t h e  

compliance of the  p r i n c i p a l s  is  o f t e n  more symbol ic  t h a n  r e a l ,  b u t  

t h e r e  a r e  n o n e  o f  t h e  s i g n s  o f  c o n f l i c t  a n d  d i s t r u s t  t h a t  

c h a r a c t e r i z e d  t h e  d i s t r i c t  l e s s  t h a n  a  d e c a d e  a g o .  T h i s  

i n t e r p r e t a t i o n  i s  s u p p o r t e d  by t h e  f a c t  t h a t  L y t t e f i e l d  p r i n c i p a l s  

value t h e i r  autonomy and &equently compare themselves favourably wi th  

t h e i r  c o l l e a g u e s  i n  o t h e r  d i s t r i c t s  i n  t h i s  r e spec t ,  i n  s p i t e  of the  

f a c t  t h a t  most budget, program, and t eacher  ass ignment  d e c i s i o n s  a r e  

made c e n t r a l l y .  It is  a l s o  s u p p o r t e d  by t h e  f a c t  t h a t  the  sen io r  

admin i s t r a to r s  a g r e e  t h a t  t h e y  would n e v e r  have  had a n  e l e m e n t a r y  

s c h o o l  s e l f - a s s e s s m e n t  p o l i c y  i f  i t  had n o t  been mandated by t h e  

Ministry,  nor a r e  they i n  a  hurry  t o  implement the  one they have. 

The p o l i t i c a l  model, then, can account f o r  c e r t a i n  a s p e c t s  of t h e  

i m p l e m e n t a t i o n  o f  t h e  community r e l a t i o n s  and e l e m e n t a r y  s c h o o l  

self-assessment p o l i c i e s  i n  L y t t e f i e l d ,  p a r t i c u l a r l y  t h e  a c t i v i t i e s  of 

groups of  a c t o r s  a t  the  d i s t r i c t  l e v e l ,  t h e i r  r e a s o n s  f o r  r e s i s t i n g  

t h e  p o l i c i e s ,  and t h e i r  d e s i r e  t o  c o n t r o l  the  pol icy  process  during 

both development and implementation. It f a i l s ,  however, t o  a c c o u n t  



f o r  t h e  cons ide rab le  v a r i a t i o n  among schools  i n  t h e  implementation of 

the  community r e l a t i o n s  po l i cy  and t h e  r e s i s t a n c e  t o  t h e  e l ementa ry  

school self-assessment pol icy ,  i n  s p i t e  of the  process by which i t  was 

developed. The t h i r d  perspect ive  is b e t t e r  a b l e  t o  a c c o u n t  f o r  t h e s e  

f indings .  

The a s p e c t s  of  t h e  implementation of  t h e  community r e l a t i o n s  and 

elementary school  self-assessment p o l i c i e s  b e s t  accoun ted  f o r  by t h e  

c u l t u r a l  o r  evolut ionary perspect ive  inc lude  t h e  r e s i s t a n c e  of school 

personnel t o  t h e s e  p o l i c i e s ,  t h e  s c h o o l - s p e c i f i c  n a t u r e  o f  p o l i c y  

i m p l e m e n t a t i o n ,  and  t h e  i n e f f e c t i v e n e s s  o f  d i s t r i c t  p o l i c y  

implementation s t r a t e g i e s .  

Implementer  c o o p e r a t i o n  i s  n o t  e n s u r e d  by t h e  involvement of 

r e p r e s e n t a t i v e s  o f  e m p l o y e e  g r o u p s  o n  t h e  p o l i c y  d e v e l o p m e n t  

commit t e e .  For  example,  p r i n c i p a l s  and. t eachers  still r e s i s t e d  the  

elementary school  self-assessment pol icy ,  i n  s p i t e  o f  t h e  e f f o r t s  o f  / 

t h e  committee t o  a n t i c i p a t e  t h e i r  concerns. Few of t h e  ob jec t ions  of 

t h e  respondents  t o  the  community r e l a t i o n s  and t h e  e l e m e n t a r y  s c h o o l  

s e l f - a s s e s s m e n t  p o l i c i e s  were b a s e d  o n  t h e i r  i n t r i n s i c  

c h a r a c t e r i s t i c s .  It was t h e i r  e f f e c t  on e s t a b l i s h e d  r e l a t i o n s h i p s  and 

p r o c e d u r e s ,  on  t h e  work e n v i r o n m e n t  o f  t h e  s c h o o l ,  t h a t  was 

c o n t r o v e r s i a l .  So,  f o r  example,  many r e s p o n d e n t s  c r i t i c i z e d  t h e  

p o l i c i e s  on t h e  grounds t h a t  implementation r e q u i r e s  cons iderable  time 



and o t h e r  resources  f o r  which no provis ions  have been made. Thus they 

saw p o l i c y  i m p l e m e n t a t i o n  a s  t a k i n g  time away from t e a c h i n g  a n d  

consequently they f e l t  i t  has a p o t e n t i a l l y  nega t ive  e f f e c t  on s tudent  

achievement. Some respondents  bel ieved t h a t  community r e l a t i o n s  and 

s c h o o l  s e l f - a s s e s s m e n t  a r e  n o t  t h e  r e s p o n s i b i l i t i e s  o f  t e a c h e r s ;  

o the r s ,  t h a t  schools  a r e  a l ready doing a good job i n  these  a r e a s .  I n  

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

increased t h e i r  r e s i s t a n c e  t o  them. Moreover,  t h e s e  two p o l . i c i e s  

c o n c e r n e d  t h e  implemente r s '  r e l a t i o n s h i p  w i t h  p a r e n t s  and o t h e r  

community members i n  one case ,  and with t h e i r  col leagues  i n  t h e  other .  

These a r e  m a t t e r s  a b o u t  which t h e  r e s p o n d e n t s  f e l t  deeply and had 

s t r o n g  o p i n i o n s .  The more t h e  p o l i c y  c h a l l e n g e d  o r  t h r e a t e n e d  

es tab l i shed  p a t t e r n s ,  t h e  g r e a t e r  t h e  r e s i s t a n c e  t o  it. 

These f i n d i n g s  s u g g e s t  t h a t  t h e  b e l i e f s  a n d  v a l u e s  o f  t h e  

i m p l e m e n t e r s  a r e  a n  i m p o r t a n t  f a c t o r  i n  p o l i c y  i m p l e m e n t a t i o n ,  

p a r t i c u l a r l y  whether o r  not  t h e  implementers p e r c e i v e  a need f o r  t h e  

p o l i c y  and whe the r  o r  n o t  t h e y  perce ive  a compa t ib i l i ty  between the  / 

assumptions of the  po l i cy  concerning t h e  imp1 emen t a  t i o n  env i ronment  

and t h e i r  own. It is n o t  j u s t  t h e  b e l i e f s  and va lues  of  implementers 

a s  i n d i v i d u a l s  t h a t  is important ,  however, but  t h e  d i f f e r e n c e s  between 

t h e  b e l i e f s  and values  o f  groups of a c t o r s  w i t h i n  t h e  d i s t r i c t .  

A l l  t h e  respondents  d i f f e r e n t i a t e d  themselves f rom o t h e r  g r o u p s  

o f  a c t o r s  i n  t h e  d i s t r i c t .  Board members expressed bewilderment a t  

t h e  r e s i s t a n c e  of the  schoo l s  t o  t h e i r  r e q u e s t s  and a he lpness  t o  make 



t h e  d e s i r e d  c h a n g e s  happen. The incumbent members s a i d  t h e y  had 

learned t h a t  change occurs  v e r y  s l o w l y ,  b u t  d i d  n o t  u n d e r s t a n d  why 

t h i s  had t o  be. The c e n t r a l  o f f i c e  s t a f f  described themselves a s  the  

men i n  t h e  middle, f e e l i n g  a commitment t o  both t h e  Board members and 

t h e  s c h o o l  p e r s o n n e l ,  and t r y i n g  t o  he lp  each understand t h e  o t h e r ' s  

perspective.  P r i n c i p a l s  and t e a c h e r s  e x p r e s s e d  r e s e n t m e n t  a t  t h e  

i n t e r f e r e n c e  o f  o t h e r s  and t h e  d i s r u p t i v e  e f f e c t  t h i s  had on t h e i r  

teaching. They could not  understand why o t h e r s  would not  l e t  them g e t  

on w i t h  t h e  job they were h i red  t o  do. These sentiments suggest  t h a t  

the  school  d i s t r i c t  does no t  r ep resen t  a  s i n g l e  cu l tu re .  Ins tead ,  the  

Board members, t h e  c e n t r a l  o f f i c e  s t a f f ,  and t h e  school  personnel 

a p p e a r  t o  b e l o n g  t o  d i f f e r e n t  s u b c u l t u r e s ,  a l l  l i n k e d  by t h e i r  

invo lvement  i n  e d u c a t i o n  b u t  s e p a r a t e d  by t h e i r  s p e c i f i c  g o a l s  and 

i n t e r e s t s .  

Nor c a n  a l l  s c h o o l  p e r s o n n e l  be  considered u n i t a r y  subculture.  

The f o u r  s c h o o l s  i n  t h e  s t u d y  had d i s t i n c t l y  d i f f e r e n t  community 

r e l a t i o n s  programs,  and the  d i v e r s i t y  and comprehensiveness of these  ' 

programs was r e l a t e d  t o  the  ex ten t  t o  which the  staff shared t h e  norms 

o f  c o l l e g i a l i t y  a n d  c o n t i n u o u s  improvement, t o  t h e  b a l a n c e  of  

school-oriented and classroom-oriented teachers  on t h e  s t a f f ,  and t o  

t h e  p r i n c i p a l ' s  l e a d e r s h i p  s t y l e .  I n  sum, each school appeared t o  be 

a separa te  subcul ture .  One of  t h e  r e a s o n s  f o r  t h e  r e l a t i v e  l a c k  of 

s u c c e s s  of p o l i c y  implementation e f f o r t s  i n  a school d i s t r i c t  may be 

because  t h e  Board and t h e  c e n t r a l  o f f i c e  s t a f f  t r e a t  t h e  s c h o o l  



p e r s o n n e l  a s  i f  they were indeed a  s i n g l e  subculture.  The L y t t e f i e l d  

sen io r  admin i s t r a to r s  f requent ly  described t h e  s c h o o l s  as " d i f f e r e n t  

b u t  e q u a l n ;  t h e  Board members e x p l a i n e d  t h a t  t h e  po l i cy  mandating 

parent  advisory  counc i l s  was i n t e n t i o n a l l y  vague s o  a s  t o  a l l o w  each 

s c h o o l  t o  e s t a b l i s h  a  c o u n c i l  s u i t e d  t o  its circumstances; and t h e  

elementary school  self-assessment committee was concerned  t h r o u g h o u t  

t h e i r  d e l i b e r a t i o n s  t h a t  the  policy be s u f f i c i e n t l y  f l e x i b l e  t o  permit 

s c h o o l s  t o  a d a p t  i t  t o  t h e i r  n e e d s .  T h e s e  a c t i o n s  i n d i c a t e  a  

r e c o g n i t i o n  o f  the  uniqueness of each school. Yet the  implementation 

s t r a t e g i e s  are d i r e c t e d  toward a l l  schools  e q u a l l y  and u n i f o r m l y ,  a s  

i f  i m p l e m e n t a t i o n  were  e x p e c t e d  t o  proceed along t h e  same paths  i n  

each. 

Another inadequacy  o f  t h e s e  implementation s t r a t e g i e s  i s  t h e i r  

f a i l u r e  t o  d i s t i n g u i s h  p o l i c y  s p e c i f i c i t y  f rom c o n c e p t u a l  c l a r i t y .  

The s c h o o l s  i n  t h e  s tudy t h a t  were developing t h e  most comprehensive 

and d i v e r s e  community r e l a t i o n s  programs were t h o s e  whose s t a f f s  

d i s c u s s e d  t h e  reasons  f o r  having,such a  program, its consistency with / 

t h e  s c h o o l  p h i l o s o p h y  and o t h e r  p r a c t i c e s ,  i t s  i m p l i c a t i o n s  f o r  

p r a c t i c e ,  and the  l i k e .  They were developing an  understanding of the  

purpose and meaning o f  community r e l a t i o n s  t h a t  a r o s e  f rom t h e i r  

a t t e m p t s  t o  implement p l a n s  and t h a t  was s p e c i f i c  t o  t h e i r  context.  
,' 

Similar ly  t h e  elementary school  self-assessment committee devoted most 

o f  i ts  t i m e  t r y i n g  t o  conceptual ize what was meant by self-assessment 

and what i ts purpose was. The a c t u a l  w r i t i n g  of t h e  p o l i c y  and t h e  



a s s e s s m e n t  i n s t r u m e n t s  t o o k  r e l a t i v e l y  l i t t l e  t i m e .  Both t h e s e  

examples demonstrate t h a t  developing conceptual c l a r i t y  i s  a d i f f i c u l t  

and time-consuming t a s k ,  b u t  t h a t  i t  i s  a n e c e s s a r y  component of  

meaningful po l i cy  implementation. 

The L y t t e f i e l d  s e n i o r  a d m i n i s t r a t o r s  u t i l i z e d  implementat ion 

s t r a t e g i e s  t h a t  disseminated information about the  pol icy  and provided 

t r a i n i n g  i n  s p e c i f i c  t a s k s  requi red  by t h e  pol icy  (e.g.,  how t o  write 

a newsle t ter  o r  how t o  organize  a parent  advisory c o u n c i l ) ,  b u t  t h a t  

i g n o r e d  t h e  i s s u e  o f  conceptual  c l a r i t y .  Furthermore, they were not  

invo lved  i n  i m p l e m e n t a t i o n  a t  t h e  s c h o o l  l e v e l  u n l e s s  t h e  s c h o o l  

r e q u e s t e d  some h e l p .  Thus t h e  s c h o o l s  were n o t  f o r c e d  t o  develop 

conceptual c l a r i t y  about  the  pol icy ,  and t h o s e  t h a t  d i d  r e c e i v e d  no 

feedback  about t h e  correspondence be tween t h e i r  conceptual iza t ion  and 

t h a t  of the  o r i g i n a t o r s  of t h e  pol icy .  Only i f  d i s t r i c t  s t a f f  work 

d i r e c t l y  w i t h  t h e  s c h o o l s ,  m o n i t o r i n g  t h e i r  implementat ion of t h e  

p o l i c y  b u t  r e c o g n i z i n g  t h e i r  need t o  a d a p t  t h e  p o l i c y  t o  t h e i r  

s p e c i f i c  c i r c u m s t a n c e s ,  i s  meaningful pol icy  implementation l i k e l y .  ' 

But t h i s  assumes  t r u s t  and a s e n s e  o f  common purpose  between t h e  

v a r i o u s  g r o u p s  o f  a c t o r s  i n  t h e  d i s t r i c t .  Such is not  t h e  case i n  

L y t t e f i e l d ,  s o  t h a t  d i v e r s i t y  i n  s c h o o l  p o l i c y  i m p l e m e n t a t i o n  is  

l a r g e l y  due  t o  c o o p t a t i o n  and symbol ic  compl iance  r a t h e r  t h a n  t o  

mutual adapta t ion .  



Summarv 

Each o f  t h e  t h r e e  p e r s p e c t i v e s  o f  p o l i c y  i m p l e m e n t a t i o n  

i l l u m i n a t e d  d i f f e r e n t  a s p e c t s  o f  t h e  f i n d i n g s .  The c l a s s i c a l  o r  

technological  pe r spec t ive  accounted f o r  the  d i sp ropor t iona te  amount of 

time and e f f o r t  inves ted  i n  pol icy  development a s  opposed t o  p o l i c y  

implementa t ion ,  and f o r  t h e  use of such implementation s t r a t e g i e s  a s  

the  dissemination o f  informat ion  and workshops. The p o l i t i c a l  model,  

on t h e  o t h e r  hand,  accounted f o r  t h e  r e s i s t a n c e  of d i s t r i c t  employee 

g r o u p s  t o  t h e  p o l i c i e s ,  t h e i r  r e l a t i o n s h i p  t o  t h e  Board a n d  t h e  

d i s t r i c t  a d m i n i s t r a t o r s ,  and t h e i r  d e s i r e  t o  c o n t r o l  t h e  p o l i c y  

process. F i n a l l y ,  t h e  c u l t u r a l  o r  evolut ionary  perspect ive  a c c o u n t e d  

f o r  t h e  schoo l - spec i f i c  n a t u r e  of community r e l a t i o n s  a c t i v i t i e s ,  t h e  

genera l  r e s i s t a n c e  of s c h o o l  p e r s o n n e l  t o  d i s t r i c t  p o l i c y ,  and t h e  

r e l a t i v e  i n e f f e c t i v e n e s s  o f  d i s t r i c t  implementation s t r a t e g i e s .  

Each perspect ive  a l s o  seemed t o  d e s c r i b e  p o l i c y  i m p l e m e n t a t i o n  

from the  point  o f  view o f  a d i f f e r e n t  s e t  of ac to r s .  The c l a s s i c a l  o r  

technological  pe r spec t ive  most c l o s e l y  resembled t h e  p r o c e s s  a s  s e e n  / 

by t h e  School Board members, o r  more accura te ly ,  a s  they seem t o  wish 

i t  would proceed. The p o l i t i c a l  perspect ive  corresponded t o  t h e  views 

o f  t h e  s e n i o r  a d m i n i s t r a t o r s  and t h e  d i s t r i c t  employee groups. The 

c u l t u r a l  o r  evolut ionary  pe r spec t ive  p a r a l l e l e d  t h e  p o i n t  of view of 

s c h o o l  s t a f f s .  A s  t h e  p u r p o s e  of t h i s  study is t o  desc r ibe  how t h e  

s c h o o l s  r e spond  t o  d i s t r i c t  p o l i c y  and how t h e i r  r e s p o n s e s  a r e  

i n f l u e n c e d  by t h e  B o a r d  a n d  s e n i o r  a d m i n i s t r a t o r s ,  t h e  t h i r d  



p e r s p e c t i v e  p r o v e d  t o  b e  t h e  mos t  a p p r o p r i a t e .  It g u i d e d  t h e  

development of the  data-based model of po l i cy  implementation described 

i n  the  next sec t ion .  

A Model of  Policy Implementation 

i n  a School D i s t r i c t  

V i e w i n g  t h e  f i n d i n g s  f r o m  t h e  t h r e e  p e r s p e c t i v e s  of 

implementation proved useful  i n  ga in ing a more complete and i n t e g r a t e d  

u n d e r s t a n d i n g  o f  t h e  p r o c e s s  o f  p o l i c y  implementa t ion  i n  a school 

d i s t r i c t .  It a l s o  h e l p e d  i n  t h e  f o r m u l a t i o n  o f  a model t h a t  i s  

grounded i n  t h e  d a t a .  The model can be summarized i n  t h e  form of a 

s e t  of proposi t ions  and c o r o l l a r i e s :  

PROP. 1 - The pol icy- in-prac t ice  is determined pr imar i ly  by 

school  p r a c t i c e s ,  t h a t  is, by what t h e  s c h o o l  

a c t u a l l y  does t o  implement the  policy. 

COR, 1 - Policy implementation is school-based and school- 

s p e c i f i c ,  

COR. 2 - Pol  i c y  i m p l e m e n t a t i o n  i s  context-dependent and 

time-dependent. 

COR. 3 - The change p r o c e s s  is  implementation-dominated 

PROP. 2 - 
r a t h e r  than policy-dominated. 

School p r a c t i c e s  a r e  inf luenced by the  policy-as- 

adopted,  t h a t  is, by t h e  a u t h o r i t a t i v e  p o l i c y  



statement. 

COR. 1 - The i n i t i a l  response of  t h e  school  t o  the  pol icy  

d e p e n d s  o n  t h e  p e r c e i v e d  c o n g r u e n c e  o r  

c o m p a t i b i l i t y  be tween t h e  s c h o o l  ' s v a l u e s  and 

b e l i e f s  and those espoused by the  policy. 

COR. 2 - I f  t h e  i n i t i a l  r e s p o n s e  i s  a c c e p t a n c e ,  t h e n  

i m p l e m e n t a t i o n  e f f o r t s  a r e  l i k e l y  t o  b e  

c h a r a c t e r i z e d  by c l a r i f i c a t i o n ,  which l eads  t o  

mutual adapta t ion .  

COR. 3' - If t h e  i n i t i a l  r e s p o n s e  i s  nonacceptance, then 

i m p l e m e n t a t i o n  e f f o r t s  a r e  l i k e l y  t o  b e  

charac ter ized  by r e i n t e r p r e t a t i o n ,  which l e a d s  t o  

s y m b o l i c  c o m p l i a n c e  o r  c o o p t a t i o n ,  o r  b y  

r e j e c t i o n ,  which l e a d s  t o  noncompliance. 

PROP. 3 - School p r a c t i c e s  are determined l a r g e l y  by school  

c h a r a c t e r i s t i c s .  

COR. 1 - The s t a f f  norms o f  c o l l e g i a l i t y  and continuous 

improvement &re  important  school  c h a r a c t e r i s t i c s .  

COR. 2 - The p r i n c i p a l ' s  l e a d e r s h i p  s t y l e  is an important 

school c h a r a c t e r i s t i c .  

COR. 3 - The p r e d o m i n a n t  t e a c h e r  e t h o s  ( i . e . ,  s c h o o l  

o r i e n t a t i o n  o r  c l a s s r o o m  o r i e n t a t i o n )  i s  an  

important school  c h a r a c t e r i s t i c .  

PROP. 4 - School p r a c t i c e s  are i n f l u e n c e d  b y  d i s t r i c t  



prac t i ces .  

COR. 1 - D i s t r i c t  admin i s t r a to r s  in f luence  school  p r a c t i c e  

d i r e c t l y  by t h e  i m p l e m e n t a t i o n  s t r a t e g i e s  t h e y  

u t i l i z e .  

COR. 2 - D i s t r i c t  admin i s t r a to r s  in f luence  school p r a c t i c e  

i n d i r e c t l y  through e s t a b l i s h e d  c e n t r a l  o f f i c e -  

school  l inkages.  

Figure 9-1 p r e s e n t s  a  schematic overview of t h e  model. 

B e f o r e  p r o c e e d i n g  w i t h  a n  e x p l a n a t i o n  o f  t h e  m o d e l ,  i t  i s  

n e c e s s a r y  t o  i d e n t i f y  two major  l i m i t a t i o n s .  F i r s t ,  t h e  model 

d e s c r i b e s  i m p l e m e n t a t i o n  o f  wha t  Berman ( 1 9 8 0 )  c a l l s  a d a p t i v e  

p o l i c i e s .  The p r o c e s s  might be d i f f e r e n t  f o r  programmed p o l i c i e s  -- 
i n  t h a t  case,  t h e  p o l i c y - a s - a d o p t e d  would p r o b a b l y  e x e r t  f a r  more 

i n f l u e n c e  on s c h o o l  p r a c t i c e s ,  and school c h a r a c t e r i s t i c s ,  f a r  l e s s .  

Second, some r e l a t i o n s h i p s  have been o m i t t e d  i n  t h e  i n t e r e s t s  of 

s i m p l i c i t y .  For  example,  t h e  model i s o l a t e s  t h e  process of pol icy  ' 

i m p l e m e n t a t i o n  from t h e  p r o c e s s e s  o f  p o l i c y  m a k i n g  a n d  p o l i c y  

e v a l u a t i o n ,  y e t  t h e r e  i s  e v i d e n c e  i n  t h e  f i n d i n g s  o f  t h e  i n t e r -  

connected nature  of these  th ree  processes. For example, t h e  t r u s t e e s  

i n f o r m a l l y  moni to red  t h e  i m p l e m e n t a t i o n  of t h e  community r e l a t i o n s  

pol icy  by the  schools ,  concluded t h a t  t h e  s c h o o l s  were  r e l u c t a n t  t o  

e s t a b l i s h  p a r e n t  a d v i s o r y  c o u n c i l s ,  and s o  made such  c o u n c i l s  

mandatory. With t h e s e  l i m i t a t i o n s  i n  mind, l e t  u s  consider  t h e  model 

i n  more d e t a i l .  
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p r o ~ o s i t i o n  L 

A c l e a r  d i s t i n c t i o n  must be made between pol icy  and p rac t i ce .  

The p o l i c y - a s - a d o p t e d  i s  d e f i n e d  by t h e  p o l i c y  s t a t e m e n t ,  and i t  

embodies d i s t r i c t  e x p e c t a t i o n s  f o r  school p r a c t i c e  with r e s p e c t  t o  a  

p a r t i c u l a r  i s s u e .  The pol icy- in-prac t ice  i s  defined by what a c t u a l l y  

occurs a t  t h e  school  l e v e l  i n  response t o  t h e  policy-as-adopted. Thus 

t h e  p o l i c y - i n - p r a c t i c e  i s  s c h o o l - b a s e d  and s c h o o l - s p e c i f i c ,  a n d  

d i v e r s i t y  r a t h e r  than uni formi ty  is t o  be expected. For example, each 

of the  four  s c h o o l s  i n  t h e  s t u d y  had a  v e r y  d i s t i n c t i v e  community 

r e l a t i o n s  pr'ogram, one  t h a t  b o r e  some r e l a t i o n s h i p  t o  t h e  p o l i c y  

s t a t e m e n t  ( t h a t  i s ,  t h e  p o l i c y - a s - a d o p t e d )  b u t  t h a t  c o u l d  n o t  b e  

p r e d i c t e d  from t h e  p o l i c y  s t a t e m e n t .  I n  o t h e r  words,  t h e  policy- 

as-adopted i s  not  a  p e r f e c t  guide  t o  the  policy-in-pract ice.  It maps 

out  the  a r e a  i n  a  genera l  way and s e t s  up expecta t ions  about what w i l l  

be found, but  t h e  t e r r a i n  cannot be f u l l y  known without  v i s i t i n g  it. 

Not o n l y  do s c h o o l s  d i f f e r  i n  implementation a c t i v i t i e s  a t  any 

one time, but  each s c h o o l t s  a c t i v i t i e s  develop o v e r  t i m e  i n  r e s p o n s e  / 

t o  c h a n g i n g  c i r c u m s t a n c e s .  F o r  example,  t h e  Thompson community 

a d v i s o r y  c o u n c i l  assumed g r e a t e r  r e s p o n s i b i l i t y  and e x e r t e d  more 

i n i t i a t i v e  a s  i t  d e v e l o p e d  se l f -conf idence  and awareness o f  what i t  

c o u l d  accompl i sh .  The p r i n c i p a l  and t h e  communi ty  c o o r d i n a t o r  

a d j u s t e d  t h e i r  l e a d e r s h i p  role c o r r e s p o n d i n g l y ,  and t h e  s taf f  is 

hav ing  t o  r e d e f i n e  i t s  r e l a t i o n s h i p  w i t h  t h e  c o u n c i l .  P o l i c y  

i m p l e m e n t a t i o n  is  e s s e n t i a l l y  an  adapt ive  response of t h e  school  t o  



both the  policy and t h e  context ,  and s o  is dynamic r a t h e r  than s t a t i c .  

The pol icy  may s t imula te  t h e  change p r o c e s s ,  b u t  i t  i s  what  happens  

d u r i n g  i m p l e m e n t a t i o n  t h a t  g i v e s  i t  character .  It i s  i n  t h i s  sense 

t h a t  t h e  change p r o c e s s  i s  implementa t ion-dominated  r a t h e r  t h a n  

policy-dominated. 

P r o ~ o s i t i o n  3 

Implementation is a  school-based and school-speci f ic  process,  but 

i t  i s  i n f l u e n c e d  by t h e  p o l i c y - a s - a d o p t e d ,  t h a t  i s ,  b y  t h e  

a u t h o r i t a t i v e  pol icy  statement.  For example, each of  t h e  schools  had 

a  d i s t i n c t i v e  community r e l a t i o n s  program, but they a l l  concerned t h e  

school s contac t  with t h e  .cornmuni t y  and they d id  sha re  common elements 

(e.g., w a r m ,  welcoming a tmosphere ;  w r i t t e n  communicat ions;  s c h o o l -  

i n i t i a t e d  contac ts ;  and t eacher - in i t i a t ed  con tac t s ) .  

The school t  s implementation a c t i v i t i e s ,  then ,  a r e  a  r e s p o n s e  t o  

t h e  p o l i c y  s t a t e m e n t ,  a r e s p o n s e  t h a t '  depends  p r i m a r i l y  on  t h e  

perceived congruence o r  compatibi l$ty between t h e  schoo l ' s  v a l u e s  and / 

b e l i e f s  and t h o s e  espoused  by t h e  p o l i c y .  I f  t h e r e  i s  p e r c e i v e d  

compat ib i l i ty ,  then the  s c h o o l t s  i n i t i a l  response i s  acceptance .  The 

t e a c h e r s  a t tempt  t o  understand the  meaning and purpose of t h e  pol icy ,  

and its opera t iona l  o b j e c t i v e s  f o r  t h e i r  p a r t i c u l a r  circumstances. I n  

o t h e r  words, i m p l e m e n t a t i o n  is  c h a r a c t e r i z e d  by c l a r i f i c a t i o n  and 

mutual adaptat ion.  The implementation e f f o r t s  o f  t h e  Thompson s t a f f  

and of t h e  r ecen t ly  t r a n s f e r r e d  teachers  a t  F rase r  with r e s p e c t  t o  t h e  



community r e l a t i o n s  pol icy  i l l u s t r a t e  these  processes. The a t tempts  

of t h e  e l e m e n t a r y  s c h o o l  s e l f - a s s e s s m e n t  c o m m i t t e e  t o  a c h i e v e  

c o n c e p t u a l  c l a r i t y  and t o  a d a p t  t h e  M i n i s t r y ' s  m a t e r i a l s  t o  l o c a l  

condi t ions  provide examples a t  t h e  d i s t r i c t  l e v e l .  

Conversely, i f  t h e  school perce ives  t h e  pol icy  values and b e l i e f s  

t o  b e  i n c o m p a t i b l e  w i t h  i t s  o w n ,  i t s  i n i t i a l  r e s p o n s e  i s  

nonacceptance .  The staff may then r e j e c t  the  policy on a v a r i e t y  of 

grounds  and s o  r e f u s e  t o  comply w i t h  i t .  The r e l u c t a n c e  of many 

s c h o o l s  t o  e s t a b l i s h  p a r e n t  a d v i s o r y  c o u n c i l s  i l l u s t r a t e s  

noncompliance. Another r e s p o n s e  t o  p e r c e i v e d  i n c o m p a t i b i l i t y ,  and 

p robab ly  a more common one ,  is  r e i n t e r p r e t a t i o n  of the  policy.  I n  

some cases  the  school  may address  t h e  l e t t e r  r a t h e r  than the  s p i r i t  of 

t h e  p o l i c y .  The Columbia p a r e n t  a d v i s o r y  council  exemplif ies  such 

symbolic compliance. The i n s i s t e n c e  o f  the  sen io r  admin i s t r a to r s  t h a t  

a l l  C i rcu la r  92 demands i s  t h e  es tabl i shment  of a  policy on elementary 

school self-assessment, no t  a c t u a l  engagement i n  the  process, t y p i f i e s  

symbol ic  compliance a t  t h e  d i s t r i c t  l e v e l .  I n  o the r  cases t h e  school  

may i n t e r p r e t  the  p o l i c y  i n  such a way t h a t  its es tab l i shed  p r a c t i c e s  

s a t i s f y  t h e  r e a u i r e m e n t s  o f  t h e  p o l i c y .  For example, t h e  Columbia 

s t a f f ,  and t h o s e  of F r a s e r  a n d  L y t t e f i e l d  u n d e r  t h e  p r e v i o u s  

a d m i n i s t r a t o r s ,  c o n c l u d e d ,  w i t h o u t  t h e  b e n e f i t  of  a c r i t i c a l  

assessment of t h e i r  p r a c t i c e s ,  t h a t  no c h a n g e s  were needed i n  t h e i r  

community r e l a t i o n s  programs a s  a  r e s u l t  of t h e  community r e l a t i o n s  

policy. That t h i s  view was shared by many o t h e r  s t a f f s  is  s u g g e s t e d  



by t h e  p r o c l a m a t i o n  o f  a P r i n c i p a l s t  Meeting held  a t  t h a t  time t h a t  

t h e  i n d i v i d u a l  p a r e n t - t e a c h e r  r e l a t i o n s h i p  i s  t h e  most i m p o r t a n t  

school community r e l a t i o n s  a c t i v i t y  and t h a t  a  happy c h i l d  i s  t h e  bes t  

P.R. T h i s  i s  a n  example o f  a  s o r t  o f  p a s s i v e  c o o p t a t i o n  o f  t h e  

p o l i c y .  The p r i n c i p a l s '  use of  t h e  elementary school  self-assessment 

pol icy  t o  ga in  more admin i s t r a t ive  time, even though t h e r e  i s  r e a s o n  

t o  b e l i e v e  t h a t  t h e y  have  l i t t l e  commitment t o  t h e  not ion  of s e l f -  

assessment, i s  an  example o f  a c t i v e  coopta t ion ,  

F igure  9-2 summarizes p ropos i t ion  2 i n  schematic form. 

P r o ~ o s i t i o n  3 

D i s t r i c t  p o l i c y  e i i c i t s  a r e s p o n s e  f r o m  t h e  s c h o o l ,  and 

cons t ra ins  the  subs tan t ive  nature  of  t h a t  response, So, f o r  example,  

t h e  d i s t r i c t  community r e l a t i o n s  p o l i c y  d i r e c t e d  t h e  s c h o o l s  t o  

consider  t h e  types  and frequency of  t h e i r  c o n t a c t s  w i t h  p a r e n t s  and 

o t h e r  community members. But s c h o o l s  d i f f e r  considerably i n  t h e i r  

implementation o f  a pol icy ,  and t h i s  depends t o  a l a r g e  e x t e n t  on such . 
schoo l -based  f a c t o r s  a s  t h e  p r i n c i p a l ' s  l eader sh ip  s t y l e ,  t h e  staff 

norms of c o l l e g i a l i t y  and continuous improvement, and the  o r i e n t  a t  i o n  

of  the  t eachers  t o  e i t h e r  the  school  o r  t h e  classroom. 

P r i n c i p a l s  in f luence  implementation first and f o r e m o s t  by t h e i r  

manner o f  i n t r o d u c i n g  i t  t o  t h e  s t a f f .  They a r e  the  s o l e  source of 

information abou t  t h e  p o l i c y  f o r  many o f  t h e  t e a c h e r s ,  and s o  are 

l a r g e l y  re spons ib le  f o r  t h e i r  a t t i t u d e  toward and understanding of it. 
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P r i n c i p a l s  a l s o  communicate t h e i r  degree of s u p p o r t . f o r  the  policy t o  

the  staff, which cues t h e  t eachers  a s  t o  t h e  amount of  a t t e n t i o n  t h e y  

s h o u l d  pay t o  i t .  For  example,  t h e  Thompson p r i n c i p a l  regarded the  

community r e l a t i o n s  pol icy  t o  be of  high p r i o r i t y ,  and he ensured t h a t  

t h e  t eachers  considered its impl ica t ions  f o r  both school  and classroom 

p r a c t i c e .  The Columbia p r i n c i p a l ,  on t h e  o t h e r  h a n d ,  b e l i e v e d  

( a )  t h a t  t h e  pol icy  was merely a  confirmation of  ongoing p r a c t i c e  and 

(b)  t h a t  t h e  r e l a t i o n s h i p  between parent  and t eachers  was t h e  concern  

of t h e  i n d i v i d u a l  t e a c h e r .  He t h e r e f o r e  d i d  n o t  i n i t i a t e  s t a f f  

d iscuss ion on. t h i s  topic .  

The way t h e  p r i n c i p a l s  h a n d l e  any p a r t i c u l a r  p o l i c y  is not  a 

u n c o n s t r a i n e d ,  b u t  i t  r e f l e c t s  g e n e r a l  s c h o o l  s t r u c t u r e s  a n d  

procedures f o r  problem-solving t h a t  a r e  embodied i n  the  s t a f f  norms of 

c o l l e g i a l i t y  and continuous improvement. S t a f f s  t h a t  a r e  c o l l e g i a l  

a n d  c o n c e r n e d  a b o u t  i m p r o v i n g  t h e i r  p r a c t i c e s  a r e  p r e p a r e d  t o  

understand t h e  purpose and meaning of  a  p&icy,  and i t s  o p e r a t i o n a l  

o b j e c t i v e s  f o r  t h e i r  p a r t i c u l a r  circumstances. The e x t e n t  t o  which a  / 

staff s h a r e s  t h e  norms o f  c o l l e g i a l i t y  and c o n t i n u o u s  improvement 

depends on  t h e  p r i n c i p a l ' s  b e l i e f  i n  them and h i s  o r  h e r  a t tempts  t o  

e s t a b l i s h  s t r u c t u r e s  and expec ta t ions  t h a t  encourage and support  t h e i r  

development.  The Thompson, F rase r ,  and L y t t e f i e l d  p r i n c i p a l s  be l ieve  

t h a t  s taff  c o l l a b o r a t i o n  i s  a n  e s s e n t i a l  component o f  s u c c e s s f u l  

s c h o o l  p rob lem-so lv ing ,  and t h e y  u t i l i z e  s t a f f  commit tees ,  s t a f f  

meetings, and p ro fess iona l  d a y s  t o  t h i s  end. These s t r u c t u r e s  a r e  



w e l l - e s t a b l i s h e d  a t  Thompson, which has managed t o  develop a d ive r se  

and comprehensive community r e l a t i o n s  program. The Columbia staff has 

a n  i n d i v i d u a l i s t i c  and f ragmenta ry  approach t o  problem-solving, and 

t he re  i s  l i t t l e  e v i d e n c e  o f  t h e  impac t  o f  t h e  community r e l a t i o n s  

policy a t  t h a t  school. 

The e x t e n t  t o  which t h e  s t a f f  sha res  t h e  norms o f  c o l l e g i a l i t y  

and continuous improvement a l s o  depends on t e a c h e r  e t h o s ,  T e a c h e r s  

who a r e  s c h o o l - o r i e n t e d  a r e  w i l l i n g  t o  c o l l a b o r a t e  w i t h  t h e i r  

col leagues t o  s o l v e  common problems and t o  improve s c h o o l  p r a c t i c e .  

M o r e o v e r ,  t h e y  a r e  r e c e p t i v e  t o  d i s t r i c t  and  s c h o o l  p o l i c y .  

Classroom-oriented t e a c h e r s ,  on t h e  o t h e r  hand,  p r e f e r  t o  work on 

t h e i r  own and on  c l a s s r o o m  concerns .  They a r e  n o t  r e c e p t i v e  t o  

d i s t r i c t  o r  school  policy.  I n  t h i s  study the  p r o p o r t i o n  o f  t e a c h e r s  

on t h e  s taf f  who were  school-oriented was r e l a t e d  both t o  t h e  ex ten t  

t o  which t h e  s t a f f  shared t h e  norms o f  c o l l e g i a l i t y  and c o n t i n u o u s  

improvement and t o  t h e  d i v e r s i t y  and comprehensiveness of  t h e  school ' s  

community r e l a t i o n s  program. 

P r o ~ o s i t i o n  4 

A s  important  as school-based f a c t o r s  a r e  t o  t h e  process  of pol icy  

implementation, d i s t r i c t  p r a c t i c e s  do e x e r t  a n  i n f l u e n c e  as well. 

S e n i o r  a d m i n i s t r a t o r s  have  a d i r e c t  e f f e c t  on school implementation 

a c t i v i t i e s  through t h e  implementation s t r a t e g i e s  t h e y  u t i l i z e ,  The 

more t h e s e  s t r a t e g i e s  encourage c l a r i f i c a t i o n  and mutual adapta t ion ,  



t h e  more  s u c c e s s f u l  i m p l e m e n t a t i o n  is. The L y t t e f i e l d  s e n i o r  

a d m i n i s t r a t o r s  r e l i e d  p r i m a r i l y  on d i s t r i b u t i o n  o f  c o p i e s  o f  t h e  

p o l i c y  and a workshop f o r  two represen ta t ives  from each school  as a 

means o f  g u i d i n g  s c h o o l  i m p l e m e n t a t i o n  a c t i v i t i e s .  W h i l e  t h e s e  

s t r a t e g i e s  d i d  p r o v i d e  i n f o r m a t i o n  and t r a i n i n g  i n  s p e c i f i c  s k i l l s ,  

they d id  no t  he lp  the  school  personnel t o  develop an unders t and ing  of 

the  meaning and purpose of  t h e  pol icy  nor t o  consider i ts impl ica t ions  

f o r  p rac t i ce .  The s e n i o r  admin i s t r a to r s  were very w i l l i n g  t o  meet the  

r e q u e s t s  o f  s c h o o l s  f o r  h e l p ,  b u t  t h e y  d i d  n o t  m o n i t o r  w h a t - w a s  

happening a t  the  school  l e v e l  nor d id  they become a c t i v e l y  involved i n  

s c h o o l  i m p l e m e n t a t i o n  a c t i v i t i e s .  Consequently, t h e  schools  could 

implement t h e  pol icy  o r  not  a s  they wished, and even schoo l s  t h a t  d i d  

make s i n c e r e  e f f o r t s  t o  implement t h e  policy received no feedback on 

t h e  d e g r e e  o f  c o r r e s p o n d e n c e  between t h e i r  i n t e r p r e t a t i o n s  a n d  

p r a c t i c e s  and those intended by t h e  pol icy  o r ig ina to r s .  The tendency 

of Board and d i s t r i c t  community r e l a t i o n s  a c t i v i t i e s  t o  f a v o u r  p u b l i c  

r e l a t i o n s  o v e r  p u b l i c  invo lvement  and t h e  provis ion  of  information / 

o v e r  s e e k i n g  i n p u t  may h a v e  i n f l u e n c e d  s c h o o l  i m p l e m e n t a t i o n  

a c t i v i t i e s  more than d id  t h e  d i s t r i c t  implementation s t r a t e g i e s .  

The r e l a t i o n s h i p  between t h e  s e n i o r  a d m i n i s t r a t o r s  and s c h o o l  

p e r s o n n e l  d u r i n g  p o l i c y  i m p l e m e n t a t i o n  i s  a r e f l e c t i o n  of genera l  

c e n t r a l  off ice-school  l inkages .  If t h e r e  is a sense of common purpose 

which emphasizes t h e  d e l i v e r y  of s e r v i c e ,  and if sen io r  admin i s t r a to r s  

encourage schools  t o  be adapt ive  while providing them wi th  appropr ia t e  



feedback, then s t r u c t u r e s  and procedures t h a t  f a c i l i t a t e  c l a r i f i c a t i o n  

and mutual adap ta t ion  a r e  already i n  place. Policy implementat ion i s  

p a r t  of ongoing d a i l y  l i f e  i n  the  d i s t r i c t  r a t h e r  than a d i s rup t ion  of 

rout ines .  Such was not  the  case i n  L y t t e f i e l d ,  which resembled  t h e  

maintenance d i s t r i c t s  described by Berman and McLaughlin (1979). 

C h a ~ t e r  Summarv 

E a c h  o f  t h e  t h r e e  m a j o r  c o n c e p t u a l i z a t i o n s  o f  p o l i c y  

implementation i l l u m i n a t e d  d i f f e r e n t  a s p e c t s  o f  t h e  f i n d i n g s ,  and 

d e s c r i b e d  p o l  i c y  implementa t ion  from the  perspect ive  of a d i f f e r e n t  

s e t  o f  a c t o r s .  The c l a s s i c a l  o r  t e c h n o l o g i c a l  m o d e l ,  w h i c h  

corresponded t o  the  perspect ive  of the  School Board members, accounted 

f o r  t h e  emphasis  on p o l i c y  d e v e l o p m e n t  r a t h e r  t h a n  on  p o l i c y  

implementa t ion  and f o r  t h e  use  of ra t ional -empir ica l  implementation 

s t r a t e g i e s .  The p o l i t i c a l  m o d e l ,  w h i c h  c o r r e s p o n d e d  t o  t h e  

perspect ive  of  the  sen io r  adminis t ra tors  and d i s t r i c t  employee groups, 

explained t h e  r e s i s t a n c e  of d i s t r i c t  employee g r o u p s  t o  t h e  p o l i c y ,  / 

t h e i r  r e l a t i o n s h i p  t o  the  Board and senior  adminis t ra tors ,  and t h e i r  

d e s i r e  t o  con t ro l  the  pol icy  process. The c u l t u r a l  o r  e v o l u t i o n a r y  

model,  which corresponded t o  the  perspective of t h e  school ,  accounted 

f o r  t h e  s c h o o l  d i f f e r e n c e s  i n  p o l i c y  implementa t ion ,  t h e  g e n e r a l  

r e s i s t a n c e  o f  s c h o o l  p e r s o n n e l  t o  d i s t r i c t  policy,  and the  r e l a t i v e  

i n e f f e c t i v e n e s s  of d i s t r i c t  implementation s t r a t e g i e s .  

A da ta -based  model of policy implementation i n  a school d i s t r i c t  



was d e r i v e d  f rom t h e  t h i r d  pe r spec t ive .  E s s e n t i a l l y  i t  argues t h a t  

the  pol icy  statement ( i . e . ,  the  policy-as-adopted) and school  p r a c t i c e  

with r e spec t  t o  t h e  pol icy  ( i .e. ,  the  policy-in-pract ice)  a r e  d i s t i n c t  

b u t  i n t e r r e l a t e d  e n t i t i e s .  The p o l i c y  s t a t e m e n t  d o e s  e l i c i t  a  

response from t h e  schools  and i t  does cons t ra in  the  subs tan t ive  nature  

of t h e i r  r e s p o n s e ,  b u t  schoo l -based  f a c t o r s  a s  t h e  p r i n c i p a l ' s  

l eader sh ip  s t y l e ,  t h e  o r i e n t a t i o n  of t h e  teachers,  and s t a f f  norms a r e  

t h e  most i m p o r t a n t  d e t e r m i n a n t s  o f  s c h o o l  p r a c t i c e .  The s e n i o r  

a d m i n i s t r a t o r s  i n f l u e n c e  s c h o o l  implementation a c t i v i t i e s  d i r e c t l y ,  

through the  implementation s t r a t e g i e s  t h e y  u t i l i z e ,  and i n d i r e c t l y ,  

th rough  t h e  c e n t r a l  o f f i c e - s c h o o l  l i n k a g e s  t h e y  e s t a b l i s h .  These 

l inkages  determine the  s t a t e  of preparedness of the  schools  f o r  pol icy  

implementa t ion ,  and thus  whether pol icy  implementation is an i n t e g r a l  

p a r t  of school  l i f e  o r  a  d i s r u p t i o n  of its rout ines .  



APPENDIX A 

I n t r o d u c t o r y  Materials Mailed 
t o  P a r t i c i p a n t s  



A1 . L e t t e r  t o  Central. Office S t a f f  

Dear 

A s  p a r t  o f  my g r a d u a t e  work i n  e d u c a t i o n  a t  Simon F r a s e r  
U n i v e r s i t y ,  I am i n v e s t i g a t i n g  p o l i c y  implementa t ion  i n  a  s c h o o l  
d i s t r i c t .  L y t t e f i e l d  School D i s t r i c t  is cooperating by permi t t ing  me 
t o  conduct the  research  p r o j e c t  the re ,  and its p o l i c i e s  on e l e m e n t a r y  
s c h o o l  s e l f - a s s e s s m e n t  and on p u b l i c  i n f o r m a t i o n  and community 
r e l a t i o n s  a r e  t h e  two p o l i c i e s  s e l e c t e d  f o r  s t u d y .  A s  you  a r e  
i n v o l v e d  i n  t h e  implementation of these  p o l i c i e s  and thus  can provide 
f i r s thand  information about them, I would l i k e  you t o  be a  p a r t i c i p a n t  
i n  t h i s  research  p ro jec t .  

Please read the  a t t ached  document, which descr ibes  i n  more d e t a i l  
t he  purpose of the  study and the  nature  of your involvement i n  it. If 
you a g r e e  t o  p a r t i c i p a t e ,  p l e a s e  s i g n  t h e  enclosed consent form. I 
w i l l  contac t  you i n  the  near  f u t u r e  t o  answer any q u e s t i o n s  you may 
have  a b o u t  t h e  p r o j e c t  and t o  ar range  a  time and place f o r  our first 
meet ing .  You can  r e t u r n  t h e  s i g n e d  c o n s e n t  f o r m  t o  me a t  t h a t  
meeting. 

Thank you f o r  your cooperation. 

S incere ly ,  

Linda LaRocque 

Encl s . 



A2. L e t t e r  t o  ESSA Committee Members 

Dear 

A s  p a r t  o f  my g r a d u a t e  work a t  Simon F r a s e r  U n i v e r s i t y ,  I am 
i n v e s t i g a t i n g  pol icy  implementation i n  a school d i s t r i c t .  Ly t t e f i e l d  
S c h o o l  D i s t r i c t  i s  c o o p e r a t i n g  by p e r m i t t i n g  me t o  conduc t  t h e  
r e s e a r c h  p r o j e c t  t h e r e ,  a n d  i t s  p o l i c y  o n  e l e m e n t a r y  s c h o o l  
self-assessment is  one o f  the  p o l i c i e s  se lec ted  f o r  study. As you a r e  
involved i n  the  implementation o f  t h i s  p o l i c y  and t h u s  can  p r o v i d e  
f i r s t h a n d  i n f o r m a t i o n  about it ,  I would l i k e  you t o  be a p a r t i c i p a n t  
i n  t h i s  research  p ro jec t .  

Please read t h e  a t tached document, which descr ibes  i n  more d e t a i l  
t he  purpose of the  study and t h e  nature  of your involvement i n  it. If 
you a g r e e  t o  p a r t i c i p a t e ,  p l e a s e  s i g n  the  enclosed consent form. I 
w i l l  contac t  you i n  the  near  f u t u r e  t o  answer any q u e s t i o n s  you may 
have abou t  t h e  p r o j e c t  and t o  ar range  a time and place f o r  our first 
meet ing .  You can  r e t u r n  t h e  s i g n e d  c o n s e n t  f o r m  t o  me a t  t h a t  
meeting. 

Thank you f o r  your cooperation. 

S incere ly ,  

Linda LaRocque 

Encls. 



A3. L e t t e r  t o  School Trustees 

Dear 

A s  p a r t  o f  my g r a d u a t e  work i n  e d u c a t i o n  a t  Simon F r a s e r  
U n i v e r s i t y ,  I am i n v e s t i g a t i n g  p o l i c y  i m p l e m e n t a t i o n  i n  a s c h o o l  
d i s t r i c t .  L y t t e f i e l d  School District has cooperated by permi t t ing  m e  
t o  conduct t h e  r e s e a r c h  p r o j e c t  t h e r e .  You may remember t h a t  D r .  
A u s t i n  i n t r o d u c e d  me t o  t h e  Board l a s t  sp r ing ,  saying a t  t h a t  t i m e  
t h a t  I hoped t o  be  a b l e  t o  t a l k  t o  t h e  Board members a b o u t  p o l i c y  
implementation a t  the  end of  t h e  study. 

I am now working on the  f i n a l  r e p o r t ,  and I would a p p r e c i a t e  t h e  
o p p o r t u n i t y  t o  d i s c u s s  p o l i c y  i m p l e m e n t a t i o n  w i t h  you from t h e  
perspect ive  of t h e  Trustee. The in te rv iew w i l l  probably r e q u i r e  about 
an hour of your time. 

Please  read the  a t tached document, which desc r ibes  i n  more d e t a i l  
t he  purpose o f  the  study and the  c o l l e c t i o n  and u s e  o f  t h e  d a t a .  If 
you a r e  w i l l i n g  t o  p a r t i c i p a t e  i n  t h e  i n t e r v i e w ,  p l e a s e  s i g n  t h e  
enclosed consent form. I w i l l  t e l e p h o n e  you i n  t h e  n e a r  f u t u r e  t o  
a r r a n g e  t h e  t ime  and p l a c e  o f  t h e  i n t e r v i e w .  You can  r e t u r n  the  
signed consent form t o  me when we meet. 

Thank you f o r  your cooperation. 

S incere ly ,  

Linda LaRocque 

Encl. 



A4.  L e t t e r  t o  P r i n c i p a l s  & Teachers 

Dear 

A s  p a r t  o f  my g r a d u a t e  work i n  e d u c a t i o n  a t  Simon F r a s e r  
U n i v e r s i t y ,  I am i n v e s t i g a t i n g  p o l i c y  i m p l e m e n t a t i o n  i n  a s c h o o l  
d i s t r i c t .  I am p a r t i c u l a r l y  i n t e r e s t e d  i n  descr ib ing t h i s  process 
from the  perspective of the  teacher ,  who is, i n  most cases ,  the  pol icy  
implementer. 

L y t t e f i e l d  School  D i s t r i c t  i s  c o o p e r a t i n g  by permi t t ing  me t o  
conduct the  research  p r o j e c t  here. Your p r i n c i p a l  may have  t o l d  you 
t h a t  I would  b e  a s k i n g  some o f  t h e  t e a c h e r s  a t  t h i s  s c h o o l  t o  
p a r t i c i p a t e  i n  t h e  s t u d y .  T h i s  would i n v o l v e  mee t ing  w i t h  me f o r  
about ha l f  an hour t o  d i scuss  t h e  t eacher ' s  r o l e  i n  the  implementation 
of t h e  D i s t r i c t ' s  community r e l a t i o n s  p o l i c y ,  w i t h  p e r h a p s  a b r i e f  
s u b s e q u e n t  mee t ing  t o  v e r i f y  t h e  f i n d i n g s  and t o  r e a c t  t o  t h e  i n t e r -  
p re ta t ions .  I would a l s o  l i k e  t o  d i s c u s s  t h e  proposed e l e m e n t a r y  
s c h o o l  s e l f - a s s e s s m e n t  p o l i c y  w i t h  t h o s e  who t e a c h  i n  e lementary  
schools. 

P l e a s e  r e a d  t h e  enc losed  document, which desc r ibes  the  study i n  
more d e t a i l ,  and t h e  c o n s e n t  form,  which o u t l i n e s  t h e  r i g h t s  o f  
p a r t i c i p a n t s .  I w i l l  be telephoning you i n  t h e  near  f u t u r e  t o  answer 
any  q u e s t i o n s  you may have  a b o u t  t h e  p r o j e c t  a n d  t o  a r r a n g e  a 
c o n v e n i e n t  t i m e  a n d  p l a c e  f o r  u s  t o  meet. I f  you a g r e e  t o  
p a r t i c i p a t e ,  you c a n  r e t u r n  t h e  s i g n e d  c o n s e n t  form t o  me a t  t h a t  
meeting. 

Thank you f o r  your cooperation. 

S incere ly ,  

Linda LaRocque 

Encls . 



A5. Study Descr ip t ion  

A STUDY OF POLICY IMPLEMENTATION 

I N  A SCHOOL DISTRICT 

Linda LaRocque, Ph.D. Candidate 

Facul ty  of  Education, Simon Frase r  Univers i ty  

PROBLEM STATEMENT & RATIONALE 

Recent  r e s e a r c h  s u g g e s t s  t h a t  p o l i c y  implementation is a  more 
complex process than i t  was o r i g i n a l l y  t h o u g h t  t o  be ,  and t h a t  t h e  
a c t i v i t i e s  o f  p o l i c y  implementers have an important impact on pol icy  
outcomes. The purpose of t h i s  s tudy,  then,  i s  t o  desc r ibe  and expla in  
t h e  p r o c e s s  o f  p o l i c y  i m p l e m e n t a t i o n  i n  a  school d i s t r i c t ,  a s  seen 
from the  pe r spec t ives  of t h e  va r ious  p a r t i c i p a n t s .  The two p o l i c i e s  
s e l e c t e d  f o r  s t u d y  a r e :  t h e  elementary school  self-assessment policy 
and the  pol icy  on pub l i c  information and community r e l a t i o n s .  

The f i n d i n g s  of t h i s  s tudy w i l l  c o n t r i b u t e  t o  theory through the  
development o f  a  model of pol icy  implementation which i d e n t i f i e s  t h e  
s i g n i f i c a n t  v a r i a b l e s  and d e s c r i b e s  t h e i r  i n t e r r e l a t i o n s h i p s .  This 
model w i l l  a l s o  be of  va lue  t o  p r a c t i t i o n e r s  who must p l a n  f o r  and 
d i r e c t  the  pol icy  implementation process. 

.DATA COLLECTION 

1. purpose 

The p u r p o s e  i s  t o  c o l l e c t  d e t a i l e d  i n f o r m a t i o n  abou t  t h e  
implementation o f  t h e  two p o l i c i e s  under  s t u d y ;  f o r  example,  what 
problems o r  i s s u e s  a r o s e  and how d i d  they a r i s e ;  what dec i s ions  were 
made and why; who was involved and i n  what way; and the  l i k e .  

2. p a r t i c i p a n t s  

P a r t i c i p a n t s  inc lude  school board members, c e n t r a l  o f f i c e  staff, 
p r i n c i p a l s ,  t eachers ,  and, i n  the  case  of  the  second pol icy ,  p a r e n t s .  
I n t e r v i e w s  and observat ions  w i l l  be scheduled i n  advance, a t  mutually 
convenient times. 



3.  i n t e rv iews  

The major d a t a  c o l l e c t i n g  method is interviewing.  P r i n c i p a l s  and 
teachers  a t  each o f  t h e  p a r t i c i p a t i n g  s c h o o l s  w i l l  be  i n t e r v i e w e d  
t w i c e ,  o n c e  a t  t h e  beginning of t h e  study and once again  towards the  
end. Throughout t h e  period of  da ta  c o l l e c t i o n ,  however, t h e r e  w i l l  be 
b r i e f  i n f o r m a l  e n c o u n t e r s  i n  which t h e  p a r t i c i p a n t s  w i l l  be asked 
ques t ions  a r i s i n g  from the  o b s e r v a t i o n s  and from o t h e r  i n t e r v i e w s .  
School  board  members, c e n t r a l  o f f i c e  staff, and p a r e n t s  w i l l  probably 
be interviewed only once, towards the  end o f  the  study. 

4. observat ions  

A s e c o n d a r y  d a t a  c o l l e c t i o n  method is observation.  Observations 
w i l l  t a k e  p l a c e  a t  board  m e e t i n g s ,  a t  m e e t i n g s  d u r i n g  w h i c h  t h e  
p o l i c i e s  and t h e i r  implementation a r e  discussed,  and on occasions when 
p a r t i c i p a n t s  a r e  a c t u a l l y  implementing the  p o l i c i e s .  The purpose  o f  
t h e s e  o b s e r y a t i o n s  i s  t o  g a t h e r  i n f o r m a t i o n  no t  r e a d i l y  access ib le  
through in te rv iewing  and t o  v a l i d a t e  the  in terview data .  

5. o the r  c o l l e c t i o n  methods 

Document a n a l y s i s  a& poss ib ly  ques t ionna i res  w i l l  a l s o  be used. 

6 .  dura t ion  

Data w i l l  be c o l l e c t e d  from February, 1982 t o  Ju ly ,  1982. It may 
be necessary t o  t a l k  t o  some of the  p a r t i c i p a n t s  d u r i n g  t h e  f a l l  of 
1982, however,  i n  o r d e r  t o  c l a r i o  some points ,  f i l l  i n  gaps i n  the  
information,  e t c .  

ETHICAL CONSIDERATIONS 

The fo l lowing cond i t ions  w i l l  be observed: 

1. p a r t i c i p a t i o n  is voluntary  and p a r t i c i p a n t s  must s i g n  a 
consent  form i n d i c a t i n g  they understand t h e  p u r p o s e  o f  
t h e  s tudy  and what t h e i r  involvement e n t a i l s ;  

2. p a r t i c i p a t i o n  may be withdrawn, p a r t i a l l y  o r  f u l l y ,  a t  
any t i m e ;  

3 .  t h e  c o n f i d e n t i a l i t y  o f  p e r s o n a l  i n f o r m a t i o n  w i l l  be 
p r o t e c t e d ,  b o t h  d u r i n g  t h e  s t u d y  a n d  a f t e r  i t s  
completion; 



ETHICAL CONSIDERATIONS (Continued) 

4, no d a t a  which may jeopardize a person's  p o s i t i o n  i n  t h e  
d i s t r i c t  w i l l  be used; 

5. t h e  c e n t r a l  o f f i c e  and p a r t i c i p a t i n g  schools  w i l l  be 
p r o v i d e d  w i t h  a copy o f  t h e  summary r e p o r t  o f  t h e  
s tudy,  upon its completion. 

Simon F r a s e r  U n i v e r s i t y  s u b s c r i b e s  t o  t h e  e t h i c a l  conduct of 
research  and t o  the  p ro tec t ion  a t  a l l  t imes of t h e  i n t e r e s t s ,  comfort, 
and s a f e t y  o f  t h e  p a r t i c i p a n t s .  This form and t h e  a t t ached  document 
a r e  given t o  you f o r  your p ro tec t ion ,  s o  t h a t  you may f u l l y  understand 
the  procedures involved. , Your s igna tu re  on t h i s  form w i l l  ensure t h a t  
you have received a l l  information necessary t o  g i v e  a t r u l y  in fo rmed  
consent t o  your p a r t i c i p a t i o n  i n  t h i s  study, 

A6. CONSENT FORM 

Having been asked  by Linda LaRocque of t h e  Facul ty  of  Education 
a t  Simon Frase r  Universi ty t o  p a r t i c i p a t e  i n  a r e s e a r c h  p r o j e c t ,  I 
have r e a d  t h e  p rocedures  spec i f i ed  i n  the  document e n t i t l e d  "A s tudy 
of policy implementation i n  a school  d i s t r i c t . "  

I u n d e r s t a n d  t h e  procedures t o  be used i n  t h i s  p r o j e c t  and what 
my involvement e n t a i l s .  

I u n d e r s t a n d  t h a t  my p a r t i c i p a t i o n  is voluntary  and t h a t  it may 
be  withdrawn a t  any time a t  my r e q u e s t ,  a n d  t h a t  a l l  p e r s o n a l  
information is conf iden t i a l .  

I a l s o  understand t h a t  I may r e g i s t e r  any complaint t h a t  I might 
have about the  s tudy w i t h  Linda  LaRocque o r  w i t h  D r .  J a a p  Tuinman, 
D i r e c t o r  o f  G r a d u a t e  Programs,  F a c u l t y  o f  E d u c a t i o n ,  Simon Frase r  
University. 

A copy o f  t h e  r e s u l t s  of  the  study w i l l  be made a v a i l a b l e ,  upon 
its completion, t o  t h e  c e n t r a l  o f f i c e  and t o  each of  t h e  p a r t i c i p a t i n g  
schools. 

I a g r e e  t o  p a r t i c i p a t e  i n  t h e  i n t e r v i e w s  and o b s e r v a t i o n s  a s  
d e s c r i b e d  i n  t h e  document s t i p u l a t e d  a b o v e ,  d u r i n g  t h e  p e r i o d  
February, 1982 t o  Ju ly ,  1982. 

NAME (p lease  p r i n t )  

SIGNATURE 



APPENDIX B 

I n t e r v i e w  Guides  



B1. School Trus tees  & Centra l  Off ice  S t a f f  

COMMUNITY RELATIONS POLICY 

Background & D e v e l o ~ m e n t  ( t o  be  asked  o f  people i n  t h e  d i s t r i c t  a t  
t h e  time) 

F i r s t  I would l i k e  t o  ask  you a few ques t ions  about t h e  background and 
development of t h e  CR pol icy .  . 

- Why was t h e  pol icy  proposed when i t  was? What events  l e d  up t o  its 
in t roduct ion?  

- What 'problemr was t h e  po l i cy  intended t o  ' so lve1?  

P o l i  p ( t o  be  asked of people i n  the  d i s t r i c t  a t  the  
t ime) 

Now I would l i k e  t o  a s k  you abou t  t h e  implementation of the  pol icy ,  
the  s t e p s  taken t o  b r ing  about  the  des i red  changes. 

- What was the  first change t o  fol low approval  of  t h e  policy? Why was 
t h i s  done? How was the  change brought about? Who was i n v o l v e d  and 
i n  what capaci ty?  

- What o t h e r  changes  fol lowed approval of t h e  policy? Why were they 
done? How were they brought about? Who was i n v o l v e d  and i n  what  
capacity ? 

- How d i d  you  i n  y o u r  r o l e  o f  moni to r  and g u i d e  / 

a c t i v i t i e s  t o  see t h a t  they proceeded i n  t h e  des i red  d i r e c t i o n s ?  

- The t e r m s  'community r e l a t i o n s 1  and ' p u b l i c  r e l a t i o n s '  a r e  used 
f requent ly ,  Are they i n t e r c h a n g e a b l e  o r  d o  t h e y  imply  someth ing  
d i f f e r e n t ?  

- A c lose  connection between CR a c t i v i t i e s  and t h e  community education 
program seems t o  have developed i n  r e c e n t  years .  Why is t h a t ?  What 
is the  r e l a t i o n s h i p  between the  two programs? 



P o l i c v  I n t e n t  ( t o  b e  a s k e d  o f  people n o t  i n  t h e  d i s t r i c t  dur ing  t h e  
development of t h e  p o l i c y )  

I would l i k e  t o  a s k  you  a  f e w  q u e s t i o n s  about  t h e  CR po l i cy  and its 
implementation. 

- F i r s t ,  t o  your knowledge, what is t h e  i n t e n t  of  t h e  CR pol icy?  What 
does i t  a t tempt  t o  accomplish? 

- The t e r m s  'community r e l a t i o n s '  and  ' p u b l i c  r e l a t i o n s t  a r e  used 
f requent ly .  Are they  i n t e r c h a n g e a b l e  o r  do  t h e y  imply  some th ing  
d i f f e r e n t ?  

- A c l o s e  connect ion between CR a c t i v i t i e s  and t h e  community educa t ion  
program seems t o  have developed i n  r e c e n t  years .  Why is  t h a t ?  What 
is t h e  r e l a t i o n s h i p  between t h e  two programs? 

Current I m ~ l e m e n t a t i o n  

You have  i d e n t i f i e d  v a r i o u s  a s p e c t s  o f  t h e  CR po l i cy  - pub l i c  acces s  
t o  information,  p u b l i c  i n p u t ,  and p u b l i c  support .  

- What does t h e  Board do t o  ensure  each o f  these?  

- I n  your r o l e  o f  , what i s  t h e  na tu re  of  your con tac t  wi th  
t h e  publ ic?  

Pol icv I m ~ a c t  

Now t h a t  we h a v e  d i s c u s s e d  t h e  p o l i c y  i n t e n t  and implementation, I 
would l i k e  t o  a sk  you about  i ts impact and, success .  

- How w o u l d  y o u  a s s e s s  t h e  i m p a c t  o f  t h e  p o l i c y ?  Has i t  been  
succes s fu l ?  

- On w h a t  b a s i s  d o  y o u  make t h i s  j udgmen t?  Has t h e r e  been  a n  
assessment o f  t h e  pol icy?  If s o ,  how was it c a r r i e d  o u t ?  

- Are t h e r e  any changes you would l i k e  t o  s e e  i n  t h e  way t h e  po l i cy  is 
being implemented? 



Communitv Rela t ions  Committee 

The CRC seems t o  have  p l a y e d  a r o l e  i n  t h e  implementation of t h e  CR 
policy.  

( t o  those not  on t h e  CRC) 

- What is  t h e  purpose of  t h e  CRC? What i s  i t  intended t o  do? 

( t o  those on t h e  CRC) 

- Why did  you choose t o  be a member of t h e  CRC? 

- What is t h e  purpose of t h e  CRC? 

- What a r e  its main a c t i v i t i e s ?  

- Is t h e r e  a n y t h i n g  abou t  t h e  opera t ion  o f  the  CRC you would l i k e  t o  
see  changed? 

School Parent  Advisory Committee 

The e s t a b l i s h m e n t  of PACs was a l l u d e d  t o  i n  t h e  CR pol icy ,  and now 
t h e r e  i s  a pol icy  mandating them. 

- Why d id  t h i s  i s s u e  become so  important? 

- The po l i cy  i s  open  and vague. Why i s  t h i s ?  What is  t h e  p o l i c y  
intended t o  do? 

- The Board h a s  a s k e d  f o r  t h r e e  assessments of  t h e  PACs. Why? What 
was intended by t h e s e  assessments? 

- I n  what  way c a n  t h e  Board and CO s t a f f  m o n i t o r  and c o n t r o l  t h e  
schools '  implementation o f  PACs? How can you in f luence  what happens 
a t  the  school l e v e l ?  



ELEMENTARY SCHOOL SELF-ASSESSMENT POLICY 

Policv Develo~ment  

Now I would l i k e  t o  switch from the  CR pol icy  t o  the  ESSA policy.  

- T h i s  p o l i c y  was deve loped  i n  a  way q u i t e  d i f f e r e n t  from t h a t  by 
which t h e  CR pol icy  was developed, e s p e c i a l l y  i n  t h e  e x t e n t  o f  Board 
involvement. Why was t h a t ?  

- Which p a t t e r n  i s  more t y p i c a l ?  Why is t h a t ?  

- When t h e  p o l i c y  came t o  t h e  Board f o r  approval ,  s e v e r a l  t r u s t e e s  
made derogra tory  remarks, and the  g e n e r a l  t o n e  s u g g e s t e d  t h a t  t h e  
B o a r d  w a s  n o t  e n t h u s i a s t i c  a b o u t  t h e  p o l i c y  even  though t h e y  
approved it. Why was t h a t ?  

POLICY IMPLEMENTATION I N  GENERAL 

Board/Central Off ice  R o k  

F i n a l l y ,  I would l i k e  t o  a s k  you abou t  p o l i c y  i m p l e m e n t a t i o n  i n  
general .  

- I n  w h a t  ways  c a n  y o u  make y o u r  v iews known t o  p r i n c i p a l s  and 
teachers?  How can you in f luence  them? . 

- I n  w h a t  ways  can  you moni to r  and g u i d e  p o l i c y  i m p l e m e n t a t i o n ?  
Compared t o  a l l  t h e  r e s p o n s i b i l i t i e s  e n t a i l e d  by your r o l e ,  what  i s  ' 
t h e  r e l a t i v e  importance of  policy implementation? How much of your 
time is spent  on po l i cy  implementation? 

- I n  my t a l k s  w i t h  peop le  i n  the  d i s t r i c t ,  c e r t a i n  phrases have been 
r e p e a t e d  f r e q u e n t l y :  you c a n ' t  mandate ( l e g i s l a t e )  change;  you 
can ' t  l a y  th ings  on; p r i n c i p a l s  i n  t h i s  d i s t r i c t  a r e  autonomous. DO 
you be l i eve  t h e s e  comments a c c u r a t e l y  r e f l e c t  c o n d i t i o n s  i n  t h e  
d i s t r i c t ?  Why do t h e s e  c o n d i t i o n s  e x i s t  and how do they a f f e c t  
implementation e f f o r t s ?  



B2. Elementary School Self-Assessment Committee 

Committee Formation 

To b e g i n ,  I would l i k e  t o  a s k  you a few q u e s t i o n s  a b o u t  how t h e  
committee was formed and how you came t o  be a member of  it. 

- How did  you first hear about the  committee? 

- Why d id  you decide  t o  j o i n  the  committee? What was your i n t e r e s t  i n  
i t ?  

- How d i d  you f e e l  a b o u t  ESSA a t  t h a t  t ime?  Have y o u r  a t t i t u d e s  
changed s i n c e  then? Why is t h a t ?  

- How d i d  you g e t  on t h e  committee? 

Committee Overation 

Next I would l i k e  t o  a sk  you about how the  committee worked. 

- Is t h e r e  a chairman? How was he se lec ted?  What is h i s  r o l e ?  

- How did the  committee de f ine  i ts task?  What d i d  i t  in tend  t o  do? 

- What procedures were es t ab l i shed  t o  ca r ry  out  t h e  task?  

- How a r e  d e c i s i o n s  made? 

- The members o f  t h e  commit tee  were se lec ted  t o  r ep resen t  d i f f e r e n t  ' 

viewpoints o r  i n t e r e s t s .  Have t h e r e  i n  f a c t  been  d i f f e r e n c e s ?  If 
so, how were they reconci led?  

Committee Concerns 

Now I would  l i k e  t o  t a l k  a b o u t  t h e  major  i s s u e s  o r  c o n c e r n s  t h e  
committee had t o  d e a l  with. 

- What i s  t h e  major  i s s u e  t h e  committee has d e a l t  with? What is it 
considered important? How is the  committee r e so lv ing  t h e  i s s u e ?  

- What o t h e r  i s s u e s  i s  t h e  committee d e a l i n g  w i t h ?  Why a r e  t h e y  
considered important? How a r e  they being resolved? 



(probes: philosophy; climate; the community; a model of ESSA; 
flexibility; staggered cycle; external examiner; booklet format; 
response type) 

Im~lementat ion 

Next I would like to talk about the implementation of the policy 

- What is the committee's role in the implementation? 
- What plans for implementation have been made? 

Committee Pronress 

Finally, I would like to ask you about your assessment of the 
committee's progress. 

- What has the committee accomplished to date? 
- What does the committee have left to do? 



B3. P r i n c i p a l s  & Teachers 

COMMUNITY RELATIONS POLICY 

School 's CR A c t i v i t i e s  

I would l i k e  t o  a s k  you a few ques t ions  about the  CR a c t i v i t i e s  a t  
this school. For t h e  moment, l e t ' s  consider  any c o n t a c t  between t h e  
school and t h e  community a s  a  community r e l a t i o n s  a c t i v i t y .  

- F i r s t ,  would you list some of t h e  school ' s  CR a c t i v i t i e s  which have 
taken place t h i s  year? 

- Which of these  a c t i v i t i e s  do you consider  t o  be most important? Why 
is t h a t ?  

- Are the re ' any  o t h e r  a c t i v i t i e s  which you consider  t o  be p a r t i c u l a r l y  
important? Why is t h a t ?  

( r epea t  u n t i l  a l l  important  a c t i v i t i e s  have been discussed) 

- Would you l i k e  t h e  number and t h e  v a r i e t y  o f  s u c h  a c t i v i t i e s  t o  
increase ,  decrease,  o r  remain t h e  same? Why i s  t h a t ?  

Individual ' s  CR A c t i v i t i e s  

Next I would l i k e  t o  f o c u s  f o r  a  moment on some of your ind iv idua l  
contac ts  with the  community. 

- Can you t e l l  me a b o u t  t h e  o c c a s i o n s  on which you have had con tac t  / 

with the  pa ren t s  o f  your s t u d e n t s  t h i s  y e a r ?  ( p r o b e s :  f r e q u e n c y ,  
nature,  purpose, . . . ) 

- Would y o u  l i k e  t o  see t h e  number o f  such  c o n t a c t s  i n c r e a s e ,  
decrease, o r  remain t h e  same? Why is t h a t ?  

- What, from your  p o i n t  of view, c h a r a c t e r i z e s  a  good parent- teacher 
r e l a t i o n s h i p ?  

Most o f  t h e  a c t i v i t i e s  w e  have been t a l k i n g  about so  far involve  the  
school reaching ou t  t o  t h e  pa ren t s  o r  the  community i n  general .  Now I 
would l i k e  t o  t a l k  a b o u t  t h e  ways i n  which pa ren t s  of t h e  community 
have inpu t  i n  the  d e c i s i o n s  o f  t h e  school. 



- Have t h e r e  been any occas ions  on which pa ren t s  o r  the  community have 
had inpu t  on mat ters  concerning t h e  school? Can you t e l l  m e  a b o u t  
these  occasions? 

- Can you t e l l  me a b o u t  a n  o c c a s i o n  on which t h i s  i n p u t  h a s  been 
p a r t i c u l a r l y  useful?  

- Have t h e r e  been any occas ions  on which ' input  was not useful?  

- Are the re  any a r e a s  where you feel t h e r e  should be parent/community 
input  o r  where inpu t  should be increased?  Why is t h a t ?  

- Are t h e r e  any a r e a s  where  you f e e l  t h e r e  shou ld  be no  p a r e n t /  
community inpu t  o r  where i t  should be decreased? Why i s  t h a t ?  

General At t i tudes  Towards t h e  CR Po l i cv  

- T e a c h e r s  d i f f e r  i n  t h e  e x t e n t  t o  which t h e y  b e l i e v e  t h a t  CR 
a c t i v i t i e s  a r e  important.  How do you f e e l  about t h i s  i s s u e ?  

- I n  what ways can CR a f f e c t  t h e  school? t h e  teacher? 

Historv o f  the  Im~lementa t ion  of  t h e  CR Pol icv  

Up t o  t h i s  point  we have been d i scuss ing  t h e  school ' s  CR a c t i v i t i e s  a s  
they e x i s t  now. I would l i k e  t o  t r y  t o  t r a c e  how t h e s e  a c t i v i t i e s  
developed. 

- For  example, when d i d  begin? Do you r e c a l l  how it began, who 
suggested i t ,  ... ? 

( r e p e a t  f o r  all the  important  CR a c t i v i t i e s  described e a r l i e r )  

- Has the re  been any change  i n  a t t i t u d e  towards  CR a t  t h i s  s c h o o l  
during t h e  l a s t  f i v e  y e a r s  o r  so? 

( i f  "yesn) Can you d e s c r i b e  t h e  change? How d i d  i t  a r i s e ?  

( i f  "no") Have t h e r e  b e e n  a n y  s t a f f  m e e t i n g s  o r  Pro-D d a y s  
devoted t o  CR? Has t h e r e  been an inc rease  i n  c o n t a c t s  
between t h e  school and t h e  home? 



( c o n t i n u e  p r o b i n g  u n t t l  i t  i s  c l e a r  t h a t  t h e  
interviewee cannot r e c a l l  any change) 

- Has t h e r e  been any change i n  a t t i t u d e  towards CR a t  the  d i s t r i c t  
l e v e l  over the  l a s t  f i v e  y e a r s  o r  so? 

( i f  "non) ... 
- The e lec ted  Board of School Trus tees  has passed two p o l i c i e s  r e l a t e d  

t o  CR. Are you familiar wi th  t h e s e  p o l i c i e s ?  How d i d  you become 
aware of them? 

- How d i d  t h e y  a f f e c t  t h e  s c h o o l  o r  you a s  a teacher  when they were 
passed? 

ELEMENTARY SCHOOL SELF-ASSESSMENT POLICY 

When I was planning t h i s  s tudy,  i t  was thought t h a t  implementation of  
t h e  ESSA pol icy  would have begun by now. Due t o  v a r i o u s  c i r cums tan-  
c e s ,  t h i s  has not  happened. Nevertheless, I am i n t e r e s t e d  i n  hearing 
your i n i t i a l  r e a c t i o n s  t o  t h e  proposed policy.  

- When d i d  you f irst  l e a r n  t h a t  t h e  d i s t r i c t  was working on t h i s  
policy? 

- What were your thoughts about it  a t  t h a t  time? Why was t h a t ?  

- Do you f e e l  d i f f e r e n t l y  about i t  now? Why is t h a t ?  

- Have you seen t h e  proposed pol icy?  

(probes: when, how, what was s a i d ,  ... ) 
- What do you th ink w i l l  be t h e  most important  b e n e f i t  of implementing 

t h i s  policy? Why is t h a t ?  

- W i l l  t h e r e  be o the r  b e n e f i t s ?  



- Do you f o r e s e e  any d i f f i c u l t i e s  i n  implementing t h i s  Policy? Why is 
tha t?  

- Can you th ink  of any o the r s?  

- What is t h e  Board's/CO's a t t i t u d e  t o  ESSA? How do you know tha t?  

GENERAL INFORMATION 

The School 

A s  I mentioned e a r l i e r ,  t h e  d i s t i n c t i v e  cha rac te r  of  a school may have 
an important impact on pol icy  implementation. 

- Some p e o p l e  t h i n k  t h a t  i t  i s  important  t h a t  schools  have a s e t  of 
common goa l s  and w r i t t e n  p o l i c i e s  t h a t  promote these  goa l s .  O t h e r s  
f e e l  t h a t  i t  i s  i m p o r t a n t  t h a t  schools  be loosely  organized, with 
emphasis on teacher  autonomy. How do you f e e l  a b o u t  t h i s  i s s u e ?  
Why is t h a t ?  

- I n  your opinion, what makes the  p r i n c i p a l  a good leader?  

- I n  your opinion,  what makes a fellow teacher  a good colleague? 

- I n  your opinion, what makes a school "a good place  t o  work i n n  

Board/Central Off ice  - School relations hi^ 

The d i s t r i c t  s c h o o l  sys tem i s  composed o f  a n  e l e c t e d  B o a r d  of  / 

T r u s t e e s ,  a c e n t r a l  o f f i c e  staff, and schools. I would l i k e . t o  t a l k  
about how these  groups work together  f o r  a moment. 

- Some people th ink t h a t  i t  is important t h a t  a school  d i s t r i c t  have a 
s e t  o f  common goa l s  and w r i t t e n  p o l i c i e s  t o  promote t h e s e  g o a l s .  
O t h e r s  f e e l  t h a t  t h e  d i s t r i c t  shou ld  be  l o o s e l y  organized, with 
emphasis on school  autonomy. How do you f e e l  about t h i s  i s s u e ?  Why 
is t h a t ?  

- What h a s  t h e  Board/CO done recently t h a t  h a s  had a s i g n i f i c a n t  
impact on the  school? How was t h a t  change brought about? Anything 
e l s e ?  



- Has t h e r e  been an occasion when you have not  agreed wi th  a d i s t r i c t  
pol icy?  What d i d  you do? 

- How do you  know when t h e  Board/CO f e e l s  s t rong ly  about an i s sue?  
Can you g i v e  me an  example? 

- I n  y o u r  op in ion ,  what i s  t h e  r e s p o n s i b i l i t y  of t h e  Board and the  CO 
t o  the  schoo l ,  and v i c e  versa?  

Background Information 

I n  c l o s i n g  ( o r :  B e f o r e  w e  b e g i n ) ,  I would l i k e  t o  a s k  you a few 
ques t ions  about  your teaching career .  

- How long have you been teaching? 

- Has a l l  o f  t h i s  been i n  L y t t e f i e l d  School D i s t r i c t ?  

- How many y e a r s  have you been a t  t h i s  school? 

- Why d i d  you decide  t o  t r a n s f e r  t o  t h i s  school? 

You h a v e  t a u g h t  i n  s e v e r a l  s c h o o l s .  Do you th ink i t  is 
h e l p f u l  t o  a teacher  t o  t r a n s f e r  pe r iod ica l ly?  

You h a v e  t a u g h t  a t  t h i s  school for ,  some time now. Do you 
t h i n k  i t  i s  h e l p f u l  t o  a  t e a c h e r  t o  remain  a t  t h e  same 
school  f o r  many years?  



APPENDIX C 

Chronologies of Implementation Events 



Table C-1 

Chronology of t h e  Development of  the  Community Rela t ions  Po l i cy  

Date Event 

L y t t e f i e l d  P a r e n t - T e a c h e r  C o u n c i l  r e q u e s t e d  t h a t  
i n f o r m a t i o n  a b o u t  Board members, Board m e e t i n g s  and 
procedures f o r  br inging mat t e r s  t o  the  Board's a t t e n t i o n  
be disseminated t o  t h e  pub l i c  

T r u s t e e  R o b e r t s  d i s t r i b u t e d  d r a f t  of  p o l i c y  t o  o t h e r  
Board members ( p a r t y  campaign i s s u e )  

a t  t h e  i n a u g u r a l  B o a r d  m e e t i n g ,  R o b e r t s  was made 
Cha i rman  b o t h  o f  t h e  B o a r d  a n d  o f  t h e  Community 
R e l a t i o n s  Committee, and both the  policy d r a f t  and t h e  
l e t t e r  from t h e  Parent-Teacher Council were r e f e r r e d  t o  
t h e  committee o f  the  whole 

Superintendent  suggested t h a t  the  policy be red ra f t ed  i n  
t h e  form of hreamble, pol icy  statements,  and ob jec t ives ;  
committee of  t h e  whole accepted the  suggest ion 

S u p e r i n t e n d e n t  d i s t r i b u t e d  t h e  p o l i c y  r e d r a f t  t o  t h e  
Board members and suggested t h a t  they consider  means o f  
implementing t h e  pol icy  

a t  a  meeting of  the  committee. of the  whole, the  preamble 
and p o l i c y  s t a t e m e n t  were a c c e p t e d ,  and some o f  t h e  
o b j e c t i v e s  were c h a n g e d ;  i m p l e m e n t a t i o n  w a s  n o t  
discussed 

c o m m i t t e e  of  t h e  w h o l e  recommended t h a t  t h e  Board 
approve t h e  po l i cy  

t h e  Board approved t h e  pol icy  



Table C-2 

Chronology o f  Implementation o f  Pol icy  Object ives Related t o  
Aspect of  Publ ic  Involvement: Obtaining Information 

Level o f  Act iv i ty :  Board/Dis t r ic t  

Date Event 

schedule of  Board meetings e s t ab l i shed  and publicised.  

Board approved a  s t a t e m e n t  o f  p r o c e d u r e s  r e g a r d i n g  
pub l i c  ques t ion  period and r e q u e s t s  f o r  information 

CRC expressed s a t i s f a c t i o n  wi th  manner i n  which d i s t r i c t  
s t a f f  had made t h e m s e l v e s  a v a i l a b l e  f o r  in terv iews & 
panels  

C R C  r e q u e s t e d  S u p e r i n t e n d e n t  t o  provide the  community 
t e l e v i s i o n  network w i t h  l i s t  o f  t o p i c s  f o r  p o s s i b l e  
programs 

C R C  approved n e w s l e t t e r ;  Super in tendent  repor ted  t h a t  
the  community t e l e v i s i o n  programming and brochures would 
be a v a i l a b l e  i n  t h e  f a l l  

S u p e r i n t e n d e n t  r e p o r t e d  t o  C R C  t h a t  a p u b l i c a t i o n s  
commit tee  and a p roduc t ions  committee had been formed, 
t o  he lp  improve implementation of these  a c t i v i t i e s  

these  two committees m e t  t o  d i scuss  d i r e c t i o n  they would 
t ake  

p u b l i c a t i o n s  c o m m i t t e e  r e q u e s t e d  s u b m i s s i o n s  f o r  
news le t t e r  

S u p e r i n t e n d e n t  in fo rmed  p u b l i c a t i o n s  committee t h a t  
Board hoped t o  i s s u e  news le t t e r  i n  January 

S u p e r i n t e n d e n t  r e p o r t e d  t o  C R C  t h a t  t h e  s l i d e - t a p e  
p resen ta t ion  on s p e c i a l  s e r v i c e s ,  t h e  b r o a h u r e s ,  t h e  
n e w s l e t t e r ,  and the  school t a x  information i n s e r t s  were 
being prepared, and t h a t  a sound sys tem f o r  t h e  Board 
room was being prepared 



Table C-2 ( Continued) 

Date Event 

79-04-02 C R C  a p p r o v e d  b r o c h u r e s ,  d i s c u s s e d  d i s t r i b u t i o n  of  
agendas and a t t ached  mate r i a l s ,  d i s c u s s e d  new r e l e a s e s  
of Board dec i s ions ,  and asked Superintendent t o  approach 
the  community t e l e v i s i o n  network 

C R C  approved news le t t e r  and discussed i ts  d i s t r i b u t i o n ,  
and reviewed the  s l i d e - t a p e  p resen ta t ion  

Board  a p p r o v e d  S u p e r i n t e n d e n t ' s  recommendations t o  
inc lude  ncommunications and community r e l a t i o n s n  under  
t h e  mandate o f  t h e  community education department and 
t o  add a s t a f f  member f o r  Sept.  1 ,  1979 

CRC approved t h e  news le t t e r ,  t h e  o f f i c i a l  logo, and the  
community r e l a t i o n s  commit tee  budge t ,  which i n c l u d e d  
funding f o r  Board and school  newsle t ters ,  brochures, and 
a f e a s i b i l i t y  s t u d y  o f  programming on t h e  community 
t e l e v i s i o n  network 

C R C  recommended f e a s i b i l i t y  s tudy re programming on t h e  
community t e l e v i s i o n  network 

CRC d e c i d e d  t o  have  3 i s s u e s  o f  t h e  news le t t e r  year ly  
and t h a t  t a x  n o t i c e s  s h o u l d  p o i n t  o u t  t h a t  t h e  s c h o o l  
d i s t r i c t  i s  a d i s t i n c t  e n t i t y  from the  Corporation of 
L y t t e f i e l d ;  t h e  CR C o o r d i n a t o r  r e p o r t e d  t h a t  t h e  new ' 
brochures would soon be ready 

CR C o o r d i n a t o r  r e p o r t e d  t h a t  t h e  n e x t  i s s u e  o f  t h e  
n e w s l e t t e r  was i n  p r e p a r a t i o n ,  t h a t  i n f o r m a t i o n a l  
n c l i p s n  o n  e d u c a t i o n  i n  L y t t e f i e l d  t o  a p p e a r  o n  
communi ty  t e l e v i s i o n  were b e i n g  p r e p a r e d ,  t h a t  t h e  
b r o c h u r e s  were  i n  p r e s s ,  t h a t  t h e  d i s t r i c t  l o g o  was 
b e i n g  u s e d ,  t h a t  t h e  t a x  i n s e r t s  had been prepared, and 
t h a t  the  Coordinator was being used a s  a resource  person 
by t h e  s c h o o l s  ( p u b l i c a t i o n s ;  parent  committees) ; CRC 
suggested t h a t  t h e r e  be a c l i p p i n g  s e r v i c e  and v i s i b l e  
r ecogn i t ion  of  nVolunteers  Meekn. 



Table C-2 ( Continued) 

Date Event 

80-03-1 1 memo from Superintendent t o  CR Coordinator asking him t o  
" s e t  p r i o r i t i e s  and e s t a b l i s h  t ime-l inesn with r e spec t  
t o  t h e  a c t i v i t i e s  the  CRC suggested 

80-06-1 0 CRC r e q u e s t e d  t h e  CR Coordinator t o  develop a proposal 
re recogn i t ion  of  r e t i r i n g  employees ;  C R C  informed of 
d a t e  of  next  newsle t ter  

80-09-1 5 C R C  approved i t e m s  o f  n e x t  n e w s l e t t e r ,  r e c e i v e d  t h e  
p r o p o s a l  c o n c e r n i n g  recogn i t ion  of  r e t i r i n g  employees; 
CRC asked CR Coordinator t o  pursue community t e l e v i s i o n  
programming, t o  p r e p a r e  process f o r  s tuden t s  t o  a t t end  

. Board meetings, and t o  examine d i s t r i c t  s i g n s  t o  e n s u r e  
t h a t  they encourage the  pub l i c  t o  approach t h e  Board 

81-06-01 CRC approved the  s t a f f  r e t i r ement  recogni t ion  p r o p o s a l ,  
and d e c i d e d  t o  i n f o r m  t h e  p u b l i c  a b o u t  s c h o o l  t a x e s  
t h r o u g h  i n s e r t s  w i t h  t h e  t a x  n o t i c e s  a n d  i n  t h e  
news le t t e r  

81-1 2-16 C R C  d i s c u s s e d  i t e m s  f o r  t h e  next  newsle t ter  (which has 
been postponed t o  inc lude  an a r t i c l e  a b o u t  t h e  e f f e c t s  
o f  t h e  p r o v i n c i a l  r e s t r a i n t .  program), was informed t h a t  
t h e  new b r o c h u r e s  were i n  p r i n t ,  a n d  a s k e d  t h e  C R  
Coordinator t o  resume pub l i ca t ion  of nBoard Notesn 

82-02-08 CRC approved t h e  community t e l e v i s i o n  p i l o t  p r o j e c t ,  
a s k e d  t h a t  Board B r i e f s  be resumed, received copies of 
the  new brochures, and e s t a b l i s h e d  regu la r  meeting times 

Note. CRC = Community Rela t ions  Committee 



Table C-3 

Chronology of  t h e  Implementation of  Pol icy  Object ives  Related t o  
Aspect of Publ ic  Involvement: In f luenc ing  Decisions 

Level o f  Act iv i ty :  Board /Dis t r i c t  

Date Event 

77-04 procedural  by-law allowing d e l e g a t i o n s  was passed. 

79-06-22 pub l i c  meeting on u t i l i z a t i o n  of s u r p l u s  space 

C R C  a s k e d  s t a f f  t o  d e v e l o p  p r o c e s s  f o r  s t u d e n t s  t o  
a t t e n d  Board meetings and sha re  wi th  Board members some 
o f  t h e  p r o g r a m s  g o i n g  on i n  t h e i r  s c h o o l s ;  CRC was 
informed of  p lans  f o r  Teens i n  Educa t ion  c o n f e r e n c e  t o  
be held i n  t h e  f a l l  

C R C  informed of  progress  i n  planning Teens i n  Education 
conference 

CRC aga in  asked staff about having s t u d e n t s  a t t end  Board 
meetings 

C R C  a s k e d  s t a f f  a b o u t  h a v i n g  s t u d e n t s  a t t e n d  Board 
meetings 

3 p u b l i c  m e e t i n g s  on s c h o o l  c o n s o l i d a t i o n / c l o s u r e  i n  
s e c t o r  2  

2  pub l i c  meetings t o  d i s c u s s  t h e  c los ing  o f  f i v e  schools  

F i r s t  meeting of  the  D i s t r i c t  School Council Committee 

Note. CRC = Community Re la t ions  Committee 



Table C-4 

Chronology of t h e  Implementation o f  Policy Object ives  Related t o  
Aspect of  Publ ic  Involvement: Obtaining Information 

Level o f  Act iv i ty :  School 

Date Event 

77-03-24 S u p e r i n t e n d e n t  s e n t  a  copy o f  t h e  community r e l a t i o n s  
pol icy  and a  memo t o  a l l  schools ,  r e q u e s t i n g  t h a t  t h e y  
c o n s i d e r  t h e  p o l i c y ,  r e v i e w  t h e i r  p u b l i c  r e l a t i o n s  
a c t i v i t i e s  i n  l i g h t  o f  t h e  p o l i c y ,  and d i s c u s s  t h e  
implementation of the  policy 

Superintendent  repor ted  t o  t h e  board  t h a t  a t  a  r e c e n t  
p r i n c i p a l s 1  meeting "... publ ic  r e l a t i o n s  was recognized 
as being a  r e l a t i v e l y  h i g h  p r i o r i t y .  'What d o  you do 
w e l l ? '  was i d e n t i f i e d  a s  a  c a t c h - p h r a s e  t o  in f luence  
g r e a t e r  a t t e n t i o n  t o  conveying p o s i t i v e  messages 

S u p e r i n t e n d e n t  s e n t  memo t o  a l l  p r i n c i p a l s  summarizing 
r e c e n t  p r i n c i p a l s t  mee t ing ;  two i t e m s  emphasized t h e  
need t o  convey t o  t h e  publ ic  what the  school  is doing t o  
meet  communi ty  e x p e c t a t i o n s  - "The b e s t  PR i s  a  
s a t i s f i e d  c h i l d n  

CRC a s k e d  Superintendent  to,  "again encourage schools  t o  
emphasize p u b l i c  r e l a t i o n s  and t o  m a i n t a i n  a n  a c t i v e  
program of  informing t h e  community of  school a c t i v i t i e s n  

C R C  a s k e d  S u p e r i n t e n d e n t  t o  d e v i s e  means t o  p r o v i d e  
s c h o o l s  w i t h  resources  f o r  a c t i v i t i e s  r e l a t e d  t o  pub l i c  
r e l a t i o n s  

80-02-1 1 S u p e r i n t e n d e n t  a sked  some of h i s  s t a f f  t o  fo l low up on 
t h i s  r e q u e s t  

80-02 workshops  on community r e l a t i o n s  f o r  p r i n c i p a l s  and 
t e a c h e r s  

Note. CRC = Community Re la t ions  Committee 



Table C-5 

Chronology of  t h e  Implementation o f  Policy Object ives Related t o  
Aspect of  Pub l i c  Involvement: Inf luencing Decisions 

Level o f  Act iv i ty :  School 

Date Event 

p r i n c i p a l s  r e c e i v e d  a  copy o f  t h e  p o l i c y  and were  
r e q u e s t e d  by t h e  S u p e r i n t e n d e n t  t o  d i s c u s s  i t s  
implementation with t h e  staff 

Board endorsed community advisory counci ls  a t  t h e  school  
l e v e l  and asked s t a f f  t o  pursue the  development of  these  
c o u n c i l s  

Board approved t h e  recommendation of  the  CRC t h a t  the  
Superintendent  prepare a  r e p o r t  on the  s t a t u s  of p a r e n t  
involvement groups a t  t h e  school  l e v e l  

Deputy S u p e r i n t e n d e n t  p r e s e n t e d  r e p o r t  t o  t h e  b o a r d ;  
super in tendent  suggested t h a t  chairman and vice-chairman 
a t t e n d  t h e  monthly  luncheon  w i t h  t h e  p r e s i d e n t s  of  
L y t t e f i e l d  A s s o c i a t i o n  o f  Schoo l  A d m i n i s t r a t o r s  and 
L y t t e f i e l d  T e a c h e r s  A s s o c i a t i o n  t o  make t h e i r  v i e w s  
known and made t h e  arrangements 

a s  a consequence of t h e  luncheon, LASA and LTA p lanned  
t o  h o l d  j o i n t  execut ive  meetings i n  t h e  f a l l  t o  d i s c u s s  
pa ren t  advisory  counc i l s  

Deputy S u p e r i n t e n d e n t  r e p o r t e d  t o  Board h i s  i n t e n t  t o  
p lan  i n s e r v i c e  a c t i v i t i e s  t o  he lp  p r i n c i p a l s  and s t a f f s  
e s t a b l i s h  parent  advisory committees 

B o a r d  a p p r o v e d  t h e  C R C  r e c o m m e n d a t i o n  t h a t  t h e  
super in tendent  s e n t  b u l l e t i n  t o  a l l  p r i n c i p a l s  informing 
them of t h e  March 3 0 ,  1980 d e a d l i n e  f o r  e s t a b l i s h i n g  
pa ren t  involvement groups 

a l l -day p r i n c i p a l s 1  meeting on parent  involvement groups 

Board approved  t h e  p o l i c y  on parent  involvement groups 
a t  a l l  schools  



Table C-5 ( Continued) 

Date Event 

80-03-30 d e a d l i n e  f o r  establishment of parent  involvement groups 
a t  a l l  schools  

80-1 2-1 2 B o a r d  r e q u e s t e d  w r i t t e n  r e p o r t s  o n  t h e  p a r e n t  
involvement groups from each school; Superintendent s e n t  
memo t o  t h e  p r i n c i p a l s  informing them of t h i s  reques t  

81-01-13 CRC recommended t h a t  workshops on community r e l a t i o n s ,  
e s p e c i a l l y  p a r e n t  a d v i s o r y  c o u n c i l s ,  be provided f o r  
p r i n c i p a l s  and . t eachers  

81-01-23 d e a d l i n e  f o r  w r i t t e n  r e p o r t s  on p a r e n t  invo lvement  
groups 

81-01 workshops were  b e i n g  p l a n n e d ;  c a n c e l l e d  due t o  CUPE 
s t r i k e  

82-02-1 6 Board approved CRC recommendation t h a t  another  survey of 
parent  involvement groups be done 

82-02-23 Superintendent  informed p r i n c i p a l s  of the  recommendation 

82-03-28 deadl ine  f o r  submission o f  r e p o r t s  on p a r e n t  a d v i s o r y  
counci l  

Note. CRC = Community Re la t ions  Committee 



Table C-6 

Chronology of  Implementation o f  Ministry Di rec t ive  Concerning 
Elementary School Self-Assessment 

Date P a r t i c i p a n t s  Event 

79-08-20 memo from t h e  Minis t ry  
of Education t o  a l l  
d i s t r i c t s  ( C i r c u l a r  92) 

79-10-09 r e p o r t  from t h e  
Superintendent  
t o  t h e  Board 

79-1 0-1 1 , memo from the  
Superintendent  
t o  h i s  s t a f f  

79-1 1-05 l e t t e r  from - the  
Superintendent  t o  t h e  
P res iden t s  of t h e  
L y t t e f i e l d  Teachers 
Associa t ion  and t h e  
L y t t e f i e l d  Associat ion 
o f  School Administrators  

79-11-16 memo from t h e  Ministry 
of  Education t o  a l l  
school  d i s t r i c t s  

79-1 2-05 memo from t h e  Minis t ry  
o f  Education t o  a l l  
school  d i s t r i c t s  

80-01 -31 ESSA committee 

80-02-20 ESSA commit t e e  

80-03-05 ESSA committee 

80-03-17 ESSA committee 

requi red  d i s t r i c t s  t o  estab- 
l i s h  a pol icy  on elementary 
school  self-assessment by 
December 1981 

advised the  board o f  
C i rcu la r  92 and of  t h e  
d i s t r i c t  s response. 

informed them of C i rcu la r  No. 
92 and asked them t o  cons ider  
t h e  composition o f  the  
cornmi t tee 

informed them of  t h e  com- 
p o s i t i o n  of the  committee and 
asked them t o  s e l e c t  t h e i r  3 
r e p r e s e n t a t i v e s  t o  it 

re-assured the  d i s t r i c t s  of 
t h e  low-key na tu re  of the  
elementary school  se l f -  
assessment process 

reminded the  d i s t r i c t s  of t h e  
December 31, 1981 deadl ine  

meeting #I 

meeting #2 

meeting 13 

meeting #4 



Table C-6 ( Continued) 

Date P a r t i c i p a n t s  Event 

ESSA commit t e e  

ESSA committee 

ESSA committee 

ESSA committee 

memo from the  Ministry 
of  Education t o  a l l  t he  
school  d i s t r i c t s  

ESSA committee 

ESSA committee 

ESSA commit t e e  

ESSA committee 

from the  Ministry 
of  Education t o  
a l l  schools  

ESSA committee 

by t h e  Ministry of  
Education f o r  
r e p r e s e n t a t i v e s  
from each d i s t r i c t  

ESSA committee 

meeting #5 

meeting #6 

meeting #7 

subcommittees formed t o  
prepare  the  var ious  s e c t i o n s  
o f  t h e  assessment m a t e r i a l s  

informed d i s t r i c t s  t h a t  the  
previous ly  d i s t r i b u t e d  
m a t e r i a l s  were being revised  

meeting #8 

meeting #9 

meetings postponed due ' t o  
CUPE s t r i k e  

meetings postponed due t o  
c e n t r a l  o f f i c e  representa-  
t i v e s  involvement with s t a f f -  
ing dec i s ions  

s e n t  r ev i sed  m a t e r i a l s  t o  a l l  ' 

schools  

meeting #I0 

p r o v i n c i a l  workshop on 
elementary school  se l f -  
assessment 

meeting #ll  



Table C-6 ( Continued) 

-- 

Date P a r t i c i p a n t s  Event 

82-01 -20 ESSA committee meeting f12 

82-02-25 ESSA committee meeting f13 

82-03-22 memo from t h e  asked them t o  provide 
Superintedent  t o  feedback on the  pol icy  d r a f t  
a l l  p r i n c i p a l s ,  t h e  
Pres ident  of t h e  LTA, 
and the  Pres iden t  
o f  t h e  LASA 

82-03-25 , ESSA committee 

82-06-08 School ~ o a r d  

82-06-09 memo from t h e  Super- 
in tendent  t o  a l l  
p r i n c i p a l s  

82-09-30 Superintendent  and 
h i s  s t a f f  

meeting posponed due t o  
c e n t r a l  o f f i c e  representa-  
t i v e s  involvement with re- 
s t r a i n t  program dec i s ions  

approved the  Elementary 
School Self-Assessment pol icy  

d i s t r i b u t e d  copies  of pol icy  
f o r  placement i n  pol icy  book 

i n d e f i n i t e l y  postponed t h e  
d i s t r i c t  workshop on 
elementary school s e l f -  
assessment, and consequently 
implementation of t h e  'policy, 
due t o  t h e  r e s t r a i n t  program 

82-09-09 memo from t h e  Minis t ry  informed them t h a t  imple- 
o f  Education t o  a l l  mentation of elementary 
school  d i s t r i c t s  school  self-assessment would 

be i n d e f i n i t e l y  postponed due 
t o  t h e  r e s t r a i n t  program 

Note. ESSA = elementary school  self-assessment 
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Appendix D-1 

Example of  a Mul t i topic  B u l l e t i n  

COLUMBIA ELEMENTARY SCHOOL 

82-02-1 2 

Dear Parents :  

PARENT ASSOCIATION MEETING 

This  is j u s t  a reminder t h a t  t h e  Parent  council  w i l l  be 
holding a n  evening meeting on 

TUESDAY. FEBRUARY 16, 1982 
a t  

7:00 v.m. i n  t h e  GW 

f o r  the  b e n e f i t  o f  t h o s e  i n t e r e s t e d  p a r e n t s  who a r e  
u n a b l e  t o  a t t e n d  t h e  u s u a l  morning mee t ings .  I n  
a d d i t i o n  t o  t h e  r e g u l a r  b u s i n e s s  p o r t i o n  o f  t h e  
m e e t i n g ,  M i s s  w i l l  p r e s e n t  a workshop 
( i n c l u d i n g  a demonstration by some of the  s t u d e n t s )  on 
t h e  ORFF M u s i c  Programme i n t r o d u c e d  t o  Columbia t h i s  
year .  

NON-INSTRUCTIONAL DAYS 

F e b r u a r y  1 7 t h  - A l l  L y t t e f i e l d  schools  w i l l  be closed 
s o  t h a t  t eachers  may i n v o l v e  t h e m s e l v e s  w i t h  v a r i o u s  
P r o f e s s i o n a l  Development programs h e l d  t h r o u g h o u t  
L y t t e f i e l d  schools. 

March 3 r d  - Columbia Elementary School w i l l  be closed 
t o  e n a b l e  t e a c h e r s  t o  c o n s i d e r  y o u r  c h i l d ' s  
a c h i e v e m e n t ,  t o  c o n f e r  w i t h  o t h e r  s t a f f  members, and 
f o r  p ro fess iona l  development programs. 

SPRING BREAK 

S p r i n g  Break t h i s  yea r  w i l l  be from Apri l  5 t h  t o  Apri l  
12, 1982. The l a s t  day of school  w i l l  be Friday, Apri l  
2nd and w e  w i l l  r e t u r n  on Tuesday, Apr i l  13th. 



Appendix D-1 ( Continued) 

HOURS OF ATTENDANCE - Grades 1-7 

F o l l o w i n g  a September, 1981 n o t i c e  o f  motion r e g a r d i n g  
a c o n s i s t e n t  d i s m i s s a l  time f o r  a l l  e l e m e n t a r y  s c h o o l  
(1-7) s t u d e n t s ,  t h e  School Board reques ted  a survey  and 
i n p u t ,  and r ece ived  cons ide rab l e  r e p r e s e n t a t i o n  on t h i s  
mat te r .  A t  t h e  r e g u l a r  Board meet ing o f  1982-01-26 t h e  
Board approved t h e  fo l l owing  motion: 

"Tha t  t h e  h o u r s  o f  a t t endance  f o r  Grade One p u p i l s  be 
t h e  same as  f o r  t h e  o t h e r  e l e m e n t a r y  s c h o o l  g r a d e  
p u p i l s ,  e f f e c t i v e ,  September, 1982. 

Yours t r u l y ,  
( s i g n a t u r e )  
P r i n c i p a l  



Appendix D-2 

Example o f  a S ing le  Topic B u l l e t i n  

FRASER COMMUNITY ORGANIZATION 

We a r e  g r a t e f u l  f o r  t h e  i n t e r e s t  shown i n  t h e  p a s t  
by p a r e n t s  i n  our F rase r  School Parent  Associat ion and 
f o r  the  s e r v i c e  provided by its members. P a r e n t s  and 
g u a r d i a n s  who a r e  in fo rmed  and committed t o  t h e i r  
c h i l d r e n r s  education,  can and do make a d i f f e r e n c e  t o  
t h e  q u a l i t y  of  l ea rn ing  -- both a t  home and a t  school. 
We would l i k e  very much t o  r e a c t i v a t e  our p a r e n t  g r o u p  
a n d - t o  inc rease  p a r t i c i p a t i o n  and a r e a s  of involvement. 

A school  community organiza t ion  can enab le  p a r e n t s  
and staff members t o  consider  together  such t o p i c s  as :  

School philosophy and program p r i o r i t i e s .  
School r u l e s  and s tuden t  conduct. 
Curriculum o f f e r i n g s  and new i n s t r u c t i o n a l  programs. 
Sa fe ty  programs and procedures. 
The i d e n t i f i c a t i o n  o f  u n i q u e  communi ty  n e e d s  a n d  
resources.  
Appropriate school evaluat ion.  
M e t h o d s  n e e d e d  t o  e n s u r e  r a c i a l  a n d  c u l t u r a l  
understanding. 
Improving school  community r e l a t i o n s .  
School use o u t s i d e  of school  hours. 
P r o m o t i n g  v o t e r  p a r t i c i p a t i o n  i n  s c h o o l  b o a r d  
e l e c t i o n s .  

T h i s  i s  your  opportunity f o r  input .  It can be fun 
and rewarding. P lease  c o n s i d e r  b e i n g  i n v o l v e d  -- w e  
need y w l  ....................................................... 

We a r e  a s k i n g  everyone  t o  r e t u r n  t h e  f o l l o w i n g  
r e p l y  s o  t h a t  w e  can  have  c o n f i r m a t i o n  t h a t  you did 
r ece ive  t h i s  not ice .  

1 , c a n  n o t  t a k e  p a r t  i n  t h e  F r a s e r  Schoo l  Community 
Associat ion.  



Appendix D-2 (Continued) 

I am i n t e r e s t e d  i n  being on the  Frase r  School Community 
Association. 

The most convenient time f o r  me t o  meet is: 
evening morning afternoon -- 

TELEPHONE: NAME : 



Appendix D-3 

Example o f  a Columbia Classroom B u l l e t i n  

October 8,  1981. 

Dear Parent  

is  p l a n n i n g  a t r i p  t o  L y t t e f i e l d  I c e  
Rink f o r  he r  c l a s s .  They p l a n  t o  l e a v e  t h e  s c h o o l  a t  
8:45 h on Thur sday ,  October 15 and r e t u r n  by 10:15 h. 
T ranspor t a t ion  w i l l  be by parents .  The d o n a t i o n  of  60  
c e n t s  c o v e r s  s k a t e  r e n t a l .  Parent  d r i v e r s  and h e l p e r s  
a r e  needed. P l ease  i n d i c a t e  below i f  you can help. 

If you w i s h  your  son/daughter  t o  a t t e n d  t h i s  f i e l d  
t r i p ,  p l e a s e  c o m p l e t e  t h e  fo rm below and  r e t u r n  i t  
a long  wi th  60 c e n t s  t o  on o r  be fo re  October 
15 th .  

( s i g n a t u r e )  
P r i n c i p a l  



Appendix D-4 

Example of  a  Thompson Clasroom B u l l e t i n  

Dear Parent ,  

A s  p a r t  o f  t h e i r  s c i e n c e  program the  s tuden t s  of  
Divis ions  10 and 11 a r e  planning t o  go on a f i e l d  t r i p  
t o  L y t t e f i e l d  Lake t o  s t u d y  pond w a t e r  on Wednesday 
June 1 from 9:30 - 2:OO. 

We were wondering i f  any pa ren t s  would be w i l l i n g  
t o  d r i v e  the  ch i ld ren  t o  t h e  l a k e  and t h e n  t r a n s p o r t  
t h e m  b a c k  t o  t h e  s c h o o l .  The  p a r e n t s  do  n o t  
necessa r i ly  have t o  s t a y  a t  the  l a k e  but would be most 
welcome t o .  If you a r e  w i l l i n g  t o  d r i v e  and a r e  a b l e  
t o  meet the  i n s u r a n c e  r e q u i r e m e n t s  would you p l e a s e  
i n d i c a t e  below how many s e a t  b e l t s  you have. 

Thank you, 
( s i g n a t u r e s  of both teachers)  



Appendix D-5 

Excerpt  from a Thompson Newsletter 

Our r e g u l a r  d a i l y  program s e r v e s  t h e  needs o f  c l o s e  t o  
300 c h i l d r e n  f r o m  K i n d e r g a r t e n  t o  Year 5. Numerous 
e x t r a c u r r i c u l a r  a c t i v i t i e s  ( v a r i o u s  s p o r t s ,  c lubs ,  and 
two c h o i r s )  a n d  a n  e x c i t i n g  l i b r a r y  p r o g r a m  a r e  
a v a i l a b l e  t o  a l l  s t u d e n t s .  A s  I h a v e  s t a t e d  i n  t h e  
p a s t ,  I b e l i e v e  we have a good s c h o o l  w i t h  c o m p e t e n t ,  
d e d i c a t e d  t e a c h e r s  and happy s t u d e n t s ,  and I t r u s t  t h e  
s c h o o l  w i l l  c o n t i n u e  t o  f l o u r i s h  a s  t h e  s t a f f  a n d  
p a r e n t s  work mutua l ly  towards meet ing t h e  academic and 
s o c i a l  needs  o f  t h e  c h i l d r e n  o f  t h e  community. 

A l s o ,  I would l i k e  you t o  know t h a t  I remain convinced 
o f  t h e  i m p o r t a n c e  o f  t h e  b a s i c  s k i l l s  a n d  I w i l l  
under take  t o  s e e  they  con t inue  t o  be t augh t  well. 

Good p h y s i c a l  educa t ion ,  music,  drama and a r t  p rog rams  
a r e  a l s o  e s s e n t i a l ,  bu t  are never  t augh t  a t  t h e  expense 
o f  t h e  t h r e e  R t s .  Indeed, p r o g r e s s  i n  t h e  b a s i c  s k i l l s  
i s  u s u a l l y  enhanced when such s k i l l s  are p a r t  of a w e l l  
balanced c u l t u r a l - r e c r e a t i o n a l  program. 

I b e l i e v e  t h a t  OUP school  should  be a humane and happy 
p l a c e  f o r  your  c h i l d r e n ,  n o t  how.ever, a p l a c e  whe re ,  
"If i t  fee ls  good, do itn. Rather ,  school  should be a 
p l a c e  where, "If I do y o u r  j o b  w e l l ,  i t  f e e l s  goodn.  
Happiness f o r  c h i l d r e n  a s  f o r  us ,  comes from a job  w e l l  
done and t h e  s e n s e  o f  accomplishment which fo l lows .  , 



Appendix D-6 

Excerpt from a L y t t e f i e l d  Newslet ter  

C o u n s e l l o r s ,  t h e  P r i n c i p a l  and V i c e - P r i n c i p a l ,  and 
o t h e r  members o f  t h e  s t a f f  a r e  a v a i l a b l e  f o r  
d i s c u s s i o n s  a b o u t  a n y  p rob lems  which your  son  o r  
daughter  is having. P lease  f e e l  f r e e  t o  c a l l  and make 
an appointment a t  a time which i s  mutually convenient. 

We would a l s o  apprec ia te  rece iv ing comments, e i t h e r  i n  
w r i t i n g  o r  by telephone, regarding our new computerized 
r e p o r t  c a r d s .  Do you f i n d  t h a t  you  r e c e i v e  more  
i n f o r m a t i o n  t h a n  w i t h  the  old s t y l e  r e p o r t s ?  Are the  
comments adequate? Is the re  f u r t h e r  in fo rmat ion  which 
could be added f o r  next year? 

If you have any ideas ,  p lease  l e t  us know! 



Appendix D-7 

Example o f  a Frase r  Classroom B u l l e t i n  

Dear Parents:  

A s  you know I have been working t o  provide a f i f t h  
grade  program o f  s t u d i e s  f o r  your  c h i l d r e n  o v e r  t h e  
l a s t  few weeks. 

We seem t o  b e  w o r k i n g  w e l l  t o g e t h e r  and  t h e  
classroom c l ima te  has been pos i t ive ,  s o  I f e e l  the  time 
has come t o  i n v i t e  you t o  v i s i t  our classroom. 

The d a t e  planned is . T h i s  i s  t o  be a 
f r i . e n d l y  and i n f o r m a l  ga ther ing  so  you can meet me a s  
w e l l  a s  o the r  parents .  Your c h i l d r e n  a r e  i n v i t e d  t o  
j o i n  you s o  they can show you some of t h e i r  work. 

Looking forward t o  seeing you, 

( s i g n a t u r e  of  t h e  teacher)  



Appendix 0-8 

Example of  a F r a s e r  Classroom B u l l e t i n  

Report Cards and Conferences 

Parent-Teacher Conference Day was a long but g r a t i f l i n g  
day f o r  m e .  I was . d e l i g h t e d  w i t h  the  opportunity t o  
meet wi th  a l l  but  one of  the  parents  of the  c h i l d r e n  i n  
D i v i s i o n  I. I hope you found your c h i l d ' s  r e p o r t  card 
and our chance t o  c h a t  i n f o r m a t i v e .  The n e x t  r e p o r t  
c a r d  is  a l o n g  way o f f .  P l e a s e  f e e l  f r e e  t o  c a l l  a t  
any time i f  you have a concern about any a s p e c t  of t h e  
program o r  your c h i l d r  s progress. I would l i k e  t o  hea r  
from you. 

L v t t e f i e l d  Recreat ion Centre 

Our t r i p s  t o  t h e  C e n t r e  have  g i v e n  u s  a c h a n c e  t o  
p r a c t i c e  u s i n g  t h e  microfiche catalogue i n  the  l i b r a r y  
and t o  work wi th  c l a y  i n  the  p o t t e r y  room. The c l a s s  
h a s  t h o r o u g h l y  enjoyed t h i s  opportunity and we wish t o  
express  our  s p e c i a l  thanks t o  . Without you 
w e  s i m p l y  c o u l d  n o t  take  advantage of these  r e sources  
on a r e g u l a r  bas is .  Our Wednesday a f t e r n o o n s  f o r  t h e  
month o f  December w i l l  be taken up with Christmas A r t  
p r o j e c t s  a t  t h e  school .  We w i l l  resume o u r  t r i p s  t o  
t h e  Centre  f o r  r a c q u e t b a l l  l e s sons  i n  January. 

Soc ia l s :  Hi s to rv  o f  F rase r  School 

We are a t t e m p t i n g  a s  a c l a s s  t o  t r a c e  the  h i s t o r y ' o f  
F r a s e r  School i n  S o c i a l s  t h i s  term. T h i s  i s  p r o v i n g  
more d i f f i c u l t  than we a t  first expected. If you know 
anyone who migh t  h e l p  you c h i l d  f i n d  such t h i n g s  a s  
when t h e  school  was b u i l t ,  who the  p r i n c i p a l s  were, how 
t h e  programs and bu i ld ing  have changed, your a s s i s t a n c e  
would be apprecia ted .  
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