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bstract

Paper one of this folio presents a literature review of school

P! . The li was d under five comp factors
related to school imp: t; conditi ive of change; phases of
reform; role of particij in the school improvement process;
and steps for initiating the school imp: process.

Paper two presents a synopsis of teacher attitudes toward school

improvement as well as an evaluation of the progress of the school
. improvement process at one particular school site in St. John’s, Nf. The

primary sources of information include observation and informal discussion
with various staff, analysis of documents such as minutes of meetings, and
an audio-taped focus group session.

Paper three consists of a review of two school improvement models and -
a third model, to be applicable to the particular school site studied in paper

two.
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The purpose of this paper is to review the literature on school
improvement and summarize the findings of past and current trends relating
to the school improvement process.

In the 1990’s the ional agenda is i ingly being i dbya

concern to make sense of and implement reform policies which were
prevalent in the 1980’s. These reforms are coming to the forefront at a time

of’ dous change as exp ions for student achievement rise to and

beyond the capacity of the educational system to deliver. One concern which
is to be addressed revolves around the capacity of the individual school to
implement a school improvement process which is adapted to the purposes
and beliefs of the particular school environment. Hopkins, Ainscow, and

West (1994) contend that school improvement is largely about problem

solving. It is about weighing and taking decisi By ing skilled in the

process of problem solving, people develop as individuals and as

contributing of the school envi
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The Concept of School Improvement
The concept, school improvement, is a distinct approach to educational

change which may enh: student and the school’s

capacity for managing change. David (1991) indicates that school
improvement is driven by a focus on student performance and that it is a

long-term i to y ic change. School

improvement is about raising student achievement through focusing on the
teaching-learning process and the conditions which support it. Ainscow,
Hopkins, Southworth, and West (1994) state that school improvement
includes how schools can use the impetus of external reform to improve or
develop themselves. Schools are most likely to strengthen their ability to
provide enhanced outcomes for all pupils when they adopt ways of working '
that are consistent with their own aspirations as well as reform agendas of the
day. Fullan, Miles, and Taylor (1980) claim that some of the key components
in school improvement include: planned change, long range organizational

improvement in problem solving, communication, collaboration,
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participation, trust, and uncovering and confronting conflict. Ainscow et al.
discuss five principles which could be applied to enhance the school
improvement process: the school will develop a vision to which all members
of the school community have an opportunity to contribute; the school will
define important opportunities to secure its internal priorities; the school will
seek to create and maintain conditions in which all members of the school’s

can learn ; the school will seek to adopt and develop

structures which encourage collaboration and lead to the empowerment of
individuals and groups; and it will seek to promote the view that the
monitoring and evaluation of quality is a responsibility in which all members

of staff share.

The term “school imp: is an lue-laden term
depending on the perspectives of individuals and/or groups involved in the
process at each school. What is considered to be a change for the better by
some might be deemed to be a worsening situation by others. This scenario

could lead to the conclusion that an exact definition of the term is not as
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as the i by all involved in wanting to change. Marsh

(1988) comments that what is needed is a commitment, especially by teachers
and students, to examine their custent practices and routines to see whether

these are appropriate for their present situation. This takes a lot of time,

p ,and a iderable amount of coll

School improvement, as indicated by Marsh (1988), can refer to
relatively minor changes where there is some change to the program without
any change in the basic goals and values; or it can refer to changes in the
program and in the existing goals and values, which, in total, could amount to
considerable change.

Who are the main proponents of the change process? Passow (1986)
refers to students, staff, and parents as the prime residents of schools and so
it might be assumed that these would be the major targets for school
improvement. A common target for most school improvement endeavors is
the student. The emphasis is upon ensuring that students attain their highest

possible levels of understanding, skills, and values development. Teachers are
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also a major client group in any school improvement activity. Teachers
involved in implementing new curricula and/or concepts will need additional
development time and inservice. Assistance and development are necessary

dditi

for the i ise of i ion in new i in to

interpersonal and small-group collaborative teamwork. Parents

and community members are another important component in the
evolutionary process. These individuals/groups need to be aware of the
criteria for school improvement if their expertise and input are to be
utilized. This process of school improvement incorporates all aspects of the
school environment and should thus be initiated at the school level. A school
staff know their school situation best and can pinpoint areas of most need;
they are the ones directly involved in implementing any changes.

Factors Related to School

Factors, according to Marsh (1988), which are important in bringing

about ful school imp: include: itted people to

in ired ing and decisi king in the ongoing change
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process; committed people to set the expectations and tone for school

improvement and maintain general support and assistance, such as the

principal; itted teachers who perceive that the new program fits within
their overall framework of interests and if it helps them to be more effective

teaching their students. Marsh also claims that a program is more likely to be

implemented if it has a relative tage over other in

place and external staff and finances which provide ongoing staff

development support for a new The staff d
have to be task-specific and geared to teachers’ concerns and skills.
A school which concentrates on the worthwhile aspirations of

instructional leadership, academic instruction, student academic achievement,

a safe learning i 1 free of discipline p and
parent and community participation creates goals aimed at providing
increased opportunities for success. This is an idealistic goal, yet a goal to
strive towards. A goal of school improvement is not necessarily to have a

particular aspect of the school functioning in a particular fashion, but to
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attain desired student and staff’ as ined by those involved in
daily p d As d by K ier (1985) a goal is
maintaining already high student k ledge and dis

skill and competence, attitudes and values, action patterns, and citizenship,
and improving those which are not. As a school attains predetermined goals
from year to year, it achieves renewal as a social organization and develops
and maintains a self-~improvement capability.

Ainscow (1994) that three ions need to be add d

which are related to specific outcomes of students and staff. One assumption

relates to school culture. Culture is an important yet often neglected

in the imp: process involving values, norms and beliefs

that characterize the way individuals interact. Jones (1996) claims that in the

presence of strong cultures, signi and wi imp are

possible and strong culture can be created. Collaboration and consensus of all

is of utmost i The school’s background and

organization are also key factors and a reflection of its values. A second

Paper Folio 1



is that school imp: will result in enhanced outcomes for
students and staff such as critical thinking, learning capacity and self-esteem.
It works best when a practical focus towards priorities is predetermined.
Priorities that are few in number, central to the mission of the school,
and relate to the current reform agenda, provide a link to teaching and
learning and lead to specific outcomes for students and staff. The third
assumption addressed by Ainscow et al. claims that a school improvement
strategy needs to be developed in order to link priorities to the enhancing

conditions. External changes such as teacher evaluation could influence the

impact of teacher p ions to d 1 ad: in curriculum or

schoo] impi . The ditions for school imp: need to be
worked on at the same time as the curriculum the school has set for itself.
Internal conditions which are supportive of change and facilitate development
need to be created if effective curriculum advances are to be successful.

Conditions Supportive of Change

School improvement is often based on a belief that effective change
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strategies focus not only on the implementation of centralized policies or
chosen initiatives but also on creating the conditions within schools that can
sustain the teaching-learning process. Ainscow et al. summarize the

conditions which are conducive to change: proper attention to the potential

benefits of inquiry and reflection; a i to
the i of staff, stud and the ity in school policies and
decisi a i to staff devel effective coordi

; and effective leadership spread throughout the school.

The school improvement process may depend on the direction of
initiation. According to Foshay (1975) changes are initiated through one of
five ways: directly or indirectly through the school principal and other
administrators; through the school community (via parent-teacher group etc.);
through the materials of instruction; through the teachers, by altering their
beliefs about what should be taught, to whom and how; and through the
students by altering their beliefs, goals and purposes. Possibly the most

common way of getting started is by way of initiatives launched by the
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principal. Fullan (1992) indicates that planned change, school improvement,
effective schools, and staff development all bear the mark of the principal as
central for leading and supporting change. However, in some instances,
school councils are being called upon to initiate their own school

After iving support from the district office or

p P

school board, the principal either i a school imp

committee that is responsible for leading and coordinating the school’s

or the imp ponsibility to an

p

existing group(s). Foshay (1975) rei that this ittee includes the

principal and/or vice-principal and representative teachers and counselors.
The improvement committee makes the staff aware of the need for
establishing a self-improvement capability and builds staff commitment. The
staff does not debate whether to start but focuses on when, where and how to

start. A well planned program of staff and i is

The ittee uses avail il ion and gathers

others to ascertain the extent to which the school’s educational goals are
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being attained. It identifies and prioritizes areas of improvement annually.

ths and ibl such as lack of attendance, are identified

p

for individual students and for groups of students. The committee, through

I collaboration with all d ps an imp plan

for each selected area of improvement annually. Needs identification is

followed by problem identification, solution identification, implementation of

planned activities, monitoring of p and ion of
The committee ensures that the relevant staff is properly prepared to
implement the planned activities before starting the implementation. In-

service and staff development are important criteria if plans are to be

1 Planned activities are impl d and p is
monitored. Monitoring helps to identify and overcome difficulties and to

confirm the desired performances of students and staff. The effectiveness of

the imp ivities are evaluated ly. ion information

gathered throughout the year is summarized, reported, and used in setting

goals and planning related imp: ivities for the next year. The
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cyclical nature of this process permits refinements to be made as deemed
necessary.
Today’s schools frequently adopt new programs and pursue altered

activities in the name of improved performance. Schools need to adopt a

stronger per jective to motivate students to want to learn. Schools

and students must learn from their experiences and use these as building

blocks for future devel 1 ies. F (1994) believes
objectives of schools need to be clearly specified to meet the needs of the

individual school and individual student. Goals need to be translated into

clear, strong exp d and i in their di

needs to be monitored. Goals to strive towards could include high levels of

literacy, analytical ability, and scientific knowledge combined with the ability

to reason ab ly. As d in the Nati A iation of
Secondary School Principals (1992) report, goals should be shaped by the

intellectual and imaginative powers and competencies that students need.
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Phases for Curriculum Reform
Curriculum imp; calls for a cooperative effort by all.

Klausmeier (1985) addresses six phases for effective reform of school

curriculum: examination of the school’s statement of program goals in

relation to the district’s goals and phil 3 ination of the obj
of each course in relation to the school’s program goals and philosophy:
examination of the content of each course in relation to the content of other

courses; examination of the content of each course in terms of its

effectiveness in facilitating the attai of the course objectives;
examination of the content of each course in terms of its providing an
appropriate instructional program for each student; examination of the

instructional including the and materials, in terms of

facilitating the attainment of the course objectives and arranging an
appropriate instructional program for each student.
A i and hni are used in

monitoring each student’s progress toward attaining his or her leamning goals

Paper Folio 1



L Page 14

and evaluating each student’s instructional program.
Each student’s educational program of course work and other activities
takes into account the student’s aptitude for learning different subject

matters, interests, motivation, learning styles, career goals and other personal

and social ch: istics. Stud need to be d to participate more
actively in their education and not simply be passive receivers for

information. Hopkins (1994) that student i in school

improvement could include decision making and encouragement in taking
personal responsibility for day-to-day routines. Many students do not see

directly the value of higher achi t, i if it takes

effort.
Role of Participants in the School Improvement Process
Most parents have an interest in the success of their children. But, once
their children are performing within a broadly acceptable range, and pressed

by other demands on their time and energies, parents are frequently willing to
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let schools assume primary responsibility for their children’s leaming. Much
more could be accomplished with more active studying at home, a process
which involves guidance, motivation and learning strategies. Parents’
attitudes toward school and education, their expectations about how much

their children will profit from schooling , their supervision of the children’s

lated activities, and the i I climate of the home are all

related to how well the children achieve. Good home-school relations are

especially important when any major educational imp program is

dertaken. A is more when parents d the
program, its main features and how it is expected to better the education of
their children. Telford (1996) indicates that schools must engage parents
more meaningfully in the education of their children and coordinate public

services on behalf of children and their families. One of the most reliable

ways of i ing parents’ attituds ly toward schooling is through
their participation in individual directed toward planning their
child’s ed ional and di ing the child’s and
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strengths. Another is through small-group meetings in which a teacher and

parents discuss some facet of the educational Parent hij

progr: P

on school committees also enhances opportunities for collegiality and

peration. F hek (1994) that any ful use of school
choice depends on the decisions made by parents and students in evaluating
the quality of school programs. Productive school reform will entail making
more and better information available to parents,and the degree of success in
reform will relate closely to what they do with this information. If they

demand better schools, if they more actively participate in educational

and if they eval schools” per parents can help forge a

better school system.

Teachers rely for their ing upon the and outlined
in textbooks and curriculum guides but what they actually teach is a unique
blend based on their own preferences. They put together their own preferred
synthesis, often based on intuition and experience. Teachers have to maintain

stability in a very bl i ¢ d ions and
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by students will often occur,and so the teacher has to make adjustments to his

or her original plans. The process of fine-tuning and adjusting is a
day-to-day activity. The dilemma for teachers is that this fine-tuning is done
without any real knowledge of whether they have been successful or not in

promoting effective student learning. Hopkins (1994) claims that staff

devel involves providing the op ity for i diate and d
practice, collab and peer hing, and lying devel and
1 ion. K ier (1985) onp

employed by teachers to improve instruction as being facilitated by the
teacher’s openness to new ideas; willingness to work with other teachers;
recognition of each student’s need to experience success on learning tasks;
ensuring that each student learns well rather than that all students cover
identical course content; competence in using class time to plan students’

to monitor and to aid in

ming difficulties; in using the material resources of the

school and the intellectual resources of the students in arranging appropriate
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instructional for the and in ing more

than one learning path for students to attain the same objective.

Leadership and support by the principal and the school board are

for i improving i ion. One means of identifying the

kind of leadership and support needed is for the principal to find out from

teachers whether a desired school and cl: learning envil is
being arrénged and whether the for hers are being ied. In
ddition to these i ditions for effective instruction, a continuing

program of inservice/staff development activities directed specifically toward

meeting the hers” d needs is ial. Fullan (1992) indicates
that one outcome should be a greater sense of critical collegiality and

professionalism among teachers to increase the skills and willingness to work

together on school imp The principal provides leadership and, with
appropriate invol of bers of the imp: ittee and the
school staff, i policies and i the use of
facilities and materials, hedules and provides time for pl
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and i ication lines all particip In most

schools, the principal chairs the ings of the imp
however, in some schools a teacher or other person is elected. The

takes initiative for i ing the following

improvement processes: makmg the staff aware of the need for establishing a

self-improvement capability and building staff commitment; using available

information to in the extent to which the school’s
educational goals are being attained; developing an improvement plan for

each selected area of improvement annually; ensuring that the relevant staff is

properly prep 10 i the planned activities before starting the

1 ion; impl ing the planned activities and monitoring
progr ing the effecti of the impi ivities annually
and writing reports; and repeating the cycle asa process.

Marsh (1988) comments that after the evaluative activity has been initiated, it
ligh i needs and p which in turn become the

focus for school imp
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Loucks-Horsley and Hergert (1985) identify seven steps for initiating a
school improvement process:

1. Establishing the School Improvement Project. Many schools involve
outside consultants to initiate the process of school improvement. A school
improvement team should be relatively small and consist of school personnel,
parent(s), and school board office representative(s).

2. Assessment and Goal Setting. The first step in defining the problem is to
collect data about the nature and severity of the problem. Data sources
include: classroom, school observation; test scores; group interviews; and

d ion of activities. F i Llection of information, the team

must analyze it. When the is p and d, the results
need to be relayed to the people in the school and the community. Goals for :
the improvement effort should be based on assessment results and future
visions of the school.

3. Identifying an Ideal Soluti ions may be defined, multi-
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component programs with materials, instructional approaches, and teacher
support systems included. All school improvement efforts should involve a

new classroom practice that improves the act of teaching and thus the process

of learning.

4. Preparing for ion. Preparing to impl the agreed-upon
school impi practice i creating through training
and in-service sessions; selecting i hers through a ;
or iation process; ing current ices of each teacher with

respect to the components of the new program; setting expectations and

dards such as time i and not making major adaptations;

making logistical arrangements for new materials, facilities and personnel;
assigning support roles for teachers if they are to successfully implement and
integrate the program into their teaching; creating a realistic timeline such as
three to five years for complete incorporation into the school environment.
Leadership functions as support in this process in clarifying the goals and

expectations and in monitoring progress toward them.
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5. Implementing the Project. Good training and ongoing support will help

, or at least minimize, any problk s which are going to surface. The

more experience people can get with what they will be doing in the
classroom, the better.

6. Reviewing Progress and Problems. Keeping a close eye on implementers
and the implementation process is critical to catching problems while they are
small, spotting areas where improvement is needed, and rewarding and
reinforcing people and events that have exceeded expectations. Helping
teachers discuss and analyze desired changes are worthwhile activities.
Teachers learn to look at their own teaching and that of others to gather data
for change; they share ideas about what works and what doesn’t; and they
develop a norm of collegiality that benefits them far beyond the use of the

particular practice they have implemented.

7. Mai and Institutionalization. A belief that the process is success-
ful and will continue to be i with refi is the final stage
of the imp process. A decision needs to be made about how the
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program will be maintained and what is needed for the program to become

part of the school. The School Improvement Team Training Handbook for

The Avalon East School Board (1998) ds a process ble to
that proposed by Loucks-Horsley and Hergert.
Conclusion

In the ideal situation, the school imp effort will never end. It

will keep recycling itself into new spheres and new areas. The goal may have
started as a limited one to solve a particular problem, but ultimately it may
expand to establishing a professional climate where everyone constantly
strives for improvement. Fullan (1992) maintains that a shared sense of

purposeful direction of the school relative to major educational goals rmust be

linked to norms of contis imp; and experi

The literature appears to indicate that school improvement is an
established process, albeit a variable one, which has been successfully
implemented and sustained by many school districts. Continued collaboration

and i all icip helps ensure the adaptability to
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specific scenarios. The whole idea encompasses a process of ongoing,
continuous change which is based upon identified strengths and concems of
any particular school population. This could be a formula for continual
improvement and reflection which leads to enhancement of goals and
outcomes.

It is obvious that a system of shared accountability based on goals which
are relevant to a particular school site is a critical requirement for school

and ion are

change. Access to k dge and time for
necessary components which must be part of the daily schedule of all those

involved in the process.
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Introduction

One purpose of this is to fc a is of teacher

attitudes towards school improvement at one particular school site. A second
purpose is to evaluate the progress of the school improvement process at this
same school. This will be accomplished through observation, communication,

and personal ions by p d in the process.

School improvement is about raising student achievement through

on the process and the conditions which support

it. The school improvement process at this school came about as the result of
a two-fold initiative. The school board was encouraging all schools under its
Jjurisdiction to become involved in the process; and the school staff perceived
a need for improving the quality of the whole school environment.

Following a decision to proceed with the school improvement process,
the administration made contacts at board level to obtain guidance as to the
correct procedures to follow. A school improvement team consisting of staff

and parents was formed to coordinate, implement, monitor, and evaluate
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the school improvement strategies. Action teams involving all staff members

and several parents developed i ires. These

information-gathering data related to individual perceptions of school

curriculum and extra- 1
P motivation, achi discipline, L k, and
These i ires were distributed to participants di;'ecﬂy
lved in the i iate school i as well as

members. Replies were received from students, teachers, support staff,

parents, and as to their impressions and expectations of the

school. The data from these questionnaires were analyzed to discover overall
trends, patterns and discrepancies. The school will then use the information
to develop its mission statement and action plans to aid in achieving the
collaborated goals.

Two initiatives had already been undertaken at the school as a prelude to

the ongoing school improvement process. These included: the introduction
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of a Violence Prevention Program on a weekly basis, and the broadening of
course selections to involve Options courses such as Technology, Leamning
Strategies, Creative Writing, Art, Math Support, and Language Support.

School Background

This school envi is responsible for approxi five hundred
and seventy students in grades six to nine. As reported in the 1996-97 school
profile, there were eighty-one students in grade six; one hundred and fifty-
eight in grade seven; one hundred and seventy-two in grade eight; and one
hundred and sixty in grade nine. Student enrollment at the school has varied
from a high of approximately seven hundred and fifty students in 1990 to a
low of five hundred and seventy-one during the 1996-97 school year. The
socio-economic status of students appears to be quite diverse; however,
approximately fifty to sixty percent come from middle-income families. It

appears that most students perceive a value in education and many have

plans to complete high school and continue on to some form of post-

y institution. As stated in a by the school administration,
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the primary objective of this school is academic excellence where each

student can achieve his/her i p ial. The goes on to say

that this objective can be realized when we respond to the physical,

intellectual, social, emotional, spiritual, and moral development of our

d This includes the provision of a rigorous and relevant curriculum to

all students; a i to ing issues of student behavior; a

willingness to make organizational changes that will benefit students; and the

use of a hensive student system that both

conceptual/factual knowledge and the ability of students to apply what they

have learned. To ish this objective, a total ity of staff,

students, parents, and friends must be committed to striving towards

p g and i ing the y mechanisms and p to
achieve its task.
Many teachers display this willingness in many ways, for example,

remaining after school to offer tutorial classes in conjunction with peer

tutoring sessions during lunch time. This hasis resulted in
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and language arts CTBS scores either equal to or above district and
provincial sub-test scores in 1996.
The students are being accommodated by thirty-one teachers and five

student assistants. Twenty-seven of the thirty-one teachers are full-time

permanent teachers and four are filling rep positi Twenty-two of

the ity hers have at least two degrees and eight of

these have masters level degrees. The teachers on staff bring a vast array of

and k vledge to the I il i Teaching experience
ranges from twenty-eight years to four years with approximately thirty
percent less than ten years; thirty percent between ten and twenty years; and

thirty percent over twenty years experience in the teaching profession.

A i is by staff, ity, and parents on high

academic achievement and non-curricular programs constitute the profile of

this grades six to nine school.
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Methodology

The success of school improvement depends on the level of interaction
and commitment of those involved at the school site. The ethnographic
research methods identified within this research involved interview,
document analysis, and direct observation of the process. Guba and Lincoln
(1981) identify this type of research as naturalistic evaluation. In this
approach, the researcher visits a site to observe - perhaps as participant
observer - the phenomena that occur in that setting. The researcher attempts

to identify the chief concerns of the various participants, and to assess the

merit, worth, or ing, of the to the particip
Audio-taped focus group sessions, analysis of documents such as minutes
of meetings, and observation and informal discussion with various staff

formed the basis for data accumulation. Glesne and Peshkin (1992) claim the
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to the

use of multiple-data-collection, or tri
trustworthiness of the data. One direct way to find out about z phenomenon
is to ask questions of the people who are involved in it in sormse way. Each

person’s answers will reflect his or her p and i

different people have different per ives, a y rep

picture of the phenomenon’s occurrence and absence may emeerge and

thereby provide a basis for interpretation of the p Mi area

written description of the actions considered and taken during a meeting .

They are usually an official ding of all ions and p dings by
the members. Minutes can give an accurate representation of wwhat officially

happened but usually lack the detail to help understand why. T his forms a

basis for a triangulation effect of data ion. A variety of
techniques employed adds merit to the validity and reliability o-f data.
Observation as a research technique means looking for particul ar outcomes

such as relati i behaviors of various particij motives or
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intentions behind behaviors, and/or effects of the behavior on outcomes or
subsequent events. It could also entail looking to confirm or dispute various

interpretations that may have emerged from interviews or reports.
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Data Collection
Permission to carry out an ethnographic study was granted by the school
board and the school principal.

At a staff meeting, the purpose and procedure of the research was
explained to the entire school staff. A request was made for volunteers from
each grade level to participate in an audio-taped focus group session. Six
teacher volunteers from the various grade levels had agreed to meet one day
after school following several attempts to conduct the session during a lunch
hour. Conflicting duty schedules did not permit a lunch hour meeting. The
participants represented three of the four grade levels present at the school.
Teaching experience among the participants ranged from ten years to
seventeen years with an average of twelve years experience in the classroom.

All ici had been hing at this parti site for at least six years.

A classroom located in a less frequented area was chosen to help create a

risk-free environment.
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It was explained to the teachers that the audiotapes would be disposed of at

the completion of the study and conf iality would be maintained at all

times. The session was informal and lasted i forty-five minutes.

The process of school improvement had commenced at this site
approximately two years prior to data collection, with much groundwork

being completed in the interlude. Aspects in place at the time of research

luded: school imp team was ized i ires were
devised, administered and analyzed, and monthly meetings of the team had
taken place. Most staff had previous experience with the process and were
able to offer valuable insight into its daily effectiveness. One aspect of the
research was to discover individual perceptions of the process thus far as well

as its perceived validity to the school.
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Data Analysis

The following questions were chosen in an attempt to ascertain the

and level of i of various participants in the school

improvement process.

What do vou believe is meant by the term school improvement?
Participants viewed school improvement as a lengthy process whereby

decisions are made on goals and mission statements. One participant
commented, “ You may have an excellent school; however, this does not
mean that you can’t improve in some areas.”

School improvement is a continuous process which encompasses the
entire school environment. “A positive influence on the whole school body...
involves everybody.”

Several particip pared school imp: to a2 model which was

attempted approximately ten to twelve years ago, namely Project 2000.
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This model involved a lot of discussion with very little action taking place.

As with school imp: mission were devised but they were

never acted upon. This project “died in the water.”

School improvement appears to be a more focused process. The
guidelines are clearer and more precise so that individuals know more about
what is going on. “School improvement is a more positive approach. We
don’t necessarily need to change things from the past, but rather to review

past experiences and build on these to enhance the learning environment.”

What are vour i school improvement?

Is there a need and how does it affect a school?

d to follow a common theme regarding

x P P

the effectiveness as well as the accompanying stumbling blocks to school

improvement. They agreed that it is a worthwhile process because each and

every school has “room for imp: " However, a

kept surfacing, namely, “Will this turn into another monotonous Project

2000?” As with both p all the participants i ppeared to be
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“really focused™ at the beginning. However, time constraints and staff tumn-

over resulted in “very limited we ile p P C included
“Our plates are already filled with too many meetings, lesson plan
preparations, and personal social life.” “This process sounds great as long as
its not drawn out too much and we know where Project 2000 got us.”

This is a process of change which has to be ongoing all the time. As one
participant stated, “Can’t change be addressed as obstacles present

- themselves?” Teachers address obstacles each day in the classroom while

goals remain in the back of their minds. School improvement involves having
goals in the back of your mind; however, “they have to be acted upon and not
Jjust left on paper.”

To improve schools, everyone works together on a particular plan
consisting of one to two topics per year. When individuals pull together in a
group setting striving towards common goals, participants believe the

chances of success are greatly enhanced.
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How would vou feel about participating in school improvement on a
voluntary basis?

It appears at this particular school site that most individuals are in favour
of progressing through. the change process and can visualize goals being
attained, yet most realize it is a “tremendous task.” As is often the case, this
process “came from ab.ove™ with some expectations which some of the staff

felt were istic. Many ions were di: such as time frames

and quantity of ﬁeeﬁngs.

School improvement should impact the entire school; therefore people
need to work towards common goals, “We need to go down common
pathways.” “Teachers mieed to be given the opportunity to observe the goals
of others in action as well as have others observe their own.” Again, the
topic of time constraints as a realistic hurdle was of major concern. One
person commented, “Wihere will we get the time for all this?”

Staff collegiality wo-uld be an aspect of the process, “We
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wouldn’t get this pulling together if we weren’t involved in school
improvement.”

Most participants would be active volunteers in the process if time
constraints were addressed and positive outcomes were designed.
Summarizing comments included, “We are the ones sharing the responsibility
to see that the entire school environment benefits from this process. It should
be part of our work ethic as professionals.”

Do vou feel school improvement will enhance the current conditions of

your school ?

Has it had any effect as of yet. either positive or negative?

Most respondents felt that school improvement could enhance the school

B

, as previously stated, they appeared quite concerned

relative to the available time constraints.
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The school has been involved in the improvement process for the past
two years. Although changes have occurred, many participants felt that these
changes were not the result of the school improvement process; rather they
“came from school board level direction, for example, the Anti-Violence
Program.”

The school had arranged a two day inservice with the school board to
focus upon the school improvement process. Several participants expressed
enthusiasm that some positive results would come from the inservice to “get
everyone back on track.” Another stated, “We probably fell off track because
of the school boards changeover which took place last year.”

Some perceived positive outcomes from the inservice included: discipline
procedures, communication with parents, and school councils. One
participant responded, “This looks great on paper; however, how realistic is it

all?” “There appear to be too many factors, too many connections to make.”

The stirred di ion to the process i ing fewer groups

starting off , then expanding as the process proceeded.
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It is realized that the process never ends, that it is ongoing. However,
certain discrepancies exist. “People were always involved in trying to
improve their school, now they have a label on it. This label means everyone
has to work together on a plan as opposed to individuals doing what they do
best to improve the situation. Now we have to fit into a plan and your
contributions are looked upon as conducive to the plan or not. I have a
problem with that.”

The general consensus appears to be that the process is worthwhile and
could result in very positive advancements for the school if time and
resources are allotted so that individuals and groups can become immersed in

the process.
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Conclusion
Change is a process whereby individuals/groups view events from a new
perspective. It is a learning process which entails an open mind and often
risk-taking efforts. Many individuals are not in a position, nor are they
willing, to take risks therefore they often remain apprehensive to change
forces.
Possible factors which may influence implementation include:

Lack of guidance and support as to actual p d to take in

through the process.
A ing to impl t00 many ies at the of the
program.

The quantity of participants involved at certain stages could be too few or
too many depending on the topic.

Many staff expressed concern over lack of time to accomplish required
work such as lesson preparation and extra curricular activities for students.

This process would involve more meetings and less “personal time.”
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Participants not experiencing ownership of the process. Some feeling that it
“comes down from school board level, therefore we have to implement it to
satisfy higher ups.”

Lack of resources including time, money, and materials to implement the
change process.

Some feel that things are progressing “well enough now, therefore why
change when things are okay?” “Don’t fix something that isn’t already

_broken.”

Hopkins (1994) states, “We now live in a change-rich environment. We
need to focus on the management of change in general, on the creation of
effective and flexible structures, and on the empowering of individuals.”

This particular site has been engaged in the change process for
approximately two years. During this time it appears that many staff
members have individually reached various opinions as to expectations of the

school improvement process.
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Most individuals have come to realize that it is a lengthy process which is
going to require some effort on behalf of most people. Several remain quite

pessimistic partly due to the negative impact of a previously p

project. Concerns were also d as to time i i Most

staff members are already involved with several school-based committees and

da i ings being held during school time or

possibly increased inservice days.
Most agreed that there is a need for school improvement and that it is time

to “actually get something done.”
Most staff would be willing to participate if strategies were in place and

time frames add; d. Board level is in conj ion with

school-based decision making towards attainable results. Many individuals

believe the process will help imp: the school i h , it has
been ongoing for two years with little result. Participants had expected

increased outcomes at this stage in the process.
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Since inception - of the process, individuals have come to perceive it as a

ventur-e with i d focus over the previous project. Change

has been progressiing quite slowly during the past two years, however,

following the i ice, ions include a P with

g Xp

foreseeable advancements along the way.

Stringfield andl Ross & Smith (1996) reiterate many of the concerns

d during and lude that individual schools need to

revitalize th and that most need help in this ongoing

process of finding sopportunities to achieve exciting and valuable purposes.
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hool I 1

The first paper in this folio presented a review of the literature on the
change process, school improvement. Paper two consisted of an analysis of
school improvement currently underway at a particular school site in St.
John’s, Newfoundland. Paper three will review two models which have been

utilized in the school improvement process. A final model will be proposed

by the as a possibl hnique to attribute to the school

improvement process at the site researched. It will be based on personal

reflection and research into the change process.

The Ohio Model
The Ohio D of ion has funds avail for which various

schools can apply to aid in the school improvement process. The Department

has identified eight of good planning for school imp:

diness, i i ic plans,
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t, focus on i teacher roles, ive policies
and practices, and resource leverage.

Two of the Ohio E ion D models to be di: d include

The Ohio Classroom Management System and The Effective Schools

Process. Both models are comprised of goals, vision, curriculum, instruction,

! higher ion, roles and

responsibilities, structure, and p:

The Ohio Classroom Management System, which addresses school

discipline, strives to ensure a safe i that is ducive to i
learner performance. The focus is on prevention, problem solving, and
logical, connected intervention, and mediation. In this program, students are
taught skills that will help them be successful learners and workers by
accepting responsibility for their own actions. Self-discipline is developed

through p d ies, and ity i Ap

lining student iors is maintained and updated on a regular basis.
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The process i teachers, ini and i who
create partnerships to assume joint responsibility for discipline. They, along

with students, work to create a climate that is supportive, inclusive,

‘hallenging, safe, and ing. A five step p ing process is designs
for newly participating schools . It involves framing a plan, setting goals,
developing an action plan, and implementing and evaluating the plan.

Training courses are provided free of charge to raise the level of confidence

and comp of those individuals directly involved in the process. The
training requires that one member be a ity/p:

One adopted motto is “Every opp ity to discipline is an ity to
teach.”
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The Effective Schools Process focuses on student achievement. It aims to

develop a ive, i imp hool-based plan that

ensures all students will succeed. There are two phases to the model. The
first phase includes the formation of a staff-led team developing and
conducting a needs assessment, sharing the needs assessment with the entire
staff, and developing and implementing an action plan with ongoing
assessment and evaluation. Seven factors of effective schools are identified,
around which student achievement is determined: a clear mission, strong
building leadership, high expectations for all students and staff, monitoring

of student progress, positive learning climate, opportunities to learn, and

. The process is built upon four

P

assur:ipu‘ons: all children can and will learn, i
is the mark of effectiveness, the unit of change is the school, and school
improvement plans must be tailored to the needs of the learning community -

students, teachers, ini: and

The second phase of the model includes indicators that the model is
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successful in raising student achi Annual and i 1 indi

of success include: increased assistance with student learning, decreased

discipli s, i d d: rates, i d student

on indi such as dardized tests, subject grades, increased
p L and i effective h !
practices.

Each of these models promote the creation of a learning environment in

which participants are encouraged to be risk-takers in the all-encompassing

goal of raising student i These p pass many
p of a shared decisi king model; when more participants
become i d in student achi the goal clearer and more

attainable. All parties with a stake in student achievement must be supportive
and dedicated to the vision/mission of the school. Teachers, students, parents,

and i bers must be emp d as the driving

force behind the i imp d A ding to Senge

(1990): “Visions spread because of a reinforcing process of increasing
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clarity, i ication, and i As people talk, the

vision grows clearer. As it gets clearer, enthusiasm for its benefits build”

(@-227).
The Maryland Model

Maryland has adopted a “School for Success™ comprehensive school

improvement model which actively promotes success and lifelong learning.

The model is based on a school-based decisit king p

that the total school ity is emp d, i\ d, and involved in a

collaborative decision-making process that promotes student achievement and

participation. The key of their school improvement process are
and ion. Th hout the
restructuring process, schools consider a i imp h

for coordination of student services; programs to promote student

and i p i ivities; changes

in rules, roles, and ibilities; and i ion of

technology, and assessment.
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In conjunction with this model, the state has initiated a policy to be used
strictly at middle grade schools. This policy, known as Maryland Middle
Grade School State Policy Initiative (MMGSSPI), identifies five conditions
which are required to achieve systemic middle grade school reform:

1. Trust and commitment between and amongst all stakeholders in the

education process.

~

. Knowledge and information from multiple sources to plan, implement,

and evaluate school improvement.

w

. Collaboration and recognition of the skills, talents, and contributions of
stakeholders to focus on student, school, and community strengths.
4. Resources, including fiscal and human, to support comprehensive school

improvement.

v

. Time to fully implement and maintain the core areas identified in the

reform process.
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A School Imp Team, isting of rep i from school,

community, and parents, helps create and maintain the conditions necessary

for school imp: E ions for all stud are high,

and the school and school community are empowered to help all of the
students achieve to the best of their ability. Planning for the improvement of
the school is an ongoing process that is cyclical in nature, contingent upon

indi of and strives i toward what is believed to be

best.

The underlying values as perceived by one school using this model claim

that school imp: is equi for all requires

planning; includes members of the entire school community in the planning
process; and supports instruction to help all students solve problems, be
creative, and work cooperatively. It promotes experiences for all students
that go beyond academics to include activities that help build self-esteem,
and is supported by all available resources. At this particular site, the school

and its teachers view all students as having the potential to be successful, are
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p to make i ional decisions to help students to achieve the

outcomes described in the curriculum, and define visions and develop plans
to accomplish those visions.
This school-based decision-making model relies on input from many

participants of the learning process which includes various

‘groups making ions to further the success of student
achievement. Joyce (1991) comments: “[U]se the experience and expertise
of persons to augment the instructional and curricular approaches” (p. 62).

The two models previously mentioned consist of many components
which could be useful for a school developing an improvement strategy. The

Ohio Model strives to create a climate that is supportive, challenging, safe,

and wel ing by involving all partici of the learning community in a
shared decision-making process. The Maryland Model empowers the entire

school ity in a ive decisil king process

from to evaluation. It experiences for all students that

go beyond academics to include activities that help build self-esteem.
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The W Model

The purpose of this model is to advance the school improvement process
at the school presented in paper two.

The particular model postulated herein is based on the past four years of
course study and research, on 1.1 focused review of school improvement
literature and communication, and on observation between and amongst staff
at one school site.

Several aspects of The Ohio Model and The Maryland Model offer
insight to the school improvement process which appear in The W Model.

C ive decisi king; ion of goals,

and ion; and the ization that school imp:
is a continuous process, are important criteria for any school proceeding
through the change process.

The rati for school imp: at this site aims to provide high

quality learning opportunities for students. This may be accomplished when

create more and amongst th as
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well as with parents and the ity. School imp is a process of
change whereby schools attempt to manage this procedure in a successful
manner. Fullan and Miles (1991) claim that change is a journey and that

schools impl a ildering array of iple i ions and policies

simultaneously. Due to this vast array of reforms, the model proposed could

offer some guid: as schools p through the adji period|

The School Imp: Team, isting of those involved in the

process, need to realize exactly where they are in respect to influencing the

learning of stud Individual and group p ions of the

school site need to be d prior to the ion of a “plan of

attack.” Fullan and Miles (1991) say that “strategies are based on internal
scanning” (p. 15). Perceptions could be attained through a collection of d&
involving questionnaires sent to past and present members of the learning
environment. A school profile and/or assessment would provide useful
information as to student achievement in comparison to that achieved or

being achieved at other sites. Klausmeier (1985) claims that assessment
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information is used to ascertain the extent to which the school’s educational

goals are being attained.

Following the ion of site data, the ici are
in a position to identify what they want to achieve. Two areas of concern

identified at the research site included student achievement and

construction/impl ion of a school discipline policy. These conclusions

were drawn from brai ming sessions involving parents, staff, and

support staff. According to school board personnel, these are two areas of
concern expressed by many schools within the board’s jurisdiction. This
process of establishing measurable goals could be achieved through small

group di ion which ds to entire

Realistically, it is necessary to strive for no more than two goals reached by
consensus so that attention is focused in minimal workable directions in
order to achieve optimal results. The School Improvement Team Training
Handbook (1998) for this particular board emphasizes that only two goals be

worked towards , especially in schools which are at the preliminary stages in
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the process. As commented in the National Association of Secondary School
Principals Guide (1992) change is best accomplished in increments based on

careful analysis and planning (p.3.).

The role of i ion of imp ies rests with all
participants in the learing environment. Participants need to accept, believe,
and take ownership in the process they are undertaking. As commented by
Osborne (1992): “to affect meaningful and lasting change, there must be

change in the belief of the bers of the ization.

must be internalized by staff members which will allow change to occur in

the way things have been and are being done” (p. 8). The culture of the

school must be when designing change initiatives. Di

mna

policies and student achi hni can only be i
disciplined environment where students are expected to achieve. An action
oriented goal would involve input from students so that ownership of the
policies/techniques could be realized. Action plans to achieve established

goals are devised and implemented by small group “action teams.” The action
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team(s), through constant communication, identifies when a task is to be

lished, who is ible for lishing the task, how to attain

appropriate resources, and how to report the action plan to the School

Improvement Team. The School Imp: Team, in ji ion with

teachers, parents, and students, ensures that school improvement initiatives

are fulfilling the school mission.
The final phase in this proposed model i i w0
ascertain the impact of the initiatives. As previously ioned, school

improvement is a process which is on-going and ever-changing; therefore

to monitor p and eval results are crucial to the
devel I process. O need to be adds d with respect to
student per related to a conducive leamning envil as well as

teacher learning and the overall strengthening of the school’s organizational
culture. Possible resources to aid during implementation include school based
and devised outline maps to guide the process of improvement. These maps

‘would also llaboration of all particij Pathways are selected
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to aid in achieving exp h , adj are to be

d and Team ing and think-aloud sessions to offer

collegial support could assist in reaching desired outcomes. Regular reviews
of literature would also bond thoughts together and offer insight into current
techniques attempted by other schools.

Responsibility for possible methods to monitor and evaluate the
implementation plan rests with the School Action Team. The School
Improvement Team Training Handbook identifies monitoring and evaluation

as cyclical in nature whereby monitoring progress is usually a continuous

activity and ion occurs after i i ies are
Following evaluation and review of the implementation strategies, revised

action plans are developed to attain desired outcomes. Fullan and Miles

(1991) claim that change progr: do not run th They require
substantial effort on tasks such as monitoring, implementation, keeping

change projects,

everyone i d on what’s h: ing, linking

locating unsolved problems, and taking clear coping action.
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Local implementation by everyday teachers, principals, parents and

students permits internalization of the process thereby increasing the

for 1 school imp:

Several advantages of local, school based implementation plans include:

it results in greater and i to goals, it imp

information flow and ication, and it prod higher i to

implement the Jocal decisions.
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Conclusion

This paper has presented three school improvement models which could be
utilized to enhance learning opportunities for all students and to build on a
school’s capacity to manage change.

The Ohio Mode! is based on a statewide funding program whereby

individual schools submit well developed school improvement plans

including goals, learning etc.
The Maryland Model is a school-based decision-making process which
promotes quality teaching and high student and school performance through

collaboration and partnerships.

The W Model izes student per through
and ion on the ies impl d to reach the desired
It invol i and iality by all particip in the
improvement process.
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