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Introduction

This réport presents the highlights of a year's experience wfth
-the advisory approach to the inservice éducation of elementary school
tecachers. The term "“advisory" is frequent]y'associated with informal ov
open education’(Armington,'1972; Amarel et al., 1973). However,:in this
pilot project, the use of the term is not limited to 6pen education.
Rathér it refers to a set of inservice training strategies characterized

hy:

a) prOV1d1ng inservice assistance to teachers only when
such assistance has been requested by them

b) providing ass1stance in terms of the requestors own goals,
objectives and needs

c) providing such assistance in situ rather than 1n courses,
1nst1tutes or seminars

d) providing ass1stance in such a way as to increase the
likelihood that teachers become more self-helpful and
independent rather than helpless and dependent.

The latter character1st1c-—to increase teachers' self-helpfulness--is
related to the assumption that heTpIeésness can be learned, and that the
pfovision of he]p carries with it the risk of'téaching its recipients to
1nh1b1t self- he]pfu]ness
| A major obdect1ve of this pilot study was to be able to answer

questions about what it is Tlike to be an advisor, whatfprob]ems arise in
“the course of using this approach, and how an advisory’Systém should be
.dnsignéd In the intérests of answering these questions, the advisors
kept extens1ve field notes of the1r exper1ences “This report is based

l

largely on the advisors' field notes. Further, spec1f1cat1ons of the

advisory approach as we formylated it are given in Appendices A and B.



General Description of the Project

1. Thé Schools Served

Seven schools 1in both rura?_and metropolitan communities in central
i1Tinois parficipated in the project. In two of the schools--one rura1;
one metrobd]itan--on?y one .teacher participated. In the remaining five
schools, more than two and as many as five teachers were advised. )
2. Recruitment of Teachers |

Through the Area Service Center ofAfhg region, annouhcemehts of the
avai}ability of advisory services were distributed. Iﬁterested teachers
were invited.to'request the service through the Center. Because the Area
Service Center of this particu1ar region has been actively involved in

presenting workshops and conferences on open education, many of the

‘requesting teachers were interested in obtaining assistance related to open

education.
3. In.all schools in which teachers pafticipated‘in the advisory project,

the official consent and cooperation of the Principal was obtained.

4, The Advisors

Both Advisors were experienced elementary school teachers, who
also had extensive experience in training teachers. Both Advisors had a
long standing interest in the advisory approach to working with teachers

in schools, and were 1nv5]ved in developing plans for the project.
The Advisory Approach: Activities of Advisors

T. At the’beginning of the school year the Advisors met individually

 with those teachers who had requested the Advisory service. During these

initial meetings, Advisors egpiained their concepts of the advisory systém,

how they planned to make themselves available, and proposed- a tentative
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schedule of visits to the schools. In those schools in which two or more
teachers were being advised feachers were invited to sign up in advance for
appointments on a weekly basis.

| 2. What the Advisors actually did varied greatly. A orief summary of

the types of activities of the Advisors is presented below.
a) Locating, identifying and preparing instructional materials
to meet specific instructional needs.
b) Aséisﬁing,teachefs with formulating plans for more effective
room arrangements, for learning centers and interest centers.
c) Discussing and thinking through problems of managing classroom
behavior, how to déve1op class rules, how to help specific indi-
vidual children.
d) Providing moral support and being genera]]y supportive;'sharing
with teachers the set-backs énd‘difficu]tiés they experienced
themselves as teachers. -
é)-Aierting teachers to.available resources to help them with instruction.
f) Relating 1nfoﬁpation about the good and_shccessful practices of
one teacher to another and vice versa.
g) Giving informative feedback from their cbservations of the
classroom activity.' v
h) Demonstrating (or modeling) methods and techniques of teaching.
i) Helping teachers to think through a]ternative.methodé and

approaches to teaching specific skills and content.

The Probléms of Advisors

— f

- Thrpughout the academic year the Advisors kept field notes'in
. which they noted the prob]ems encountéred. A brief surmary df'these

prob]éms is presented below.

ﬂ\—//



1. Problems related to teachers
a) From time to time teachers shared with advisors sensitive.
fﬁfonuation to ba.held in confidence. Although no crises developed
" around such matters, those preparing to perform advisory services
should.estab]ish a policy to guide them under fﬁese cohditioﬁs.
The requirementS'and expectétions of those to whom teachers and-_
Advisors are responsible (e.g;, pfincipa]s} would provide'50ur§es
of confiict for the Advisor in matters.of'confidentia]ity.
b) On a few otcasions‘Advisors found thémse]ves in situations
in which they undermined the authority of the teacher in the eyes
of her own pupils. This problem is pafticu]ar]y closely associated
with demonﬁtrating methods or techniques. The relative merits and
risks of demonstrating or modeling shouid be considered in the
]ight of the potential impact such procedures may have on pUpi]s’
pefception of their teachers' authority and compefence. '
¢) A major aspect of the advisory approach as we conceived it
was to resist the temptation to give "answers," "sojutions" or
‘direct adwice. Our ratidnale was that succumbing -to that”tempta-
tion might serve to.increase teacheré‘ tendency to see themse]ves.
as consumers of "answers" and "solutions" rather than as génerators

of them. Advisors found that their resistance to such temptation

undermined their credibility in the eyes of the teachers. Advisors
suspected that when thgy_{gfrgjged from making a few clear suggéstions
teachers wondered Qhether they really "know theif'stuff." The

need to esfab]ish credibility (of expertise) fairly early in the
Advisor-teacher relationship overrode the ear]ieftpién to abstain

from explicit “answer”-giving. The optimum resolution of these




confiicting demands of the interpersonal situation is not clear.
d) Advisors experienced some frustrations from the lack of .
sites where teachers would be taken to observe the kinds of

practices they wanted to learn about.

WHURUAAL L)

e) Advisorsﬂhéd;some problems over the termination of relation-
i ‘:( .

ships with teachers. In one case, a teacher Kad 1ittle apparent

" need for help, a]though she requested it. The Advisor's limited

time in that school could have been more fruitfu]]y used with

" another teacher. The Advisor. sensed that withdrawal would have

greatly disappointed this teacher. In another case an Advjsor

- felt that a particular relationship with a teacher who needed much

help was not developing along productive lines and that her

tfme could have been used more fruitfully with other teachers.

In such a case, termination of the relationship is also a delicate
matter. Solutions to the problems presented by these two-caées
Were not found. |

f) Advisors noted unrelentingly in their accounts of their work

" that they perceived teachers to be Tonely and/or suffering from

a sense of isolation. Repeatedly Advisors commented that teachers

- seemed to simply enjoy or “ihdnge" in the companionship they
-provided to teéchers.' Advisors had no official authority or power

" and o obligations to the school district authorities. But they

did have their'pwn}expérienées of trials and tribulations to share
and held a non-judgmental posture towérd the teachers advised.

In this way teachers seemed to see them as interested and goncerned
colleagues, who were there to Support them; The Advisors‘:field

notes give the impression that alleviation of loneliness and _
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isolation was 2 major effect of the advisory approach we used.

g) From time to time Advisors demonstrated o modeljed techniques
and methods. On one occasion an Advisor noted that a teachér's
rasponse to this deMonstraiing procedure was "I could never Bé
that good" indicating a senée of discouragement ér fear of
failure. - In the case of other teachers Advisors noted that teachers
commentéd on how much they had ”picked'Up“ by watching‘the‘

Advisor fnteract with their pupils 1n'§he classroom. These mixed
effects of demonstrating or mode?ing suggest that'g}eat caution.
is necessary in usjng demonstration as a method of .inservice
training. _ »
h) Advisors reported that when helping teaghers think through
alternative solutions fo instrﬁqtiona1 prob?ems,teachers

e | frequently seemed'to gain insight into new approaches, but were. .
afraid to act upon those insights. Occasionally Advisors had the
impression that teachers asked for help in changing their c]assroom
practices more because they'feit peer pressure to do so, than |
bacause they identified their own‘practices as_ineffectiﬁe,

2. Proolems related to administrators and district policy
a) In some cases schools and the distric%s4they were part of were
- Tocked into ‘highly specified curriculum requiréments which blocked

teachers' readiness to try different methods and/or techniques.
One school was caught in disfrict-wide adoption of fggx;_majér
curriculum innovations being imp]emented simultaneously. In add-
ition to the narrowing of teacher options this éaused, the améunt
of time teachers were required to participété.ih special meetiﬁgs

related to these cyrricula seemed to lead to teacher exhaustion and




feelings of great preSsure; It is unlikely that our approach
1

to the Advfsory system could be useful in such a district.

b) In one school the Ad&isor fhought that the administrator in

_charge felt threatened by her presence and hef warm rapport with
‘teachers. The history of administrétor—staff relationships in
thét school was a chequered one and the district had experienced
considerable tension over teacher unionism. . It was a difficult

school for the Advisor to work in, but.the teachers themselves

were very eager to maintain the Advisory serviceé.
Problems with the Procedures of Advising

1. The most persistent difficulty encountered by Advisors was the lack of
sufficient {ime and assorted problems related to time.
| ‘a) Advisdrs épent large blocks of time en route, (no less than
50 miles one way) and in inciement weather as well.
b) Teachers‘ own time was greatly constrqined.by their daily work
and assorted meetings. They often ended their working day too
exhausted to worry about alternative methods, philosophies or even
individual children. Apparently many teachers se“tle into patterns
of ad hoc “coping with the day." Know1edge about the variety of
ways in which teacherS'constrUCt “maps” or "iméges“ of their daily
work would be very helpful.
c) Advisors felt that theifﬁservices shou{E not have been offered
-;at>thg beginning of the school year. They noted that most teachers
needed a settling-in period with their new pupils before they were

ready to identify problems that Advisors could help them with.
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2. Advisors noted that in their talks with teachers and from their own

O

bservations the scheduling of visits as one day per week was not optimum,
Expérimentation with visits of two successive days every other week seemed
to be much more vewarding for both Advisors and teachers. Factors in-
volved %n reschedﬁ]ing are: . .
a) Qheh the need for particu1ar materials was identified Advisors
could bring it to the teécher the fallowing day; rather than the
following week. |
b) Some teachers seemed to need more than justlﬁ week between
visits to think through things that had been discussed and to make
plans for jmplement{ng new ideas.
c; Sometimes the weekly visit seemed to be a'preésured situation.
'Tea;hers sometimes felt apol~getic if they had not had a chance
to try out things p]annéd durihg the previous visit o° .0 think
through'particular'prob]ems previously discussed. The resulting
defensiveness of teachers seemed to undermine the ouality of
relationships the Advisors were striving to develop with teachersqr
d) Advisors noted that the pressure of time madé it’difffcu1t for
them tQ'Jearn as much as tney needed to ébout Tocal resources.
It may be that Advisors could spend some of thé-ear]y weeks of the
school year finding out about local Pesources. | .
e)'Advisors noted often the gfeat frustration of having so\much
of their time taken up by drfving; NeVerthéless Advisors also
ﬁuggested that it is important for Advisors to be persons from
“qut of towh." They fé1t_that.their-sﬁggestionsvare seen as novel,

“and a 1ittle different from the conventions of the school district.
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The “out-of-town" attribute of Advisors also helps teachers to see
them as outsfde of the.officia1 hiercrchy of their school diﬁtrict,
and as people who have no power o sanction their practices.

f) Advisors notaed that at about 6 weekéjbefore the end of the
academic year, teachers began to "wind down® their efforts. They
talked of alternative methods in terus such as "next year I'11

try that." This kind of psychological suspensibn of evforts to
chahge {even thouéh to pupiis six Week§ can be a lifetime) was |

unanticipated and deserves further study.

Advisors' Problems with Themselves

One c¢r our‘principa1 6bjectives‘in this pilot prbject was to find

out wha; it.is like to be an Adviser. In accofdange,with this objective,
© Advisors kept nofes of the many sources of stress as well as safisfaction

they éxpérienced themselves. An-out1ine of some of these pr&bTems is
presented bealow.
1. Unrealistic Objectives

Both AdVisors experienced some discouragement when their early
expactations concerning their effectiveness were tested in the course'of
implementing tﬁeir p]ans.. The constraints of t%me—-theirs and,teaqhers'——‘
were pppreséive. Beyoﬁd-that, teachers éeemed~to focus on re]atfve]y
superficiaT aspects of their teaching; hateria]s, room arrangement,
terporal organization, how to keepféhi?dren busy when they finished their
workyear]y. Ainédrs were morg sensitive to pfob]ems,teachers had {n |

their unde?]ying relationships with individual children as well as the
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classroom group. They both felt that they had failed t¢ get to the "key"
issues they had expected to focus on. | | |
2. The intentioh wé had to help teacners in terms of their gyg_gba]s and
objectives, rather than the Advisors' .was very difficult to implement.
Advisors do indeed héve preferences and ideo]ogiés of their own concerning
teaching methods. To respect ideologies and methods which ére not congenial -
to one's own pweferénces is very difficult. Advisors felt more comfortabie
and more positively reinforced by those teacpers whose idealogies came
1 cfose to théir own.

Advisors reported having a hard time judging how well they were
doing. A framework for eva]uating or aséeésihg progress and effect{veness
had not beén deveToped.' Genera]]y_the Advisors seémed to be looking forv
changeé in teachersf behavior, Hoﬁever, some of their effectivéness may
,.have been forestalling teacheré“ 6isintegration or maintaining stability of
teacher functioning.

3. Advisors repof%ed_what.they Saw as a persistent need to be alert and.
 “Righ® on.eéch working day. Time.with each teachef was sd short that
~-"down” days had to be avoided. The Advisors felt that their own en;husiasm
was potentially contagious, they noted that on the occasional days when
they Tacked enthusiasm teachers4asked them “what's wrong?® "Aren't you
feeling we}]?“ Possibly a teacher might construe the mood as due to
sémetping in.her own behavior. _

i 4, Ad&isbrs suggested that they might have been strengthened if they had
both worked in one‘schoo1. In such a'case they‘would have_intersectéd.

“occasionally and proVided much needed support for eaéh_other; :
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Reactions of Teachers*

TLoLﬂle were 1ntet§1ewed concerning their perceat1ons and Jjudgments
of the value of the Advisory project.. Tﬁe 1nterv1ews were 1nforma1 and
were perforimed with only a sub-sample of the total group of teachers served.

* The teachers in fhis eub;sample viewed the Advisory Project as
highTy'successfu1.- A17 were extremely disappointed that the project
would not be cdntinuing for another year. _They felt that. this kind-of
insefvice assistance was extremely helpful in that it occurred within
tﬂeir classrooms. The .commitment and input of the advisors was recognjzed
and great]ylappreciafed, as Was‘the'opportunity teeehers had to receive
| constructive_eripﬁcism of their own teaching efferts. Time was identified
as the most saiienf constraint operating in this soft;of endeavor. The
- most uﬁefu] way to represent'the feeling on the part of this respondent -

group is to provide natural sampies of their own comments:

General Perceptions

Appreciated. the opportunity to work with the advisor. I
~received all sorts of new ideas but, most importantly, I
'received the kind of support I great]y-needed;

A terr1f1c prOJect that prov1ded a great deal of he]p
to our school.

It is a'pity that this sort of'inservice isn't continuing.

This kind of effort is the most meaningful for children

as well as teachers. It is more tangible. You can-

talk over things you would like to do. The advisor is

objective and fa1r and, therefore, can provide much construct1ve

'T*E%a]uation portion of this"report‘was provided by Mr. Robert L. Wolf.




“help.

- Teachers grew to be fond of advisor as a person and began to
share all sorts of preblems with her--even problems of a
very personal nature.

The adviscr was well received by the entire school staff,
even by those who did not have much contact with her.

Major Strengths

This kind of inservice can best serve the needs of children

because the advice is based on concrete situations in tre

classroom. It was not abstract like most other inservice I'

~ have experiencec. - The advisor can he]p with specific problems
“involving specific children. .

Demonstration teaching--it is so valuable to see someone
else working with your children in your class. VYou feel that,
if someone else-can do it, so can you. o

Advisor brought in a wealth of mater1a]s and 1deas

The immediacy of fulfilling requests--work1ng in thé class-
room, bringing in materials, and most of all acting as
a sound1ng board.

.The kids loved her,
The advisor always fulfilled her promises..

The advisor was not defensive if her ideas were not.
heeded. She accepted praise and criticism graciously.

Not on]y were the advisor's suggestions useru] but
they were also consistent over time. This is much
more effective than a one-day workshop or visit.

The advisor had great experience and background in
classroom environments. She also had a great skill in-
communicating this expertise. It is important o get |
someone who knows more than one, but who does not flaunt
“{t. The fact that I viewed the advisor as a master
teacher and not a supervisor is, really important to me.

The.adyisor is adaptable t¢ anyone's room and problems
and she still provides so]ut1ons She was extremely.
"~ flexible. ‘ i

-Most resource people are in schools to do their own™ '~
thing--use teacher and school for research, doctorate, etc.--
but the advisor seemed set in helping peop1e and this
was recognizable. .
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The relationships among teachers in our school were
positively altered because of the advisor.

major Weaknesses

Time eonstraznb--on]y one day in the school means
that the adv1sor spread herself too thin.

The process relies on the person--in this case we
were extremely lucky.

Not enough time to sit and talk. Nogn is not a good
time--I need a break al noon and do not like to think
much.  In a program Tike this you need much more time
to reflect on and discuss ideas.

‘The change process is’ s1ow and therefore you need
time to discuss change.

Advisdr works too hard, pushed herself too much.

When advisor visited every week there wasn't enough

time to absorb and implement ideas. Every other

week would have been better.

It would have been good if the advisor could have been in
school ‘before the kids arrived--the distance the

advisor had to travel was too greau, however

More of & time schedu]e as to vms1ts wou]d have been
usefu]

One year is really not enough.

It can be seen from these conments how crucial the personality,
openness, and expertise of the adviser really is. If'élso appears that
what can be mo$t learned from thes® inter&iews concerns the desirable
qualities of an advisor rather than insight about the advisory process
ftse]f. Teachers did, however, seem to recognize the 1mportance of time
in the light of teachers attemptiné to change their current forms of
practice; and this reffects quite heavily on this sort of inservice process;
It 15‘here4that.the date’beceme significant because they reflect the serious-
ness with thch,these teachers attempted to do -things differently and with

the help provided them by the advisors.
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Summnary

The evaluation of this Project seems tb provide furthér evidence .
that the more tréditional modes of inservice training nced to be replaced
| with programs that provide help for teachérs in their own individual class-
rooms. Trainers, such as the two adyisors, who assume roles of working
in school seitings over extended periods of time need to have certéinA
qualities that will make them more effective in carrying out their task.
In addition to having expertise in the form qf broad backgrounds, varied
éxperiéﬁces; and skill in dembnstratfng activities with children,
advisors need to be honest;<8pg;: géhtié, cbnétructive, nondefensiye,
resourceful, and mast assuredly committed"to their. work. The}advisqrs,
and the Project in general, in this éase seemed to be succeégthw@étéhse
the Advisors exhibited these qualities to teachers-and'becagse théy con-

g
;

vinced the teachers they worked with that they cared. '%37;' b
Conclusions

| The Advisors' field notes of their‘éxperiences contained many
insights from which to refine the Adyisohy approaﬁh we desiQned. Many
points were procedural (e.g. scheduling, timing, etc.). .Some points con-
cernad the definition of the Advisory'roie, some concerned the process
by which teachers. became involved in the project. ‘ __
In matters of role, hipdsight suggests that the Advisory role,
as we conceived it, carfiesftwo tybes of role conflict. One fevo]vest _
-around the importance'of-refrainingFfrom giving teachers solutions to- their

D

problems and the threat to the Advisor's credibility that this role
@ ,

expectation seems .to progdte. Another concerns the expectation that

Advisors'support teachéfé whose ‘ideologies diverge from their own. By SR
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definition ideologies are strqng,_perhaps passionate; personal commitments.
The extent tc wihich Advisors can give support and advice in those situations
is not known. It may be that teachers and Advisors should have a period
of interaction in which they can explore the extent to which they feel
congeniality before -a long term commitment s entered ihto.

In matters of how teachers elected themselves to part1ctpate in

the project, Advisors senséd a wide varuety of teacher motives. Sore
were responding more to perceived peer pressure for change than to intra-
personal pressure for 1mprovement; One teacher "used" the Advisor to
bolster her "image" in the school as a superstar. . Another first year
teacher was reaching out for almost anything that would help her in her

' strugg]e for surv1Va1 Both Adv1sors remarked that there may be an optimum
point in a teacher's career_ﬁhen the Advisory type of assistance is most
appropriate. A brand new teacher may need authoritative direction. A

, veteran teacher may be[f]irting with change, but in fact be very bound by
Jong-standing habits. JWheh Advisory rescurces are limited, the ideati-
fication of teachers' readiness to maximize the Adviscry,approach.wou]d be.
helpful. B

A final comment on the Advisors-I field notes seems in order.

Advisors noted persistently that teachers seemed to be lonely, to feel
isolated and to enjoy the professional interaction the Advisors' visits
made possibfeB'AWOrking with the field notes suggests to the senior author \

'fthat Advisors also experienced }oneliness and isolation. It seem§ reasonable
to suggest that one suffers loneliness or isolation re]ative to the.companion-
sh1p and c]oseness one has learned to need .and expect This suggests_that

level
teacher educat1on--both at the preservice as well as 1nserv1ce;-mlght

include some effort to help teachers and potential advisors to set their




Ahother theme in the field notes concevned the importance of enthusiasm
and the need Advisors felt 'to be "up" or "high" during their visits. These
comments point to deeper issues in the personal constructs of the majority
7 of school peopie.- -1t is not clear why enthusiasm and learning are e
confused. The enthusiasm of teachers' response to the Advisory-or any
other ihnovation--is a doubtful indicator of success; The seriousness of
their responées may Be more valid indices of effectiveness. Teaching.
youngsters day aftar day, year gfter year is a very serious affair which
“should be satisfying in the long haul.

The Iack.of financial-support for continuatjon of the very pra-
liminary work already begun this year.makeé it unlikely that we shall

know the long haul effects of the Advisory approach.
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-1- SIS

A Pilot Study of the Advisory Approach

to Inservice Training -

Purposes of Project

The purposes of this project are:

1)

2)

3

%Lzlu

Py &

10 implement a small scale Advisory System by which to provide
inservice»;raining to primary schobl teachers;

to explore“and experiment- with procedures and mechanisms for
integrating the Advisory System into éxisting support and resource
sysfems in the state; ' C

to obtain a natural history of selected aspects of the éxperiences

accrued in implementation

Specifications of the Advisory System

11

Definition of Advisory System

‘The Advisory System 1s a term used to describe a strategy and set

of procedures by which to provide inservice training to primary

school teachers.

"Characteristics of the Advisory System C .

The Advisqfﬂ System is characterized by (a) providing inservice help
to teachers upon request only; (b) providing help in terms of the

requestor's objectives and needs, and (c¢) providing such assistance

in situ rather than in workshops, college courses or after school

seminars.

In this way the Advisory System can provide a mechanism by which
wé might be able to effect improvements in the quality of classroom
life for both adults and children through'direct contact which is.

supportive rather than prescriptive, individualized rather than
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bureaucr;tized; which serves to build on existing strengths and
goodwill rather than to undermine the courage and commitment of the
important people in our public schools--the front-line workers who
- live with young children day after day in classrooms.
3) Objectives of the Advisory System
The major objectives of the Advisory System are:
a)} To strengthen and support the competence of primary classroom

tcachers.

4 b) To offer assistance in such a-way as to cncourage tcachers to
discovér ﬁnd depend on their own personal resources as well as
on local resou;ce pcople and agencies and to develop their own
local patterns of on site gupport (e.g. local teacher center).
4) FPFunctions of the Advisor“
_The Advisor,cap be thought to have five baéic functions as follows:
a) ThévAdVisor as supporter and #dviSor
“This function includes helping teachers to identify their own
salient problems fbr whichuthey need assistanée; advice, guidance,
suggestions -and encouragement. Under this heading is included
the provision of moral support to classfoom peréonnel.‘
b) The Advisor as supplier of information
Thié function includes helping teachers to obtainrinformation,
knowledge, and ideag,as needed. It includes strengfhening contact
between local personnel and the Instructional Materials Centers
and_Areé Service Center wﬁich can faéilitate the acqﬁisition of
relevant informatidn about films, inexpensive equipment and

materials, workshops and conferences to attend, tracking down
g :
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local expertise and other appropriate resources.
) ay
. . Py “ao'.':" , :
c) The Advisorids‘interpreter of teacher performance
S| -
. § ! .
A most important, function of the Advisor is to help teachers

~

to assess their own progress and to examine their own behavior
and its effects on children and parents.

d) The Advisor as demonstrator
Frog.time to time the Advisor may be asked to demonstrate skiils
and techniques. Howevcf, teachers will be encouraged to préyide
such holp for cach othecr. Teachers will also be encouraged to
form their own local on-going discdséion groups.

e) The Advisor as a necutralizer of.conflictﬂ
Occasionally teaching staffs and their co-workers in schools
experiénce internal dissention and confliét. An Advisor nust
resist efforts to become aligned on one side or another of
such conflicts, but rather must respond in such a way as to
redirect,the'ehergies of those involved towafd the provision of

high quality services to children.

I}I 'Pro¢edures for Pi;ot Study
The procedures'fér implementing the pilot study are outlined in two phases
as followé{ I
1) Phase I - Identification of Teacher$ to be Advised
a) Through the facilities of‘the Instructional Materials Center aﬁd
the Area Service Center of Region IV an announcement of the
advisory project will be m%de. The announcement will invite teachers
to request advisory services. It is assumedﬂthat such requests--

although not formal--will be accompanied by relevant school.district

approval.
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- b) After Qufficicnr notice time, c¢.g. two oxr threce WCCks; all rcqucgts

-will be codcd, sumnarized, and followed up for further details

by the advisor.
c) A sclgufion of no morc than six sites in.thc rcgicn will bo
de;ignatcd for service using the—following criteria:
i) Absence of symptoms 6f serious organizational patholagy
(e.g. chronic conflict between teaching and administrative
staff, or serious déviance in teacher personality).

ii) Efforts will be made fo\identify sites where there is high
consensus between administrato;s and staff in forwarding the
request for Advisory service.

iii1) Efforts will be ma&e to identify teachers for whom there is
a high probabiiity that they will stay in teaching iﬁ illinois
for 5 or more years.

iv) Sites will be selected wihich are receiving no other ongoing
supportive services (e.g. University. research projects,
special federal projects, etc.)

vj Six sites selectgd will»include:

rural schools

(73]

metropelitan schools

]
L »

- twd schools in,whiéh only 6ne teécher of the primary grsde
staff is advised (N=i)

- two schools in which a few primary teachers, but not the -
,ﬁajority‘(m) %é adfised (1< N<m)

- two schools iﬁ which the majority of the primary teachers

are advised (N=m)
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This plan yields the following design:

Cowmunity . Singlic Primary Less than Majority
e ' Toucher Majority of 'Tcachers | of Teachers
Rural (R) Rt (N=1) Rt (1<N<mn) Rt (m)
Metropolitan (M) Mt (N=1) : Mt (1< N<m) Mt (m)

Fig. 1 Design of Sample of Primary Grade Tecachers Advised

2) Phase IT - Implementation ' -

.a) The Advisor will meet with the teachers selecfed and begin‘the
implementation as suggested in Section II §f this proposal.
Implementation is expected to begin no later than the third week
of the regular échool year and to terminate no sooner than two
weeks before the close of the schbol Year of 1972-i973.

b) The Advisor proéeéds by
'i) getting acquainted with the teachers and the total context

in which'théy w;rk including characteristics of the children,
community,_recént history etc. ™
ii) helping teacﬁcr§‘t5 specify. the kind of assistance needed and
to propose which needs can best be. served by the Advisor and
which.can best be served by other available resources., A
blan of action can then be outlined by the Advisor and .
individuél teachers.
iii) aeVeloping an aéreement with the teachers and relevant school
authorities specifying when and‘how often site visits will

occur, etc. -

IV Evaluation Procedures

/
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It is proposed that the evaluation procedures of this pilot study consist
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Service Center at Carthage, Illinois.
1) The natural history is a documentary record of all relevant events,
ideas and perceptions occuring throughout the period of implementation.

2) This record should provide answers to such questions as:

What kinds of help do teachers ask for and why?

What factors (internal and external) impinge upon teacher performance?

- What kinds of help has been offered and accepted/rejected in the past?

- What kinds of help does the Advisor offer?

- What happened when help was given?

- What happened when help was rejected?

- What assumptions are being tested and need fefinement?

- What brogress in teachers is observed--by themselves? By the Advisor?
By other school and community personnel? |

- What impacts‘oﬁ children and schools are observed? .

- What are the requirements for a successful Advisory network on a
larger scale?

- How were other supportive.services utilized?

- What recommendations issue concerning integraﬁing advisors with

existing agencies?

3

- What conflicts.are observed by the Advisor, etc, etc.

V. Role of Principal Investigator
Although no budget line is assigned to the Principal InVestigator, Lilian

G. Katz (ERIC/ECE, Dept. Elementary Education, University of Illinois)




it is expected that she will supervise the implementation and documentation

of the project throughout the period of funding.

VI Housing
It is proposed that the Advisor be housed in the same quarters as the
Instructional Materials Center of this region.

¥

FRIC - -

Aruitoxt provided by Eic:
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VII Budget
Budget

(September 1, 1972 to July 1, 1973)

Personnel

Principal Investigatox ' ‘ 0
Chief Advisor (Full time) 11,660
Assistant Advisor (Half time) o 5,000
Clerical help (Part time) ’ 1,000
Evaluator : 1,000
Benefits (approximate) 2,312
Sub-total : ' 70,972
Office Supplies : . 500
Telephone _ | 300
Resource Materials . 200
Printihg, Postage aﬁd Disseminétion 400
Sub-total - 1, 400
Travel ' _ 2,210
Service Fee (Urbana Schools) ' 1,000

Total 25,582

v
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A PILOT STUDY OF THE ADVISORY APPROACH
TO INSERVICE TRAINING

I. 2urbposes of Project
The purposss of this projact are:
1. 1o implement a small scale Advisory System by which to provide ‘inservice
training to primary school teachers;
2. to e\Jlo e and experiment with procedures and mechanisms for inte-
grating the Advisory System into existing support and resource
systems in the state;

3. to evaluate selected aspects of uhe experlencps accrued in implementation.

II. Specifications of the Advisory System
1. Definition and Characteristics of the Advisory System
The Advisory System is a term used to describe a SLracegy and set of
procedures by which to provide inservice training to primary school
teachers.

The characteristics of the Advisory System are: (a) providing inservice -
help to teachers upon reguest only; (b) nroviding help in terms of the
requestor's objecbives and needs, and (c) providing such assistanca in
situ rather than in workshops, college courses or after school seminars.

In this way the Advisory System can odrovide a machanism by wWhich we mignht
be able to effect improvements in the quality of classroom 1iTe for both
adults and children through direct contact which is sunportive rather than
prescriptive, individualized rather than bureacratized; which serves to
build on existing strengths and goodwill rather than to undermine the
courage and commitment of the important people in our public schools--
the teachers who Tive with our young children day after day in classrooms.

2. Objectives of the Advisory System. The major objectives of the Advisory
System are:
(a) to strengthen and support the competence o: primary classroom teachers;
(b) to offer assistance in such a way as to encourage teachers to discover
: and depend on their own persona] resources as well as our local
resource people and agencies and to develop their own local patterns
of an site support. In this approach, advising is seen as a spec1a1
case of adult learning. Since the desired learning outcome is
seiT-rejiance and seli-respect among teachers, the advisor's role
is To help teachers discover and use their own strengths, resources,
ideas and thinking.

(c) changes in classroom procedures and teaching styles are directed,
defined, implemented, evaluated, redefined and sustained over time.

.
i

3. Functions of the Advisor
(a) The advisor as supporter and advisor. _
This function includes helping teachers to identify their own salient
problems for which they need assistance, advice, gu1dance, suggest1ons
and encouragement,

’




(b) The advisor as sunplier of information.
‘This function .ubludes neloing teachers to Obuﬁ]ﬂ information,
knowlaedae, and ideas as needed. It includes strengthening contact
wiwaen Tocal -norsonnel and the Instructional Materials Centers and
Wrea Service Conter. ,

(c) The advisor as interpreter of teacher performance.
A most important function of the Advisor is to help teachers to
assess thair own progress and to examine their own behavior and its
effects on children and parents.

(d) The advisor as demonstrator. -
The Advisor may demonstrate skills and techniques. Howeaver, teachers
will be encouraged to provide such help for each other. Teachers
will also be encouraged to form their own local on-going support
system.

(e) The advisor as a neutralizer of conflict.
Occasionally teaching staffs and their coworkers in schools
~experience internal dissention and conflict. An Advisor must resist
. efforts to become aligned on one side or another of such conflicts,
but rather must respond in such a way as to redirect the energies
of those involved toward the provision of n1gh quality services to
children.

(f) The advisor as a change agent. _
The advisor represents a specific style of change agent. This style
can be characterized as clinical, i.e. treating each case as unique.
Furthermore, it is a.type of teaching, i.e. should teach teachers to
see themselves as resourceful and competent to identify their ‘own

~ problems and preferences and capable of seeking help when needed.

~ It should not teach them that good ideas or right answers always-

come from outside of themselves.

4. Procedures followed by Advisor.
(a) getting acquainted with the teachers and the total context in which
they work 7nc]ud1ng characteristics of the children, principal,
communiily, recent nistory, etc.

(b) helping %teachers to specify the kind of assistance needed and to
propose which needs can best be served by the Advisor and which can
best be served by other available resources. A plan of action can
then be outlined by the Advisor and individual teachers.

( ). developing an agreement w1th the Leachers and relevant schoop
authorities specifiying the procedures appropriate to that sfite such
as-when and how often site visits will occur, c]earance processes
necessary, etc.

III. Procedures for Pilot Study

-1

1. Procedures for 1973-1974 study W111 be extension and refinement offstudy
procedures employed in current year. .
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2. A1l procedures currently employed are subject to revision based on current
axperiences and insights gained from current evaluation.

It is proposed that the evaluation procedures of this pilot study consist of
a natural history of the vroject and a responsive evaluation modeled along
the lines suggested by Robert Stake of the University of I1linois. As such
it will include:

(a) The Advisors Journal.
A detailed diary of the advisor's perceptions of her funct1ons in the
field situaticn; records of encounters and interviews with particimating
teachers and other_re]evant school personnel, etc.

(b) Advisee's Journal
Similar record of events kept Dy advisees as far as possible.

(c) External Evaluation "
(1) In-depth interviews with relevant individuals conducted by Robert
Wolf, CIRCE--University of I1linois.
(2) SE1f-Report Questionnaires from teachers and other relevant personnel.
{3) Reports of on-site visits-by selected consultants to project.

V. Needed Expansion

(a) Requests for the services have far exceeded our expectations. Expansion
of the advisory would seem to be walcomed by school people.

(b)Y Implementation of the advisory requires much greater energy than we could
- have awticipated Especially draining is the travel time and energy
involved in the pr03°ct

fc) It is proposed that the oroject size be doubled and that advisors be
identified and engaged in various locations such that travel time,
energy and expanse be minimizad.




