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Teacher centers have the potent1a1 to’ be sett1ngs where teacher concerns
can become " startnng po1nts for reflective thought ang- profess1ona1 growth.
In order to ‘provide’ th1s kind of SUpport 4 center-would need a staff of
exper1enced téachers who cou]d act1ve1y and empathically éngage center

_users in discussions ‘about ‘their work. Such conversations would involve

raising questions, suggesting opt1ons, or examining unstated assumpt1ons

In th1s;study we‘researched how center staff and teachers act1vety ‘interact
w1th one another in, order ‘to reflect oh issues about the teaching/learning
process as it re]ates to curricular concerns. It was assumed that if
teachers in a drop-in facility weyre approached by agtive staffers more

. mean1ngfu1 involvement would take place. Since=a definition of active

staff1ng is cruc1a1 to an understand1ng of these interactions, we focused
on two ques!1ons (1) what are ‘the def1n1ng e]emeﬁts of active staffing

from both the «staff membey's and the . teacher s perspect1ve and (2) what

is the role of an active staffing program within“the cbntext of.a teacher
center. -~ ' '

- s

< e

The concept of active staffing was documented through the co]]aborat1on

.of an exper1enced teacher center staffer and-a unTver51ty researcher.

This staff member. employed the act1ve staffzng '‘process *in the center two Xays
per week for four-months and wrote deta11ed Togs Of encounters with n1ne
subjects, which served as the data base for thé study Other staff members

-
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, at the Center participated in the active staffing process and 1ts documen-
tatlon Written 1ogs, ref]eot1ons, and conversat1ons were ana1yzed by the
: ) research team. To obtain pre11m1nary estimates of teacher growth, base11ne
data of- center users were gathered through . - . te]ephone inter-
views. “At the end of the.active staff1ng phase of research teacher pdrt1c1-
pants were also interviewed by te]ephone v '
RESEARCH FINDINGS
0ef1n1ng E]ements of Active §4ggf1ng

Our ana]ys1s of the data revea1éd that the active staffing process can be
divided into «four stages. First, when a staffer responds to an initial_

o

request, emphas1s is placed on establishing rapport and mutual respect,
Second, in the process of assisting a teacher the staffer explores latent or
under1y1ng reasons for the man1fest request‘or g1ves a broader .perspective
to the concern. This dTa]ogqe prov1des focus to the inquiry. Third, a

‘ -variety of strategies are used td jointly solve the prob]ems posed These.
include: brainstorming, discussing possible’ 1nstruct10na1 act1v1t1es and _ '
principles, diagnosing children's needs and 1nd1v1dua1 differences, and
cons1der1ng appropr1ate resources. Fourth, contact with.teachers is ma1n- '
tained by 1nv1t1ng the teacher back’to share classroom outcomes., 0ffer1ng
. to visit the‘teacher S c]assrooms, and being availafle for further consu1tat10n.

. 4
vy o . A

S Guiding Principles

-

SeﬁeraT/princip1es.gufded the active staffing process. First, active -
staff1ng was seen as a process that the staff and teacher create together,

. wh1ch means there must-be opennes\\dn the teacher's part and an ability to

: foster d1a1ogue on the staff person's part Second, the'active staff1ng ,

‘ process focuses. pr1mar11y on ways of thinking -about 1earn1ng and teach1ng and...

the .meaning of c1assr00m activities for the teacher. "-Third, teachers br1ng

", a wealth of know1edge from past and current c]assroom experiences to active
c staffing encounters and these can serve as bu1]d1ng b1ocks for profess1ona1

‘ growth, . S A

]
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Aruitoxt provided by Eic:

Active Staffing in Context‘ ' . o

»
'
r

ﬁina11y, the active-staffing process in this study w;s bounded ny\certain
constraints. First, teachers who visited the genter came from a var1ety
of school s1tuat1ons and settings, and these contributed to the complexity,
of the 1nteract1ons between staff and teacher. In some ceses‘part1c1pants
in order for a teacher to function
effectively as a staffer, he/she must be able to draw upon a rich base of
knowledge about human deve1opment as well as theories of Tearning and how

they.appTy to specific classroom practices.

e

were under severe stress.. Second
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' outcome of teacher center usage.

n

. E .s )
. - o INTRODUCTION : ' :

v

Fostering pgofessional growth-of teachers is among the most important
-objectives.of a teachers' center, This objective is paramount. in the minds
of teacher center Teaders and thinkers, who believe that centers have the
pofential to be settings where teachers' instructional concerns become
starting points for reflective thohght and extended.growth. Aeacher
center literature identifies exchange oflideas; problem solving, and .
reflection as important elements -in the growth process;

‘v
-

, A centér works:to strengthen the power of individuals as decns1on
. - makers, to connect theory with practice, to help teachers
identify, and use multifarious resources, and to heighten teachers'
~ self aware?ess and‘art1cu1at1on of their values and needs (Thomas,
979, p.13 .

A teachers center truism is that the more teachers can be
encouraged to express and develop their own ideas and to address
. their own problems in. original ways...the more they will develop
themselvestias professionals, thus mak1ng the phrase "professional
deve[opmegt" more than a euphemism., (Devaney, 1981, p.3)

\

The QUestfpn qg teacher decision” making 1s related to teacher plan-

2 ning in such Grease as curriculum selection, development, and
implementation. For some, teacher decision making is the key
feature that distinguishes teacher centers from every other type

of staff development or inservice training. (Shulman, 1978, p.188)

»

Although many cente}é'have the materials and the trained, experienced staff
:5ady to facilitate this kind of teacher development, there are few formal
accounts of how to deliver these services. Despite the stated importance of
professiena1 growth to the life and goals of teachers' centers, there is
1ittTe ‘or no information about the conditions that support professional
growth and if and how this ér0wth can be actively fostered, In fact, there

ds even a lack of information about whether professional growth:is a widespread

I

. In an observat1on§l study of teachers centers, Feiman (1977) found
that activities focus 1arge1y on immediate needs rather than professional

C e
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"““Teachers' Center. The majority of teachers using the center during drop-in

. dis sses alternativeés and options, helpsthe teacher to exam1n§ stated and
"unstabed assumptions. ‘

NN
The_ datz dep1ct\the center at least during open hours, as a "make
and Jtake" operation. The most frequent type of activity invblves
teachers replicating materials on display and. the most frequent
type-of talk focused on how something was made. Only a small
percentage of the observed interactions concerned broad cufricular
issues or specific classroom problems. While many of the materials
< which teachers make at the center imply new approaches to teaching
and learning there is little talk about their uses, extens1ons
or implications." (p. 93) .

? R N

Feiman's findings are confimred by the experience of the Chicago

hours copy games, or use machines. Requests for staff aid generally focus
on'these<actiyities.’>ﬁost conversations between staff and teachexs relate to
'how to' rather than 'why'. Teachers are confronted with the 1mmed1acy of
providing for children's day-to-day learning needs and demands to show
achievement gains., Understandably, teachers often focus on concrete practica]
materials. : . - .

However, the answer to helping children with learning problems is’
not found in making colorful materia]s on ditto shgets To help such childfen,
a teacher must often take a fresh look at the overall instructional situation. ﬁ
Ask1ng such questions as: "Whatdo T want to teach? Are my children ready for
this? what is the best Way to organize this program?" In short, the
app11cat1on ‘of educational and psycho]og1ca1 theory is often needed for
teachers to address instructional concerns. .
\ Teacher centers are a natural place to encourage teachers to\address

indtruct1ona1 quest1ons in depth. Inorder to facilitate this, a teachers

' center needs a staff of trained, experienced teachers who can actively and

empathically engage center users in conversations about their work. In the’
coyrse of such conversations withteachers, the staff person raises questions,

)
L

.

In: th1s study, "we researched a process where center - staff and teachers

interacted in.order to examine the teaching-learning process as it relates to

practical teacher-curricular goncerns. It was assumed that:the active .
participation of center staff would be useful in helping teachers to do this.
If teachers were approached by active staffers, the resulting encoonters sWould

- L
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encourage teachers to reflect upon, their c]assroom behavior and practices.
This process would lead to professional growth.. )

we attempted to create opportunities for ‘such’ interaction The
interactions were then studied to determine the conditions that foster

' meaningfu1 dialogue and more importantiy, the actual process staff can
. use to_encourdge teacher professional growth. We named this Mnteractive

process "active staffing" to show that directed and de]iberate/actions

were needed by.the: center staffer. The purpose of this study s to identiﬁyi,

the defining elements of "active staffing " ,
¢ DR .
METHODOLOGY e '
This study was a cooperative research project. The research team
conSisted of Inez Wilsen, a person with extensive Teachers' " Center knowledge
and Margaret Richek; a persoh with research background Through their ’
coiiaboration, the‘process_of active staffing was documented. Inez actua]]y
used the actave staffing technioue in'the‘center. * Her role was to both -
participate in the experience'of "active staffing'T and to\reflect on her
experiences. In continuing discussions, Peggy reacted to, Inez' records sand
ref]ections on active staffing and contributed independent inSights about, the
active staffing process.

L)

! OVERALL RESEARCH PLAN

In”order to gather data; Inez employed the active staffing processain
the. center two days per week for a period of fourth months, Detailed logs
were written for each active staffing encounter, and thesé’]ogs form the
primdry source of data for this study. The research team did an ‘extensive
ana]ysis of the 10g5~in an attempt to define and codify the elements of.
active staffing. The conversations, ref]ections, and notes collected during
the analysis of the logs form a secondary source of data.

Staff members other than Ihez were also encouraged to use the active
staffing process and to keep detailed logs. . These 1ogs were discussed by the

‘1nd1V1dua]’Staff member and Inez and these discussions served both. to deepen

« ‘ . ) B L:? _—
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the staf? member's understand1ng of act1ve staff1ng and to- further def1ne
the' elements” of active staffing for the research team. The/written staff
]ogs were independently analyzed by: the research teamand provided many

c]ues to the def1n1ng elements, of act1ve staffing.

~ Information from teacher users of the center a]so he]ped thé research
team to understand the elements of attive staffing. Knowledge of teachers

. perceptiensﬁof the center before active staffiqg was /instituted helped us

to determine- how teachers perceivedhthe'center, what services they thought 3
were valuable, and how they viewed center staff. To gather this data,
e1ght (8) teacher center users were interviewed by telephone. The- 1nf0rmat1on

. 0bta1ned he]ped the research team to set up ansopt1ma1 active staff1ng

environmént from which the process cou]d best: be studied. . .
In add1t1on, the specific teathers who part1c1pated in the active staff1ng )
process were interviewed at the close of the act1ve staffing per1od They
were asked about theiv experiences at the center dur1ng thé previous four
months . ( the active staffing period) and their satisfaction with the center
services. This information helped us to complete the picture of active
staff1ng by determining *how teachers participating perce1ved and described the
process. It also gave us some pre11m1nary data on the effécts of active l
staﬁf1ng on teacher growth. o )
“ﬁa . . . ' — . e

~ -SETTING UP THE ACTIVE STAFFING DATA COLLECTION PHASE | .

-~

Substantia1 eff&rts were made to insure that .there-would&be a
sufficient number of active staffing encounters with Inez to, effectizeJy
study the process. In order to encourage act1ve staff1ng encounters '
with Inez, she staffed two times perweek regu]ar]y onbkdnesdayand Saturday --
the center's busiest days. On these days another staff member assumed the '
respons1b1]1t1es of routine staffing tasks (finding materials, running
machines). In addition, in.order to assure that teachers were aware of
the consulting aspects of the drop-in program, several announcements were
made in the Center news]etterAabqyt available advisory services. ’ .
During staffing.hours, Inez introduced herself to teachers at the

reception desk and circulated through the Center offering assistance. e




" Other. staf:hhembers often referred potential act1ve staff1ng c11ents»t0
consu]t w1th Inez on wednesday and Saturdays : :

_During the four months of the study. Inez logged encounters with nine (9) ‘
individuals. She,encountered each_1nd1v1dua1kthe following number of tamesi
Code # # Times

01 2 - Expérienced teacher; newly assigned td LD
:  resouxce roomiin Chicago suburbs N 2

02 - Newly s;1gned teacher in pr1vate school for |
- emotionally disturbed ado]escents (in Ch1cago)

Exper1enced CPS teacher new]y a551gned to '
b1T1ngua1 roonq’ “a
7

® -

- Newly assigned teacher 1h CPS, "third
grade

Experienced téacher, newly assigned to k1ndergarten
and learning disabilities resource

: Ekperienced teacher, new]y-assigned to ESEA
.pull-out prQgram. . . A

Experienced teacher newiy'assigned to kindergarten ‘
' *
New]y assigned parochial pre-school teacher )
.. ‘(dn Chicagp)
» Exper1enced teacher, newly ass1gned to f1rst
~grade, paroch1a1 schoo] - Chicago.

\

Logs of eafheehcounter reveal lnez' technijues and the reactions to these

\
Y

, techniques. ‘ : Lo ' .
niques. o o .

3

FINPINGS

_ The f1nd1ngs are d1v1deQ~dnto (1) the preliminary data on teachers’ use
of the center,.(2$ the elements of’ actrve\stafffng, and (3) measuring the
effects of active staffing. R : ) )

-9




PRECIMINARY DATA ON TEACHERS' USE OF CENTER - -
. , / R
Before the active staff1ng period of the study was 1n1t1ated e1ght
center-users were‘1ﬁterv1ewed by tetephone The {nterviews enabied us to
. assess teachers' usage of the center, fee11ngs about the center staff, and
, thoughts about teach1ng Active staff1ng is a particularly 1ntens1ve
form of teacher center staff1ng, regu1r1ng comm1tment of time and thought from
both the staff member and the center user. To assess thereceptivity of
teacher center users to th1s specialized serv1ce we first sought to

¢

detenn1ne how teachers were actually using the center . .
‘» It was considered possible, given the observations of staff that consuﬂt1ng
formed only a minor part of teachers use of the center. This situation wou]d
make the act1ve staff1ng process 1ess hospitable, but also more 1nnovat1ve

.o " Teachers® USe of the center’was assessed by :asking (1) how the center

was being u%ed, (2) hrow teachers would like to use ‘the center, (3) what -,

. type -of adviee or con5u1t1ng services teachers found most useful

‘, (4) teachers perceptlons of the center staff and (5) what teachers considered
useful consu1t1ng sources... Resu]ts 1nd1cated that teachers view the center

pr1mar11y as a materials re50urce °These re5u1ts are detailed be]ow

.
e »

B - .
r -
»

s R How The Center was.Being Used

,
1.

("'..
Mater1a1s Resource -=_work wuth or make mater1a1s o

. ' I |
. - . N
r !

- . to ‘
. N
‘ .t ) ~
. . N N - . (S

- N . . . ,

. « ! . \\ > -

. . '
] 4 A / N . . . >
, .
. 4

/t

Us1ng mach1nes (laminating, d1tto1ng) é_ L, -
Mak1ng materials (games, bu]]et1n boards) .7 o "'fwgu
. *Total number of teachers using ‘materials resource "8
Consn1twng Resource <
Looking at books or dfsp]ays for ideas 1 - - : e
Cohsulting with staff ~ $one - | ) j
Total number of teachers using cdnsu]ting'resource::¢ ‘“ 2 ’;f
Other Uses of Center - : . . ‘
éronght class to center - S

o

-
.., .

5 . . i

B*There is overlap qfﬂteaehers who, for examp]e,.{gse machines" and "make materia]s,”




>

Total number of teachers with miscellaneous, use

kY
H

-
-~

P Ve

oy

~
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. °

i These data graphically show that the useof’tbé\cénter as a materials
resource far outweighs its use &or-consﬁ]tatioq.i‘this is further confirmed
by the number of aresponses teaqbér§ gave hithiﬁnééch categoryt While
teachers- frequently listed three or four different ways in which they used
',/ materials, only one type of consulting resource was mentioned by the two

teachers who referreq, togthis category.

% " . '
», ‘ , T
° " @
' - ComradesHip ) 1
re Pl N . /
Counseling source for self 1

Lk . f. -
- ~N )
Hoy, Teachers Would Like to Use the Center
‘ -
Each of ‘the eight teachers also detailed which services they had not
used that they would 1ike to use at the center. It was felt that teachers ‘
might state a desire to use consulting services, even if they had never
actually used them. Re5u1ts,'1ﬂ€aed in the categories given previously,
’ for how teaqhers would like to use the center, follow: °
/ .
Materials Resourcés
Machines o*
Making Materials - 4 :
Consu]t?ng Resources Ta )
.} 3
Looking at Books or Displays 1 .
- -
Consulting with Staff 2 A ' :
Miscellaneous . ’
B . R e /,/ .irs_
' Bring class to the center 1 . T N -
13
T Get to know out of state .
resources vl \

*No teacher$ expressed a desire to use machines because all teachers were
currently using.mahines,; teachers were .asked to 1ist services they were.
.not using.. W 1 - -

WS §
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. teachers were asked to rate their usefu]ness It should be noted that a

Q . . 2
’

. ; ’ . ‘ /

These data again suggest that teachers are primarily concerned about oppor- - \\,
tunities to ‘make materials. ,Only two teachers out of e1ght expressed

-

desire’ to consu]t with staff

~
-
AN

z:Activities Constiting with Staff and Their Content

At this point, several topj for consu]ting were actually Tisted and

sample category would read, "How useful wou]d you find the staff he1p1hg
you to choose learning mater1a1s," or "How usefu] wou]d you find the staff

working with you to develop lessons." The resu]ts of these eight categor1es-
are listed below with ‘a mean calculated on the responses of the e1ght
teachers A low mean indicates high 1nterest RN

-~

Choose learning materials 1.14
‘Sharing new research on teaching methods ) '1.28
Working with you to deve]op teaching strategies 1.42 -
Consulting about cTassroom management < - 1.42
Helping you to look at a particular learning ‘
‘problem 1.42

Consulting about discipline i > 1.80

. Discussing child development ' 1.86
Working with you to develop lessons 2.00 >

ES
¢

As would be expected, teachers expressed most interest ih staff people
helping them with materia]s Next 1n interest was the staff's ability to .-
discuss research w1th teachers. Inth1s regard, the staff is seen more as
resource peop1e to theoretical ideas rather than as fellow teachers who are
involved in joint exploration of teaching situations. ~ .

In keeping with this orientation, }eachers rate cooperative efforts on ,

curriculum problems as less interesting. Joint planning of 1essons, the

"nitty gritty" of teaching, is rated least interesting of all. Specialized
concerns such as "particular learning problems," are rated as somewhat more
interesting. ’ ; ‘
The only exception to this pattern \is the category of "discussing child
development issues." This israted in the next'UJﬁowest category. We

think that perhaps, teachers do not.see the relationship between this
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~v1ssue and the1r teaching concerns.

; It is perhaps ironic that a d1scuss10n Of’thlld deVe]opment and the
: actua] p]ann1qg of lessons were of 11tt]e 1nte€est to the eight interviewed

" teachers. In: fact the active staff1ng proces§~1nv01ved both of these ‘////’ f

activities to a ‘rather large extent..

<.

‘ . Teachers' Perceptions of the CTC Staff

To assess the role of the CTC staff, the teachers were asked how they: -
felt the staff had helped them. Results are summar1zed be]ow:

Locat1ng supplies, he1p1ng with machines 4
He]p1ng with games, bulletin boards ' 4
Gave ideas for teaching 3
Were nice; ran errands . 3 c P
;  _ Helped to locate tests ' : 1 =0 '
- Finding idea books . - 1 &
Interpretmg the category of "gave ideas for teachmg" as consultt "H:v‘he ‘
consu1t1ng funct10n acquires more prom1nence when teachers are dLr

{
asked about the1r interaction with staff, #

- If we Jook at all of the interview data summarized thus far, four of ,
the eight teachers, seem to have used or want to use the consu1t1ng
function. In contrast, each of the eight teachers has used the teacher, center_

to make ‘materials,

‘ ’
A .
-

Consulting Sources for Teachers

Since ouriinterview sample saw the teacher center as basically a materials
“resource, one might ask whether they were receptive to using other peop]e as
resources. In fact, other data'suggests that teachers find consu]t1ng with
" other teéchergaan important source of help. (Hyberman, 1980; Stevenson, 1981)
In another ?;ue§t'n (question 7), teachers were asked to rate 7 sources of
help as useful, While "teacher idea-books" were rated as most useful, d1scussw;'l)§"§‘g
with other teachers were rated next in usefulness. Teacher commented about
flndmg the1r coHeagues usefu] and these comments centered around f1nd1ng .
other peop]e in comparable s1tuat1ons who bring reality to.the situation.

» . 1
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“A way in whieh to compare my situaticn with others," "That's the way you

.. S learn’ fb teach," "Very useful, more relevant to classroom situation,'_
"(You) ;find out how others coped," (same response given by two teachers)
"Workshops from people not in the c]assroom (are not very useful) (same
response given by.two teachers,) "I w0u1d rather talk to someone from
my.own\schodl who is familiar with'my S1tuat1on." 0p1n1ons of this type were

given rather strongly by six.of -the eight interviewed teachers.

. Ll

< , " . : . Summary and Expectations

In summary, the eight teachers Who we 1nterv1ewed seemed_to~view ‘the,
\teachers center pr1mar11y as a mater1als resource for us1ng mach1nes and
makinb games, bulletin boards, etc. While they %ere un1f0rm1y p051t1~e
about center staff, they did not often spontaneous]y'mention asing or wishing
* Yo use them for specific ideas of innovations, rather than helping to deal
with ongoing activities shch as planning lessons or consulting about class-
‘ room managemert, In fact, many teachers responded, to these su_g\gestio,ns,
that they already .know how to teach: 1In contrast teachers seemed more willing
to consult w1th their teaching peers who were still in the classroom
. situation, T
From these interviews, the fo110w1ngset:of expectations were developed:
(1) Many initial requests in the act1ve staffing process would center \ ‘ X
around concerns for materials. R
(2) Teachers could €asily be referred to\other:teachergiécr exchanges of
ideas. il
(3) It would be difficult for teachers to see CTC staff members as
fellow teachers They would tend to see them in a mo@easuperV1sory role.
Thus, it wou]d be easy to fall into the trap of te]]tﬂ!%teachers what to

. do rather than foster1ng ‘autonomous. thinking. LI ‘

-~

L THE DEFINING ELEMENTS OF ACTIVE STAFFING

o )
In the following sections the actual active staffing process is
' described and analyzed: First, two principles guiding active staffing are

.‘\9’ * ) ,.I F ]
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discussed. Then a central strategy bui]dieg on teacher intormatioﬁ ist.

\\J/\ considered. Finally, the process is divided tnto threg-chronological steps:
‘ "’ (1) identifying the concern; (2) actiye“staffing interjention, and (3) main-
tainigg contact. ‘f S e d

LN

. "
'. . rY g

Principles Guiding Active Staffing

There are overriding principles which guide every phase of active
' staffing. First, active stéffing involves concentrating onways of thinking
about teaching rather than on the mere acquisition of new skills and materials.
The aim of active staffing is to assist teachers in exaﬁining the teaching/
fearning process. ’ ' v .
Many of the actions taken in'active‘staffing are also taken in routine
staffing, but the purﬁose is different. In routine teacher center staffing,
the aim of staffing is to meet the teacher's needs, whatever they may be..
In active staffing the aim is to have teachers examine theiv as%umptions )
" and techniques. Strategies used in active staffing are designed to raise ‘
questions that may lead to an examination of current practices and - )
L assumptions,”” Even when specific materials are suggested, usua]]y in \
emergency s1tuat1ons the design of the materials and the suggested ways of
using them embody certa1n principles and philosophies wh1ch may become
l evident as teachers observe them in use. Whereas routine staffing ends
‘ " at the po1nt where teachers' requests or needs are met, active staffing seeks
toengage the teacher in a process, that may lead to professional growth.®
The second guiding prtnd1p1e of achive staffing is that teacher and
staffer participate Jo1nt]y in thé problem solving process.. We be11eve that )
in order for information to effect permanent growth and change, the mean1ng
~ of this 1nfonu§t1on must be thoroughly assimilated. This tnv91yes
teacher involvement in problem solving activities. For this feason;'active
staffing must be a joint venture, teacher and staffér striving to work throbgh
an approach to teaching that can be internalized by the teacher. Although?the
staffer may be able to simply give advice and offer solutfons, to do so would
subvert' the aim of.act;be’gtftting. The staffer must be able to communicate
~ her perception of the situation and to engage the teacher in joint ex_p16r;at1°on_ ’ ‘
of the probiem. -
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A Central Strategy: Bui]diﬁg on -Teacher Information
. »In too maﬁy staff development models, teachers are v1ewed as 1ack1ng
‘ information and "skills. These programs are designed to remedy this deficit
and improve teacher performance. In contradt, in the-active staffing model,
teachérs are seen as prbfessiona]s, who, in_their practice, have acquired . 0’
a wealth of knowledge and experience. The active staffing process seeks not
only to bring this information to awareness, but to ut111ze 1t in making® '
/'dec1s1ons about teach1ng strategies and materials. o« N
Although teachers have extensive knowledge about children and teaching
™ techniques, they are not always aware of how much they Know, the value of that
knowledge or how to utilize the knowledge. 1In astive staffing, the t eacher's
knowledge becomes a resource which informs both staffer and the decision
mak ing process The information providedsbebomes the data base of decisions
and actions. As a result, teachers ga1n a sense of power because information
they contr1bute is crucial to thé process.

. With this base; a peer relationship 45 e,stab‘h'shed between the staffer
and the teacher rather than-an expert/student relationship. ‘The,effect of
this relationship is to further encourage active participation by the teacher
in the staffing process. Many examples @f this.strategy in operation are

. found in our data. ) ¥ . oo, ) ‘

" For example, as a kindergarten teacher who has no previous experience
dt  that level expresses reservations about her children's abilith to work

. independently. "My friends tell me not to let kindergarten chi]drén do fhings
by themselves," she says. "Not to group, because they wi]J,just go wild."

At the same time this teacher indicates a desire to meet children's
individual needs. In response, the staffer ésks questions designed to focus
on the know]edge the teacher has about”the children in her class. "Nhy
don't we look at your. c1ass in terms of how competent you think they are7"

- "How many of them would you say are ready to sit and listen now?" When

the teacher focuses on the children in this way, she decides that gf the
twenty-five children in her class only six of them are inmature and unready.
From this data, the teacher decides that the children may be-able to work

1ndependent1y
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E In another instance, 08 temi%'to the center for activities for a preschool .
ctass. She says she wants interesting activities so that"thechi]dren will
not get. bored. The staffer suggests that the teacher first do a complete -~
inventory of the classroom to determine what mater1a1s are available, and
sugdests that activities and experiences be planned around these materials.
she then poses a number of questions for the teacher to think about before

“she returné "What are the children presently doing in the activity areas
already set up7 What do you want the children to learn? How cah he
provision d1fferent areas so that the possibilities for learning are
expanded?" When this teacher returns for another visit, she has done~a
complete inventory and has observed the cHfldren during activity periods.

' This information forms® the ba;is tor further discussion and planning.

.

!

~

The Phases of Active Staffing

Having described elements common to all phases of active staffing, .
_ we now will des'cribe the temporal sequence of the ptocess. Three phases ‘
of active staffin' may be identified. These are (1) identifying the '
- concern, (2) workihg through the 1ssue, and (3) maintaining contact. In
the sect1ons which follow, these three phases are detailed. 7

L4

IDENTIFYING THE CONCERN - v - »

’

The tirst phase in the active. staffing process‘fs to define a problem
_which the staff person and teacher can work on together. Often, teachers do
not br1ng their concerns to TC staff in d1rect ways. ' We have ideftified
three common s1tuat1ons in actlve staff1ng which are re]evant to i entifying
the concern. ,These are (a) the d1st1nct1on between manifest and-1gtent "
concerns (b) the need to feEus concerns away from the'Eacher herse]f and
- toward the 1nstruct10na1 s1tuat10n, and (c) making a prob]em workab]e This
section gleals with these thmee s1tuatﬁons and techn1ques which may be used-in
active. staffing. / T
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%-»Manrfest/Latent Concern ST . \\
* e [ . . )
. .0 % Active staff1ng encounters ‘often beg1n with a request for myterials

wh1ch meet teachers' practical curricular needs. Ih <everal of our initial
. ‘encounters with, teachers, we found that they came™in to do activities which

! l1nvo1ved making bulletin boards finding’ board games, and dittoing. (It
] shou]d be noted that 1n1t1a1 interviews ;nggd that these were the act1v1t1es
mos t assoc1ated with a teachers’ center). ; y

~ These requests can bé used as a starting, po1nt for active staffing. J
Often we found that under1y1ng this type of request is a very deep concern.
about teaching. The skilled active staffer can use materwa]s requests as -

a basis for identifying these deeper‘concerns.'~éome examples of this

’fo11ow: o P o

' (1) 02, a new]y ass{gned teacher to a class for emotiona]]y’disturbed~
ado]escents presented,heF@e]f as needing "to put up-a bulletin board"

$ and wanted some ideas. . .

- ‘ This led to an act1ve staffing encounter. : ‘ n

AR ‘(2) 07, a teacher new]y ass1gned to k1ndergarten, came in to ditto
“\\\ ’ L some mater1a1s Further d1scuss1on showed that she had concerns about

group1ng children. SRR - T
(3) <Carmen came in to ]aminate materials. hhen asked if.nore he]p
were needed, she.,wanted to make a sctence bu11etin board Further
prob1ng revealed- that she felt unprepared to’ teach sc1ence
(4) Another teacher wanted mater1a1s‘1n,memory 1mprovement

_Further d1scuss1on révealed that she was concerned about the poor

skills of "students in her class. T ,

o In order for these requests to lead: to active staff1ng, however,

] they must be sk111fu11y hand]ed The staffer must probe the teacher to
determine what is beh1nd the initial request.” 'If this is not done, potential
active staffing encounters are blocked. o ' \ 4

In orfe example a staffer made precisely this error. A redding tutor
"came in for a board game. The staffer explained a]] aspects of th1s gaﬁiﬁ
(print, size, color, mater1a1s) However,’ the staffer never trled to assess )
‘ why theé . tutor wanted this game. Latér, when”"”he staff Jomt1y went over this

qﬁ el v“"‘v -
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Tog, it was clear

%f the tutor had prob]ems mot1vat1ng the child.

o P

gélscussed and‘worked on Jo1nt1y However, the staffer,
by focus1ng on the game and‘not on the. rat1ona1e or- reason- for the request
misses an opportun1ty for an act1ve staff1ng encounter .

Many teachers, of course -arg’ not cand1dates for active staffing. It
is important to distinguish between teachers who really only want materials
and those with degper concerns. ?otent1a1 active staffing cand1dates often
d1scuss concerns heyond the1r matenqals, a]]ud1ng to prob]ems and potential
in their teaching situations. TheSe teachers drop hints that they are
exam1n1ng their teach1ng methoﬁf/and assumptions.

‘ 3She 1ose%,ghem int :

These m1ght have be

For example:
afternoon and wants to improve there

2 1s0..

L3

l'(ids"

T tshe's having a‘difficult tjme.makﬁng the adjustment to

L

-

.believes tﬁad1t1ona1 approach is good for inner city
e .. .

L]

L

¥ teaching" | <
"Last year she got bqred do1ng ‘the same old things and wanted

someo(; to rap WiER™ 7 . -

st

"The kids have been comp1a1n1ng that they know the wor%* the
book is so dull®” .- -

Although not all teachers who eYehtua11y become'interested in active
staffing express concerns in this way, such statements are tell-tale "~

‘'signs of an active staff1ng opportunity. . . . ©

We have -come to call the materials requests often shown in initial
‘fSuch réquestséoften hide dedper "]atent
How does this skillful staff

man1fest" concerns

concerns” which lead to act1ve %taffwng

contacts -

person uncover the latent concern”

First, the staff person must state the he/she is ava11ab1e for
consu]tat1on This ava11ab111ty 1tse1f encourages teachers to share their
more genera] concerns about’ teach1ng .

A second technique is appropr1ate guestioning. The staffer is interpsted
in the teacher's school situation, This Jdncludes the grade oiacement nd

class, as well as the person 's reattions and fee11ngs to teachi

sympathet1c 1istening, theteacher is encouraged to talk about the situation,
These two techniques h1gh11ght dafferences between active staffing and

1
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routine staffing.q’The situation where a'teacher makes a materials
request of a staffer is a common one. But active staffing requires that the
Staffer.lister to the teacher in particular ways. First, theative staffer _
must be concerned aboutthe’ reasons wh1ch underlig a spec1f1c request.
Second ‘the staffer must gather 1nf0rmat10n and insight about the teaching
s1tuat1on The active staffer must be a wise and receptjCe Tistener.

Th1s d1st1nct10n between active staff1ng and other types -of staffing
may be v1sua11y shown below! . -

L4 v

k4

Active Staffing manifest need —» information gathering —
' : {

- latent need —> action

General Staffing "manifest need — action

It is important to note that the manifest concern should not be ignored
in an effort to address deeper meeds. In fact the teacher's manifest concern
must be met. If a teacher came in to get a bulletin board he or she must

" leave with a bulletin board. Teachers come with needs whifh they feel-are
relevant to their problem, and they have found _solutions Which s:jt/them To

1gn0re the initial request is an indirect statement to the teachér that the
request is unworthy. The skillful active staffer meets the 1n1t1a1 man1fest
need, however, in the process of meeting the request (find1ng the material,
making the.bulletin 6oard) the staffer engages the teacher1r1further - .
conversation which 1eads to the identification of more genera] issues. In
the process, say, of making a bulletin board, thg active staffer can
engage the teacher jn further. conversation. Thus, manifest needs are met and
other needs are explere
What Teads to th1s§g

’ L3
.

“ \.’
plit between manifest and latent concerns? By

what process ‘does a teacher who 1s'actua11y concerned about- childrén's 1earn1hg

come to request a bulletin board of a d1tt0 at a teachers' center? There
are several poss1b1e explanations:. . .

First, there is a tendency (among teachers-and othér profess10na1s)
seek familiar and concrete, so]ut1ons to complex prob]ems, Dewey calls th1s_
ref]exxng rather than reflecting (1933). Since teaching is a day-to- day
activity dealing with concrete materiaié and ch11dren, teachers ‘may tend to.

o
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seek solutions which are faﬁr11ar in form.

Second the teachers' center 1tse1f may be v1ewed as a "make and take"
center. Th1s Ts certa1n1y suspected oy our interview data. In addition,-
new center users seem 0 be unfamiliar. with the variety of functions a .
teachers’' center serves. In our study, most teachers who showed a difference
) between manifest and latent concern were new center users. People who knew
us, tended to bring their classroom problems up more d]rect1y'for .

discussion, ) SN o X A xé._.
~ Third, it must be admitted that teacher center staff are not a]days\

prepared to address deeper prooﬁems. The rush of time, feelings of inadequatcy
in. an“area of 1earning, or discomfort in fostering real dia]ogue with teachers
leads ‘staff members to miss active staff1ng opportunities. .

+In summary, we have found that there is often a difference between the
concern brought to the -staffer (the manifest concern) and the.teacher's
actual concern (the latent concern). The manifest concern must always
be met. But in doing so, the staffer can probe behind the reasons for the

request arfd, thus, create active staffing opportunities.

Focusing the Concern Outward¥/

ﬂhen individuals are confronted with'problems or are placed under -

stress, thereyis a natural tendency to react first in a personal .way. Since
many of our teachers were under some stress, we observed a tendency for them
to focus upon their own peéersonal reactions to their working sitoatﬁons
-rather than upon the learning problems of their cnildren. Thus, they bring
in the personal discomfort they experience from a problematic or stressful
situation.

It has been noted that teachers move through certain stages of o
deve]opment in their thinking. For example, according to one account,
beginning teachers focus on survival; later teachers feel competent with
management and curriculum and focus on their students and on long range goals.
The mature teacher focuses upon children's thinking. (Watts, 1980). -
However, we have noticed that even an advanced teacher's developmental Tevel
may regress radically if faced with a stressful situation. Many of our




“ active staffing encounters involved teachers under stress, thus they typically ;
presented their personal feelings as the first “problem." The following

-

excerpts from our act1ve staffing data 171ustrate this:

‘ T ''m deSperate .1 have“15 years of experience in
préschool and now 1've beeh transferred" ‘ -
‘ " "I got so bored doing the same old thing." | Lo

“T've b]anhed out what I learned in college." .,
"I really need stroking today." ' - .
Predictably, when people eiperience personal discomfort they fall back .

on beliefs rather than actually fnSpectind_the situation before them. One

-

teacher placed in an unfamiliar'bilingua® situation states, "I feel that
this is America. I'm loyal to my country, these kids need English."

~ ’ Another teacher,(t?ying,to cope with kindergarten says "I say kids
) have to learn to-be quiet.and sit still. 1 really need a lot of order .
s before I tan teach." ‘ _ I
- In order to move to active staffing, the teacher's concérn must be - ,
. refocused away from himself or hers‘_e]f and toward the'children. Beliefs . :
and personal feelings tené to be rigid ~- may even become obsessiyge -- and .
°  they need to be tested using the 0uts1de world, the world they are meant to ‘ <:?

deal w1th In addition, when" teachers focus upon their own role) they may beg1n

e

to unjustly: see themselves as 1nadequate. Focus1ng upon the children- and
their learning processes enables teachers to rep]ace this stat1c posture
with p051t1ve outward reaching plans. Rather than dwelling on stat1c
personal opinions, the active stafi.r reassures teachers by focus1ng directly
upon a_manageable problem and working tdward a solution, "
0f the nine teachers that Inez had Jct1ve staff1ng encounters w1th, six

initially presented their own prob]ems. The rema1n1ng three were abte to ' K
more immediately to focus upon the ch11dren. we may say, nqra];.tg§¢ﬂr
actlve staffing attempts to refocus concern upon children ang their
instructional situation. The many wayg qnwhich this ig/done are detailed in
the next section. i . h - .
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Making a Problem workab1e

{30 often»the problems and issues presented by teachers are not we]]
defined. These issues may be 50 broadly conce1ved that it is d1$f1cu1t to.
know swhere and how to beg1n For gxample, teachers who suddenly f1gd
themselves placed 1n unfamiliar s1tuat1ons such as different grade.lgvels or

__ new schools, can be overwhelmed by the scope and comp]ex1ty of the\chéhge

lteacher n harrowing the scope of the probiem by focus1ng on a manageab]e .
port1on which' can be easily addr®ssed by teacher and staffer. \An examp1e of

_ this strate y taken from the 1ogs involves a teacher (06)4who has*jﬁst

been . reass1gn€d from a prer schoo1 position held for 15 years, to a_remedial
"pu11 -out program"'where she is respons1b1e for teach1ng reading’ tosprimary
grade ch11dren She te] s the staﬁfer she 1s "desperate!’ because "I .don't

_ know how to beg1n " a‘he staffer attempts to translate the overall &
) “situation 1nth/ ggob]em that can immediately be worked on. "we11 let's

11st whaff;ou want to teach nrthe’imt two weeks and think of ways you
can cover the skills. Withthe concern now obJect1f1ed a’g Timited 1n .
time to two weeks, the eacHEr and staffer proceed to plan how to meet‘

=day nee s»;:?‘act1v1t1es o . ; .
(bZ orts being” nervous about the prOspect of teaching

2 c]assr om of behavyorally d#sordered §§enagers To #ocus upon a workab]e
problem Inez asks the, teather to state a obJect1ve for the fifrst week of

\ .

-
wmt HROUGH THE PROBLEM '
- 'O

¢

_Afterz@he teacher and staffer define a v1ab1e probtem or issue, the
phase of working through the problem beg1ns During th1s phase, teachers
often exhibit marked’changes in their th1nk1ng about teach1ng.

An exce11ent exmnp}; of th1s is 05, the teacher who has been reass1oned
to the k1ndergarten 1eve1 On her f1rst visit, the primary obJect1ve for/
this teacher was to teach the ch;Jdren how to_11ne up, sit still, and ra1se
their hands. By the third visit the data show that th1s teacher's focus °
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is changing. She brings in a orescrioed learning task that her children are
having difficultywithand the staffer and teacher analyze the task. The teacher
decides to’ change it so that it is more: appropr1ate for young children. She
also reports that through observing her children she gets 1nformat1on agbout
what they appear to know. In the fifth encounter the teacher actua11y

suggests materials to make children more independent. In the sixth shg

brings in an instructional task that the children could not solve and works

" jointly with the staffer on the reasons for this, making a decision about her
subsequent instructional strategies. Over time, through the active staffing
process, her concerns change from keeping order to a focus on formulating

and solving instructional prob1ems She becomes engaged in seeking 1nerendent
activities for the children. 'Rather than blandly accepting solutions from -~ ‘:
Inez, she is-now independently posing optidns and alternatives and jointly )
discussing strategies. . k .

" There' are many techniques which the active staffer used to facilitate’
the working through of the problem so1v1ng process (or the instruetional
issue). More than one way can be used with any given teacher Five
techniques that we have 1dent1f1ed for;work1ng through the problem are:
bra1nstorm1ng, suggest1ng spec1f1c act1v1t1es, suggesting 1nstruct1ona1
pr1nc1p1es,,suggest1ng use of outside resources, and addressing personal
teaching concerns.

Brainstorming
. &

In brainstorming, the teacher and staffer think of as many solutjons
to a problem as possible. At least two princip{es characterize the use of
bra1nstorm1ng First, it is used with teachers who are active]y seeking
\_1deas Secondly, bra1nstorm1ng is used as a method of engag1ng the teacher
in the so]ut1on-seek1ng process, To apprec1ate this, the method of bra1n~
stonm1ng must be contrasted with simply . g1v1ng'theteacher activities, a
methodwhvchsolves the immediate problem or concern, but which fails to g1ve'_§
the teacher the tools or, confidence for dealing with the prob1em on a Iy

continued basis,.
An example of brainstorming is given in the case of (04), a new teacher
. ~ *I{ b\,p; .




\ .
assigned to a classroom without materials. (04) s"tazes she is "lost" in ' ‘
several areas, 1nc1ud1ng discipline, routines, and how to-teach academic
subJects F1rst to narrow and define théﬂdﬁest1on\ Inez asked her to
def1ne "What areas are you 1ntere§ied—$n\know1ng about." The teacher
answers, "reading, phonics, math." Inez then suggests bfajnstoéming --
"Well, let's pretend you are in a country school and you don't have any
commerc1a1 mater1als, what could we do (Inez continues with a first idea).
' start’, wé have lots.of magazines, maybe they could cut out or tear
’ - pictures of objects which beg#n or end with certain sounds. They could also
draw. pictures and label them." With this ‘level of spec1f1c1ty, the teacher
is able to contribute ideas to the bra1nstorm1ng process.
Two additional aspects of this interaction may be noted. First, the
prodigioug attempts made to define the question so that the teacher can
deal with it. Because of the considerable anxiety of the teacher, Inez
takes care to define the question very specifically, even starting out “the
~ brainstorming activities to show the direction they might take. Second, , \
Inez, tries to relieve the teaci{er's anxiety by placing the brainstorming . ‘
in another context. She asks-the teachar to think of what she would do if
she were in a country school. ® o
In another example, (01), a confident teacher is actively seek1ng

-

ideas for making a study of the history*of the Civil War period less
"dull." She knows the problem but do&sn't have & reference for solution.’ '
Inez gives her such.a reference and then engages her through bra1nstorm1ng
"Let's get some paper and thinksof all the ways the civiT war and recon-
struct1on could be re]ated to what 1s_happen1ng today." N
Suggesting Activities - .

Do

Y
A}

o

*Mosf teachers engaging in acti&e staffing are looking for activities®
" At t1mes, the appropr1ate active staff1ng technique 1is tz provide these *
act1y1tues However, this technique should be used judiciously as it can be ‘
too directive and may not lead to the interchange that facil.iitates teacher
'.'growth. Suggesting activities that stimulate teacher observation and growth
«  Will be discussed in this section. - ‘ " ‘

.3 ' . o : !
!
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‘ In agtive staffing activities for learning are given after teachers
' have identified a specific problem: That is, they are given‘after a
“considerable amount of interaction has taken place.
- Ihe types of activities which are suggested a]so have certain
characteristics. They are often done to persuade ‘or illustrate to the teacher
- that certain things are poss1b1e -- for example, that children can be
taught higher level math concepts or that they can be actively engaged in
learning. Because these activities are meant to persuade, they often by
,their nature,~involve the teacher in observing children. Finally, they
a]most always use teacher constructed.mater1a1s which are free or .
- inexpensive. In this way, teachers canm see that their act1v1tTes need’
not be Timited to what~is commercially available.
- . Examples of using this- techhique are given below:
(1) A beginning teacher (02) is workingwithemotionally disturbed
adolescents. Inez asks the teacher to identify her objective for the
first week of class. She responds, "for the kids to identify that

‘ . thé room is theirs and ours.” Inez then explicitly links this objective
~to the teacher's initial (or manifest) concern about making a bu]]etfn ,
v - board, suggesting a specific activity that the kids cou]d make a sign’

that says, "Ne]come To Qur Classroom", and put their names under it.
A month later, after severa] act1ve staffing encounters, the teacher
has other concerns, "they are s]ow and 1 don t think they are
. retarded. They haven!t learned what ‘they shou]d.“ Inez asks about
math and the teacher can now readily gfveﬁabservations. "They ’
count on their f1ngers Some of them don't seem to understand
W : ~"mu1t1p11cat1on "*® Once again Inez suggests activities and states the
purpose of these activities, "Here ape some activities you can do-that
- will develop math concepts.” Inez then suggests -graphing and the use
~of concrete-materials. Later in the‘pct1ve staffing process, Brenda
expresses concern about spelTind.” Inez then g1ves her spelling
“strategies to use during story writing.. '
R (2) Activities were also suggested for the teacher 05 reassigned
to kindergarten: In the second active‘staffing*encouhter, Inez
'3%‘ suggests activitiesj. These are given in response to the frustration

5 : e
s ! ’
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‘ not\,«ha@inb enough commercial paterial. . .
L ““The teacher nkows and can actually recite the objectives for \
_the year but, is unfamiliar with kindergarten level children and
informal strategies for such children. Because the teacher ‘is .
fearful of g1v1ng the children too much freedom and letting them ‘
run wild, Inez couches- the activities in terms of the teacher’s stated
‘objectives. "Let's talk about activities and materials and some
use to help -them Tearn tb things they need to.
ities are, however, 1nd1v1qua11zed and encourage
children ?o work independently." These activities also give the
teacher an opportunity to observe the childre. As this teacher
progresses, she slowly loses her sense of discomfort about the in-

strategies you cou
know." The actj

s

dependent-work. Furtherca1ong in the active staffing she states

"my kids are really learning." Inez gently urges her to implement

more act1ve learning activities and she follows w111ang1y, 'sometimes

even tak1ng the lead, even though she still expresses some uneasiness )

about ch11dren5work1ng 1ndependent1y "1 let one child do the sorting X
’ game we made and-one child do the number matcning and that worked .
0.K., but-1 don't know about too many." Inez and the teacher now kdve
-the same goé]s fostering independent 1earning But the teacher,
unfam111ar with these techn1ques must .go Slowly.
(3) The third 111ustrat1on of a teacher for whom act1v1t1es are ., <
supp11ed ]s 01 , an experienced teacher in a new situation, '

teaching learning disabled children in a suburpan setting. 01 .has

.\ come with a desire to make social studies interesting. "I have a list :
: of topics;here that I want to do more with. I chose them from the - e et
‘ , 'topics we have stndied.“l‘The topics 1 chose are ones the}chi]dren S
." asked questigns about." In rep]y to this rather sophjsticated 0penin93 ’

Inez suggests addtional act1v1t1es These included 1inking the Civil
War and Reconstruct1on to current events, and 1nc1ud1ng asking higher
Tevel quest1ons as a strategy to deve]op cr1t1ca] thinking ab1]1t1es

b

.
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~There are sound and unsound princip]

‘(rather than as a whole class), helping adolescefits to feel comfortable, —7f;\

- . .
“Suggesting Outside Resources

o ) B

Suggesting Instructional Principles R </

L

When working with teachers, it is important “that they becéme aware
of the instructional principles that underlie the strategies they are
using: If "instructional priﬁcip]es are not discussed, teachers may be
unable to extend the implications of their activities and generalize them
to new situations. We'believe that a discussion of instructional pinciples

is essential to consciously engaging;teéch rs-ipn the active'staffing process.

in téaghing, and active staffing

'attémpts 1o move teachers toward sounder practiceg. Hence, Inez often

states for teachers the principles she ts trying fo use. These princj§1es

have included, for example, Qorking with kindergarten children in groups

discussing class rules with children, and the function of using the native
language in teach1ng reading.to bilingual students. In the active étaffing -
process, Inez makes sure that these pr1nc1p1es are stated clearly for the
teacher, For the most part, teachers e1ther have initially shared in /
formulating’ these -principles or soon come to share them, Inez is consistent
in developing instructional principles in depth in her encounters with v
any given teacher. Generally, she and the teacher chose one theme or
‘principle and evo1Ve it cont1nuous1y over the active staff1ng sess1ons v
For example, Inez and 05@ worked for ‘three months' to 1mp1ement the
principle of hav1ng children work more independently.

L}

Outside‘sources can serve important functions in the active staffing”
process. First, outsiﬁ% resources can often supply information the staffer
does not have, Second, teathers may be pa}tiquar1y receptive to information
from other classroom teachers. In the interviews collected before the
active staffing periad, we noted that teachers-prefer to receive advice.
from other teachers, who presumably have sxm11ar situations and share the
same ednstraints, ' L

At one point, . 05, the teacher reassigned to kindergarten, was .

<
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' . was asked to go .to a wgrkshop given by an. gxpemenced kmdergarten teacher ’
This workshop conta1nedxa,v1deotaped illustration of a working kindergarten

class. 05 found this very informative andradopted many of the suggestions

given. The workshOp also assured 0“"tﬁat she was on the right track

herself in her k1ndergarten classroom. '

»

Resources may not always, be ‘people. 03 ,, an experienced teacher,
was newly assigned to a bilingual room. She was unfamiliar with the )
ahi1osophy and guidelines of bilingual education. Inez gave.fte j// .
research ‘article to read and obtained the Chicago gu1de11nes for bi ngua] .
educat1on for her. In addition, Peggy, a un1vers1ty facu]ty member on*

the staff was called in to discuss bilingual-education with 03. T,
: : C . §
_Addressing Personal Teacher Concerns - ] . f;

When a close re]at1onsh1p has developed between staffer and teacher; the
teacher often feels comfortab]eﬁenough to bring in personal concerns
about teach1ng to the staffer. Somet1mes these personhal concerns become '
overwhelming and the active staffer must help the teacher deal with them.
This happened in two situations.

In one, the teacher was concerned with a ‘rather assertive co- teacher
in a bilingual setting. Although forced into a team-teaching situation,
neither had any preparation for it. Inez.helped this teacher deal with\
ways of coping with this situation. ] ' '

In another situation, 05 had been asked ta teach an afterschdol
e?ass She came in to d1scuse how she could tactfully refuse this assign-
\ment. Inez helped her to gather the courage to say "'nd.".

x

MAINTAINING CONTACT

The' final phaseé of the active staff1ng process is maintaining cont1nued
contact w1th the teacher Since coming to the teachers' center is vo]untary,
we want teachers to feel motivated to pay us continued visits so that the
active staffing process may evolve, We a]so want %o engage the 1nterest and

trust: of the teachers so -that we may help them grow profess1ona11y , ) .
b = J, - | '
e Y
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disagreement. These are discussed below.

26

Several factors-play a part in maintaining th1s continued contact.
These include maintaining a suitable staffing schedule. These are also
factors in the active staffing 1nteract1on ‘which encourage “continued contact
One of these 1s respect1ng the teacher s level of knowledge and readiness

for active staff1ng Another is the, staffer's ab111ty to express constructive

2

The Staffing Schedule C-

I~
If a continuous active.staffing re]ationshfp is to develop, it is
important that the staffing be done on a dependable schedu]e Teachers
knew that Inez was present on wednesdays and Saturdays and planned their

- schedules accord1ng1y It is also 1mportant that the Teachers' Center

free time for the staffer to work with teachers. Concerns such as setting
up equipment, 1am1nat1ng, and collecting materials from peop]e can
severely limit' the time available for active staffing, We found that, in
our center, SUff1c1ent time could only be guaranteed by .supplying an a1de
to handle these concerns at the center, o

»

Respecting the Teachers' Leve]
SRRV
A staffer who 11 expernenced in innovative techn1ques or who 'no longer

has direct instructional respons1b111t1es to children may find it d1ff1cu1t

- to appreciate the effort involved in examining classroom practtjes and

beT1efs Perhaps th1s is why teachers prefer to get advice from |others
in the same situation’ , . )

We have found that‘a key in successful agtive staffing is appfeciating
and respecting the teacher's current level of understanding and knowledge.
Ite is ‘both personally and professionally threaten1ng to change, and: the
teacher's efforts to do this, and the personal integrity that underlies
these efforts, must be appreciated. The active staffer just show con-
siderable empathy for the teacher who is attempt1ng to reexamine her Own
teaching strateg1es/ Support1ng the teacher's effort to:change involves

o
<2

~
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“can't bhe gsefu] to you."

a large amount of sensitivity to the teacher's readmess and "receptivity - '

. for’th&staffer's suggestions. A teacher may, at a given time, need to

wait before proceeding to examine teaching assumptions or try new activities.
When teachers are new to the active staffing process, the staffer can
provide support by ecbgnizing the validity of &he teacher's reservations.
Examples of .hew Jhez ddes this follow: . . .
Inez has een presenting 05, the reass1gned kindergarten teacher, -
with ideas tha
protests, "she
nothing?" In truth, these activities do not depend;updn materials, but

have -been used by another teacher successfuldy. 05
ust have a lot of supplies then. -How can I do that with

Inez, realizing perhaps that this teacher is feeling challenged, draws
_ back and says: "Right now, I dop't think you can, but if we start to

choose some th1ngs and make them, eventually you will have enough by the -
time you think the children are ready." - ' - o

08, a new teacherﬁg;s;gned to preschool is p1anning§instructjonaT
strategies with Inez. -So far, she says, she has simply been following
the prev1ous teacher's 1esson plans, given to*her by the principal. =~
Inez respords, "This is your first week? Then you're probab]y better R . '
off fo11ow1ng the regular schedu]e and seeing what you have

One of the most 1nterest1ng encounters of this type is 03, a teacher
newly ass1gned to a b}11ngua1 situation. Through several encounters of
varying nattres, 03 is exposed to‘the philosophy of the bilingual progrars : .
a philosophy which she personally doesn't agree. After several encounters
of absorb1ng information which c]ashes with her feelings, 03 rebels. ° - .
She has been given an article on bilingual &ducation to read and Inez asks

_for her reaction. "Inez, canI be honest with you? 1 th1nk that it's O. K.

to read research but I th1nk v0u can provée anyth1ng you want with research .
You .just de51gn the research so’'you- get the results you want." -
Inez answers, "Well, I can understand how you feel and I acc pt your

© feelings...If you don't trust the Validity of the results then it certainly

Exgressing Constructive Disagreement

T »

Otcasionaﬂ.y a position will be taken by a teacher with which the ‘ ‘
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staffer muét in good conscience, disagree~ A dilemma eve]ops* the

staffer does not want to express outright gnsagreement nd thereby risk

a11enat1ng the teacher; On thé other hand, the act1ve staffer cannot be L~
a hypocr1te There are two different strategies to cope with such t/
1nstan%es -~ one is generally used with teachers the staffer is unfamiliar
with; another is used with teacher§~who have a]ready embarked on the active
staff1ng process, O )

For. teachers who are initiating contact disagreement is generally
s1mp1y 11m1ted to acknowledging and restating %he teacher's feelings, thus
ayp1d1ng tak1ng any stance on the issue. Examp]es g1ven below:.

" (1)-.09,,an exper1enced teacher reassigned tq,i?rst grade w111 ‘not

.tolerate oard game ct1v1t1es "Well, I.don't want any board games.

I think tha wed the game, my kids wou]d go wild." Rather

than comm1t self one way or the other, Inez merely, acknowledges
_ his feelings. "well, I don't feel board games should be used if

you don't feel comfortdble with them.® i o !

(2) In another example, 05 states "The parénts aren't too happy

:w1th me ‘because I say the kids have to 1earn how to be quiet and sit

sti11.” Don't you think that's right, Inez"Il Recogn1z1ng this

teacher's frag1]1ty, Inez: tries mere]y to ref]ect her feeljings.

"Well, they certa1n1y can't Tearn very mueh ifthey can't sit down."

The teacher is encouraged, "Yeah, that's what 1 saya"

A different technique is used when teachers are more "experienced with
active staffing. " In this case, the teacher 's thinking and assumpt1ons )
may be gent]y challenged, thereby p1qu1ng interest and encouragingthe teacher
to reconsider a-decision or conclusion. This techn1que shou]d only be used )
when rapport has already beén established, "Examples of this follow:

(1) .When 05.is well into the active staffjné process, she says

"My friends tell me not to let kfndergarten children do things by

themselves. Not to group because they will just go wild, and I can't

stand noise. I must have order. What do you think of that, Ihez?"

Inez answers, "I think that if structured properly 1t s possible to -

group in kindergarten but activities have to bé carefu11y chosen. "

‘ { In th1s way, we ra1se\/the poss1b1]1ty of further discussion about 3
% ~ 3: — 3,

Q




about this issue. “4// b . ‘ ‘ ’

(2) A teacher in.a bilingual situatton,”03, has established.an
ongoing re]ationship with Inez.\ The teacher states her personal
opinions, "I feel that thfs‘is Ameritca. I'mt1oya1 to my coontryE.. . e
She (the other teacher) insists that they leamn Spanish first... N
This confuses the- kids." 'Inez gently raises the possibility of other |,
viewpoints. "Well, 1 don t know a 1ot“about the goals gf that program
either, so after we talked T asked Peqgy R1chek about the philosophy

. # and she said she has some art1c1es we can read*that exp1a1n the )
ph11os0phy .By consu1t1ng with other people who can supp]y 1nformat1on
about his top1c Jnez is raising the poss1b111ty of other perspectives ’
on th]s\subJect.. This gives theteacher -an opportunity ;p eyentua]]y

reconsider her point of view. - Lo ‘ 7

K . &
-

. Summary- of Actiﬁe Staffing Elements

.”

Iﬁ summary, several elements contribute to a desgription of active

staffing, Two principles guide actf\(e staffing. These are: (1) active ‘

staffing invelves ways- of thinking about teaching rather than the mere

acquisition of new teaching skills and materia1s; (2) active staffing

requires the joint pant1c1pat1on of the staffer andtheteacher A strategy

central to all phases of the act1ve process is bu1]d1ng on teacher knowledge, L
and the information a teacher supp11es becomes the basis of the dec1s1on .
making precess. Active staffing ‘ean be d1v1ded 1nto three phases. e _ ,

These are (1) identifying the. concern, (2) work1ng through the issue,

and‘(3) ma1nta1n1ng contact. 7

- EE

: ‘ N |
MEASURING THE EFFECT OF ACTIVE, STAFFING _ . o

' -
- v ey
¢

A]though the primary:purpose of this study was to define the active
staff1ng process, the format of the study permits us to teach some R
tentative conc]us1ons‘hbqut the effects of active staff1ng on teachers'
professional growth and attitudes. The reader will reca]l that a sample of

. N H “
. . . -
» - >
»
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_eight center users were interviewed 5& phone before the,in;;jation of the
. the process. (The results of these interviews have been éymmarized
_earlier.) In addition, eight of the nine teachers involved with Inez
_in the active stéffing process were interviewed by telephone after the ' ‘
active staffing period had been completed. (The ninth teacher had only j
one, rather birief encounter with Inez.) il - Le éx‘
In this section, the teachers responses in the 1nterv1ews following ) : j
active staffing are summarized and 1nterpreted The$e ‘interviews are
‘ compared with those obtained before the active s;qffing was in}tiated. L )
. . Henceforth, interviews gathered before the active staffing period will
be referred to as "pre- interéiews;" and those gathered after the active

.

staffing per1od w111 be called "post-interviews.™ , e

-

The quest1on5‘1n1the post-interviews overlap samewhat with those in the
pre -interviews. This was done to detect potent1a1 chdnges in teacher I
attitude and evidence of teacher growth. However, it should be noted that®
the two groups of teachers interviewed are not comparable. Wh11e the -1
‘ first group ‘were general center users, the second group cons1sted of
teachers who were interested in participating in active staff1ng Two

of the teachers, in fact, were interviewed in bothhthe pre--and post-

A
ILd

# assessments.
When -interpreting the post-interviews, it is imporfant'to note that
three of these teachers (03, 06, 07) had only one substantive encounter’ e
g with Inez. A11 other teachers sawﬁher more often,”ranging from. two to
eleven times. S 4 v \ . -
- Topics addressed in this analysis include (1) services used at the
center, (2) contact with staff and their content, (3) consu]t1ng act1v1t1es
- with staff that teachers would find valuable and (4) teachers' summary

A
comments. D

.

v
L ' - r

. ' Services Used at the Center B

N N » .
- When compared to the pre-interviews, the post-interviews show a marked
o

- increase in the use of consulting services., These statistics are summarized
, K ) R
N ‘ below for both the pre- and post-interviews. .

~ e
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# of teachers # of teachers 7
Dpre-interyiew post-interview

-

Materials Resource

Using Machines : 6 = 5 y R
Making Materials 7 7
‘ Borrowing Materials . . ' 0 1

Consulting Resource

.

"Using books or displays for ideas 1 3

Consulting with staff . 1 4 ~.&
Brought class to center Tl ; 0 ' :
L Comradeship 1 ' o Lo
h Counseling source for self 1 1 . ’ ‘
Staff member visited class ‘ .0 1 ~
" Workshops o0 I

2

The post- 1nterv1ews reveal that there has been a sharp rise in oo
teachers conscipusness of using the center for conSu1t1hg When asked
an initial free response question.about the1r use °f~3220999§§r, four
spontaneously replied that they have consu1ted with the stafff aln actual
fact each teacher has consu]ted w1th Inez ‘at least onc:e“2 and,a11 mention *
thlS 1nteract1on at this point or at a 1ater point in the 1nferv1ew This
data shows that teachers are either consulting more with staff or are °
more conscious of th1s consulting, The data also imply that, pn the pre-

interviews, several teachers may have‘gctua11y used the consullting function, '

. but did not mention this experience, Perhaps the wording of this question,
d 1
"What services have you used at the center" Jead teachers to mention materials

o . . . !
used, rather.than their interactions with staff. = ;
; {
; .
. | ®
3 ; .
‘ 20 ' - -
o o wiJ .
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Qct?V3¢1es/Consu1t1ng With Staff and Their Content
s i\i f.,w;; iy 2
When asked d1rect]y whether they had talked w1th staff and the subject
of their interactions, each of the ‘eight teachers remembered .consulting with
Inez. Th1s quest1on‘Was also asked in a free response format. Once again, \\\\\\
the pre-interviews are compared With the post-interviews to detérmine s
whether'thene were changes in the types'of staff aid provided.

-

™y . i # of teachers # of teachers
' o ' : . pre-interview post-interview
N~ 1 . ’ .
*Locating supplies, helping '
+with machines . : 4 2
] Helping with games, bu]]et1n : : ' »
‘. boards i 4 4
s+ Gave ideas for teaching . . 3 . '3
Were nice, ran errands . 3 ' 2
Helped to locate games ‘ - 1 1
Finding idea bq9k§ 1 0o, Y . ' _
Helped with curriculum o -
development . . 0 . 6 oo
Attended classes at center 0 ) 1
*Data analyzes iﬁtéra;tipns with all staff members ) :

/ ' '

The two sets of data coﬁtrast marked]y For the first ¢ime,

' the category "helped with qurr1cu1um" appears. Six of the eight teachers
who have been actively 1ny61ved with Tnez characterize their' inVolvement as
curr1cy1um deve]oagent /Not only is this type of consajt1ng_ment1oned,,
but it is described in great-depth. Excerpts from thesé interviews high- '

light the'greater invo1vem%;t:

.

h P L4

, e\ - C . -~ R

%?- 01 I idnitially went for ideas if books; I explained about -
‘ .
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my new job; whé (Inez) pointed out books -and -affered . ) ‘
her services. I went to her later -- she gave me

. sifplements to reading and hleped me to break down
the curriculum and gave alternatives to regu]ar education - -

03 Inez helped me understand how.b111ngaa4 classrooms o
shou]d work. -

y

06 talked to Inez about setting up a kindergarten program,
.Ta]ked to her 1n1t1a11y and then did it myself

*04 He]ged w1t 1nd1v1dua1121ng instruction.

l

07 .:.curricylum p]ann1ng

. § L
. ) - o . gﬁ

4 ° | ] ”‘ » o .
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‘ : . . *

- Areas In Which Teachers Find Consw]tat1on Useful . -

4

The next question was part1a11y repeated from the pre-1nterv1ews Teachers
were given a list of activities and asked whether they had pursued them-with center staff.
_ If they had pursued them, they were asked to rate the activities as "very
useful, éomewhat uéefu], or not at all useful.", The responses range Ffom qne to- ‘

v

tAree, with lower numbérs being more pos1t1ve responses. Means for the post- *

interviews are given=below: ’ L . - v
o . »
Choose learning materials 1.38 '
) Develop teacher strategies L, 1.5
.. Consulting about classroom ‘ '
- » management . 2.25 , ‘ B -
-, Developing lesson p]ané ’ ) 1.§ e
' Consul.ing about‘di§61p11ne - 2.38 ' r—— "
il R Discussing child development 2.1, !
Sharing research : g © 238
LooKing at learning problems 1.88 ,
¢ - . . - “

. $ i
*Underlined words were not actually spoken,, but were added to conmstruct sensible
sentences ) ‘ '
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Because in general, the teachers on the post-interview gave lower ratings
to these activities than the teachers on the pre-interview sampie, these
figures are not directly cdmparab]e However, if we compare the rank order
of the responses for pre-and post- 1nterv1ews, we see changes in teacher-
priorities. These are’'given below. .

© "~ Rank Order . Rank Order

) . pré-interview, post-jnterview
Choosing learning materiais 1 1
-Deve]opingiteaching strategiés 4 o
) Consulting about _classroom .
management 4 ' v 8 ..
Developing ]esson p]ens .8 é%
Discussing chi]d’deve]opment 7. 5
Consu]ting abeut discipline .6 6% .
Sharing resegrch on teaching 2 6%
Looking at Ql“eazrﬁﬁig prob]ems 4 . - 4
‘ﬂ%gf Vﬂgﬁhv . o

a L

*Disrupt1on'7n'horma1»rank order was due to "tied" scores

R} g

Comparing the pre-interviews to the post-interviews,ghchoosing Tearning
materials" is rated most useful in.both ‘rankings. However, in the post-
1nterv1ews, the t0p1cs of working with center staff on "developing teach¥ng
strateg1es&U%€d "developing tesson plans" have beenrated far more highly than
in the pre-ifiterviews. In ihe post interviews, théyare tied for second
place (rank1ng 25%). ”In the pre-interviews they were rated at fourth place
(tied, 3, 4, 5) and at.last place, On the other hand, "discussing

research” was rated highly in the pre-interviews, but poorly in the post-
1nterv1ews

These changes indicate that: teachers who part1c1pated in active

‘. staff1ng Lame to see center staff less as supervisors or academics and more

~Jike fel]ow peer teachers who could he]p them w1th formu]at1ng teaching
activities and curriculum,
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To verify this, note that servera1 teachers in the pre-interviews
expres ed the opinion that only other teachers in their building, who know
their sjtuation, could-effectively he]p them However, .two teachers in the
post-injerview gave unsolicited comments that teacher centec staff were
more hefipful than teachers and other scaff in their bui1ﬁing§, and that teacher
center staff could be°consu1¥ed without fear of reprisal.

- .
Teachers' Summary Comments ‘ . )

.
5 The last.questions on the post-interview concerned how teachers
N Y

~ felt they had changed and how CTC staff had helped them. We widl let
' excerpts from these comments, followed by our interpretation, convey
the flavor o¥ the active staffing experience. ©

. 01 _ I've become more thoughtful about teach1ng ..broadened my '
‘ - repertoire. (Teacher saw Inez two times to discuss teaching
‘- - history to learning disabled ch11dren)

02 - Inez is very inspiring. She tells me about her experience, 1
‘ find that learning can be a lot of fun. (Teacher consulted with
T ‘- Inez six times on teaching emotionally disturbed adolescents)

. 03 New insight into newest teaching...like idea that Inez and
- Peggy who_teach at Ngrtheastern are-there to consult
informally. (Teacher consulted with Inez five times about
bilingual s1tuat10n in wh1ch she was uncomfortab1e) ~

04 Most usefu] tﬁ1ng is 1ook1ng at the var1ety of act1v1t1es you
can copy. (Teacher consulted with Inez only once and thereafter
came back only to work independently on materials. 'Teacher was

" new teacher, put,into a classroom without formal materials)

05 The experience didn't affect my way of thinking because I'm
pretty much “in agreement with their philosophy. 1 like having a
sounding board. (This teacher, reassigned to a kindergarten
consulted eleven times with Inez. We believe that her way of
thinking was profoundly affected, and that she has now so
thoroughly assimilated another point of view that she be11eves
she has always had it)

06 I was f1ounderiqg, I. came up and found the right people to help
: .Inez gave me concrete ideas and ways of_ implementing them.
(Thls teacher, newly assigned from preschool to a reading pull.
. out program in primary grades, saw Inez only once),
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07 I liked the triwall construct&pn Interesting about how Inez
talked about getting children involved, (These comments do not
relate to active staffing. Inez saw this teacher for active

staﬁf1ng only once) , x

08 Informal teaching is as important as fonna] teaching...
emphasis, should be placed on teaching in a nonstructured
situation. Be1ng creative is important., Staff/Inez helped by
the information concerning teaching and things you can get
across. (This teacher was new to a preschool situation
and saw Inez two times.)

L]

Summarizing the information collected from the interview, we
conclude that the active staffing experience had far reach1ng effects
on.several of these teachers. This is revealed by the1r percept1ons of
their center act1v1t1eg the nature of their consu1t1ng exper1ence the
way ‘in which they think center staff can help them, and their statements of
change in their thinking. Overall, teachers are more anxious for consulting
services centering around curriculum. They feel that their knowledge of
‘curriculum has been broadened and deepened. They feel comfortable about
consulting with center staffs

The active staffing process appears to have affected six of the eight\
teachers interviewed. " The rémaining two teachers (04, OZ), each of
whom saw Inez only once, remain unaffected,

Nevertheless, it should be noted that some teachers with only minimal

‘consultat1gn with Inez report significant changes as a result of the ipter-

actions. Teachers 01 and 08 saw Inez only twiceg, and-teacher 06 consulted
only once. However, each of these three teachers repor that the experience
has affected them profoundly. Apparently the teacher's read1ness.for the
active staffing process and the nature of the active staffing"interection

.are more important than the duration of the active staffing experience.

"‘DESCRIPTIONS 0F°INDIVIDUAL TEACHERS INVOLVED IN ACTIVE STAFFING

o ~

In des1gn1ng the research prOJect there was an expectation that the
part1c1pat1ng teachers would represent a range of teaching exper1ence )
It was our belief that this kind of sample would provide information not only
about the active staffing process, but would alsq rewedl hew the process might

‘v vary in relation to teécher'exper;ience or developmental level. Although all

hY

'Y
Q2
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experience levels were represented in the group” of ‘teachers wﬁiﬁ;;;e involved .
in active staffing, there was an unexpected finding which affected the
interactions. Each of the teachers in this study was faced-with a new ..
teaching situgtion. The six experienced teaqhers had all been reassigned
to new and.unfamiliar teaching situations, and the three other teachers were
in their firsf teaching ass1gnments Perhaps as“a result of this o
s1tuatJon, e1ght of the nine teachers in this é&udy evidenced fee11ngs of
anxiety, 1nsecur1ty, and stress. Even teachers with several years of
experience gffen exhibited bghav1or typical of new teachers,

A brief description of each teacher follows.

01, who lost her job with the Chicago Public school system at
" the beﬁiﬁnfng of the school year because of budget cut-backs, is

an experienced teacher who has:found employment as a resource teacher °

- in the suburbs. She is working with 7th and 8th graders with learning
d1sab111t1es The children are mainstreamed most of the day, but 01 .
pulls 0ut groups to which she teaches language arts, math, ‘science or ‘
social studies. She is most concerned about finding more interesting o
activities for social studies. She describes the text book as "dull"
and wants to makgﬁthe lessons more Tively and fe]evaht to the children.
Since 01 already has.some ideas -about how she would Tike to proceed,
the staffer bra1nstormg w1th her he1p1ng to expand fhese ideas and
find aud1o vxsua1 materials wh1ch would be appropriate and add variety ' ..
to the instructional. program. In two.encounters the staffer and 01
discuss the importance of the 1gye1 of teache}s' questions and the
deve]opment<ffcritica1‘thinking skills, Strategies were worked out
that would permit 01 to relate historical events to current events.
Of all the experienced teachers who pgfticipated in active satffing,
01 was one of the least stressed and the most advanced developmentally.

. She came in with very definite ideas about what she needed and took a

‘1eading role in the interaction.

02, a recent college graduate, comes to the center to find a ’

1 &
‘X

.
e , 4
,




-, Six encounters follow including a classroom visit by the staffer,

, language, She feels they should learn English,

bulletin board idea. She is about to begin her first teaching assign-
ment with teenagers at a special school for the behaviorly disordered.

- Since 02 is unsure about which bulletin board idea to choose, the staffer
asks her what her first week's objective is, She states she wants to

get to know the children and them to get to know her and create a
comfortable working relationship with them, The staffer suggests that
the students participate in putting up a bulletin board about themselves.

at 02's request. Over time, 02 and Inéz discuss alternative reading
strategies such as.language experience, the use of math manipulatives
to develop math concepts and the advantage qf teaming children for
Tearning actjvities, Brenda develops skill at observing the children
and changing teaching strategies to better suit their needs.

B \ )

03, an, experienced teacher, came to the center to discuss her new ‘
assignment to a bilingual team teaching situation. She was very N .
anxious because she had no previous experience or knowledge about the
bilingual teaéhin@ philospphy. There. had been no meetings between
herself and her team teacher and 03 was confused about hér role in the
classroom.” The several subsequent active staffing encounters document
the attempt by 03 to arrange a meeting gith her team teacher wh%ch_fai]s |
and the attempts by the staffer to help 03 understand this -kind of -
education by supplying her with research findings ‘and finally the
Board of Education guidelines. These 1nteract1ons are 1nterest1ng
because the teacher finally reJects the research findings ‘and states

that she actua11y disagrees with teaching children in a foreign

-04, a new teacher, came in after the first day of school-quite
upset. She needed concrete activities to "keep the k;qs busy" until
thg text books were deliyered. Although she was a recent college
gradugte, she confessed that she had "blanked out” and didn't remember

any of the materials or activities which she learned about in school.

The critical strategy used by the staffer in this encounter was to

. -
.
o
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involve the teacher in a brainstorming session which gave her an- qppor- ‘
tunity to recall what she knew, helping her to regain‘some of her self-
_confidence. ' This was a one-time encounter. ‘ |

;o - 05, an exper1enced teacher has been assigned two half-day
classes. One is a kindergarten and the other a 1earn1ng disabled
~ - group with children from grades kindergarten through e1ghth. Her
previous teaching experience has been with regular children in grade 3
and up. 05 is uncomfortable with very young children and expresses
concern about her limited knowledge of kindergarten. Her first '
‘ concern is expressed about classropom organization and menagement.
She feels that kindergarten children are not ready to do much and must
be trained to Tine up, follow directions, sit still, and raise hands
before she can start -an 1nstruct1ona1 program. 05's active staffing
encounters take place .over a three month period.” With 05, the
active staffing. experience centers on giving her activities to use
which convince her that kindergarten ¢hildren can learn through - ‘ ‘
independen: and active involvement. In addition, to discussions ‘ '
with the staffer, she attends a workshop given by an experienced
fellow k1ndergarten teacher. 05 has set up a more flexible and creative -
program in her kindergarten by the t1me-she(1s once aga1n transferred
- . -« .
4 06, a teacher with 15 years experiente in ‘preschool has been
redssignedsas a‘reading teacher of primary age ehi1dre.- She comes
in the first week of school and describes her condition as desperate.
She needs materials she can use immediately, Her program reqhires
that she take groups out of seven classrooms and work with them on
specific reading skills, She is concerned about her ability to
transfer her knowledge of pre-school materials to activities for’
primary age children, Inez helps her to realize that her years of(
. experience can be applied to the new situafion Although 06 only
talks to Inez once, 06 feels in the post'1nterv1ew that Inez has
+  "saved her life." -

[
[




. s

07 never returned toYconsult with Inez. \ : =
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+&]4- an experienced teacher, came in with concerns about being

.transferred from teaching a second grade to aj; kindergarten. She .did not”

have materials ahd felt she could not group“th@ children for.independent -
work because she d1d not have an affe. A]though she was. excited K

about having someone to.talk with about these problems. she wanted to
get started at school first, and comé back after about two weeks.

° ¢

08 has just been assigned to her fﬁrst;job as a. pre-school.

teacher, She comes in with her experienced teacher assistant to..
get some ideas. They are concerned abput the“long day the ch11dren ; N

-spend in schoo] and fear that they may get bored The. teacher assistant

says that the ‘children have been doing the s3me activities for a long
time, A]though the room is set up in severa] Ftivity areas,

the teacher is unsure exact]y what the chﬂdrehhe doing in’those
areas and what materials are]ava11ab1e in the ro In order to-

establish a know]edge base for planning,: the staffer asks the teacher

to inventory the equipment and materials in the room, abserve what

the children are doing in the different activity areas and th1nk

about what_she wants them to learn. With this information it was*

< I3

poss1b1e to beg1n a planning process to expand the poss1b111t1es .
for learning in that setting, )

a ]

09 is an- experienced paroch1a1 school teacher v,H1s first encoun;er
at the center.is with a staff pers0n who .refers him to Fnez, His A

7

&)

teaching exper1encefhas beenw1thubper grade children but- this year N

he has agreed to teach a first grade. He is looking for materials to
use with them but is very anxious ‘about classroom control. .He wants .
materials that will engage the chj]d‘s'attention but will not causé X
behavior problems. He 1s sure that his children would "go wild" if
they were given any board games. Inez sees 09 only_one time. ,

-
£

° ’z};‘h
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QUALTFICATIONS FOR ACTIVE STAFFING

1 - T ! -

In this concluding section, we would like to addrest the issue of what
type of a center staff person can effectively gu1de the active staffing . ' 3
o process. The or191na1 p]an of our,study included tra1n1ng an staff ‘
members at our center'tobe Mactive staffers Y However this plan had to be . -
« abandoned when it became clear that’ act1ve staff techn1ques c0u1d not be
acquired.in a shbrt period of time. : v
Active staffing requ1res considerable skills in personal interaction.
. The staffer must be willing to cooperate with teachers, while 1ead1ng them
to an often far away, subtle goal, - The successful active staffer does’not
say all the things that come to mind, but ‘allows teachers to take the lead
. in making observations and drawing conclusionis. It is important that the
staff person not overwhelm the teacher with concerns which, at any point
e in the process, ‘are irrelevant te- the teaceher S percept1ons of her needs.
«The active staffer must be w1111ng to cooperate enthus1ast1ca11y in
* actiyities which seem almost ?rre1evant ‘to the ultimate goals ‘of active - ‘
staffing (1am1nat1ng, making bulletin boards),gwh11e all theum11evd1rect1ng
teachers to sharg in and value these ultimate goa]s o
- Active staffers need not be experts in all curricu1um areas, In ,
fact it may be desirable to 1et‘the teacher.know|that staff members have
'things to learn too. However, it is important fqr ghe stafflperson to not

te be embarrassed by her own lack of knowledge. InS;ead, it should be viewed
" as a positive experience t0 Tearn.. ’. N ‘ R
i .
Perhaps most 1mportant1y, the staffer must rea112e that act1ve <
. staff1ng is a process whose u1t1mate goal “is teacher independence.
N ' v [ ]
j >
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PREINTERVIEW EORMAT‘ s

| .
First, I'd 1ike to ask you some questions about.how you use the center. \ ‘

1. What service# have you used at the center during the past school year?
k- i
2. Are there o %er services ava11ab1e at CTC that you might 11ke 0 use in the future?

yes....(ASK A)......1
, 1 N N 2 ) ,
A whgt\ ervices are those?
3. Has the staff been he1pfu1? ~
yes../.(ASK A) ..... 1
11 AN 2

A. Could you give me an example? (PROBE: Could you g{ve me another example?)

4. Do you have any'suggestﬁons about (othér) ways the staff could help you?

5. Other people have suggé%ted some thirms the cénter staff could do for them How
useful would you find the following things. Would you find the staff READ
CATEGORY BELOW very useful, soméwhat useful, or not at all u§efu1?

p " Very Somewhat Not at all
Useful . Useful ‘Useful

p%ng you to choose 1earn1ng

. materials. Tf' 1 .2 3
: . B} .
b. Working with you to develop o ‘
teaching stratedies. 4 ' 1 2 .3 o
c. Consulting with you about c1assroom ’ )
ma

agement. 1 2' 3

king with you to deve]ép
sons. 1 2 3

- 3

e. Discussing child. development

issyes that might affect . |
your classroom. : 1 \\ 2 3
“Consulting with you about - o \‘ N
discwpline." . 1 \ - 2 3
‘ \
g. Shar1ng new research on teach1ng
i ‘methods with you. J 1 \\ 2 <%
h. Helping you look at 1earn1ng problems A
in new ways. - 1 2 3

6. Do you have ano further.comments on these suggestions?




" Now I'd like to expigre your idea‘s about teaching.

7. People find differentithings useful in teaching. - Have you found any of
the following things useful?

e S e \yes no

a. teacher‘igea book§‘(eg.,'Spicg) é\l*//, 2
! b. teacher mégazines (eg., Instryctor, Learning). } 1 2
! c. discussions.-with gther teachels 1 2 *
. " d. books or articles about teachiny:. “ . 1 2 .
.7 e. university courses B L o1 2
- f. in-serv{Zés . . e - -1 2 <« K\Tf/
g. workshops or conferences 1 2 B
' RS <7 ‘

FOR EACH YES RECORDED, ASK: How have you found READ CATEGORY useful?
= ,

e
8. Is there'any other respfrce, including people, that you find useful in
your teaching? : '

N0l eniimennn.. ..
A. What or who is that (PROBE: 1§ there-anything or anyone else?)

Q;? Even thoygh teachers don't necessérfly talk about it, their teaching often reflects
a philosophy or theory about how children }earn. Do you have an underlying
theory or philosophy? ' .

E

-

. ~ . , '
stion to ask you. Did your principal have any influence
center? ' X

10. We have one last q
on your use of t

s s s
- 2 v —
................ .
.

"
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v POSTINTERVIEW FORMAT |
First, I'd 1ike to ask you some.questions about how you eee the center. , -~ ‘
1. What services Aave you used at the center s¥tne=5eptember7

2. 'CTC has attempted to expand its serviced in staff consu1t1ng . Have you
consulted-with the staff since September7
yes....(ASK A)..... 1

A. Do you remember who you talked to7 (PROBE Did you talk to anyone e]se’) ‘
B. Could you describé what you talked to READ NAME about? ASK FOR' EACH NAME
- MENTIONED IN A. - )

.
A} ~

3. Did you find (th1s/these) conversation(s) usefu] 1n teach1ng7 .
yes.. (ASK A) ‘ :
NO. e eieonnnnnns 2

A. Cou]d you describe how (they/it) (was/were) useful? -

4, Some of thi's may- be nepititious, but please bear with me. Have you ta]ked to
staff members about READ EACH UNDERLINED CATEGORY?
- IF YES: Did you find the staff RE®D CATEGORY very: useful, somewhat useful,

or not at all useful? A. Ye§ - -No B, Very Use. Somewhat Use  Not'at all

a. Helping. you to choose - . _ Vs
learning materials . 1 2 -1 2 . .3

b. Working with you. to o ‘* - - - ‘
develop teaching oLt ) .
strateg1es 1 2 o -1 - 2: 3

. Rt 3

e. Consu1t1ng with you ’
about classroom ) .
management - 1 2 1 2 \ 3

d. Working with you to ' ’ O .
develop lessons 1 2 1 2 3

.. e. Discussing child “ . o

. . development issues
' . "~ that might affect-

. ~ ypur classroom ' ) ~1 2 | o T 3
f. Consulting with you - . >
about discipline 1 2 . 1 : 2. .3
. g. Sharing research on teach- ; - . . -
ing methods with you 1 2. 1 2® . 3
‘. h. Helping you look at learn- L Y
; ing problems in new ways 1 2 . 1. <27 3.
”‘l - .
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I know this may be a difficult quest10n to answer. Do you feel your:

interaction with CTC staff has affectey your th1nk1ng about teaching

and children? _ .
'oyes.... %

v

A.. How? 5

What did you find most useful about your experiences with CTC staff?
(PROBE: Is there any one exPer1ence that stands out in your mind?)

\v
\ .
? o

9
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