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Class Seminar/Discussion on March 23, 2010: a collaborative Google site to share personal experiences and perspectives, and a collaborative presentation. 
Seminar leadership Discussion Article: Teacher Leadership: Ideology and Practice from “Building A Professional Culture in Schools,” Teachers College.
Authors: A. Lieberman, E. R. Saxl, M. B. Miles

Summary

The article pertained to their qualitative results of their 1983-1985 study on teacher-leaders. The purported that there was at the time a reform movement to professionalize teaching so that involved in the school culture work collaboratively with collegiality and commitment.  They reported that new structures of roles teacher-leaders and overall social and collegial relationships, and new processes need to be established and refined for this reform to effectively happen.  
The authors attempted to delineate the skills and approaches in creating the optimum efficacy of teacher-leaders and collaboration.  Seventeen teacher-leaders were observed and their experiences documented in their attempt to improve (affect change) their respective school cultures they imbedded themselves (some as outsiders and some as insiders). All the participants have had some kind of leadership experience (curriculum development, or administrative, for example) and showed mastery of their teaching craft in their work histories to qualify for this new endeavor. They all exhibited entry traits of caring, confidence, risk-taking, proactive,  held many degrees, professionalism, life-long learner (attending workshops etc.), knowledge of school organizational structures and processes,  and solid pedagogical content knowledge to take on a very challenging roles as leaders.
A common experience teacher-leaders had observing and adapting to distinctive school cultures was the isolation and egalitarian (all teachers are alike in ability and perception) ethical nature of them with varying support from administration to aid teachers in their efforts to improve the quality of their teaching skill or curriculum.  Many of them surmised that the school climate and administrators’ style and perspective figured the strongest in creating school climate. Some principals promote involvement and outcomes and some resisted. Bringing change was difficult and induced them to grow as professionals and individuals—gaining new skill and confidence.  Commonly, they mentioned it was difficult not to be co-opted by the established regime, and their new role, of both being a colleague and yet expert for reform, was a difficult balance to maintain. 
In the new roles of agents of change (leaders), it was necessary to clarify their shared goals and establish credibility and norms of social function.  Some achieved this open and supportive effort and communication by providing workshops, providing resources and supporting tasks to show they are positive and influential leaders that can help overcome resistance to re-organizing of the school culture and empower all and find fulfillment in actuating their potential as educators. Supportive communication through norms and support groups was a common action, gradually sharing leadership responsibilities, sharing data they gathered about the specific school culture, and creating productive working relationships, mediating conflict, and teaching confrontation skills.  One the most important elements of their work was to create a network of resources (personal, pedagogical, materials, and equipment) to be made available to all. In the school setting of pacing calendars etc., time was a major hindrance.  Sharing leadership was vital to have the reform grow and promote the general vision of collaboration which required not over-managing but still exert influence. The hope is that these endeavors will replace working privately that pervades most school cultures and by doing this improve morale, facilitate better communication, encourage staff to be more constructively critical of their efforts, and grow professionally. 
Two case studies were documented in the later half of the article to illustrate the attempts of building of “colleagueship.”  One was at Urban High School where a teacher-leader Brenda C. created a teacher center that gave out resources of all kinds instructional and culinary (snacks and coffee).  Her hope was that both new and old teachers could meet at a commons where they could collaborate . The other school mentioned was Parkridge Elementary School.  In this it was made apparent the qualities required to be an effective leader such as being flexible, a good negotiator and listener, helpful, sensitive, and approachable.
Analysis
The teacher-leaders experience, documented in this 1980’s study, I expect would be very similar now.  I have no doubt the claims made of having met resistance to change is still pervasive today varying with specific school cultures.  One difference would be that fact, in California, schools are responsible for enacting their own induction programs to train and supervise new teachers into the profession.  Thus, every new teacher works collaboratively with a teacher-leader in the initial part of the career which is conducive to continuing this collaborative process but as soon as they complete the program they soon find that the school culture and scheduling is not conducive for professional collaboration.  So the pervasive culture still seems to be very similar to 20+ years ago, perhaps by design though maybe not intentionally but by habit. I would be interested in learning about what kind of professional educational leaders experience now with newer induction programs like BTSA that are replacing some the credential programs at the colleges.

It would be intriguing to know if it was easier to be an insider or an outsider as a teacher-leader with reform endeavors in mind such as critiquing and influencing the teaching of others. They mentioned that insiders had the built-in credibility of being known as a master teacher but then faced resentment in that they did not have a normal work schedule and had powers and greater freedom losing their status significantly as just one of colleagues trying to make a positive difference.  Outsiders have to establish themselves as credible and useful.  I think it is important to be a good role-model for collegiality and to build teamwork.  I have seen it done mostly by providing development workshops in some special pedagogical strategy such as Cornell note-taking to text reading strategies.  These I have noticed happen at the district level and these people are not seen again and neither do they facilitate to make others leaders to expand the collaboration and self-educating process.  It’s not their fault they were paid to present not to develop other professional or create cultural change or establish networks. 

The article was not clear how the teacher-leaders were specially trained, if at all. They were specially selected for their outstanding proven abilities but it was mentioned that they learned a substantial amount on the job by diagnosing the cultural hindrances to collaboration trying to make change happen.  I imagine if they received some preparation and mentor guidance themselves, and not just schedule changes to free them up form their own classroom teaching that they would be more successful and less stressed. How did they handle conflicts that arose?  Were they given a budget to purchase more instructional materials or equipment or they have to apply for grants etc. 
Reflection

After reading these accounts and from my own personal experience, I see the urgent requirement to treat teachers as professionals by giving the time and funding to reflect and improve the teaching skills and curriculum. These teacher-leaders being new at their roles also need the opportunities to deepen their own knowledge about reform so that their advocacy continues to be perceived as authentic and knowledgeable. These collaborative networks and professional groups need to be supported as part of school culture on a weekly basis, for they do not happen on the initiative of a few like-minded friends on a sufficiently large cultural scale.  As teachers we all work and share ideas with other teachers occasionally but not in a regimented manner that can be a real professional resource to improve efficacy of our efforts. The monthly department meeting and professional development workshop are helpful but not very empowering and not influential in creating an authentically empowering cultural identity of being a group of professionals all working at our best together with shared resources of all kinds. Reformations that lead to enduring positive change do not happen quickly until a tipping point is reached where the majority are actively pursuing in a communal sense, a common purpose with the same tactic. 
I have perceived it is difficult to constructively critique teaching and performance and planning as positive collaborative activity and non-judgmental or ego-threatening manner. I personally like to act as a resource for others both materially and for instruction and let them use my resource as they see fit for their purposes and as a colleague who as implemented many different kinds of assignments and who is often experimenting with something new (assignment, approach, technology, etc.). We all have access to a common server where can share any assignments we upload to it.  This is a very casual way of collaborating but I would like more fully institute this process such as doing lesson study where we plan a common lessons and evaluate their effectiveness of influence affinity and content knowledge. We made one attempt in seventh grade this year with two reproductive lessons that I documented in my leadership project. My desire is to expand on this further to include all of our lesson planning but I would like some kind of facilitator that is attached to help us with practicing professional norms and give us the processes that make for productive partnership. 

In the Hart district, as part of cost cutting and decentralizing professional development, each school is composing professional development communities by establishing norms and focusing on themes such as shared lesson planning, pacing calendars, and common tests. Thus a team of five people go to workshops at the district level and then present and arrange activities for us to do at the school site. This may be considered a top-down attempt of bringing us isolated teachers together for occasional collaboration.  It has been positively received, but not influential in motivating most of my colleagues in pursuing it further on their own time. This is true partially because it is in rebellion against not getting paid for any ‘extracurricular’ planning time and is a contract issue just like adjunct duties are year to year. I think if the financial resources were available my school district would promote scheduling formally into our work schedule these endeavors and spend more time developing professional leaders. We might never have the two preparation periods where one can be for personal work (planning, preparing, grading, core class teaming, parent contact, etc.) and another for cooperative activities but that would be ideal.
Google site for Discussion participants: 

http://sites.google.com/site/sed610sp10/home/teacher-leadership-ideology-and-practice
Google docs (presentation) for discussion participants:

http://docs.google.com/present/edit?id=0AXK4qGkdDrtpZGZjNGtnNnZfNjQ5dnQ0NjdoZw&hl=en
