Sun West School Division:

comprehensive
System review

1.0 executive summary

June 2014

2014.05.30_SunWest_Executive Summary Report_WIP_ES_page numbers.indd 1

6/11/2014 10:16:34 AM

Comprehensive System Review executive summary

2
2014.05.30_SunWest_Executive Summary Report_WIP_ES_page numbers.indd 2

6/11/2014 10:16:34 AM

Johnson-Shoyama Graduate School of Public Policy

acknowledgements from the chair of the review
We would like to acknowledge the Board of the Sun West
School Division for their vision in calling for this review, for
their support throughout the research effort and for their
insightful input individually and collectively into our work.
We would like also to acknowledge the support and
assistance from Guy Tétrault, Director of Education for the
Division, and all the Superintendents, Principals and staff
who met with us and helped us in our understanding of
the Division.
The staff at the Johnson-Shoyama Graduate School of
Public Policy provided a great deal of support throughout
this project and, without the fine work of Andrea
Geisbauer, Kendra Gellner, Rhonda Gustavson, Erna
Pearson and Erica Schindel, there would not have been
a proposal, a contract, a study or a report. Literally, this
would not have happened. We are also grateful for the
expertise of our two Research Associates, John Dickinson
and Stan Yu.

But, we are aware, that all those mentioned so far were
acting as part of their job, even if they should be noted for
having gone far beyond the call of their duty.
The real recognition should go to the teachers and the staff
in the school of the Sun West School Division and to all the
parents, students and community members who met with
us and supported this review. They took part because they
cared about their schools and their Division, not because
they had to. Theirs is the real contribution to this work.

Keith Walker, Professor
Johnson-Shoyama Graduate School of Public Policy

3
2014.05.30_SunWest_Executive Summary Report_WIP_ES_page numbers.indd 3

6/11/2014 10:16:35 AM

Comprehensive System Review executive summary

comprehensive system review consultancy team
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1.0

INTRODUCTION

1.1 background
In January 2014, Sun West School Division issued a request for
proposals to complete a thorough review of all the Division’s
activities to be completed by May of 2014.

on the following nineteen key questions with respect to the
Division’s operations.
1.

How effective is the school board (Board Policy 2)?

2.

How effective is the Director of Education (Board Policy 12)?

3.

Is there effective school division level leadership?

4.

Is there effective school level instructional leadership?

5.

Is the formalized leadership structure sufficient to
accomplish system goals and objectives?

6.

Is communication effectively managed and well perceived
amongst all stakeholder groups?

1.2 the task

7.

How do students, parents and community members
perceive the SWSD?

After discussions with the Board and the Executive of the
School Division, it was agreed that the review would focus

8.

How do teachers and support staff perceive their
relationship with the SWSD?

In response, a proposal was made by the Johnson-Shoyama
Graduate School of Public Policy to assemble a team and use a
variety of methods to complete a review on behalf of Sun West.
This proposal was accepted by the Sun West School Division
Board.
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9.

Is the division providing the appropriate support to schools
to ensure the delivery of high quality educational services
and programs to students?

10. How effective is the Distance Learning Centre in providing
educational programming equity to students in Sun West?
11. Are schools providing the information and services to
division office in a way that enables the Director and Board
to perform their roles effectively?
12. Is the strategic planning of the division clearly articulated
and effectively communicated?
13. Are roles and responsibilities clear and appropriate?
14. Are behaviors congruent with the division’s vision, mission
and values?
15. Is there a sense of ‘team’ within the division?
16. Are existing accountability mechanisms appropriate and
consistent?
17. Are community partnerships developed to support student
learning?
18. Are there sufficient succession plan processes in place?
19. Are there sufficient feedback processes in place?
1.3 the project goal
To provide a comprehensive review of the operations and
governance of The Sun West Division with particular attention
to 19 key dimensions, as set forth in RFP, together with a set of
implications and recommendations.
1.4 the approach
To answer the nineteen questions, it was decided to complete
the review in seven distinct areas of common interest:
1.

Governance (Board) Effectiveness Review

2.

Executive (CEO/Director) Effectiveness Review

3.

Instructional Leadership (Superintendents and Principals)
Effectiveness Review

4.

Human Resources, Culture and Satisfaction Review

5.

Distance Learning Centre and Supports Services
Effectiveness Review

6.

Flourishing School Review, and

7.

Lucky Lake School Review
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1.5 the timeframe
Work on the review was organized to make the best use of the time available, while maximizing opportunities for input.
February 2014
• Identified system appointed contact for the project (Dr. Tetrault)
• Struck a Review Project Reference group
• Review Team met with the Review Project Reference group to clarify and confirm understanding related to design,
processes and deliverables.
• Review Team toured the Sun West School Division Central Office and received orientation to the Division by the
Executive Reference Committee
Mid-February 2014
• Developed survey, focus group and interview instruments and protocols
• Vetted protocols and instruments through the Review Project Reference group
• Made necessary revisions and finalize instruments and processes
• Consulted with School Division to support development of criteria and thresholds for effectiveness, appropriateness
and sufficiency
End of February-March 2014
• Administered the surveys in the School Division (online)
• Conducted individual and focus group interviews
• Analyzed data from all sources and stakeholders
• Invited written submissions
March / April 2014
• Analysed data and prepared report
May 2014
• Presented report

1.6 Methodolgy
The reviews were undertaken using a variety of methods, each based on best practices for reviews of this type and summarized as
follows.
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Table 1: Methods Employed by Question Addressed
Surveys

Focus Groups

Interviews

Documents

Written
Submissions

1. Effectiveness of School Board

x

x

x

x

x

2. Effectiveness of Director

x

x

x

x

3. Presence of SD-level leadership

x

x

x

x

4. Presence of School-level leadership

x

x

x

5. Sufficiency of leadership structure

x

x

x

6. Perception and effectiveness of communications

x

x

x

Questions and Data Sources

x

x

7. Student, parent & community perceptions of School District

x

x

8. Teacher and support staff perceptions of relationships with School
District

x

x

x

9. Appropriateness of support to schools

x

x

x

x

x

10. Effectiveness of Distance Learning Centre/equity

x

x

x

x

x

11. Knowledge transfer: School to Executive & Beyond

x

x

x

x

12. Articulation & communication of Strategic Plan

x

x

x

x

x

13. Clear & appropriate roles & responsibilities

x

x

x

x

14. Behavioural congruence (Vision, Mission, Values)

x

x

x

15. Sense of Team

x

x

x

16. Appropriate & consistent accountability mechanisms

x

x

x

x

x

17. Community partnerships in support of learning

x

x

x

x

x

x

x

x

x

x

x

18. Sufficient succession planning
19. Sufficient feeback processes

x

x

x

x

To ensure a broad spectrum of inputs for the review processes, each review attempted to reach as many stakeholder groups as
possible as illustrated in Table 2.
Table 2: Stakeholders Involved in Data Collection
Aspect of Comprehensive
Review

Central
Principal Teachers
Staff

Support
Staff

Board

Directors

Superintendent

a. Board Effectiveness

x

x

x

x

x

b. Director Effectiveness

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

x

c. Instructional Leadership
Effectiveness
d. Human Resources, Culture and
Satisfaction
e. Distance Learning and Support
Services

x

f. Flourishing School Reviews

Parents Students Community

Employee
Group
x
x

x

1.7 findings and recommendations
Each of the seven reports will be summarized with reference to their specific recommendations. The seven full sub-reports which
accompany this executive summary provide details for each of the parallel seven sections to follow.
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2.0

GOVERNANCE (BOARD) EFFECTIVENESS REVIEW

As commonly practiced, a third party review of Sun West School
Division Board’s Effectiveness was deemed as wise, as such a
review would contribute to the Sun West School Division Board’s
efforts to continuously assess, develop, and manage its future
and maturing processes.
To this end, we conducted a multi-faceted Board Effectiveness
Review for Sun West School Division using surveys, interviews,
focus groups, observations, and document analyses, as part of a
board review process. This Review provides data on the Board’s
perceived effectiveness and supports the Board with findings for
ongoing Board learning, self-assessment and development.

using the board effective practices framework and Turning Point
Consulting’s Board Effectiveness correlates.
Survey items were designed to provide sufficient confidence
that findings both reflected perceptions of Board members and
Observers. Surveys sought perceptions on:
1.

Board’s role orientations to vision setting, motivating,
analyzing and tasking.

2.

Board’s relative governance dispositions.

3.

Extent to which Board is effective in:
•

Relationship with and Evaluation of Director

•

Credibility with Community in Strategic Relationships

2.1 Methodolgy

•

Financial Planning and Management

The interviews, focus group, observations and surveys were
designed to collect data from Board members, Executive Staff
and other observers for Board of Sun West School Division,

•

Individual and Collective Efficacy

•

Meeting Time Effectivenes
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•

Policy Making Orientation

•

Monitoring Improvement

•

Board Learning

•

Strategic Planning and Prioritizing

•

General Board Effectiveness

•

Board Focus

•

Board Teamship

Survey data were collected online. Participants were identified
by the organization and the consultants were given e-mails for
these persons.
2.2 findings
There are a number of findings that this review produced for the
consideration of Board:
1.

Perhaps the most striking and urgent finding and risk for
the Sun West School Division is related to the need for a
comprehensive succession (and retention) plan for the
senior administration, Division and school-based staff.

2.

The Board would benefit from refreshing its approach to
receiving and invigilating monitoring reports, dash boards
and score cards such that due regard and diligence is given
to all areas of accountability and goal attainment. It is
recommended that the Board consider ways and means
to provide increasingly analytical attention to its business.
While this review process did not examine the Audit
Committee function and effectiveness, this is another area
indicated for Board consideration by Observers’ and Board
comments.

3.

The Board might address the perception of unevenness of
information held by Board members to determine if there
is a need to recalibrate how knowledge is transferred (how
information moves to and from Board members) through the
organization. Where collateral discussions take place, the
Board may wish to give some guidance to itself in terms of
its own collective propriety and preferences.

4.

The Sun West Board needs to increase its effectiveness
of information exchange between itself and its various
employee and stakeholder communities. These efforts
should include both the receiving of information and
feedback, as well as the dissemination of information
and seeking advice.Strategic approaches to government
relations, partners and media also need further
development.

5.

While the Board is strong in relationships, teamship, time
together, and Board development (learning), there may be
room for more post-decision reflection and recalibration.
Time for this should be made in the habit of meetings and
agenda cycle of the Board.

6.

The Board would be well advised to require more periodic
reporting on employee well-being, retention, recruitment,
engagement and satisfaction levels. These may be
benchmarked with the findings from this comprehensive
review and other relevant measures and cross-Province
comparators.

7.

The Board needs to continue to sharpen its focus with
specific goals and priorities, each clearly understood by
Board members and accompanied by dashboard, scorecard
reporting.

Figure 1: Board of education effectiveness diagram

Part of the larger review required a review of the effectiveness
of the Sun West School Division’s Director of Education, Dr. Guy
Tétrault, to satisfy the Board’s adopted policy of a continuing
process of due diligence to continuously develop, and manage
the maturing processes of its mandate for Sun West School
Division. This study was designed to provide data on the
perceived effectiveness of Director of Education, together with
his areas for improvement and celebration, ongoing learning,
self-assessment and development.
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3.0

DIRECTOR of education EFFECTIVENESS Review

3.1 Methodolgy
Two surveys were designed to collect data on responses to 99
questions from Observers (Board, Division staff, and schoolbased staff) and the Director of Education, using:

The data collected addressed assessments of the Director’s
effectiveness in a number of key performance areas, including:
1.

Leadership Role Disposition (Quinn Framework);

2.

Effectiveness with respect to terms of reference and
selected responsibilities;

•

the explicit and tacit terms of reference and the key
responsibilities of the Director of Education,

3.

Leadership characteristics; and,

•

a common set of leadership profile characteristics; and,

4.

Servant Leadership Profile

•

Turning Point Consulting’s Servant Leadership Profile
instrument.

5.

Evidence of Leader Competencies

6.

Decision making;

Second, the consultants used these data to provide a basic
description of the perspectives of the Director of Education,
Board members and other Observers, in the form of a Report on
Perceived Director of Education Effectiveness. In addition, there
were seven open-ended questions and eight key competency
and strength-focused enquiries included in this Review.

•

Fostering ways, means and innovation;

•

Executive –level agency and visioning;

•

Developing teamwork;

•

Building relationships;

7
2014.05.30_SunWest_Executive Summary Report_WIP_ES_page numbers.indd 7

6/11/2014 10:16:43 AM

Johnson-Shoyama Graduate School of Public Policy

•

Meaningful, timely and clear communications;

•

Developing self and others; and,

•

Integrity and honesty.

Figure 2: director of education effectiveness
diagram

A review-specific interview was conducted with the Director
and the Board was asked in their individual interviews and
focus group about the Director and his performance. Further,
six superintendents and six principals were asked to comment
during interviews with respect to the Director.
3.2 findings
1.

The Director of Education of Sun West School Division has
the confidence and support of his Board, his senior staff, and
his site-based administrators.

2.

The Director of Education is observed by Board and both
Division and School-based personnel as being in compliance
with his terms of reference.

3.

The Director of Education is less an analyzer than motivator,
pace-setter, or vision-setter.

4.

There is an extraordinary degree of agreement (positive) on
the overall performance of the Director of Education (from
31 persons on surveys; with low standard deviations on
most items and measures).

5.

Board members see the director in a more positive light
than do Division and School-based observers, though all
groups hold him in high esteem.

6.

There are concerns for his self care, his uneven relationships
with Board members and his tendency to animate too much
initiative at once.

7.

The Director of Education has set high standards for his
servant leadership qualities (in all four dimensions of vision,
credibility, trust and service).

8.

In all eight areas of competency strengths, observers
are able to provide concrete examples of demonstrated
capacity, competence and character. Guy’s self-assessment
of his acumen in the position and his areas for improvement
are aligned with Board and his direct reports.
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4.0

instructional leadership EFFECTIVENESS review 				

Part of the larger review required a review of the effectiveness
of Sun West School Division’s instructional leadership. This
aspect of the more comprehensive Division Review is a part of
a continuing process of due diligence for the Sun West School
Division Board as set forth in its policies. With this review, the
Board seeks to continuously develop, and manage the maturing
processes of its mandate for Sun West School Division.

means of viewing the practice of leaders in the Sun West School
Division. Each of five learning superintendents and six principals
completed a survey and had an additional five informants
complete the matching surveys regarding their leadership
practices. The composite, rather than individual, results of these
surveys were used in the analysis.

Effective instructional leadership is a vital factor if the Sun West
School Division is to succeed in its intention to improve its
instructional practice and its students’ learning success.

Additional surveys involving a similar group of participants
were used to compare learning superintendents’ and principals’
leadership relative to norms based on the findings for thousands
of managers in a wide variety of organizations. Only the
collective findings were used in the analysis of these surveys.

4.1 Methodolgy

Interviews

Surveys
360 surveys were developed based upon the Leadership for
Learning Framework. These surveys provided a research‐based

The five learning superintendents and the six principals were
also interviewed regarding their instructional leadership and
related topics. Each interview began with a consideration of the
state of students’ learning and of teachers’ instruction. From
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there, factors that impact learning success and instruction were
explored including professional development, organizational
structure, and instructional leadership.
Document Analysis
A number of documents were reviewed including Sun West
handbooks, administrative procedures, the Board Policy Manual,
documents regarding instructional leadership, reports of student
learning, meeting agendas, and the developing provincial
education sector plan.
4.2 findings
The Findings and Recommendations of this portion of the review
are outlined under eight headings. The first heading is “Overall
Findings and Recommendation” followed by the seven headings
from the Leadership for Learning Framework that provide the
organization of the sub-report.
Overall Findings and Recommendation
The Division is well positioned to take the next step in improving
its instructional leadership as leaders feel positive and
empowered. The effort and the necessity to develop expertise
is necessary for success and should not be underestimated.
Leaders and teachers only get better when they learn new, more
powerful ways to do their work.
Recommendation #1:
a) that current efforts to develop strong instructional leadership
among superintendents, school‐based administrators, and
teacher leaders (learning coaches, 21st Century catalysts, etc.)
be continued;
b) that planned initiatives, including one for aspiring leaders, be
implemented;
c) that the Division conduct an intense exploration of the
powerful instruction required to accomplish curricular outcomes
and to have students develop the 21st Century competencies;
and,
d) that the Division undertake an exploration of what it is
that leaders must do to ensure that teachers learn and utilize
powerful learning and assessment models in their classrooms.
Improving Students’ Learning
Generally, Sun West students are doing well in their learning.
Evidence such as graduation rates and levels of literacy
development indicate that Sun West students have already
surpassed the targets in the developing provincial education
sector plan. Some concerns, however, were expressed regarding
some schools where students’ achievement was below Division

norms, the 15% of Grade 9 students across the Division who
have been identified as at risk of not graduating, and some
indicators that students’ engagement in their learning requires
attention.
Recommendation #2:
a) that the state of students’ learning, while generally good,
will require continuous and intensive attention through
strengthening the practice of instructional leadership; and
b) that leaders investigate the research that connects leaders
practices to students’ learning success and then establish a Sun
West framework for instructional leadership that will provide
the common ideas and language necessary to sustain strong
instructional leadership beyond the terms of the current group
of individuals who lead the Division and its schools.
Improving Instruction
The state of instruction among Sun West teachers was reported
as varied with some teachers using new, more powerful learning
strategies, while others are using more traditional methods
and resisting the addition of new strategies to their repertories.
More powerful approaches are needed to accomplish the
Board’s intent of having students acquire the 21st Century
competencies. It seems that a common language of instruction
does not exist among the Division’s teachers and leaders.
Recommendation #3:
a) that the improvement of teachers’ instruction become a
target for intensive work;
b) that the improvement of instruction be based upon the
results of the exploration set out in Recommendation 1.c) and
the subsequent development or adoption of a framework or
mental model for a shared, research‐based instructional practice
by Sun West teachers;
c) that an assessment of teachers’ current instructional
repertoires relative to that framework/ mental model be used to
plan future professional learning; and,
d) that teachers and leaders engage in strong, research‐based
professional learning focused on developing the shared
instructional practice set out in the framework.
Leaders Participate in Curriculum, Instruction and Assessment
Some practices in this category of leadership practices are rated
highly, but others are judged to be in need of strengthening.
Recommendation #4:
That practices in which leaders participate in curriculum,
instruction, and assessment receive continuing emphasis and
development. Practices requiring focus include:
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a) monitoring and supporting a deeper implementation of
cognitive coaching by school‐based leaders;
b) ensuring that early intervention takes place when students or
schools are judged to be struggling;
c) employing the use of data in planning school improvement;
d) monitoring teachers’ instructional practices; and,
e) constantly sharing and emphasizing the common view of high
quality instruction described in the mental model or framework
developed in Recommendation #3 b).

teams has the potential to complement and achieve even
greater positive impact than one‐on‐one supervision and
coaching; and,
c) that leaders build upon current strong relationships with
parents and communities and refocus these relationships on
achieving students’ learning success.
FIGURE 3 - INSTRUCTIONAL LEADERSHIP EFFECTIVENESS
DIAGRAM

Leaders Promote and Participate with Teachers in their
Professional Learning
Sun West leaders are generally perceived to actively promote
and participate in the professional learning of teachers and
principals. Professional learning will be more effective when
focused more directly on powerful learning and assessment
models and when employing research-based professional
development practices.
Recommendation #5:
a) that the Division’s leaders create a more deliberate focus
on teachers and principals learning powerful instructional and
assessment models. This will ensure that the investment in
professional learning pays off in improved students’ learning
success; and,
b) that continued efforts be made to develop leaders’
competencies in facilitating teachers’ learning by focusing on
the characteristics and practices of research‐based professional
development.
Leaders Develop Strong, Purposeful Professional Communities

Leaders Develop Clear, Focused Direction with High Expectations

This category of leadership practices is relatively strong but could
be further enhanced by exploring organizational structures that
facilitate collaborative work, enhancing the role of collaborative
teams in teachers’ supervision and development, and refocusing
already productive relationships with parents and communities
on students’ learning.

The Division’s leadership is to be commended for including a
wide variety of stakeholders in various planning activities and for
holding high expectations for students’ learning success. Areas
for improvement in this category of practices include setting
fewer priorities and developing sharper focus, communicating
core messages more effectively, ensuring teachers focus by
removing distractions, and challenging staff members’ beliefs
regarding students’ capabilities.

Recommendation #6:
a) that the Division’s leaders carefully reconsider its structures to
ensure that central and school structures facilitate collaborative
work among teachers and other employee groups. The
facilitation of collaborative work is suggested as a key criterion in
evaluating and developing central and school-based structures;

Recommendation #7:

b) that the development of collaborative teams focusing on
improving instruction have a significant place in the Division’s
plans to supervise and develop its teachers. Developing such

b) that leaders better communicate core messages throughout
the Division;

a) that leaders consider setting fewer priorities in school and
Division plans. Achieving such focus will be in keeping with the
developing provincial education sector plan;

c) that leaders take necessary measures to shield teachers from
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distractions that take away their focus on their core work, their
students’ learning; and,
d) that leaders challenge their staff members’ beliefs about their
students’ capabilities.
Collective, Professional Practice of Leadership
Learning superintendents and principals believe they are a
part of a collective leadership with a strong sense of efficacy.
Leadership has been extended to learning coaches, consultants,
and 21st Century catalysts in each school. The Division
leadership is to be commended for its efforts to share leadership
and is encouraged to strengthen this initiative. Superintendents
seek greater coherence in their work and understand that
such coherence is important to school-level leaders’ ability to
implement Division initiatives.
Recommendation #8:
a) that leaders continue their efforts to develop a sense of
collective leadership in the Division. This includes the continued
empowerment of teacher leaders in various roles and the
inclusion of leaders from various employee and stakeholder
groups in Division planning committees; and,
b) that coherence in the work of the learning superintendents
be addressed through processes, frameworks, and possibly the
structure of the senior administration. Such processes might
include more regular time set aside for superintendents to share
and explore the Division’s initiatives and their impact on schools.
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5.0

culture, human resources and satisfaction review

The Sun West School Division’s Culture, Human Resources
Management and Satisfaction Review is a part of a continuing
process of due diligence for the Sun West School Division Board
as set forth in its policies. With this review, the Board seeks to
continuously develop, and manage the maturing processes of its
mandate for Sun West School Division.

questions pertained to alignment with the strategic plan,
employee feedback and sense of team.

5.1 Methodolgy

In addition to the Organizational Culture Inventory, data
regarding culture was also collected as part of the examination
of human resource practices.

The primary tool used to collect system-wide feedback was
the Organizational Culture Inventory (OCI). This instrument is
widely used for measuring organizational culture and is able
to provide feedback on areas critical to organizational cultural
including employee engagement and satisfaction, customer
focus and role clarity. In addition to the standard questions of
the OCI tool, additional questions were added to the survey
tool to ensure all areas of inquiry were addressed. These extra

We invited a stratified and random selection of 331 employees
to participate in the “current” OCI survey. In addition, we invited
52 elected Board Sun West School Division employees and
employees to participate in the “ideal” survey.

Data collection specific to areas of human resource practices was
gathered through:
•

observation at several meetings;

•

interviews with HR lead, the Director, all superintendents,
CUPE and Teacher Association representatives;
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•

focus groups of teams from Davidson Comprehensive and
Outlook Elementary Schools; and,

•

record review of current and new strategic plans,
HR policies, job descriptions for all staff categories,
assessment tools for in-school administrators, teachers
and educational assistants, metrics and plans for potential
additional metrics, CUPE Collective Agreement and
Teacher Local Bargaining Agreement.

Figure 4: SUN WEST SCHOOL DIVISION ORGANIZATIONAL
CULTURE INVENTORY, CURRENT PROFILE

This second set of prioritized data was analyzed to create a list
for each school. As the intent of the process was to find divisionwide priorities the highest ranked responses from all schools
were then combined to provide an overall ranking of themes.
5.2 findings
According the Organizational Culture Inventory (OCI), Sun
West School Division has a constructive culture which means
employees are generally oriented to growth and focused on
meeting higher order needs (such as belonging, self-esteem,
and self-actualization).
The OCI clearly indicates that the ideal culture (where all
employees succeed and are most effective) is strongly agreed
upon.
There are significant gaps between cultural experiences of
various employee groups. The cultural aspects of work life
for administrators is far more positive than is the work lives of
others, including teachers.
There is a fair bit of dependence behaviour amongst some
employee groups.
Overall satisfaction of employees will grow as employees are
encouraged to focus on quality of work and develop their
abilities.
The OCI suggests that the Sun West School Division culture is
ready for change and that there is a healthy level of role clarity
and consistency experienced by employees.

To assess satisfaction with the Sun West School Division a series
of four open-ended questions was presented to students and
parents of all Schools in the Division. Each of these questions was
web-based and part of a two-stage process. The initial stage was
an opportunity for participants to present their thoughts about
the Division based on the school to which they were connected.
In total 25 schools participated in the ThoughtstreamTM process.
Once the first set of feedback was collected it was organized and
any in appropriate data was removed.
As indicated, in the first phase of data collection 1937 people
completed their participation for contributing thoughts
throughout the Division. Collectively, they provided 8863
“thoughts.” Then these “thoughts” were shared with the original
group to be ranked. Each person was able to assigned priority
ratings to the thoughts about which they felt most strongly.

There is quite a strong level of satisfaction and commitment
amongst employees, though there is also weak intensity in terms
of expected tenure (in response to whether employees will be
with SWSD in two years).
Division and School-based administrators experience is
significantly more self-actualized than others, whereas, teachers
and Division-based personnel are the most dependent amongst
groups.
Teaching, along with programming and class options are the
themes of high importance to parents and students. Many
thoughts were expressed with respect to the positive quality of
teaching in the School Division. There was much praise for the
one-on-one teaching that takes place. Students and parents are
interested in more class options.
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There were specific areas that stood out and require further
examinations:
•

was a strong call for longer lunch breaks;

•

the new marking system is not particularly well received
by some;

•

bullying and behaviour management continue to be on
Sun West School Division parent and student agenda, as
needing attention; and,

•

the laudatory role of the School events in the life of the
communities ought not to be underestimated.

These findings offer specific and tangible priorities for
consideration by SWSD. It would be valuable to share these
findings with staff at all levels for discussions about client
satisfaction and broader discussions about organizational culture.
Recommendations
1.

Employees, especially in Schools, need to experience
more self-determination and autonomy to become more
constructive (aligned with ideal culture).

2.

More School-based and professional autonomy (making
decisions without having to get permission every time)
will result in more constructive culture growth. More
decentralization and less hierarchical control is needed in
Schools.

3.

4.

Elevate the focus on human resources to become more
strategic and aligned with the Division’s overall strategic
plan. This would include:
•

creating and maintaining a human resource plan
approved by the Board;

•

setting expectations of all leadership team members;

•

having senior human resource staff at the executive
leadership table; and,

•

providing regular leadership team assessment

5.

•

Absenteeism, benefit and worker’s compensation
use;

•

Division-wide PD history, plans and delivery;

•

Use of PD in talent management and in strategic
goal attainment;

•

Absenteeism, benefit and WCB use;

•

Employee engagement and satisfaction levels;

•

Outcomes from specific HR programs;

•

Progress in talent management plan; and,

•

Progress of Human Resource Plan’s goals.

Develop and regularly monitor succession plans for all key
positions or position types. Key components include:
•

Identify key positions based on history and strategic
needs;

•

Identify talent pool of those with the potential to
assume greater responsibility;

•

Deliver development and experiential needs for
those in talent pool;

•

Ensure leadership of support for development of
high-potential leaders; and,

•

Ensure succession plan is current and approved by
the leadership team and the Board.

Figure 5: strategic Human resource management
diagram

Develop and maintain robust human resource metrics from
which long term trend analysis can be conducted. This
would include the potential of undertaking future analysis
by student outcomes and analysis against alignment of
strategic goals. Data should be regularly available to both
the leadership team and the Board. While not exhaustive,
metrics should include:
•

5-10 year trends for recruitment and retention;

•

Age and gender by classification and sub-region;

•

Full time versus substitute/temporary use;

•

Retirement projections;

•

Time and difficulty to fill positions;
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6.

Move towards annual work plans for all staff with the
potential to more closely align individual plans with SWSD’s
strategic direction.

7.

Consider further delegation of performance management
and other duties to in-school administrators as time and
resources allow.

8.

Work with in-school administrators to ensure there is good
flow of needed information through to school staff.

9.

Assess the current state of professional development
for teachers and for educational assistants to determine its
alignment with the strategic plan, student needs and
pressing human resource issues.

10. The Division should consider longer lunch breaks, review
the new marking system and continue its efforts to address
bullying.
11. To increase the quality of programming, there is a need
for more field trips and more choice when it comes to
course offerings.
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6.0

DISTANCE LEARNING AND SUPPORT SERVICES review

Part of the larger review required a review of the Sun West
School Division’s Distance Learning Centre and its Divisionlevel support services. This aspect of the more comprehensive
Division Review is a part of a continuing process of due diligence
for the Sun West School Division Board as set forth in its policies.
6.1 Methodolgy
The review of the Distance Learning Centre utilized a
participatory review involving all stakeholders in the process.
Questions for the stakeholders were generated based on the
six themes identified as contributing to an effective distance
learning program. The questions were linked to specific areas
of interest provided by the Sun West School Division in their
Request for Proposals. Anonymous surveys were used to find
out more about the main themes.
The review of the Support Services utilized a participatory

approach. Surveys were sent to all members of the support
services staff. The review focused on themes of teamwork,
support, communication, equity, and growth. A focus group was
conducted to gather qualitative insight into the survey findings.
All Sun West teachers were asked two general questions in the
OCI survey about support in the Division. Anonymous surveys
were used to find out about the main themes in the proposal
Questions. These surveys were modeled on the longer survey
version used in the DLC review. The survey addressed similar
themes deemed important by the Sun West School Division
Central Administration.
6.2 findings
Distance Learning Centre
Communication in DLC is not as effective as it needs to be.
There are clearly identifiable gaps in the existing structure that
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negatively impact the success of the DLC.
For the most part the DLC is viewed positively by parents,
students and members of the wider community. They see the
DLC as providing a valuable service for students.
Equity and access to education is rated highly by participants
in the SWSD. The closer the group is to a physical location the
better their equity is rated. That being said all five major target
groups are being served to an acceptable degree by the DLC.
There is not a well-defined process for providing feedback
amongst most of the stakeholder groups in the DLC. Teachers
shared that the communication with administration should be
better. Feedback from parents is lacking. Ability to communicate
with parents does not work as well as it could.

For Support Services, we recommend the following:
1.

The Division create and share a comprehensive long-term
support services plan.

2.

The Division create and implement a better system of
communication around the specific work of support
services staff to teachers.

3.

The Division reorganize existing communications protocols
to ensure support services information is being shared with
the proper audience.

4.

The Division develop a clear process to address the
professional development needs of all support services
staff.

5.

The Division continue to have support services staff meet
regularly to share ideas and maintain strong sense of
teamwork.

6.

The Division choose to support a narrower band of
Division-wide initiatives to reduce stress on teachers and
make the work of the support services staff more focused
and efficient.

7.

The Division should develop a strategy to nurture personal
learning skills in all students.

Support Services
There is a generally held view by the support services staff
that there is a need to improve the communication amongst
stakeholder groups.
The Division has many excellent supports in place to deliver high
quality educational services and programs to students.
Survey participants did not identify any significant community
partnerships engaged in supporting student learning.

Figure 6: Distance Learning Centre Diagram

There is a strong sense of team within the support services staff
in the Division.
For the Distance Learning Centre, we recommend the following:
1.

A policy document that outlines the direction and
procedures that are currently used to operate the Distance
Learning Centre should be created and made available to
all involved in the Centre.

2.

The Division create a process integrated in all online
courses to ensure an appropriate time for receiving
feedback on assignments is met. It would be a benefit to
regularly schedule contact between Educational Assistants
and DLC teachers. We suggest that parents need a
confidential online feedback system to share their thoughts
about the DLC to improve course delivery.

3.

Scheduling regular consultation meetings with DLC
teachers and Educational Assistants.

4.

The Division create and implement a long term plan for the
DLC to prepare for future growth.

5.

The Administration of the DLC create an oversight team to
continue to research and study trends and innovation in
K-12 Distance Education.
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7.0

FLOURISHING SCHOOL REVIEWs: eston composite school
and lucky lake school

These two Flourishing School Reviews were designed:

7.1 Methodolgy

1.

to identify those areas in which the school is performing
well (flourishing);

Two approaches were taken to provide reviews for these
two schools: a full review approach and an expedited review
approach. For the full review approach, a variety of procedures
were used to gather information for the Review, including:

2.

to suggest areas in which aspects of school life might be
improved;

3.

to suggest ways in which the various stakeholders can work
more effectively together;

•

a visit to the School to meet and receive input from staff;

•

numerous meetings with principal;

4.

to provide an accurate picture of the school, as perceived
by the various stakeholders;

•

a site visit with a Review team;

5.

to celebrate the successes of the school; and,

•

observations;

6.

to provide information to be used in planning for the
future.

•

surveys administered with all students, parents, teachers
and support staff;

•

individual staff interviews;

•

focus group interviews (students and parents); and,

•

document analyses.
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FIGURE 7: FLOURISHING SCHOOL MODEL

For the full review, three reviewers from within the School
Division joined the consultant team to co-design, collect data,
and debrief on the findings of the Review. For the expedited
review, one consultant met with principal, co-determined areas
for attention, and created a socio-graph of school personnel.
Teachers and staff were asked to complete the Flourishing
Schools Surveys and each staff member was interviewed.
Interviews and preliminary data analysis were informally shared
with staff and a report was written.
7.2 findings from eston composite revieW
1.

Eston Composite School has much to celebrate and this
report gives voice to many points of commendation.
Stakeholders are generally proud of there association
with the School and we would affirm the fact that this
School provides a high level of quality education for all its
students;

2.

There is an ongoing need to enhance communication,
especially amongst staff.

3.

We witnessed the great enthusiasm and overflowing
energy of younger students during one of the noon hour
of gym activities at the School. On the other hand, High
school students are somewhat disaffected. They would
benefit from a greater involvement in decisions that affect
them as their voices need to be heard by the adults in their

lives. Students from Grade 7-12 need to be more engaged
in the life of the School. Much more could be done in the
School to develop opportunities for student leadership
development (such that all students have opportunities
to develop their citizen and leadership capacities). The
dimension of adaptive and distributed leadership displays
the low view that these students have towards their
own role in providing School leadership and the roles
assumed by others. There is a great deal of neutrality
in this aspect of School life The School must work with
these older students to make this a more cheerful and
attractive place to learn and work together with others; a
place where there is a palpable school spirit and where a
high percentage of Grades 10-12 student enthusiastically
attend. We would like to see a much higher sense of
attachment and pride in being an Eston Composite School
student (especially amongst Grade 7-12 students).
4.

This review has found that bullying and/or cyberbullying
continues to be an issue. Parents would like to see
incidents of bullying handled more promptly. It is
acknowledged that numerous initiatives have been
undertaken and there has been an improvement in this
aspect of the School, but more must be done and vigilance
must be strongly exercised.

5.

There is a need to examine expanding the programming
opportunities in distance learning, PAA and extra curricular.
There is a strong sense that the School could be affording
more opportunities that it is now. Athletics is certainly and
properly celebrated but opportunities for other clubs and
activities need to be considered.

6.

The School needs a 21st Century School plan that includes
both encouragement of different ways of knowing,
inquiry, and working together to learn. We wonder if
partnering with a couple of other Division Schools might
be a way forward. There could be a much greater access
to technology and related supports in the School, so
as to connect students to enhanced access to learning
opportunities. There is considerable indifference about
how teachers teach on the part of parents and students;
this should not be the case. Grade 10-12 students
should have opportunities to take course electives that
interest them (the majority don’t believe they have these
opportunities). Almost half of the Grade 10-12 students
don’t believe they do a lot of group work as a part of
their learning; yet collaborative and cooperative learning
is fundamental to 21st Century learning. It is interesting
that more than half of the Grade 10-12 students and
40% of the Grade 7-9 students indicate that it is easy to
slack off (be lazy) in their classes. This suggests a need for
higher academic press in the higher grades. This area for
improvement is most pressing in Grades 10-12.
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7.

Eston Composite School facility needs attention. The “mice
issue” is troubling and was constantly raised, with worry,
by stakeholders. The facility has a number of cosmetic,
health and safety issues that need immediate attention (as
reported in this review).

5.

There is no doubt that the students in this school are cared
for and presented with a variety of learning opportunities;
they are well motivated by teachers and support staff who
give a great deal of effort to their work. Student and staff
success needs to be celebrated.

8.

The positive relationships between parents, community
and School should be celebrated. This learning community
has enviable connections and a generous familial history
of social networks, together with strong participation in
and use of the School by community. Student responses
indicate that there may be some relationship challenges
amongst parents and staff. Parents need to be assured that
their student is being well prepared by this School for life
after Grade 12.

6.

Staff self-care and care for others, such that the overall
well-being of staff is increased, should be considered as an
immediate priority. Joy needs to be brought back into this
School.

9.

Trust amongst teachers and the building of staff teamship
requires ongoing attention. We were concerned that
over 60% of Grade 10-12s do not have at least one adult
in the School with whom they feel “pretty comfortable
talking to about almost anything.” This is likely a trust and
relationship issue to be considered by the School.

10. By establishing a School Development Catalyst Team,
under the authority of the Principal and Vice-principal,
and in consultation with operational superintendent, Eston
Composite School will establish priorities, SMART goals
and plans to continually thrive and enhance its focus on
“success for all students.”
7.3 findings from lucky lake review
1.

Team work, a culture of collaboration and trust needs to be
refreshed in this School.

2.

There is a general acknowledgement of support staff
and teacher excellence in this School (this needs to be
celebrated) and moved from individual success to collective
success through a culture of “other-oriented-ness,”
mentorship, and stepping in for one another.

3.

The student misbehaviour that has become chronic,
disruptive, and threatening needs to stop. Thresholds of
tolerance, means of remediation and alternatives need
to be agreed upon. There needs to be consistency of
execution in behaviour plans, and there needs to be full
support by all staff members.

4.

The size of this school necessitates an adjustment in the
way it operates, its expectations, the way staff members
communicate, and share leadership and the work. There
needs to be a refreshment of unique vision, establishment
of immediate, intermediate and longer-term priorities
(shared).
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8.0

responses to the 19 questions

1) How effective is the school board (Board Policy 2)?

4) Is there effective school level instructional leadership?

Very effective, but the Board needs to improve its practices
in due diligence, communications, reporting processes and to
sharpen its focus on priorities within the strategic plan.

Yes, there needs to be more effort to enhance school leadership
through the exploration of powerful instruction, a framework for
leadership and through fostering research-based instruction in
the schools.

2) How effective is the Director of Education (Board Policy 12)?
Very effective, but there needs to be much more delegation of
responsibility for specific tasks and projects and a succession
plan must be developed and implemented to ensure the
longevity of important developments within the Division.
3) Is there effective school division level leadership?
Yes, but there must be continued efforts to strengthen
leadership across the Division.

5) Is the formalized leadership structure sufficient to
accomplish system goals and objectives?
Yes, but horizontal teams and a Division framework for
leadership will improve things further. Including human
resources at the table and introducing self review will also help.
6) Is communication effectively managed and well perceived
amongst all stakeholder groups?
Generally, but some increased communications effort with
employees at the school level and with community stakeholders
would improve things further.
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7) How do students, parents and community members perceive
the SWSD?
Positively, but there may be some need to improve relations
between parents and staff at the school level.

Yes, but there needs to be more monitoring at the Board level
and accountability through shared vision at the school level.
17) Are community partnerships developed to support student
learning?

8) How do teachers and support staff perceive their
relationship with the SWSD?

Yes.

Very well, but there is a need to improve communications with
these employees.

18) Are there sufficient succession plan processes in place?

9) Is the division providing the appropriate support to schools
to ensure the delivery of high quality educational services and
programs to students?
Yes.
10) How effective is the Distance Learning Centre in providing
educational programming equity to students in Sun West?

No. Much more succession planning is required to ensure
continuation of effort and success within the Division.
19) Are there sufficient feedback processes in place?
Generally, but continued efforts to advance reporting structures
and improve communications with employees and stakeholders
will enhance feedback.

Very, but there is not a well-defined process for feedback from
stakeholders and greater integration of course offerings is
required.
11) Are schools providing the information and services to
division office in a way that enables the Director and Board to
perform their roles effectively?
Yes, but more frequent reporting on employee conditions and on
outcomes is required.
12) Is the strategic planning of the division clearly articulated
and effectively communicated?
No. There have been improvements made but an increased
effort is required to reach all employees, parents and the general
public.
13) Are roles and responsibilities clear and appropriate?
Yes, but more work plans, including linkages to strategic
directions would help clarify roles and responsibilities of
individuals.
14) Are behaviours congruent with the division’s vision, mission
and values?
Yes.
15) Is there a sense of ‘team’ within the division?
Yes, but creation of more horizontal teams in communities of
practice would help.
16) Are existing accountability mechanisms appropriate and
consistent?
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BACKGROUND TO REPORT, PROCESSES AND PROCEDURES
In January 2014, the Johnson Shoyama Graduate School of Public Policy was informed by
Sun West School Division that their proposal for a comprehensive review of Sun West School
Division had been accepted. Part of this larger review required a review of the effectiveness of
the Sun West School Division’s Director of Education, Dr. Guy Tetrault. The Sun West School
Division’s Director of Education’s Effectiveness Review is a part of a continuing process of due
diligence for the Sun West School Division Board as set forth in its policies. With this review, the
Board seeks to continuously develop, and manage the maturing processes of its mandate for Sun
West School Division. This study was designed to provide data on the perceived effectiveness of
Director of Education, together with his areas for improvement and celebration, ongoing
learning, self‐assessment and development.
The Board Policy Manual of Sun West School Division (especially Policy #12) together
with conversations with representatives of the Board aided the review team in their preparation
and design of this review. Direct observations of the Director with school‐based administrators,
Division office staff, Board, Superintendents, and in school context were made. One review
specific interview was conducted with the Director and Board members were asked in their
individual interviews and focus group about the Director and his performances. Further, six
superintendents and six principals were asked to comment during interviews with respect to the
Director.
In addition, two surveys were designed to collect data from Observers (Board, Division
staff, school‐based staff) and the Director of Education, using: the explicit and tacit terms of
reference and the key responsibilities of the Director of Education, a common set of leadership
profile characteristics, and Turning Point Consulting’s Servant Leadership Profile instrument.
Second, the consultants used these data to provide a basic description of the perspectives of the
Director of Education, Board members and other Observers, in the form of a report on perceived
Director of Education effectiveness. In addition, there were seven open‐ended questions and
eight key competency and strength‐focused enquiries included in this Review.
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Third, the survey items were designed to provide findings would both confidently reflect
perceptions of the Director of Education, Board members and other Observers AND provide
items that might “flag” concerns or differences in perspective that might be addressed.
These quantitative and qualitative data were collected over a four‐week period. The
quantitative data were analyzed by computerized data management system rounded percentages
were used as the key approach to displaying findings, together with means and standard deviation,
where appropriate (i.e., of course, no standard deviations were generated for Director of Education
responses nor when all respondents agreed). Qualitative data were simply provided verbatim,
according to three groupings (Director of Education, Observers, and Board).
The review was conducted with a high degree of anonymity – the online survey software
allowed the consultants to see who had submitted responses to the survey BUT there was no way to
associate respondents with particular responses. No anonymity was afforded the Director, whose
voice and assessment is clearly declared in the display of his survey responses. He is the object and
subject of this report. All of the quantitative responses were aggregated, and presented according to
respondent roles (i.e., Board member, other Observers and Director of Education).
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INTERVIEWS WITH DIRECTOR OF EDUCATION
We conducted one interview with Dr. Tetrault for the specific purpose of
assessment. The focus was to explore the Director’s roles and his effectiveness in each of
the roles. Guy was very forthcoming and had lots of information and stories that made
these very rich interviews.
We discussed the Director evaluation process that is set out in Board Policy 12.
While this process may seem like a make‐work project the benefits of having the
superintendents prepare evidence for his various roles was an excellent way for him to
know what was going on the system. Even a relatively small division like Sun West is a
complex system. Guy mentioned that he had worked with Leroy Sloan in developing the
process of Director Evaluation that the Board had adopted into policy. This process helps
the Director to reflect and helps to recall what the job really entails.
The current binder of evidence (it is huge) does not line up exactly with the Quality
Indicators under each role. This is something that might be changed in future versions. The
Quality Indicators might be changed or perhaps replaced by specific goals/targets set by the
Board.
Sun West School Division is doing what it can to improve what is happening in the
Province, educationally. The Division personnel are proud of their work and share it widely.
At the Rural Congress, for example, Sun West personnel presented seven sessions on a
range of their initiatives.
From Guy’s perspective, the Ministry provides minimal help. The Ministry is slow to
assist in removing barriers that would allow Sun West giving opportunities to out of
province students to take advantage of the Distance Learning Centre programs. Sun West
does invest, however, in relationships with Ministry personnel. An example is having two
Ministry officials serve on the Sun West SWISI Committee.
In our discussion of student welfare, Guy described a great bussing system with PD
for drivers. The system’s facilities are fine with lots of room available. The challenge is using
the abundant space. OH and S is operating in each school. Guy mentioned that Sun West
was fortunate in that behaviour was not generally a problem. He said that with no reserves
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or urban centres within the Division, the challenges were less than most places. He
mentioned that Hutterite colonies take care of their own discipline.
Guy mentioned within this role, his preference for some special programs to address
behavioral disorders. He felt that the pendulum had swung too far for inclusion. He would
like to implement Turning Points program.
Services for students with special needs are well set up and systems are in place.
Shelley has three consultants working with her. He observed that it is difficult to get and
keep student support teachers.
With respect to instructional leadership, Guy believes that instructional leadership is
Sun West’s weakest link. He would prefer to have principals supervise teachers. He spoke of
getting the balance right. He has moved to prepare principals for a larger supervisory role.
Their professional development in recent years has included in‐service on Instructional
Leadership (SPDU) and cognitive coaching. He has also asked for a cut back on Division
supervisory work to allow principals to do more (move from 4 formal visits with teachers to
2, with principals picking up 2 additional supervisory visits). Guy has also had principals’
administrative time increased slightly to provide them with time to do this work.
The Literacy priority of Hochin Kanri does need attention. He mentioned that the
Ministry needed to play a strong role in adopting common measures for all 28 divisions and
giving schools good information about how they are doing and how they can get better. Our
discussion of instructional leadership took us to a deep consideration of the 21st Century
skills that are prominently presented in Policy 18. At a Board seminar, trustees looked
deeply at each of the four visionary papers and then developed their own paper and a new
policy to promote the seven 21st century skills. Shortly afterwards, Guy requested an
additional superintendent and hired Darren to lead this work.
Guy also spoke at length about his interest in why is was that Saskatchewan
produced so many leaders, including those in other provinces like Alberta (he mentioned
the large number of Alberta CEO’s who were from SK). He believes that our SK leaders know
about collaboration and cooperation. He said that small towns gave kids many
opportunities to lead and to organize events (curling bonspiels, etc.). The 21st Century Skills
are an obvious point of pride for Guy. He is committed to this work and it is a key theme
within his own approach to instructional leadership.
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With respect to fiscal issues Guy mentioned that new approaches to government
funding favored Sun West School Division. Revenues from the Distance Learning Center
help. There has been a large surplus in recent years with lots of savings in the bank.
With respect to personnel management, Guy mentioned that he was still working on
the team piece and he is building his team for the future implementation of a number of
initiatives.
With respect to policy and procedures, Guy worked with the Board to change the
Board’s governance model. Trustees have come to understand their role. The development
of Policy 18 was seen as a huge development.
With respect to Director/Board relations, Guy said that he is always open with the
Board. The Board is able to move forward after a decision has been made. The Board
functions well. They are “turned on” and excited about their role He believes they feel a
part of forward momentum. Relationships are huge for Guy.
With respect to continuous improvement planning and reporting, Guy indicated that
“when we have information that we think the Board needs, we give it to them.” Regarding
monitoring, “if the Board asks a question, we’ll answer it. The more information we give
away, the more power we have. Board members trust and feel empowered.”
With respect to organizational management, Guy commented on the state of
teamwork. He stated that 1 + 1 = 20. Guy acknowledged the work of Janet, the previous
Director. He recognized the challenge of amalgamation. When it comes to structure, he
goes with what works. Roles may change over time. Everything flows from the 21st Century
Skills.
With respect to communications and community relations, Guy plans to address the
state of School Community Councils. The principals need to develop skills to engage the SCC
and community.
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BOARD OF EDUCATION FOCUS GROUP
On April 1st, 2014 we met with a Board focus group. In discussing what they were
proud of, Board members mentioned that a turning point was hiring their new Director.
They decided what they wanted and moved from being a “policy” board to being a
“philosophy” board.
In discussing their process for managing their relationship with the Director, Board
members said that two things required of their director are innovation and relationships.
They mentioned the significance of the annual Director review and their annual seminar
with administration. The seminar was work, but they mentioned there was fun and
relationship building.
They also mentioned the “business” approach to the Director’s contract. They were
delighted that they had “locked” Guy in for 5 years. They seemed very happy with his
performance. They rely on Guy to tell them of relationships between superintendents, staff,
and community. They said, “Guy listens to everybody.” At Board meetings, Guy does not
speak often. He encourages Board members to bring more items into the public than they
were used to doing. Guy encouraged them not to hold back but to openly discuss issues.
It was obvious from the discussion that the Board is very pleased with Guy’s
effectiveness as their Director of Education. They seemed delighted that he is their director.
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GENERAL OBSERVATIONS OF TEAMSHIP
We were interested in observing “team” and watching the Director‐in‐action. We
did this on a number of occasions. For example, on March 5th, 2014, we were able to
observe the Sun West school‐administrators meeting.
We sensed and observed a sense of team among the school‐based administrators
(from the 24 schools, not the Hutterite schools) and with centrally‐based staff. The group
included principals and vice‐principals as well as the superintendents, director, consultants,
and some of the business staff (HR and Finance) for specific agenda items. There were
about 40 people in the room. The atmosphere was congenial and we noted lots of laughter
and conversation. The meeting concluded with a brief birthday celebration and some good‐
natured fun at the expense of one of the vice‐principals.
The diversity of the agenda served as a strong reminder of the complex role that
school leaders play. The school‐based administrators received information and participated
in discussions on the upcoming Literacy Fair, Tell Them From Me administration,
Professional Learning Teams (four groups addressed technology implementation,
graduation rates, behaviour challenges, and school community councils), social services,
Tier 2 reading intervention, integrating Hoshin Kanri with CIAF and Division Strategic
planning, our review, the new agreement with CUPE, Division budget development,
Distance Learning administration, and topics generated by school‐alike‐groups. This agenda
offers an explanation as to why we wonder at times why it is that principals and vice‐
principals have difficulty getting to the learning agenda. It is interesting to note that many
of these agenda items appeared under the title of “Instructional Leadership Focus.”
We noted that time was spent in Professional Learning Teams for exchanging ideas,
but also served as a means of getting information from schools about technology
implementation, School Community Council workshops, graduation rates, and student
behavior issues. In the School Community Council group, they worked together to plan and
lead the upcoming workshops with SCC members across the Division. In the technology
implementation group, the two superintendents and consultant sought information
regarding the level of implementation of some practices by teachers in the 12 or schools
represented.
The meeting started with a review of the Meeting Norms and the singing of O
Canada. The meeting was structured so that participants moved from the whole group to
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PLT (Professional Learning Teams) groups, back to the whole group, and later to a short
time in School Alike Forums (high school, elementary, K‐12, etc.). Tony Baldwin explained
that the agenda was set by a committee of school‐based administrators. Tony meets with
this group and takes requests from superintendents for time on the agenda. These
superintendent requests come from time set aside at Admin Council meetings.
INTERVIEWS AND FOCUS GROUPS WITH SUPERINTENDENTS AND PRINCIPALS
WITH REGARD TO DIRECTOR OF EDUCATION EFFECTIVENESS
During interviews and focus groups and through our various contacts with
superintendents we asked them “What does the Director do, if anything, that helps you do
your job?” What follows are some of the responses we received:
“The Director is approachable, always there if I need him. He problem
solves with me. He listens.” “He is a team guy. I never feel that I’m on
my own. Continue the team approach.” “I love working with Guy. It is
fun to be a part of it.” “I feel valued. He makes me want to work
harder.” “We are proud of our work e.g., our people shone at Rural
Congress.” “He models with the superintendents what he hopes we will
model with principals.” “Guy is wise. I believe in the vision that he
promotes. He is transparent in his beliefs.” “He is a dreamer. He has
lots of ideas.” “He is passionate: What’s best for kids? It’s all about
change and improvement and what’s best for kids.” “He allows people
to lead in ways that they know.” “He trusts that I can do it.” “He instills
confidence in me.” “He never criticizes, but he might say ‘have you
thought of this?’” “We take risks. He is not scared to take chances.” “I
have independence and latitude.” “He allows me to lead. I am now
more content with who I am as a leader.” “Guy’s leadership style
empowers me. He showed up at the right time for me.” “He empowers:
He asks ‘What do you think?’” “Extremely supportive (e.g., he supports
my growth).” “He asks questions.” “Guy might tell you an outcome, but
not how to do it.” “We work together when needed. It is chance for me
to learn.” “He challenges me. Invites me to bring issues forward.” “He
challenges me to bring in research.” “He challenges us to learn.” “He
challenged me to think differently. I now use a different lens.” “He
encourages me to try new ideas.” “He welcomes different points of
view. We have spirited debates.” And “I know what’s going on.”
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We also asked superintendents “What does the Director do, if anything, that makes
doing your job more difficult?” They responded as follows:
“Sometimes he relinquishes too much, ‘just tell me.’” “He finds it hard
to say, ‘Do this.’” “I would prefer more structure: more form within
which freedom can thrive.” “We need a regular structured process of
supervision so that people can accept regular, routine, feedback.” “Guy
leaves things and this makes me have to account for them.” “He thinks
that I see things as too black or white.” “There are always new things to
do. This creates work.” “We have many ventures (too many?). Are we
dong a good job of them all? We need to do things well. We need to
have clear priorities. Put low priority stuff on the backburner.” “Guy is
unduly influenced by some Board members.” “Sometimes he is
frustrating.” “I would like him to know more about my work. I would
respect his view.”
We also sought opportunities through interviews and focus groups to ask school
principals: “What does the Director do, if anything, that helps you do your job? The
following remarks provide a sampling from this group of employees:
“[When he first came] he talked to everyone to understand things.”
“His job is to do something different – He does!” “He explains the
whys. He brings us aboard.” “Guy moves fast. He gives us lots of
information.” “He makes connections.” “People are first, not the job.”
“He connects the head to the heart.” “Knows ‘give and take.’” “He
trusts us to go with it.” “He puts faith in people. We value this.”
“There is a sense of trust: ownership is given.” “He gives us freedom to
make decisions in our schools. We do not have to ask for permission.
We feel valued.” “He believes in site‐based leadership with loose
parameters.” “People can run their own schools.” “We are getting
back to professional judgment.” “He lets individuals have voice.” “He
takes unnecessary things off the plate.” “Guy promotes big‐picture
thinking.” “He is good at big ideas. He creates vision.” “He is a forward
thinker. He challenges us to be the same.” “He models change.” “He
challenges our thinking.” “He supports our restructuring efforts. He
addressed parents’ concerns.” “He helped us to get an EA when we
had trouble with some students.” “He believes in PD. He found ways
to fund it.” And, “he encourages people to grow.”
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As with the superintendents, we also asked to “What does the Director do, if
anything, that makes your job more difficult? They responded, as follows: Three of the six
principals indicated that there is nothing the Director does to make their jobs more difficult.
“I worry that if we go further into site‐based leadership that it will be too much. It will be
too difficult to get to instructional leadership.” “Less experienced people may need more
support.” “Slow it down and fully implement.” “Maybe too much freedom is given. Maybe
more focus and sustained effort on fewer things. Holy cow! There is so much.” And “we
received PAA equipment that we did not need. If we had been asked, we would have asked
for other things.”

WHAT WE LEARNED ABOUT DIRECTOR OF EDUCATION EFFECTIVENESS FROM
ONLINE SURVEYS
Table 1. Survey Returns for Each Respondent Group

Surveys

Possible Respondents

Number of Returns

Percent Returns

Director of Education

1

1

100

Board Members

9

9

100

Division‐level Observers

15

15

100

School‐level Observers

10

5

50

Total Responses

36

30

83.3

From the information in Table 1, it can be seen that we had exceptional responses from
Board members and other Observers to the on‐line survey, especially given the length and
complexity of the survey. A word about the three groups is important at this stage. The
consultants treated all Board members and other Observers as equal, though their experiences,
perspectives and familiarity with the Director of Education may have been very different. It is
important to appreciate that “consensual validation” is quite common in circumstances where
people don’t have first hand experiences with the person under review but take on the stories
and perspectives of others, as their own. This said, one might expect the Board and Division‐
level observers to have more first hand experience with the Director than might School‐based
respondents (observers). This survey design attempts to take this into account through some of
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the open‐ended questions but repeating other people’s opinions as one’s own perspective is to
be expected and accounted for.
Further, a word about reader interpretation: As Board members and Director of
Education read through this Report, it is well to keep in mind the obvious fact that both Board
and other Observers may have a fairly diverse sources of understanding and perspectives. Some
respondents will have a more distant relationship with respect to some of the items and
attributes of the Director of Education’s effectiveness. It was important to the integrity of this
study to provide a set of perspectives, aside from those of Board members and to include the
Director of Education’s perspectives, together with those who are not Board members. Imagine
being the Director of Education of this organization and having more than two dozen people
responding, in some detail, to 100 questions about you. That’s a rather intimidating set of
3000+ possible perspectives or opinions on your performance as Director of Education! Our
thanks to Dr. Tetrault for his willingness to undergo this intense spotlighting of his work and
person and for both enduring and appreciating this level of scrutiny because of the importance
of the work he does with Board and staff through the Sun West School Division. Further, his
own assessment of professional performance is displayed for all readers to see.
The reader will note that the findings in each of the section of this review are reported in
terms of extend of agreement with items (“agree” or “strongly agree” or, for some scales, as
“often” or “always”) and presented in the form of percentages. The reader will note that where
the neutral responses constituted 15% or more of responses, then this is marked (+). This may
be interpreted as signifying that some respondents were unsure or mixed in perception but held
a view that was neither in agreement or disagreement (or felt that the Director of Education
“sometimes” displayed this kind of behaviour). For example, if the table indicates that 67% of
respondents either agreed or strongly agreed with a statement and plus sign (+) is next to that
percentage, then it can be inferred that at least 82% of respondents were either in agreement
(to some extent) or neutral. This is a high percentage and would account for most of
respondents.
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There are two numbers in brackets. The first is the mean (average on scale of 5): The
higher the mean, the more favourable the perception. The second number is the standard
deviation. Where the standard deviation is less than one, there is a fair amount of agreement
amongst respondents. You will notice that perceptions amongst Board and other Observers are
highly similar (low standard deviations). These numbers add to the strength of the means.
Where the standard deviations are higher, this invites the reader to look more closely at those
items to discuss what differences might account for the differences amongst Board members or
Observers. Such discussion can be profitable for clarifying understandings and giving room for
insights (from minority perspectives). Of course it is also important to notice where Director of
Education’s perspectives resonate or depart from those of other Observers or Board.
Now, an orientation to your consultants’ biases with reviews such as this. We assume
that every leader has strengths and weaknesses. The goal of such a review is to bring both
strengths and weaknesses to the attention of those commissioning the study findings. Most
review designs are deficit‐oriented; whereas this design attempts to strike a balance between
gap‐finding and good‐finding. You will notice that the open‐end questions provide opportunity
for respondents to speak both to the commending and uncomplimentary aspects of the Director
of Education’s performance. The 20 terms of reference items provide for specific and situated
performance assessment (based on Policy #12). The 59 leadership‐focused items give rise to a
wide‐ranging set of assessments that reflect competencies and capacities which have been
correlated with C‐level or Director of Education level roles. Finally, you will see the opportunity
given to respondents to provide evidence (through examples or stories) related to eight critical
leader competencies. Where there are no evidences provided, readers should consider asking
“why not?” Where responses are provided, readers will be able to consider this as a witness or
testimony to Director of Education’s strengths, exhibited in behaviour.
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GENERAL COMMENTS ON DIRECTOR OF EDUCATION PERFORMANCE
In addition to the more quantitative “forced item responses,” the Director of Education, Division
and School‐based Observers and Board were given opportunity to express their perceptions and
add their insights in response to seven general questions:
1. In your estimation what great work has Guy Tetraut done: Work that has had significant
impact on you, others and/or the Sun West School Division? (Question 34)
2. When you think of Dr. Tetrault’s overall performance (over the last two years), what are
his greatest strengths? (Question 52);
3. What three things do you wish for that would make Guy Tetrault and/or the Sun West
School Division even more effective? (Question 63)
4. In light of key challenges faced by Division, what has Dr. Tetrault done over the last two
years that you consider to be progressive, innovative, impactful or influential? (Question 89)
5. What should Director of Education of Sun West School Division “keep doing?” (Question 41)
6. What should Director of Education of Sun West School Division “stop doing?” (Question 48)
7. What should Director of Education of Sun West School Division “start doing?” (Question 74)

EXAMPLES OF GREAT WORK (Q34)
We invited Director, Division and School‐based Observers and Board to tell us about some
times when in their estimation Guy Tetrault had done great work, work that has had significant
impact on responder, others and Sun West School Division . . .
Guy identified four specific accomplishments; he responded: “I believe I have established
Sun West as a leader in innovative educational programming within the Province. I also believe
that I have developed positive relationships with staff and provided for many opportunities for
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the development of teamwork. I have created a risk taking environment that is conducive to
innovative educational practices.”
The Board provided responses to this questions, as follows:


“When the Board hired Guy, we were looking for someone who could rebuild
relationships within all levels of the school division; and who would lead the school
division in innovative and creative thinking and practices. Guy has delivered above
and beyond in both of those areas!”



“I think he has modelled leadership and encouragement for Board PD as well as PD
for others has been very effective. Guy has made a culture that both encourages and
expects personal PD and in the Board’s case, I think it's been valuable. He has
encouraged and challenged us to be the trustees that the province intended.”



“Guy has brought a sense of TEAM to this division. I believe that our teaching staff
now understand that we can accept the risk that comes with innovation and are
willing to participate.”



“He is key in developing good relationship with all of Sun West staff members.”



“Guy has been instrumental in building relationships in the entire school division.
Staff members feel empowered to be innovative in their thinking. Guy always
stresses that all decisions must be in the best interest of the students. Guy
encourages and expects everyone to work as a team.”



“I think the work that Guy has done in getting partnerships with other organizations
such as the university has been great for our Division. Also, his work in advancing the
work of the Distance Learning Center has been very important for us as a Division.”



“I believe that Guy has fulfilled what our requirements were when we hired him as
someone being a great leader of all our staff, and of course to be innovative. In my
opinion, his greatest work has been in the DLC. He has brought this to a level that no
other Saskatchewan board can even touch, and even better, has provided each of
Sun West's students with better and more diverse opportunities, wherever they are
in the Division. Guy has also built relationships with all our staff across the Division.
This relationship piece was missing and was crucial in our moving forward as a
Division. I am very happy with the work that Guy has been doing in our Division.”
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We asked the same question to the Division and School‐based Observers (non‐Board
Observers) who told us they had seen the following:


“[Guy] created an environment where all can succeed, supported others towards
their own goals to experience growth, collaborated, listened and lead with integrity.”



“Guy always encourages me to do the best work I can do. He trusts me to exercise
sound leadership, problem solving and be a good team member. His focus is on
partnerships and relationships. Many of the processes were established in the first
few years of the Division's creation. Guy has the advantage of being able to refine or
tweak the processes that needed adjusting and those that weren't working to fix
them or enable others to fix them.”



“Guy has developed and implemented a vision of where he sees the Division going.
He has pushed for appropriate pedagogy for technology and a vision of the use of
technology and hired accordingly.”



“Opportunities for students to be involved in a program like WE.”



“Developed a sense of team; empowered others to be risk‐takers; supported
professional development of staff; focused on 'student‐first' approach; supported
initiatives within the division”



“DLC expansion, implementation of new technology throughout the division, all
around exemplary leader.”



“Guy is the most innovative and I believe smartest person that I've worked for. His
years and levels of experiences are astounding and he challenges me to think outside
the box. He is very very good at managing conflict and comes with several solutions
to problems. His innovation has put this school division on the map, and his main
concern is what is best for kids!!! Which is what I think of when I do my job. He has
inspired me and challenged me in my work and keeps me motivated. I don't ever
want Guy to retire ‐ he is an amazing man and boss and a true inspiration to me. I
really look up to him and respect everything he says.”



“Worked with us to develop a collaborative, caring culture in Sun West School
Division.”
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“Guy has provided leadership in promoting open communication, in allowing staff to
grow and become competent 'owners' of their areas of responsibility. Under his
leadership, people feel free to learn, explore and try new ideas and initiatives. We
trust that when we go to him for information or advice, this won't be seen as a flaw
or lack in our own abilities, but rather, an opportunity to learn from his wisdom.”



“Distance learning project, offering Saskatchewan students classes on line, as well as
working with outside organizations such as Edwards School of Business to impact
other students.”



“Guy has a great vision for the future. He has pushed us to expand every aspect of
our Division to exceed expectations.”



“Guy has strongly supported the distance learning center in our division. He also is
very supportive of the technology initiatives in the division.”



“Our director, Guy is always friendly when he is here. He is away from the office quite
often though, but is reachable if we need him. He has had a big influence on the
technology for the Division, especially for the distance learning programs. People
underneath him pull a lot of weight for our School Division also. As a team, everyone
seems to work together very well. Sun West School Division is a great place to be a
part of, and work for.”



“As Union [position] we have been able to form a good working relationship with a
trust that flows both ways. I am confident in our relationship that I can approach Guy
with issues and be treated justly.”



“Encouraged improvement, growth, and risk‐taking.”



“Built relationships of mutual trust amongst all stakeholder groups within the
division. Has created an environment where risk taking is encouraged and
supported.”

DIRECTOR’S GREATEST STRENGTHS (Q52)
We asked Director of Education, Observers and Board: “When you think of Guy's overall
performance (over the last two years), what are his greatest strengths?” What follows are their
responses.

16

The non‐Board Observers commented on Director’s greatest strengths, by saying:


“His vision for this division, his leadership style which empowers others and leads
to 'success for all', his open honest conversations.”



“Positive attitude, focus on team, supportive, enables others to be leaders, refocus
on students.”



“I think that Guy has done an excellent job over the last two years. Some of his
strengths are identifying new areas in which to innovate and then build and share
that vision with others. He has taken steps to build a sense of team and excellence
in the people that work in Sun West.”



“He does not micro manage, he expects people to do the right thing because it is
the right thing to do. He has worked deliberately at relationships that are
positive.”



“Team approach; open to new ideas; supportive of risk‐taking; supportive of staff
initiatives.”



“Guy is a man with vision and a mission. He is insightful and leads in an all
encompassing way without being overbearing, yet with very strong leadership
qualities. His greatest strengths are his people skills and the knowledge he brings
from the wide variety of experiences he has had. He is very professional and
businesslike; however, he also has a great personality!”



“His innovation, creativity, he takes everyone's thoughts into consideration, he
listens, not afraid to take chances, he respects his people, very supportive and gives
people the chance to do their work their way and will have their backs should they
fail.”



“Commitment to projects he has started.”



“Contagious enthusiasm.”



“He treats everyone as equals. There is no top‐down leadership with Guy. As a
teacher I feel on an even level with Guy whenever I have the chance to interact
with him. He is supportive of new ideas, hard working.”
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“Friendliness, and direction towards the future possibilities of our School Divisions
and it's technology for distance learning education.”



“He is approachable. You can talk to him about concerns and he will give you
feedback.”



“Relationships, involvement, team.”



“Leads through his passion for the work we are doing. Being positive and stressing
the importance of relationships.”



“His wisdom, his kindness, his creativity, his ability to be a 'change agent', his lack
of comfort with the 'status quo' being 'good enough' and most of all, his leadership
style that allows others to 'do their thing' without his micro‐managing them every
step of the way.”

The responding Sun West School Division Board members said:


“I think our Director provides exceptional leadership to Sun West School Division.
His greatest strengths are his work ethic, his people skills, his vast experience in
many different areas of educational leadership, and his innovative thinking.”



“I think his leadership and also his ability to get the best out of his employees.”



“His greatest strengths are: his passion for education: his willingness to explore
innovative solutions: his team approach to leadership.”



“I think his overall excitement of giving kids lots of opportunities in school.”



“Guy's greatest strength is innovative thinking and encouraging the team approach.
His commitment to the professional development of staff is very important to
Guy.”



“He has a great number of strengths. However, I appreciate his ability to work with
people in a positive way, and always encouraging people. His personality seems to
get the best out of everyone that works for him as far as I can see.”



“Relationship building Innovative thinking Leadership skills ‐ he feels competent in
delegating work and does not need to keep his thumb on those people.”
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ACTIVITIES OR INITIATIVES FOR INCREASED EFFECTIVENESS (Q63)
We asked all respondents: “What three things do you wish for that would make Guy
Tetrault and/or the Sun West School Division even more effective?” Here is what they told us:
Guy’s own response was: “1) gain full cooperation from our government; 2) gain the
assistance of industry and private business in developing engaging educational programming;
and, 3) eventually have a senior administration team that is totally on the same page.”
Observers had the following comments to make:


“Time to work on many of the exciting initiatives that Sun West has untaken
recently, can't think of others at this time.”



“Continued shared leadership, balancing the new projects with the work schools
and teachers are already doing, when doing something doing it well (quality vs.
quantity).”



“Ability to have excellence in all employees. Greater team goals within Sun West.
Buy‐in by all stakeholders to the vision of Sun West.”



“More personable/approachable ‐ get to know who he works with. If you don’t
know who you work with how can you support them. Get to know them a bit and
they will open up. Communication ‐ Let people know what is going on in Sun West
rather than finding out in the local paper.”



“There are many children on the margins of our educational community, I wish
they were truly included. Ensure that change has worth and merit to children and
teachers.”



“More direct supervision of staff at the Division office level. Making direct decisions
when necessary.”



“Fewer limitations from the Ministry. Fewer meetings and less travel time (though
this would be difficult as much comes from the meetings and being in a rural
setting travel is hard to avoid).”
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“I hope that we become the provincial online school. I hope that we are a division
that others want to model themselves after I hope that Guy continues challenging
people to be innovative and creative.”



“Knowing all staff members, ministry guidance (not changing all the time), more
leadership.”



“Ministry support for objectives, consistent funding, solid teamwork.”



“More presence around here and more communication about the future and goals
of our School Division. We learn more about what is going on through the paper,
than from our communication amongst our office internally.”



“The ability to make all employees feel that their efforts are valuable to all.
Encourage all not just the Division Personnel. Take the time to visit all the schools.”



“Visibility in the schools. Teachers would like to see him, get to know him! More
assistance with diversity students ‐ whether that be though more EAs or part time
teacher.”



“We have a lot on the go currently ‐ focus on doing those things really well before
adding to the list. Step back and enjoy the ride ‐ we don't do that often enough.
Continue to decentralize decision making to the schools where possible.”



“A more solid central office leadership team. Better understanding among the
central office leadership team of what everyone's roles and responsibilities are.
More clarity of the central office leadership team's boundaries.”

Responding Board members said:


“More effective voice with the Ministry of Education. Stronger leaders in the
principalships of some of our schools. Less restrictions in the decision‐making
capability of the school division (e.g., Reg 20).”



“I wish we could get more people to understand what we are trying to do and to
see the value in it within the sector. I wish that we could get ALL people within the
division to have immediate "buy‐in" to all initiatives we are trying to implement. I
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wish there was a way that our senior leadership didn't have to work as many hours
to do their jobs properly.”


“Supervision of teachers. Set the bar higher for what we expect from principals.
Help SCC to be more effective.”



“Clear work plan for board and director so we can have easy checks on progress.
Better data collection (in progress). Monitoring reports that are directly tied to the
strategic plan with current data and showing progress on completion of strategic
direction.”



“More money to implement programs for kids. Government support for our
programs. More families moving into our Division boundaries.”



“If the Sun West School Division could succeed in becoming the on‐line school for
the Province of Saskatchewan and thereby serving not only in Sun West students
but the entire province.”



“I have a difficult time thinking of anything that Guy should do to make himself or
the Division more effective. He takes his job extremely seriously and has a very
strong internal self‐drive. By the time I could come up with something here, he
would probably come up with three things.”



“The Government would remove roadblocks that would allow us to do good things
for all students. A total buy‐in of our strategic plan by all our staffs and
communities. The Government would recognize the strength of our DLC and
support us in our future endeavours.”

NOTABLE PROGRESS, INNOVATION, CHALLENGE, AND IMPACT (Q89)
The following question was a sort of “fishing expedition” to cast a wide net for opinions
and perceptions: “In light of key challenges faced by Division, what has Dr. Tetrault done over
the last two years that you consider to be progressive, innovative, impactful or influential?”
The Director of Education’s responses were: “Already answered . . . I would add . . . that I
am now starting to be acknowledged provincially for my role in promoting innovation in
education. I am gaining respect from many of my Director colleagues.”
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Observers conveyed the following:


“Development of course offerings, partnerships, school calendar that focuses on
what is best for students, empowered others, created a trusting relationship with
staff.”



“Distance learning centre, use of technology in schools, shared leadership and
building relationships with others. Guy is working to put effective people in
positions they can excel in.”



“Helped to encourage people to strive to do a better job. Allowed people to try
new things and make mistakes and when that happens work to find solutions
rather than lay blame.”



“The new courses that we are offering [via] DLC.”



“Involvement with WE program. Distance Learning. The improved relationship
with employees.”



“Great impact with distance learning. Created a risk‐taking environment.
Redirected focus on 'team'.”



“Innovative thinking in regards to use of funds and technology. Expansion of the
Distance Learning Centre. Identifying areas requiring growth and assisting in plans
to improve these areas.”



“SWISI investment. Grow the DLC into an amazing centre of learning. One to One
project Tried to get foreign students here to help Landis School. Surveys and sets
up committees with all staff represented. Has changed this Division from a top
down approach to inclusionary.”



“DLC set up and creation of new courses.”



“Working the outside agencies to provide more advanced education for schools.”



“New projects and visionary enthusiasm.”



“The continued support of the distance learning center, the deployment of 1:1
technology devices, and the support of the 21st Century educator positions for this
school year.”



“Division direction toward our future in Technology and Distance Learning.”
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“DLC growth, special projects.”



“Numerous ventures currently underway that are innovative, pushes the Division
to be progressive. I believe our work in these areas has been influential in the
Province and over the next year or two will change education in Saskatchewan.”



“The development of the DLC, the implementation of the new Administrative
Procedures, the focus on project‐based learning, the partnerships with outside
agencies, the Divisional focus on technology and 21st century learning, his
leadership in the Strategic Planning, his emphasis on Professional Development,
the revised daily and yearly schedule.”

And then the Board commented:


“Aside from what I have already indicated, one area I have been impressed with is
Guy's ability to work with what we have. We have moved from constantly
worrying (as a Board) about what we will or won't receive in funding, to a can‐do
attitude about managing our resources. We do not allow fears about the future to
affect the decisions we make in the best interests of our students (while still being
fiscally responsible).”



“Guy is always looking for ways to improve student learning. He has shown great
leadership in our DLC to give all students access to equal opportunities. He has
been diligent to see where we are failing in the DLC and then been creative and
innovative to make things better.”



“Team player. Empowers others, progressive thinker, futurist. Not scared of risk.”



“DLC. Increase teacher professional development. In school administrator training.
Student leadership plans. Leadership course.”



“He has implemented distance learning so all children across our division have
equal opportunity for learning‐kindergarten to grade 12. We have many
partnerships (i.e., Edwards School of Business), so kids have an opportunity to take
a business class and get a dual credit both high school and university.”



“When the ministry committed to the Hoshin Kanri strategic plan for the all school
division Guy embraced the plan with a very positive attitude. His leadership style,
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respect in the School Division and his team approach helped the entire staff of the
school division to participate positively in the catchball portion of the plan. Guy
innovative approach to the development of on‐line courses is very progressive and
innovative. After having attended the Rural Congress in March we experienced and
saw for ourselves that Sun West is on the cutting edge in the area of technology.”


“ . . . He has worked toward having a number of partnerships to help get extra
classes for our students. Also, in another case, he did everything in his power to
keep one of our schools open when they were having a lot of issues with declining
enrolments. Someone else would probably have just set the wheels in motion
towards school closure. Guy chose to work with the community with innovative
ideas to get more students for the school. It didn't work in the long run, but not for
lack of trying on Guy's part.”



“DLC progression, SWISI ‐ allowing staff to present their proposals, Positive
relationship building.”

WHAT GUY SHOULD KEEP DOING (Q41)
We asked: “What should the Director of Sun West School Division ‘keep doing?’”
The Director of Education responded, saying: “I believe that I need to continue being
positive and optimistic as this becomes contagious and breeds optimism and innovation.”
Observer perspectives are expressed as follows:


“Being open with communication, involving others, collaborating, ensuring that
what is 'best for kids' is the focus of all we do.”



“Keep encouraging people to work together for the best of kids. Promote team
work.”



“Provide a vision for Sun West and continue to allow and encourage people to find
better ways to do things.”
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“Build personal relationships. Encourage senior administration to do the same.”



“Supporting others to take risks; maintaining and continuing to develop new
initiatives; providing positive reinforcement to those who are doing good work;
give direction when needed; regular supervision of office staff.”



“Guy has a positive, "can do," attitude that is contagious and makes other think
outside of the box and want to do the best they can for the students and the
division. I would say "keep doing" what he is doing!”



“Everything he is doing. His innovation has grown the DLC, the innovation and
learning in teachers, staff members are happy because he asks for their input. The
top down approach is long gone and I think Guy believes everyone who is doing the
work has valid input and listens to what they say.”



“Keep finding ways to challenge students.”



“He has great enthusiasm for new technologies and expanded opportunities for the
students.”



“Everything he is doing now.”



“The positive attitude is wonderful to work with, and having a direction to follow is
meaningful as a team.”



“Working on communication with all levels.”



“Team approach.”



“Continue to build a culture of working together to achieve the goals of the division
‐ relationships, trust, encouragement and a positive outlook on where we are
going.”



“Keep doing the good work he has been doing.”
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“He should keep encouraging the building of partnerships and positive
relationships with outside agencies, businesses and stakeholders. He should keep
encouraging all staff to use the phrase, "What's best for students?" as the measure
for all decisions they make.”

Board member respondents said:


“We are very enthusiastic about the direction our distance education initiative,
along with innovation with technology, is taking our School Division. Also, he
should continue his focus on 'team' at every level of the School Division. Guy is also
very invested in anything that will improve student achievement, and I would want
him to keep doing that!”



“Guy needs to continue being the "big thinker, big picture" guy he is. He needs to
keep challenging all of us to recognize the areas education can be better and then
encourage us to be bold and move towards those goals. His courageous leadership
for all people involved in the division is both contagious as well as challenging!”



“Guy needs to keep pushing a distance learning concept both within our boarders
and out. He also needs to maintain the correct mix of central office staff so he can
be assured that he can safely delegate and maintain correct supervision of his
direct reports.”



“Guy should keep making Sun West one of the best divisions for kids to be
educated!”



“The Director should keep being innovative and continue to enhance the DLC
programming, dual credit programming as well as developing partnerships with
post secondary institutes. The Director should continue to provide opportunities
for professional development for staff.”



“Our Director should basically keep doing everything that he has been doing for the
past few years. Besides, he keeps coming up with new things that he wants to
accomplish almost every month or two. Since he has come onboard I feel we have
gone ahead by leaps and bounds.”
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“Working on positive relationships with all our staffs and keep bringing innovative
ideas to the board.”

WHAT GUY SHOULD STOP DOING (Q48)
Further, we asked respondents: “ What should the Director of Sun West School Division
‘stop doing?’”
The Director of Education had a rather succinct response to this question. He said: “I
probably have to tone down, some times, the amount of educational change that I expect the
organization to implement.”
The Observers said,


“I have heard staff comment that we have too many initiatives at once which is
overwhelming to staff; slowing down a bit would result in even better staff buy‐in.
I don't mind the pace, but not everyone thinks the same way.”



“Don't get too many projects on the go at once‐sometimes a bit overwhelming for
the workload of those responsible for carrying out the work.”



“I just wish that there was more time to know the people that work for the Division
and less time for politics”



“Guy works long hours with great results so the only thing I would suggest is more
R & R for him.”

Board members have this to say:


“Guy works very long hours, and possibly pushes himself too hard? Also, I sense
that his connection to a couple of the male board members may give rise to some
resentment with others on the Board.”



“Guy needs to take more time for his family so he doesn't burn himself out.”
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“At this point I can not think of anything but if we had some internal audit of the
effectiveness of programs and/or processes then I may have a different thought.”



“Guy should stop working every night and start looking after himself‐get healthy!!”



“The Director needs to ensure all members on board committees are kept
informed of meetings, issues and other things relating to committee work.”



“Sometimes he tends to lean on only a couple of board members. He is a little
"tight" with those two. However, that being said, he really doesn't do anything
without the whole Board knowing about it.”



“I believe that together we function as a whole piece. However, I believe that
some board members have access to more information and this is done outside the
boardroom. I understand that Guy has developed friendships with some board
members and this is great. However, I believe that this can be a slippery slope if
they are exclusive to some information that would help the rest of the board
members in their decision making.”

WHAT GUY SHOULD START DOING (Q74)
Next, we asked Director of Education, Division and School‐based Observers and Board
members: “What should Director of Sun West School Division ‘start doing?’”
Director of Education indicated that: “There are always more things to do. I need to
continue finding ways to mentor and improve principal leadership skills. I need to continue
moving towards a strong senior administrative leadership team approach. I need to continue
building what I know will be beneficial for student learning even in the face of provincial
skepticism.”
Observers indicated:


“Be more present and engaged in all aspects of Sun West.”



“He is very dedicated to Sun West School Division and a very effective leader so I
feel that he is doing what needs to be done and is always looking to the future with
fresh ideas.”
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“More visible throughout office setting.”



“Visit schools.”



“Just keep doing what you are doing.”



“Taking better care of his health.”

From Board members, the perspectives offered were:


“Guy needs to take more time off from his work as well as he needs to be able to
"let things go" when things don't go right when he had no control over the
outcome. He takes bumps in the road as personal failures sometimes when they
are not his fault.”



“Look after himself a little better health wise.”



“Guy has already started processes to work political angles but progress is slow and
he gets impatient with the lack of vision in our Provincial leaders and civil
servants.”



“Taking care of himself.”



“He has a lot on his plate and I don't want his focus to get watered down by putting
too much on his plate. He is doing a great job.”



“Guy is a very conscientious Director and works very hard. He needs to look after
himself.”



“Maybe he is going to have to start to take more time for himself. It seems to me
that he is always working, whether he is in the office or on his weekend or time
off.”
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COMPETING ROLES DISPOSITION ANALYSES
A means to determine the leadership and management orientation of a Director of
Education is through Quinn’s competing roles typology. As indicated in Figure 1, the analyzing
and tasking roles are transactional and the vision setting and motivating roles are
transformational.

Figure 1. Quinn’s (1996, p. 149) Four Competing Roles Model
The description of these role dispositions were conveyed to respondents as follows:
75. Currently Guy is a vision setter: He sees the big picture and attends to the future,
remains up‐to‐date on emerging trends, and focuses on Division purposes. He provides
oversight and communicates a sense of where Sun West School Division needs to be over
the intermediate and longer term. He tells "the Sun West Division story" as well as anyone
could and he tells the story often.
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76. Currently Guy is a motivator: He attends to garnering commitment, emphasizes our School
Division's values, challenges people with new goals and aspirations. He creates a sense of
excitement for our educational mandate, both within and beyond the organization. He seems to
know what makes different people tick and engages them in the work of our School Division.
77. Currently Guy is an analyzer: He attends to the efficiency of our operations, evaluates
existing and proposed services for our students, staff and communities, problem solves
and knows what is going on in great detail. He has an excellent handle on the pulse of the
organization. He is always looking for ways to improve and extend what we do.
78. Currently Guy is a pace‐setter: He attends to the effectiveness of our School Division’s
performance and gives diligent attention to quality student learning. He clearly wants to
see us provide the best possible quality of educational services and to maintain the highest
standards of and access to education. He influences decisions at all levels in the
organization. He publically recognizes the aspects of our work that are going well and
forthrightly encourages those areas that need improvement or development.
The results of this inquiry are seen in Table 2.
Table 2. Director of Education’s Leadership Role Dispositions (Quinn Framework)
Director
of
Education

Division
Observers

School‐
based
Observers

Board
Members

Combined
Observers &
Board

75. Currently Guy is a
vision setter

1.0

100(1.3, .46)

80(1.4, .89)

100(1.0, .00)

96.4

76. Currently Guy is a
motivator

1.0

100(1.3, .49)

100(1.6, .55)

100(1.0, .00)

100

77. Currently Guy is an
analyzer

2.0

73.3(2.2,
.78)

100(1.6, .55)

88.9(1.6, .73)

82.1

78. Currently Guy is a
pace‐setter

1.0

100(1.4, .51)

100(1.4, .55)

100(1.0, .00)

100

Four Dispositions of
Leadership

NOTE: Strongly Agree (1) and Strong Disagree (5) scale was used. *Of course there are no standard deviations for Director of Education’s
responses questions in this column as there was only one response per item. **The first number in each cell represents the percentage of
respondents who “Strongly Agree” or “Agreed.” Numbers within brackets indicate: the mean for each item, then the standard deviation for
each item.
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This scale for this table is reversed, with 1 indicating stong agreement and 5 indicating
strong disagreement. As can be seen in Table 2, there is strong agreement among observers
that Guy is a vision setter, motivator, and pace‐setter in the Sun West school division. School‐
based observers, however, are less likely to agree that Guy is a vision setter. Division and Board
observer ratings of Guy as an analyzer are somewhat lower compared to the other leadership
dispositions.

DIRECTOR OF EDUCATION, BOARD MEMBER AND OBSERVER PERCEPTIONS OF
DIRECTOR OF EDUCATION’S EFFECTIVENESS WITH RESPECT TO TERMS OF
REFERENCE AND RESPONSIBILITIES
Tables 3A and 3B, provide display of responses from Director of Education, Board
members, Division and School‐based Observers with respect to terms of reference or
responsibilities assigned to the Director of Education in Sun West School Division documents.
Table 3A. Perceptions of Director of Education Effectiveness with Respect to Terms of
Reference and Selected Responsibilities
Director of
Education

Division
Observers

School‐
based
Observers

Board
Members

1. Guy has ensured that each
student in this School Division
is provided with a safe and
caring environment.

4.0

100(4.5,
.52)

100(4.4,
.55)

100(4.4,
.53)

100(4.5, .51)

2. Guy has worked to ensure
that Division facilities
adequately accommodate the
learning needs of each student
in the Division.

4.0

100(4.4,
.51)

80+(4.0,
.71)

100(4.4, .53)

96.4(4.4, .56)

3. Guy has worked to ensure
the safety and welfare of
students while being
transported to and from school
programs.

4.0

100(4.5,
.52)

100(4.3,
.45)

100(4.6, .53)

100(4.5, .51)

Survey Items

Combined
Observers &
Board
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4.Guy has provided excellent
educational leadership in this
Division.

5.0

93.3(4.5,
.64)

100(4.8,
.45)

100(5.0, .00)

96.4(4.7, .55)

5. Guy has ensured that all
students in the Division have
the opportunity to meet the
standards set by the Minister
of Education.

4.0

92.9(4.4,
.63)

100(4.4,
.55)

100(4.8, .44)

96.3(4.5, .58)

93.4(4.2,
.56)

100(4.2,
.45)

100(4.4, .53)

96.4(4.3, .54)

6. Guy has developed the
means to analyze student
success and to ensure action
plans are in place to address
any concerns.

4.0

7. Guy has ensured that the
fiscal management of the
Division is in accord with the
terms and conditions for all
funds received by the Board.

5.0

80.0+(4.1,
.70)

80.0+(4.20,
.84)

100(4.8, .44)

85.7(4.3, .72)

8. Guy has ensured that the
Division operates in a fiscally
responsible manner, with
adherence to recognized
accounting procedures.

5.0

86.7(4.1,
.64)

100(4.4,
.55)

100(4.8, .44)

92.9(4.4, .63)

9. Guy has ensured that
insurance coverage is in place
to adequately protect assets,
indemnify liabilities and
provide for reasonable risk
management.

5.0

80.0+(4.1,
.70)

80.0+(4.2,
.84)

100(4.8, .44)

85.7(4.3, .72)

93.4(4.4,
.63)

100(4.6,
.63)

100(4.9, .33)

96.4(4.6, .57)

10. Guy has ensured that all
collective agreements and
contracts have been
administered and interpreted
so that staff and contracted
personnel are being paid
appropriately.

5.0
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Means and Standard Deviation
for Terms of Reference and
Selected Responsibilities 1‐10

(4.5, .53)

(3.9, .42)

(4.0, .25)

(4.3, .33)

(4.0, .41)

*Bracket numbers indicate first the mean of each question, then (if) the standard deviation for each column
+= 15% or more of respondents indicated a neutral response for this item.
This scale uses “Strongly Agree”(5), “Agree”(4), “Neutral”(3), “Disagree”(2), and “Strongly Disagree”(1)

Overall, very positive ratings of the Director of Education’s effectiveness with respect to
terms of reference and responsibilities for items 1‐10. That being said, School‐bases observers
were less likely to agree that Guy has worked to ensure that Division facilities adequately
accommodate the learning needs of each student in the Division. Interestingly, Board and
School‐bases observers indicated a were less likely to indicate a positive response (there are a
significant percentage of neutral responses) to the following: Guy has ensured that the fiscal
management of the Division is in accord with the terms and conditions for all funds received by
the Board. A similar patter can also be seen for the following item: Guy has ensured that
insurance coverage is in place to adequately protect assets, indemnify liabilities and provide for
reasonable risk management. The group had a high level of internal agreement (low standard
deviation) for all 10 items.
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Table 3B continued. Perceptions of Director of Education Effectiveness with Respect to Terms
of Reference and Selected Responsibilities

Survey Items

Director
of
Education

Division
Observers

80.0(4.1,
.88)

School‐based
Observers

100(4.6,
.55)

Board
Members

100(4.6, .53)

Combined
Observers &
Board

89.3(4.3, .77)

11. Guy has developed and
effectively implemented high‐
quality recruitment, orientation,
staff development, disciplinary,
supervisory and evaluation
processes.

4.0

12. Guy has effectively worked to
develop the leadership capacity
throughout the Division.

4.0

100(4.47,
.52)

100(4.80, .45)

100(4.67,
.50)

100(4.61, .50)

13. Guy has ensured that sound
human resources management
practices are in place to recruit,
retain, advance and manage
personnel, in accord with
applicable legislation and Board
policy.

5.0

86.7(4.1,
.64)

100(4.6, .55)

100(4.7, .50)

92.9(4.4, .63)

14. Guy has ensured that
necessary processes are in place
to monitor and continuously
improve the performance of all
staff.

4.0

66.7+(3.8,
.68)

100(4.4, .55)

77.8+(4.2,
.83)

78.6+(4.1, .72)

15. Guy has provided excellent
leadership in the planning,
development, implementation and
evaluation of Board policies and
administrative procedures.

5.0

100(4.4,
.51)

100(4.6, .55)

100(4.6, .53)

100(4.5, .51)

16. Guy has implemented Board
policy with integrity.

5.0

100(4.4,
.51)

100(4.6, .55)

100(4.9, .33)

100(4.6, .50)
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17. Guy has established and
maintained positive professional
working relations with the Board
and each member of the Board.

5.0

100(4.6,
.51)

100(4.6, .55)

100(4.3, .50)

100(4.5, .51)

18. Guy has consistently provided
timely information to Board and
Division Executives such as
required for them to properly
perform their roles.

5.0

80.0(4.2,
.94)

100(4.5, .58)

100(4.7, .50)

88.9(4.4, .79)

19. Guy has effectively led the
Division’s Continuous
Improvement Planning processes,
including the development of
Division goals, priorities and
associated resource allocations.

4.0

73.3+(3.9,
.70)

100(4.6, .55)

100(4.9, .33)

85.7(4.4, .73)

20. Guy has appropriately engaged
the Board in the affairs of Sun
West School Division.

5.0

86.7(4.3,
.70)

80+(4.4, .89)

88.9(4.6,
.73)

85.7(4.4, .74)

Means and Standard Deviation for
Terms of Reference and Selected
Responsibilities 11‐20

(4.6, .52)

(4.2, .55)

(4.6, .54)

(4.6, .29)

(4.4, .51)

Means and Standard Deviation for
Terms of Reference and Selected
Responsibilities 1‐20

(4.6, .52)

(4.0, .47)

(4.2, .36)

(4.4, .29)

(4.2, .43)

*Bracket numbers indicate first the mean of each question, then (if) the standard deviation for each column
+= 15% or more of respondents indicated a neutral response for this item.
This scale uses “Strongly Agree”(5), “Agree”(4), “Neutral”(3), “Disagree”(2), and “Strongly Disagree”(1)

Overall, very positive ratings of the Director of Education’s effectiveness with respect to
terms of reference and responsibilities for items 11‐20. While the feedback from all observers is
generally positive, Division observers, as a group, rated Guy slightly lower than other groups.
There are a number of neutral responses to (14): Guy has ensured that necessary processes are
in place to monitor and continuously improve the performance of all staff. The responses to
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(19): Guy has appropriately engaged the Board in the affairs of Sun West School Division, while
still quite high overall, is rated slightly lower than other items.

DIRECTOR OF EDUCATION LEADERSHIP CHARACTERISTICS
In Tables 4‐9 the results of responses to items having to do with common leadership
characteristics (Kouzes & Posner) are displayed. As one thinks about virtues, qualities, features,
attributes, competencies or behaviours associated with effective leadership there are many
possible ways these may be expressed. The five dimensions offered by Kouzes and Posner have
been used for a couple of decades and will be familiar to many. An effective leader: challenges
the processes, inspires shared vision, models the way, encourages the heart, and enables others
to act. Readers will note the percentages of respondents (Observers and Board members) who
indicated positive responses to items, together with the means and standard deviations for each
item.
Table 4. Perceptions of Leadership Characteristic: Challenges the Process
Director of
Education

Division
Observers

School‐
based
Observers

Board
Members

Combined
Observers &
Board

35. Guy challenges people to try
new approaches. CP1

5.0

86.7(4.3, .72)

100(4.2,
.45)

88.9(4.7,
.71)

92.9(4.5, .64)

36. Guy looks inside and outside
the organization for ways to
improve our services. CP2

5.0

100(4.5, .52)

100(4.6,
.55)

100(4.7, .50)

100(4.6, .50)

37. Guy encourages people to
learn by noticing what is
working. CP3

5.0

80.0+(4.1, .70)

100(4.4,
.55)

100(4.8, .44)

89.3(4.4, .68)

(5.0, .00)

(4.3, .52)

(4.4, .44)

(4.7, .46)

(4.46, .49)

Survey Items

Means and Standard Deviations
Overall

**The first number in each cell represents the percentage of respondents who indicated “Always” or “Often”
+= 15% or more of respondents indicated a neutral response for this item (sometimes)
*Bracket numbers indicate the mean and the standard deviation
This scale uses: 1= Never, 2=Rarely, 3=Sometimes, 4=Often, 5=Always

37

Again, positive feedback in regard to the leadership characteristic: Challenges the
Process. Overall, Table 4. shows the positive perceptions of Guy for all observer groups. That
being said, Division observers tended to rate Guy lightly lower than other observers. In
particular, Division observers were less likely to positively rate the following: Guy encourages
people to learn by noticing what is working (37) and that Guy challenges people to try new
approaches (35).
Table 5. Perceptions of Leadership Characteristic: Inspires Shared Vision
Director
of
Education

Division
Observers

School‐based
Observers

Board
Members

Combined
Observers &
Board

38. Guy describes a
compellingly positive future
for Sun West School
Division. IV1

5.0

100(4.7,
.49)

100(4.8,
.45)

100(5.0,
.00)

100(4.8, .42)

39. Guy speaks with
conviction about the
meaningfulness of Sun
West School Division work.
IV2

5.0

100(4.7,
.49)

100(4.8, .45)

100(4.9, .33)

100(4.8, .42)

40. Guy encourages others
to share their dreams for
Sun West School Division.
IV3

5.0

86.7(4.3,
.72)

80+(4.4, .89)

100(4.9, .33)

89.3(4.5, .69)

(5.0, .00)

(4.6, .48)

(4.7, .47)

(4.9, .22)

(4.7, .44)

Survey Items

Means and Standard
Deviations Overall

*Bracket numbers indicate the mean and the standard deviation
+= 15% or more of respondents indicated a neutral response for this item (3 = sometimes).
This scale uses “Always”(5), “Often”(4), “Sometimes”(3), “Rarely”(2), and “Never”(1)

In terms of shared vision, as a leadership charcteristic, Guy is rated highly by all observer
groups. In particular, feedback from the Sun West Board indicated that Guy frequently inspires a
shared vision. Division observers, as a group, rated Guy lower than other observer groups by a
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small margin. There are a number of neutral Board observer responses for (40): Guy encourages
others to share their dreams for Sun West School Division.
Table 6. Perceptions of Leadership Characteristic: Models the Way
Director of
Education

Division
Observers

School‐
based
Observers

Board
Members

Combined
Observers &
Board

42. Guy sets an example of what is
expected for those working within
Sun West School Division. MW1

5.0

100(4.3,
.49)

80.0+(4.4,
.89)

100(4.9,
.33)

96.4(4.5,
.58)

43. Guy follows through on promises
and commitments. MW2

5.0

93.3(4.3,
.62)

100(4.4,
.55)

100(4.6,
.53)

96.4(4.4, .57)

44. Guy ensures that high quality
standards of educational services
and healthy relationships are upheld.
MW3

5.0

100(4.5,
.52)

100(4.6,
.55)

100(5.0,
.00)

100(4.7, .48)

(5.0, .00)

(4.4, .49)

(4.5, .61)

(4.8, .24)

(4.6, .48)

Survey Items

Means and Standard Deviations
Overall

*Bracket numbers indicate the mean and the standard deviation
+= 15% or more of respondents indicated a neutral response for this item.
This scale uses “Always”(5), “Often”(4), “Sometimes”(3), “Rarely”(2), and “Never”(1)

Table 6 illustrates that all observer groups agree that Guy frequently models the way.
School‐based observers, as an observer group, indicated some neutral responses.
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Table 7. Perceptions of Leadership Characteristic: Encourages the Heart
Director
of
Education

Division
Observers

School‐
based
Observers

Board
Members

Combined
Observers &
Board

45. Guy recognizes and encourages
people for work well done. EH1

5.0

93.3(4.5,
.64)

80.0+(4.4,
.89)

100(4.8,
.44)

92.9(4.5, .64)

46. Guy finds ways to celebrate staff and
student accomplishments. EH2

5.0

86.7(4.4,
.74)

60.0+(4.0,
1.0)

100(4.7,
.50)

85.7(4.4, .74)

47. Guy could readily tell you the
strengths of the Board members, people
in our Division Office and many of our
school‐based staff. EH3

5.0

80.0+(4.2
, .78)

80.0+(4.4,
.89)

100(4.9,
.33)

85.7(4.4, .74)

Means and Standard Deviations Overall

(5.0, .00)

(4.4, .64)

(4.3, .76)

(4.8, .37)

(4.5, .61)

Survey Items

*Bracket numbers indicate the mean and the standard deviation
+= 15% or more of respondents indicated a neutral response for this item.
This scale uses “Always”(5), “Often”(4), “Sometimes”(3), “Rarely”(2), and “Never”(1)

Overall, all observers indicated that Guy’s leadership style frequently ‘encourages the heart’. That being
said, school based observers, as a whole, rate Guy slightly lower. These questions elicited a neutral response from
school‐based observers more frequently than other groups.
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Table 8. Perceptions of Leadership Characteristic: Enables Others to Act
Director of
Education

Division
Observers

School‐
based
Observers

Board
Members

Combined Observers &
Board

49. Guy appears to
believe that there are
many ways to do
excellent work and gives
people freedom to find
these ways. EO1

5.0

100(4.6,
.51)

80.0+(4.4,
.89)

100(4.9,
.33)

96.4(4.6, .56)

50. Guy has ensured that
people are given what
they need to do the best
possible work and to
develop their
strengths.EO2

5.00

100(4.6,
.51)

80.0+(4.4,
.89)

100(4.9,
.33)

96.4(4.6, .56)

51. By his behaviour, I
can tell Guy believes that
Sun West is a Division
that requires its
employees to possess
diverse gifts, skills, and
talents in the service of
others and to accomplish
our Division goals. EO3

4.00

93.3(4.5,
.64)

80.0+(4.4,
.89)

100(5.0,
.00)

92.9(4.6, .63)

(4.7, .58)

(4.6, .47)

(4.4, .89)

(4.9, .15)

(4.6, .52)

Survey Items

Means and Standard
Deviations Overall

*Bracket numbers indicate the mean and the standard deviation
+= 15% or more of respondents indicated a neutral response for this item.
This scale uses “Always”(5), “Often”(4), “Sometimes”(3), “Rarely”(2), and “Never”(1)

According to all observer groups Guy frequently ‘enables others to act’. In particular,
Board observers indicated that Guy almost always ‘enables others to act’. School‐based
observers, compared to other observer groups, indicate that this happens slightly less
frequently. These item elicited some neutral responses from School‐based observers.
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Table 9. Perceptions of Leadership Characteristic: Comparison of Five Dimensions
Director of
Education

Division
Observers

School‐
based
Observers

Board
Members

Combined
Observers
& Board

Challenges the Process
(CP)

(5.0, .00)

(4.3, .52)

(4.4, .44)

(4.7, .46)

(4.5, .49)

Inspires Shared Vision (IV)

(5.0, .00)

(4.6, .48)

(4.7, .47)

(4.9, .22)

(4.7, .44)

Models the Way (MW)

(5.0, .00)

(4.4, .49)

(4.5, .61)

(4.8, .24)

(4.6, .48)

Encourages Hearts (EH)

(5.0, .00)

(4.4, .64)

(4.3, .76)

(4.8, .37)

(4.5, .61)

Enables Others to Act (EO)

(4.7, .58)

(4.6, .47)

(4.4, .89)

(4.9, .15)

(4.6, .52)

Grand Means and
Standard Deviation

(4.9, 0.26)

(4.4, .42)

(4.4, .59)

(4.8, .17)

(4.6, .43)

Dimensions of Leadership
Characteristics

*Bracket numbers indicate the mean and the standard deviation
+= 15% or more of respondents indicated a neutral response for this item.
This scale uses “Always”(5), “Often”(4), “Sometimes”(3), “Rarely”(2), and “Never”(1)

In sum, all observer groups indicated that Guy frequently exhibits the five dimensions of
leadership. This is consistent with the Director of Education’s self‐assessment of leadership
characteristics. While School‐based and division‐based observers tended to rate these
dimensions slightly lower than the Board, the results are overwhelmingly positive, nonetheless.
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Figure 2. Perceptions of Leadership Characteristics
In summary, Dr. Tetrault is observed to most clearly inspire vision and least to encourage
hearts. Board members also see him enabling others and Division level observers are less
inclined to see him challenging the process; whereas school‐level observers say he is less likely
to encourage the heart than to exhibit his leadership in other ways. These findings, however,
are relative in that no mean is less than 4.3 out of 5. These are exceptionally high scores.
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DIRECTOR OF EDUCATION SERVANT LEADERSHIP PROFILE
In Tables 10‐14 the results from respondents perspective on Director of Education’s
servant leadership features are presented. We have taken a bit of extra space in this review to
highlight some common understandings of the concept and by doing so, we provide some
background to the Servant Leadership Profile instrument.
Rinehart (1998) suggested that “power leadership” (which is quite different from servant
leadership) can be characterized by at least five driving values which provides markers to those
who are looking to emulate a different set of values through servant leadership. These markers
are: 1. standardization (which assumes that sameness and uniformity can be achieved,
formulas will fit all circumstances, the reduction of variables will lead to quality and the best
proven practices should determine all actions); 2. conformity (which suggests that doing is more
valued than being, replication and consensus are crucial and the ideal outward expression is
favoured over the inner and unique experiences of individuals and particular settings); 3.
pragmatism (which assumes that if it works its good, the end justifies the means and consistent
utility of things and persons dictate their value); 4. productivity (which uses winning,
competition and comparative production as the exclusive arbitrators of success); and, 5.
centralization (which holds that someone must always be in control and account for the bottom
line) (pp. 34‐37).
Structures of power and structures of service need to be better understood by leaders to
avoid the pathologies of abuse and the perpetuation of unwholesome practices in organizations.
First, it is crucial that function and form (structures) be differentiated. Function is related to
core purposes, identity, and commitments; whereas form is related to supporting functions.
Form should be servant to function, though this can easily become reversed as forms and
structures rule typically as a consequence of forgotten or surrendered function. Forms are
neither neutral nor holy but are means to accomplish particular functions. Typically we would
see forms as changing while function would remain relatively stable. The important thing to
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note is that forms can dictate circumstances wherein servant leadership is inoperable or
occluded. On the other hand structures and forms are necessary.

Figure 3. Servant Leadership Factors
Richard McCormick said (in his essay “Authority and Leadership: The Moral Challenge,
America, July 20, 1996) that the goal of authentic leadership is “the release, stimulation,
evocation, maximization of the potential of the individual. It calls forth the best in those led.”
He said that “real leadership is about enabling. It is non‐threatening . . . more like shepherding
than authority. True leaders serve those they lead. True leaders have a vision . . . have reflected
on the meaning and goal . . . they are committed to inviting others to own that vision.”
Sometimes servant leadership is seen only in relational terms that are decontextualized from
roles, tasks, and organizational functions. As indicated in Figure 4, we have developed a
framework for servant leadership that uses four Greek terms and relates well to the dimensions
of servant leadership developed by Farling, Stone, & Winston (1999).
There is a sense that the servant leader is the visionary, the one who focuses the
attention of the constituents on the grand organizational purposes and mission. This is a
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stewardship role. It is a leader of leaders role. Secondly there is the bureaucratic servant leader
who competently fulfills the technical and professional duties required by the “organization”
through her or his effort to provide “administrative” and “support” services. We think most will
appreciate that this function has steadily increased in its place within modernity. While working
within the hierarchical structures of the organization the servant leader fosters a sense of
credibility and job maturity that aids others in the work they do. A third “type” of servant leader
facet is associated with the close and vested relationships of the leader with others. While free
to assume other relationships and roles, the servant leader chooses to help the people around
them achieve success and personal fulfillment. This disposition puts these people first in all
interactions. Trustworthiness and interpersonal bonds are a high priority for this servant leader.
Fourth, we offer that there are some servant leaders who are hardly seen in the light of day and
who serve by doing the work as unsung heroes, as people behind the scenes. They serve by
doing what needs to be done and believe they are making a difference in the effort to build the
effectiveness and capacity of the whole organization by doing their part.

Figure 4. Conceptual Framework for Servant Leadership Review
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In the servant leadership literature there are a number of variables identified as
dimensions of a transformational leadership that continually builds both the leader and follower.
Farling, Stone, and Winston (1999) developed a model, displayed in adapted form in Figure 5,
wherein the sequential, upward‐spiraling maturation process is displayed to indicate the higher
levels of attainment. While some models of leadership take behaviour and outcomes as the
starting point, this model follows the view that servant leadership emerges from the leader’s
motivations, mental models, passions, values, beliefs and professional convictions. The
dimensions of this model are blended with that of the conceptual framework. We have limited
our exposition here to some authors from the generic field of leadership studies.
Vision. Vision influences the upward process of transformation in the life of servant
leaders and their co‐workers. Many writers (e.g., Bennis, 1987; Bennis & Nanus, 1985; Burns,
1978; Greenleaf, 1977; Kouzes & Posner, 1993) underlined the necessary influence of envision
to propel the community towards its desired future state.
Credibility. Kouzes and Posner (1993) reminded their readers that the root of credibility
is credo which may be understood to mean “I trust or believe” (p. 23). “Credos are our guides,
competence endows us with the skills to enact our credor, and self confidence gives us he will to
behave in a way that is consistent with our beliefs. The sum of it all is character”(p. xxiii), say
Kouzes and Posner. Other writers (e.g., Bennis, 1989; Senge, 1990; Yukl, 1998; Gardner, 1990, p.
28) have suggested that credible leaders are learners who are ethical in their practices, effective
and clear in their communication and facilitate empowerment. Kouzes and Posner (1993)
offered six disciplines that they feel relate to leader‐follower credibility: discovering your self;
appreciating constituents, affirming shared values, developing capacity, serving a purpose and
sustaining hope. Yukl (1998) said that leaders who demonstrate expertise and stay
knowledgeable are seen as legitimate and credible by their co‐workers.
Trust. Greenleaf (1977) said that trust is at the root of servant leadership and decision
making (p. 25). He indicated that trust is fostered as followers have confidence in the values,
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competence, and tenacious spirit of the leader (p. 16). Mishra (1996) asserted that the concept
of trust is built upon several components, including: competence, openness, concern and
reliability. Shaw (1997) said that the “key imperatives in building high‐trust organizations and
teams are achieving results, acting with integrity, and demonstrating concern” (p. 17). He
indicated that it is a balancing act to sustain trust through the formal architecture of the
organization and the informal culture but it is clearly important to do so (pp. 17, 18).
Service. Obviously, works of service and serving others are the primary occupations and
motivations for a servant leader. We repeat for the purposes of this dimension, using the words
of Greenleaf (1977, pp. 13, 14), who said,
the servant‐leader is servant first . . . the leader‐first and the servant‐first are two
extreme types . . . the difference manifests itself in the care taken by the servant‐
first to make sure that other people’s highest priority needs are being served.
The best test, and difficult to administer, is: Do those served grow as persons? Do
they, while being served, become healthier, wiser, freer, more autonomous, more
likely themselves to become servants? And, what is the effect on the least
privileged in society; will they benefit, or, at least, not be further deprived?
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Figure 5. Servant Leadership Development and Dimensions Model (Adapted composite
from Farling, Stone, & Winston, 1999, p. 65; Miller, 1995, p. 14, Walker, 1992,
Greenslade, 1984, pp. 3, 4.).
What follows now are the responses of all three Observer groups and Director,
himself, to items that have been organized into the four dimensions of vision, credibility,
trust and service (as above). The ambition of this Servant Leadership Profile is to provide
a sense of the perceptions that Guy Tetrault and his Division, School‐based Observers
and Board have of his actualization of the ideals of servant leadership.
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Table 10. Perceptions of Director of Education’s Servant Leadership Profile from Vision
Perspective
Director of
Education

Division
Observers

School‐
based
Observers

Board
Members

Combined
Observers &
Board

53. Instills hope throughout the
organization.. SLV1

5.0

93.9(4.3,
.59)

80.0+(4.4,
.89)

100(4.6,
.53)

92.9(4.4, .63)

54. Effectively inspires others to
serve the causes of quality of
student learning and equity of
access to learning. SLV2

5.0

100(4.4,
.51)

100(4.4,
.55)

100(4.9, .33)

100(4.5, .51)

55. Displays a high level of
visibility and "presence," on a
day‐by‐day basis. SLV3

3.0

46.7+(3.6,
.91)

60.0+(3.8,
1.30)

77.8(4.1,
1.05)

60.7+(3.8, 1.02)

56. Has a healthy sense of
humour. SLV4

5.0

100(4.7,
.46)

100(4.6,
.55)

100(5.0, .00)

100(4.8, .42)

57. Welcomes ideas for improved
efficiency and effectiveness of
services. SLV5

5.0

93.3(4.5,
.64)

80.0+(4.4,
.89)

100(4.8, .44)

92.9(4.6, .63)

58. He refreshes others with his
enthusiasm for and clear sense of
our mission. SLV6

5.0

93.3(4.5,
.64)

100(4.6,
.55)

100(4.9, .33)

96.4(4.6, .56)

59. Cares about the outcomes
and impact of work done. SLV7

5.0

100(4.6,
.51)

100(4.8,
.45)

100(5.0, .00)

100(4.8, .44)

60. Is proactive in his exercise of
leadership. SLV8

5.0

93.3(4.5,
.64)

100(4.8,
.45)

100(5.0, .00)

96.4(4.7, .54)

61. Emphasizes excellence and
high quality education in our
various endeavours. SLV9

5.0

86.7(4.3,
.72)

100(4.8,
.45)

100(4.8, .44)

92.9(4.6, .63)

62. He tells the Sun West School
Division story well. SLV10

5.0

100(4.8,
.41)

100(4.6,
.55)

100(5.0, .00)

100(4.8, .39)

Survey Items
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Means and Standard Deviations
Overall

(4.8, 0.63)

(4.4, .41)

(4.5, .44)

(4.8, .19)

(4.6, .40)

*Bracket numbers indicate the mean and the standard deviation
+= 15% or more of respondents indicated a neutral response for this item.
This scale uses “Always”(5), “Often”(4), “Sometimes”(3), “Rarely”(2), and “Never”(1)

Perceptions of Director of Education’s Servant Leadership Profile from Vision Perspective
were, generally speaking, were positive for all observer groups. While Division‐based and
School‐based observers rated Guy slightly lower, overall all groups indicated that Guy frequently
displays servant leadership characteristics from a vision perspective. Interestingly, in response to
(55): Displays a high level of visibility and "presence," on a day‐by‐day basis, observer groups
tended to rate this in a more neutral manner.
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Table 11. Perceptions of Director of Education’s Servant Leadership Profile from Credibility
Perspective
Director of
Education

Division
Observers

School‐
based
Observers

Board
Members

Combined
Observers &
Board

64. Keeps his promises. SLC1

4.0

100(4.5,
.53)

100(4.8,
.45)

100(4.7,
.50)

100(4.6,
.49)

65. More concerned about doing
what is right than looking good. SLC2

5.0

93.3(4.3,
.62)

100(4.8,
.45)

100(4.8,
.44)

96.4(4.6 .57)

66. Is seen by others as a person of
integrity. SLC3

5.0

100(4.5,
.52)

100(4.6,
.55)

100(4.8,
.44)

100(4.6, .50)

67. Exercises good judgment. SLC4

5.0

93.3(4.4,
.63)

100(4.6,
.55)

100(4.9,
.33)

96.4(4.6,
.57)

68. Is an effective problem solver.
SLC5

5.0

100(4.4,
.51)

100(4.8,
.45)

100(5.0,
.00)

100(4.6, .49)

69. Is uncompromisingly ethical. SLC6

3.0

86.7(4.3,
.72)

100(4.8,
45)

88.9(4.7,
.71)

92.9(4.6,
.63)

70. Admits his limitations. SLC7

4.0

73.3+(4.0,
.76)

100(4.6,
.55)

77.8(4.0,
1.00)

82.1(4.1,
.80)

71. Is courageous in his convictions.
SLC8

5.0

93.3(4.5,
.64)

100(4.8,
.45)

100(4.9,
.33)

96.4(4.7,
.55)

72. Gets things done. SLC9

5.0

93.3(4.3,
.62)

100(4.8,
.45)

100(4.9,
.33)

96.4(4.6,
.57)

73. Looks like a servant leader to
others. SLC10

5.0

50.0+(3.4,
1.28)

100(4.3,
.50)

88.9(4.6,
.73)

73.1(3.9,
1.16)

(4.6, .70)

(4.3, .50)

(4.7, .40)

(4.7, .30)

(4.5, .47)

Survey Items

Means and Standard Deviation
Overall

*Bracket numbers indicate the mean and the standard deviation
+= 15% or more of respondents indicated a neutral response for this item.
This scale uses “Always”(5), “Often”(4), “Sometimes”(3), “Rarely”(2), and “Never”(1)
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Overall, Guy is rated highly by all group – slightly lower by Division observers. Based on
Table 11. It is clear that Guy frequently exhibits Servant Leadership Profile from Credibility
Perspective. In response to (70): Admits his limitations, and (73). Looks like a servant leader to
others, more Division observers indicated that this is only sometimes evident than did other
Observer groups.
Table 12. Perceptions of Director of Education’s Servant Leadership Profile from Trust
Perspective
Director of
Education

Division
Observers

School‐based
Observers

Board
Members

Combined
Observers &
Board

79. Is trustworthy and reliable. SLT1

5.0

100(4.7, .49)

100(4.8,
.45)

100(5.0,
.00)

100(4.8,
.42)

80. Is consistent in decision‐making.
SLT2

5.0

100(4.4, .51)

100(4.6, .55)

100(4.9,
.33)

100(4.6,
.50)

81. Is respected and respectful. SLT3

5.0

100(4.7, .46)

100(4.4, .55)

100(4.9,
.33)

100(4.7,
.46)

82. Seeks first to understand then to
be understood. SLT4

4.0

100(4.4, .51)

80.0+(4.4,
.89)

100(4.8,
.44)

100(4.5,
.58)

83. Invests his energy encouraging
and equipping others to flourish in
their work. SLT5

5.0

93.3(4.3,
.59)

100(4.4, .89)

100(5.0,
.00)

96.4(4.5,
.58)

84. Empowers others without
abdicating responsibility. SLT6

5.0

100(4.1, .64)

100(4.6, .55)

100(4.7,
.50)

92.9(4.4,
.63)

85. Treats everyone with dignity and
respect. SLT7

5.0

100(4.5, .52)

100(4.6, .55)

100(5.0,
.00)

100(4.7,
.48)

86. Engenders trust by spending time
with people. SLT8

4.0

73.3+(4.1,
.80)

100(4.8, .45)

100(4.8,
.67)

82.1(4.4,
.79)

Survey Items
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87. Encourages flexibility and
adaptability in the work people do.
SLT9

5.0

93.3(4.6,
.63)

100(4.6, .55)

100(5.0,
.00)

96.4(4.7,
.54)

88. He is a safe leader to follow with
confidence. SLT10

4.0

86.7(4.3,
.70)

100(4.6, .54)

100(4.9,
.33)

92.9(4.5,
.64)

(4.7, .48)

(4.4, .46)

(4.6, .44)

(4.9, .13)

(4.6, .44)

Means and Standard Deviation
Overall

*Bracket numbers indicate the mean and the standard deviation
+= 15% or more of respondents indicated a neutral response for this item.
This scale uses “Always”(5), “Often”(4), “Sometimes”(3), “Rarely”(2), and “Never”(1)

While the Division observers rated Guy slightly lower than School‐based observers and
Board observers, overall it appears that Servant Leadership from Trust Perspective is frequently
exhibited. In particular, the Board indicated that Guy almost always exhibits these
characteristics. School‐based observers were more like to give a neutral rating to (82): Seeks
first to understand then to be understood. Division observers were more likely to give a neutral
rating to (86): Engenders trust by spending time with people.
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Table 13. Perceptions of Director of Education’s Servant Leadership Profile from Service
Perspective
Director
of
Education

Division
Observers

School‐
based
Observers

Board
Members

Combined
Observers &
Board

90. He operates such that peoples’
gender, ethnicity, geography, or
position serve no undue advantage nor
disadvantage to them. SLS1

5.0

93.3(4.3,
.62)

100(4.4,
.55)

100(4.9,
.33)

96.4(4.5,
.58)

91. He is a careful steward of the School
Division resources. SLS2

4.0

73.3+(3.9
, .83)

80.0+(4.4,
.89)

100(4.7,
.50)

82.4(4.2,
.83)

92. His behaviour and availability
indicates that he enjoys serving with
others. SLS3

5.0

100(4.5,
.516)

100(4.8,
.45)

100(4.9,
.33)

100(4.7, .48)

93. He behaves in ways that put others
first. SLS4

4.0

86.7(4.0,
.54)

100(4.8,
.45)

100(4.9,
.33)

92.9(4.4,
.63)

94. He motivates people in ways that
engage their strengths and talents. SLS5

5.0

100(4.5,
.52)

100(4.6,
.55)

100(4.9,
.33)

100(4.6, .49)

95. He invests time helping others to
develop their potential. SLS6

4.0

86.7(4.2,
.68)

100(4.6,
.55)

100(4.8,
.46)

92.6 (4.4,
.64)

96. He is dedicated to our School
Division. SLS7

5.0

100(4.9,
.35)

100(4.8,
.45)

100(5.0,
.00)

100(4.9, .32)

97. He brings out the best in others and
helps them to succeed. SLS8

4.0

86.7(4.3,
.72)

100(4.4,
.55

100(4.7,
.50)

92.9(4.5,
.64)

98. He leads by example. SLS9

5.0

100(4.5,
.52)

100(4.9,
.45)

100(4.7,
.50)

100(4.6, .50)

99. He consults with people who are
doing the actual work in order to
remove barriers and find ways to
improve our educational services. SLS10

5.0

93.3(4.5,
.64)

80.0+(4.2,
.84)

100(4.8,
.44)

92.9(4.5,
.64)

(4.6, .52)

(4.4, .43)

(4.6, .40)

(4.8, .21)

(4.6, .42)

Survey Items

Means and Standard Deviation Overall

*Bracket numbers indicate the mean and the standard deviation
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+= 15% or more of respondents indicated a neutral response for this item.
This scale uses “Always”(5), “Often”(4), “Sometimes”(3), “Rarely”(2), and “Never”(1)

From a Service Perspective, all groups agree that Guy frequently demonstrates service
performance in his servant leadership. Following an emerging pattern, Division‐based observers
rated Guy slightly lower than School‐based and Board observers. Both Division‐based and
School‐based observers were more likely to indicate ‘sometimes’ to the following item (91): He
is a careful steward of the School Division resources.
Table 14. Director of Education’s Servant Leadership Profile Grand Means
Director of
Education

Division
Observers

School‐
based
Observers

Board
Members

Combined
Observers
& Board

Vision (SLV)

(4.8, .63)

(4.4, .41)

(4.5, .44)

(4.8, .19)

(4.6, .40)

Credibility (SLC)

(4.6, .70)

(4.3, .50)

(4.7, .40)

(4.7, .30)

(4.5, .47)

Trust (SLT)

(4.7, .48)

(4.4, .46)

(4.6, .44)

(4.9, .13)

(4.6, .44)

Service (SLS)

(4.6, .52)

(4.4, .43)

(4.6, .402)

(4.8, .21)

(4.6, .42)

Grand Means and
Standard
Deviation

(4.7, .57)

(4.4, .42)

(4.6, .39)

(4.8, .18)

(4.6, .40)

Four Dimensions of
Servant Leadership

*Bracket numbers indicate the mean and the standard deviation
This scale uses “Always”(5), “Often”(4), “Sometimes”(3), “Rarely”(2), and “Never”(1)

All groups tended to agree that Guy frequently exhibits Servant Leadership
characteristics. Board members rated Guy most highly, followed by school‐based observers and
division‐based observers. Interestingly, the highest attributions for school‐based observers was
“credibility.” Board members were most affirming of “trust” quality.
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DIRECTOR OF EDUCATION STRENGTHS PROFILE FROM ONLINE SURVEY
It was deemed important to provide 360 survey respondents with an opportunity to offer
witness or evidence of some of the Director of Education’s strengths. The dimensions of
strengths that were used in the “prompts” pick up on key competencies and capacities that C‐
level (Chief Educational Officers) leaders need to display in their organizations (contingent,
obviously, on the context, current needs and lifecycle of the organization). In this section the
reader will see comments made with respect to each of these strength areas. Respondents
were not forced to speak to all (or any) of these open‐ended invitations to identify stories or
examples of strengths. As a result, while the details and descriptions are somewhat uneven
across the strength areas there is an inventory of substantive and illustrative evidence across the
strengths.

IN DECISION MAKING
The Director of Education said, “I am at a point in my career/life that I am more able to
utilize lessons learned from the past in assessing educational situations that require complex
decision making. Bringing the Landis School community to decide to close their school would be
an example of a complex issue that gets satisfactorily resolved.”
Non‐board Observers responded:


“Rather than telling or pushing his ideas, he will ask questions in such a way that
others will analyze the situation and make better decisions.”



“Not sure I have just one story. He always does this with everyone he works with.”



“Setting the calendar for 2012‐2013. Stressing the importance of PD as the best
way to increase teacher effectiveness through better pedagogy.”



“The opportunity in Distance Learning.”
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“With respect to distance learning for our students; also connected this piece to
the support provided for teachers as they are able to access the courses as well‐this
is a support for our students as well as those home‐schooled within the Province.
Need to provide greater support for CUPE staff (re: contract negotiations).”



“Guy often has a vision, however this doesn't mean that he isn't open to other
ideas and I think he is well respected for this.”



“Guy asked the Board for money for to hire teachers to develop online resources
and courses for the DLC and to grow that. He set up the Provincial online school in
AB and I believe wants Sun West to become that in Saskatchewan. He's been met
with several government challenges and blocks and has persevered regardless. It
meant spending some money ‐ which Sun West hadn't done alot of before and
because of this has reaped great rewards as enrollment in the DLC has seen
astounding growth. And I believe will only continue to grow and Guy's dream will
be achieved.”



“Listens to others and then helps guide people to try new things.”



“The process he has undertaken to re‐align the two elementary schools in
Kindersley would be a good example of this.”



“When Guy decides something is important to him and the Division he will research
first, then sell to his superintendents and staff. He is always prepared for decisions
that he makes.”



“Guy identified a weakness in PAA and took the necessary steps to improve
Division wide availability and made it a priority for schools.”



“I don't work closely enough with the director in these situations that I can give an
example of this.



“I believe the way he has made decisions and works in Sun West ‐ a TEAM
approach ‐ is fabulous. He encourages all stakeholders to get involved no matter
what position they fill within the Division. This allows everyone a voice.”



“He often will engage our group in discussions to promote a deeper level of
thinking and decision making. This includes passionate stories and convictions that
draw out a deeper level of discussion than we would normally achieve.”
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Board members responded as follows:


“When the school division was faced with teacher unrest and job action, Guy's wise
counsel helped us navigate the situation in a calm, reasoned, and helpful manner
that allowed us to maintain positive relationships with our staff and at the same
time communicated clearly with the public.”



“I think our recent policy on 21st century competencies as well as our new
Technology Strategic Plan are examples. In both cases Guy recognized the
importance of these areas and that we didn't have a great handle on them. He
exposed us to the information without telling us what his plan was and then let us
see for ourselves the importance of it and come to our own realization of what and
where we needed to be going and implementing.”



“HK is most recent. Worked very hard to move student engagement forward. Now
not a separate hoshin but should be infused in all actions. He was very wise when
he realized [certain staff member] was best suited to carry HK process forward in
SWSD.”



“Finding property for purchase. Renovating existing buildings. Having a vision.
Developing a state of art welding shop and paa centre which will be for a number
of schools‐lots of opportunities for kids.”



“I can't think of any single story to support this question. In my estimation
whenever we work as a Board with Guy, he always encourages us to work through
any given situation and seems to be able to get everyone to explore all channels
before we come to any decision on any problem or issue.”



“In all situations, Guy is not scared to make a decision, even if it may go against the
grain. Every decision he makes is in the best interests of our students. He looks at
the division as a whole, looks at the areas that are lacking and comes to the board
with a plan based on the whole situation.”
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IN FOSTERING WAYS, MEANS, AND INNOVATION
The Director of Education said: “Innovation is flourishing in Sun West and it is "not" at
the expense of existing strengths within the system. I have requested the faith of the Board in
many new ventures both from a financial point of view as well as from a risk taking point of
view. I believe I have delivered on all counts, albeit perhaps not as quickly as some would have
liked?”
Observers responded, as follows:


“Being a motivating force to take people to FETC to find new and better ways to
make Sun West more effective and innovative.”



“Letting the SCC and community of Landis decide to close the school. This made it
easier on the community.”



“Distance learning ‐ developing a leadership program ‐ restructuring of organization
(emphasis on learning coaches, etc.) ‐ restructuring of schools in Kindersley.”



“Guy has an excellent working relationship with the Board. His knowledge of the
Division provides excellent feedback for the Board to make their decisions. There is
a mutual respect between Guy and the Board in the decision making process.”



“Partnerships. Guy has developed several partnerships with agencies that never
existed before he came. He's pounded the pavement so to speak to reach
Universities, colleges and businesses to partner with us to offer several amazing
courses to students in Sun West. He continues to do this despite roadblocks again
and does it anyway. I think this forward thinking and getting it done will pay off and
our students will have an education that they want not what government says they
have to have. Lots of money has been put into innovative projects and course
offerings with updated and upgraded equipment for students ... which I think is
amazing. I wish I was a student in Sun West right now with all of the amazing
opportunities available ... my education was terrible and boring and could've
definitely used classes that students are taking now ‐ back then.”
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“Talks with all types of people to hear their ideas and suggestions.”



“The SWISI initiative would be a good example of this. As would his creative
attempts to stop the closure of Landis School.”



“Always supports his superintendent team, by listening to their ideas and his time
researching better ways of accomplishing goals.”



“I have seen in Guy that he challenges the board members to attend PD to further
their learnings and understandings.”



“Vision and promotion of innovative special projects (SWISI, 1‐1 project, Outlook
PAA Shop, DLC). Creates a risk‐taking environment.”



“Guy has engaged with the Board on a deep level to create both an informed and a
supportive Board. This has helped us to take risks with projects and be much more
innovative than in the past.”

Board member responses:


“Our new SWISI initiative is a perfect example of this. SWISI has given the division
the opportunity to try new things that hopefully will impact student achievement.
SWISI also is helping bring the division closer to our mission as well as bringing us
into the new 21st CC policy as well as utilize the technology strategic plan. SWISI
has given teachers the opportunity to be creative and innovative and then support
them and encourage them in it.”



“FETC conference.”



“Always willing to listen to ideas and requests of excited board members. I like that
he realizes that we need to go through processes as board members to learn and
grow. For example our strategic planning has been getting more concise and
focused with each renewal.”



“Always staying on top of technology. Encouraging the Board to supply a classroom
at each school with iPads. I sure there will be more in the future.”
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“Guy encouraged the board to put funds toward SWISI projects. These projects
have proven to be very innovative for not only the specific schools who developed
the projects but to the entire School Division.”



“Guy's work in expanding the Distance Learning Centre has helped to fulfill our
mission. Because of this we have been able to offer courses online to students in
many of our smaller schools who would not have the opportunity otherwise. Also,
he felt that our home‐schoolers should have the same opportunity as the students
in our schools. Because of that he has made sure that they have access to all
courses in all the grades. His work in helping to develop our SWISI projects has
helped many of our staff to come up with innovative projects that will be able to be
used in all our schools. Although he didn't develop the projects himself, he has
given those who wish to work on projects the encouragement and support that
was needed to get the projects off the ground.”



“In getting our PAA up to where it is today, Guy asked the board to put $600,000
towards this project. He realized that to keep our young people excited about
school we needed to meet them where their needs and wants were. He told us we
might not even have to use all of these monies and of the benefits this would have
for our students. In the end, we did not even have to touch our reserves as this
project paid for itself. Guy listened to our students and staff, took a risk and made
a great decision.”

IN EXECUTIVE‐LEVEL AGENCY AND VISIONING
The Director of Education stated, “I do enjoy visioning especially about "Success for All."
I also enjoy championing the cause for equity in rural Saskatchewan. My goal is to ensure that
Sun West students are served like no other students in the Province while at the same time
providing opportunities for non Sun West students to also benefit from our innovative work.”
Observers responded:


“The use of technology to enhance student learning and better pedagogy.”



“Guy doesn't micro‐manage unless it's required. He is a "team" player and
effectively leads the Division. His demeanor is such that he has excellent
relationships with all levels of staff always keeping in mind‐ what is best for the
students."
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“There are so many committees that Guy has set up to take all stakeholders into
account. There's too many to list ‐ but the response is wonderful that he actually
takes to the time to talk to them and survey them for their opinion. This is
appreciated across the Division.”



“This is a true statement about Guy. Using staff meeting, admin meetings, principal
meetings, etc. as an avenue.”



“Guy has been a positive and expressive voice for the Division. The community has
noticed a change with a more "grand" vision.”



“Guy is often seen in our school meeting with various groups of people and he
always takes the time to chat with most of the staff. He genuinely listens to our
concerns or ideas.”



“I see a good working relationship between the Director and the superintendents
as well as the Director and the Board members. I know this is a key factor in the
progress of our School Division. Which in turn makes our School Division a good
place to work for.”



“I believe the way he has made decisions and work in Sun West a TEAM approach is
fabulous. He encourages all stakeholders to get involved no matter what position
they fill within the Division. This allows everyone a voice.”



“Guy regularly "paints the picture" of where we want to go as a division. He makes
the vision of the division come to life when he always refers back to what is best for
students. It's the foundation of our decision making.”

Board members responded:


“Guy has led the division through a review of our policies and administrative
procedures that has brought a lot of clarity. We have worked as a team to develop
our Strategic Plan, so that it is owned by all of us. Our Board members are able to
speak confidently about the work that our division is doing at our AGM's, and our
Superintendents ably answer questions from the public.”



“I think as Guy has grown into the position and the community of the division he
has been able to see and address some of the issues in this area. For example the
ineffectiveness of our annual meetings was a given. We were not getting the
message out to them nor were we able to get them to come out to those meetings.
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I think the change to the Board presenting at the meeting and sharing what the
division values, excels at and then puts effectively into practice has given the
division more credibility to our community. Also making the meetings more
accessible by having one on each geographic side of the division has also been a
positive. I think there is still work to do in this area but Guy is aware and I'm sure
he has a scheme that one day will be shared with us all!”


“Decisions are made after consulting with the people that the decisions effect.”



“Yes! TEAM has always been a leadership model that Guy uses and as a result we
get the "buy‐in" from our employees”



“We communicate more and more with our communities‐Annual Meeting/Public
Meeting. Calendars are sent home at the beginning of each school year.
Committees for all our staff to sit on for decision making for our division.”



“A good example of this is his desire to get the Provincial Government to see our
strategic plan through Sun West's eyes. He envisions the whole Province will excel
if we are allowed to move forward with our DLC. Guy is a great advocate for Sun
West and is building partnerships with outside agencies so that our "dreams" can
be realized. Guy shared his "dream" for our school division. We openly discussed
where we are at and where we want to go, and what we need to do to get there.
He wants everyone to understand and desire the same for our students to that we
work as a cohesive unit.”

IN DEVELOPING TEAMWORK
The Director of Education indicated, “I would typically say these are strengths of mine.
However, I am not there yet with my superintendent team. It is coming but may have to wait
until I have had a hand in the selection of all members of that team. It's coming!”
Observers responded:


“Guy has a way of getting others to remain focused to 'what's best for kids'. For
example, on the Calendar Committee when other school divisions have decreased
teaching days, Guy was able to get full support of the group by explaining his goals
with this calendar of improving student learning by the increase in PD days. With
this explanation, teachers couldn't justify the request for a calendar with fewer
days when student needs were best met with a calendar proposed.”
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“Identifies people with skills and then puts those people into positions so that
those skills can be used. The people on a variety of teams have different strengths
so that the team functions well as a balanced unit.”



“Consistently thinks in team (focus on all levels of the organization).”



“Guy has an infectious personality that lends well to teamwork and collaboration
with those he works with closely in the division as well as external groups.”



“[see Partnerships question]: Guy has developed several partnerships with agencies
that never existed before he came. He's pounded the pavement so to speak to
reach Universities, colleges and businesses to partner with us to offer several
amazing courses to students in Sun West. He continues to do this despite
roadblocks again and does it anyway. I think this forward thinking and getting it
done will pay off and our students will have an education that they want not what
government says they have to have . . . I only hope to be as innovative and
collaborative as Guy one day.”



“His leadership has helped to create a strong working 'team' relationship between
the Board and the Superintendents. He implemented our attendance at Board
meetings and as such, has created a strong working bond that enhances
communication and produces more informed decision‐making.”



“I believe this statement is a strong description of Guy”



“I believe Guy showed these traits on our PD trip to Orlando Florida. He
encouraged a large group of Sun West employees with a diverse range in roles to
attend the conference. The entire time we were there Guy was team building with
all of us.”



“I has seen good things happening and I believe Guy maintains great teamworking
skills inside and outside our School Division with everyone.”



“I believe the way he has made decisions and work in Sun West a TEAM approach is
fabulous. He encourages all stakeholders to get involved no matter what position
they fill within the Division. This allows everyone a voice. Values input from all!”



“Encourages group discussion and decision‐making. Involves stakeholders in
decision‐making (interviews, HK plan, Calendar, etc.).”
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“Guy has done a great job of promoting a variety of stakeholders in all of our
committees. We regularly have trustees that sit on our division committees and
this engagement has developed the culture of support that we enjoy from our
Board.”

Board members responded:


“Guy has a tremendous focus on 'team' and is masterful in creating conditions that
foster teamwork. Guy is very clear that the people he works with are the experts in
the organization. He is very modest about the role he plays in co‐ordinating the
entire operation.”



“I think Guy is very aware of the strengths of the people he works with. He has a
knack of being able to identify people who usually will excel when put into certain
roles. As we continue to evolve as a division and new positions are developed, Guy
has shown great leadership in utilizing current staff to fill these positions based on
their passions and talents. Guy does a great job of empowering the "team"
atmosphere and empowering people to do the jobs given to them because he has
the faith and trust in them as individuals and smaller teams to be successful. I think
as a board Guy has given us the confidence to make decisions as a large team and
that then he can go out and empower the teams under him to carry out the work.”



“When developing the calendar”



“Within our borders he is a master of team. It is with other organizations whose
membership is still based in the "I" that I feel that Guy may run into difficulty (i.e.,
L.E.A.D.S.)”



“Guy is not afraid to meet with anyone or anybody. He is very open to anything to
do with kids and their well being.”



“An example is how our AGMs are held. Each board member presents Sun West's
plans and goals to the audience to show them that we work as a team. Sun West is
not director driven ... I feel that we are truly a team!”

66

IN BUILDING RELATIONSHIPS
Your Director of Education indicated, “It's all about relationships! I know this and I work
at it. However, as I grow older my weakness of impatience some times over‐powers the top shelf
guy!”
Observers responded:


“Guy listens, supports when needed, allows us to make mistakes and learn from
them rather than pointing out a failure. He would not criticize in front of others or
point out a flaw. He is genuine in his communication.”



“Not sure I have a story but this is pervasive in all Guy does”



“The fact that Guy was instrumental in talking and having people meet in informal
yet strategically planned times to network and build relationships to transfer into
team concept for Sun West.”



“This is where Guy has made the greatest impact, he has liberated people from
themselves and to an extent protected them from micro management so they can
do their job.”



“Takes time to listen to the concerns of others”



“Guy has built strong working relationships with those around him, however is
compassionate, thoughtful and attentive.”



“Again Guy has really focused on building relationships and taking into account ALL
staff that work for Sun West and students as well.”



“A great example of this would be his promoting and supporting all levels of staff
and students to participate in the National Rural Congress by presenting and
showcasing their work to other rural teachers, boards and other stakeholders.”



“I think Guy builds relationships to help him accomplish his goals. He will research
projects with advise from other who have the same goal in mind.”
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“Guy strives to bring people along with him in his vision for the future. He is great
advocate for new and challenging targets.”



“Again this was seen in our trips to Orlando for the technology conference. The
evening events lead to friendships and networking with people we might not
otherwise have the chance to visit with.”



“I believe this is true. Internally in the Division, and externally, Guy has built good
relationships . . . I know Guy through the staff meetings role and daily with our
internal office.”



“Guy is a very approachable person. If others in the Division could only see the
passion he has for students! He has managed to make all administrators fell free to
express opinions even if they are not the same as his.”



“Team approach is always used for solving key issues.”



“Relationships are at the core of Guy's style. One particular example goes back to
the impending teacher strike. He eased many administrators minds when he stated
that we have a good working relationship now and we will have a good one once
the strike is over and the contract is taken care of.”

Board members responded:


“Guy frequently sends out system‐wide congratulatory emails to celebrate
accomplishments, and often just to touch base on a system‐wide level (e.g., Christmas
greetings, beginning of school year, etc.). He is quick to recognize the accomplishments
of others, and celebrate success. An example was to organize a 'party' to celebrate Tony
being hired as a Director and Tracy getting her doctorate. Another example was his
hands‐on support when Connie and Cathy were running for positions with the SSBA
executive.”



“Guy is a very social person. He has a genuine interest in people's lives. As a [certain
kind of] trustee I have always felt that Guy has taken an interest in me and my family. He
wants to know what makes us tick and then use that for the greater good of the Division
or the team. He regularly asks for your opinion, gives you opportunity for input,
appreciates the differences in opinion and recognizes your involvement. It has made it
much easier for me to feel even though I'm new that I do have a role to play as well as
meaningful things to contribute even if I don't totally understand all the intricacies of the
inner workings of a school division.”
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“Guy works very hard to maintain relationships with all persons. He realizes that
relationships outside of business go along way in helping agendas along within the
business.”



“Guy strives very hard to build positive relationships with each of our staff and board
members. He looks for similar interests and strives to make each person feel valued and
heard.”



“Guy has a very easy time with building relationships/friendships.”



“. . . I am always amazed at his ability to build relationships with those around him. He is
great at supporting everyone and encouraging people to do their work. From what I
have seen he allows those who work for him to be professional in their jobs. He always
says that people need to be allowed to do the work and if something goes amiss, then we
will work to fix it.”

IN MEANINGFUL, TIMELY AND CLEAR COMMUNICATIONS
The Director of Education said, “I do believe that I have passion. My major problem is
that often people misdiagnose my passion and believe I am angry. Not true, just that French
hand swinging passion!”
Observers responded:


“Guy is very open and doesn't withhold information. This has created a more
trusting environment.”



“When Guy shares with the board what is going on in the Division and then also
shares that vision to teachers.”



“In most cases, Guy has responded to my questions within, it seems, minutes.”



“At times is busy with a broad range of commitments and is unavailable for senior
administrative meetings.”



“Guy is not only the Director of Sun West, he is an ambassador for Sun West
throughout the Province. He has a great understanding of the current needs of the
students/employees/division and a vision for the future.”
69



“He is the biggest advocate for Sun West and not afraid to get into the trenches
with the powers above. His first and foremost concern and I believe what drives
him in his everyday work is WHAT IS BEST FOR KIDS! and never strays from that
mentality in doing and planning what he does.”



“Every time I have sought his advice, he has listened attentively and has either
offered very wise, well‐thought out solutions or has guided me to come up with my
own solutions. He most often does the latter. I find this the most helpful, as it
models for me the way to best work with others who come to me for advice.”



“Guy supports his team, he will listen and add suggestions when necessary.”



“Guy has been a positive example for communications between co‐workers and
this example encourages teamwork.”



“When Guy talks at our opening day events in Rosetown each year, he always
mentions the work of all in Sun West and how without each individual Sun West
wouldn't be what it is.”



“Guy is passionate about his work and conveys that in his vision. He encourages
open communication and reminds us regularly to look after ourselves and our
families.”

Board members responded:


“One thing that amazes me (and has impressed me from my first contact with Guy)
is his ability to respond immediately to phone calls and emails. Also, Guy is
passionate about sharing his convictions about education with others ‐ he is well
known for his 'I have a dream' speeches!!”



It is really hard to get Guy to talk about anything but how to do these things. He is
always talking and promoting to all he comes in contact with what excellent
opportunities there are in Sun West. Just the other day, he had gone to visit [a
family member] who wasn't feeling great, I asked another person from Division
office a few days later how his [family member] was and they didn't even know
[person] was sick. They knew he had been to see [person] but all Guy talked about
was Division work he had done while he was there. Guy's totally dedicated and
always striving to engage all he comes in contact with to see the great successes we
are having in Sun West.”
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“Guy always tries to keep us informed.”



“Great statement of our Director.”



“Each year the Board has their Annual Meeting which, in the past, was always held
in Rosetown because it was more central. In the past few years Guy has suggested
that we have one "Annual Meeting" and another meeting to deliver the same
information. These meetings move around each year, one in the West and one in
the East of the Division. This way he feels that we can get our message out to more
of our stakeholders, thus engaging more of our communities. This year we had one
meeting in Marengo and one in Lucky Lake. These meetings have, in my opinion,
brought out many more people who would never have bothered to attend this
type of meeting before.”



“Guy is a great listener. At many of our board meetings, he simply sits back and
listens to all the conversations. And, when he is asked to contribute he openly
expresses his ideas and opinions. He also strives to give us all the information that
we need to make an informed decision when needed. I love that fact that Guy tells
us his "dreams" for our division. He does so with such passion, conviction and
commitment.”

IN DEVELOPING SELF AND OTHERS
The Director of Education indicated, “This is not my "strength." I have always struggled
with the ability to provide genuine timely feedback to colleagues when it involves
communication that will probably not be accepted well. I have been able to deal with most of
this displeasure by creating team situations that then provide me with the necessary courage to
tackle the tough personnel issues.”
Observers responded:


“Guy likes to learns and stay current and encourages people to do the same.”



“He is always travelling the province, country and world to better develop himself.”



“Emphasizes and encourages continuous professional development for all staff.”
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“Guy is a lifelong learner and promotes this through his leadership.”



“100% ‐ he is an exceptional listener and never has an agenda. He takes the time to
listen to me whenever I have concerns or questions and challenges me in ways I
never have been before which motivates me to learn and grow.”



“One of Guy's outstanding contributions has been his focus on ensuring and
supporting the ongoing Professional Development opportunities for all staff in the
division.”



“Always wanting other to better themselves. He brings out the best in people!
Sees their potential even when they may not see it themselves.”



“Guy does a really good job of mentoring us. He walks us through situations and
guides us to make good decisions without making them for us. Will be there in a
supportive role when requested.”

Board members responded:


“Guy is also passionate and adamant about professional development
opportunities ‐ he models it himself, and encourages it in others. And puts his
money where his mouth is!! When bargaining with LINC, PD was an area he
strongly supported.”



“His dedication to PD is unwavering. He recognizes that better teachers make
better student outcomes. He also is regularly encouraging us as board to do PD as
well as looking for opportunities for his own.”



“Promotes PD for staff and Board.”



“Always. He has encouraged many of our senior staff to grow and fulfill their
professional goals: Tracy with her doctorate and Tony a directorship”



“One instance of this would be the encouragement he provided to many of our
staff to attend a large technology conference in Florida. Last year, he and a few
trustees and superintendents attended. This year he was able to get many of our
staff to attend and learn many things to support student learning.”
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“Guy strives to build positive relationships and in doing so recognizes strengths in
others. He focuses on those strengths and encourages people to develop them
more through professional development or by other means.”

IN INTEGRITY AND HONESTY
The Director of Education indicated that I am trustworthy, I follow through on my
commitments and I model integrity. My walk matches my talk. I provide significant personal
leadership, together with organizational leadership: “I think that describes me?”
Observers responded:


“I trust what Guy says, he follows through on commitments.”



“Leadership in self and in others is valued.”



“Addresses issues on an individual basis.”



“Yes, his "walk matches his talk." He is an excellent role model.”



“Again I agree wholeheartedly with this statement.”



“When Guy asks the question, "What's best for students?" We know he genuinely
means it and that he will follow the path that leads to this answer and will
encourage us to all do the same.”



“Guy is often out of his office working with different groups in Sun West and
outside of Sun West to bring information back to all.”



“He seems trustworthy and is very friendly. Provides leadership when he is here.
Not really in the office a lot. May 50% of the time. Gone to meetings a lot.”



“Guy is a straight shooter and tells it like it is. He walks the talk.”
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Board members responded:


“Guy is a 'stand up guy' ‐ no pun intended! His walk DOES match his talk. He is
always quick to give credit where it is due, and does not shy away from taking
responsibility for any of his own actions.”



“He is a good listener and is not afraid to give you an honest opinion.”



“I believe that Guy worked very hard to establish trust within Sun West when he
first became our director. I believe he has been very successful in being
trustworthy.”



“Guy demonstrated great compassion and empathy when our school Division
faced a fatality involving a school bus. He handled the media at a time when the
mother of children riding the bus was killed. The media became demanding and
cruel at times. Guy was honest and set the tone of calm amongst the school
division.”



“I have no specific instance for this. One would just have to be around him in his
day to day work in the division and you would see his integrity and his commitment
to his job as the leader in our School Division.”



“Guy is very forthcoming with his answers and information. He is not afraid to tell
us "no" and that something is "not possible." However, he will always find all the
information he can to support his ideas one way or another. His commitment to
Sun West goes above and beyond. It is not unusual to receive an email from Guy
late in the evening or early in the morning. He is always working for Sun West ...
even in his down time. I truly believe that he wants Sun West to be the School
Division that sets the standard. He feels that Sun West's success rests on his
shoulders and his leadership and commitment reflect this.”

FURTHER SURVEY COMMENTS BY RESPONDENTS
As a final question on the survey we asked: Are there any further comments that would
assist the Sun West School Board in this 360 process?
Your Director of Education responded as follows: “I really enjoy my role in Sun West and
continue to learn along with the great people I work with! Ultimately everything has to always
come down to "What is best for kids!" Thank you for listening!”
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Observers commented:


“I feel very fortunate to work in this Division with a leader like Guy. He has
changed the culture of this organization for the better and I feel he has made
significant improvements. He has established an environment where everyone can
be successful. I love my job and love being part of this team.”



“Remember that employees need to balance work and their own lives to give the
best they can to students. People are willing to work hard if they believe in a
vision and feel valued and respected. But continual push to keep jumping to the
next big thing will burn out people. We need to be vigilant and keep growing and
improving as well as keep healthy and balanced schools so everyone is learning and
thriving.”



“I appreciate the confidence that the director has placed in the teams that he has
in place and the encouragement and support that he has indicated in me.”



“Guy is really great at seeing the big picture of Sun West.”



“Because I have no other word to use, I will use love. I love Guy. He is
inspirational, kind, generous, committed and dedicated. Education is his vocation.
Our vocations go beyond our careers, they permeate each moment of our lives; not
all in education have this vocation and we can not compare our vocations to their
careers and have the same expectations.”



“Perhaps a more clear definition of role for the members of the Board.”



“I have a great amount of respect for Guy and truly appreciate the opportunity to
work with him and get to know him.”



“I don't ever want Guy to retire. He is a brilliant man who has taken this division to
the forefront of education in Saskatchewan I believe. He is a wonderful and open
boss. He lets me do my work and if I have questions offers valuable advice. I
respect him not only as boss but a person in general and is one of the hardest
working and smartest and innovative people I've met. A true inspiration to me.”



“We are lucky to have the best Director in the Province in Sun West School Division.
He has changed the culture here so significantly that we are so very proud to be
working here and that others are also aware that Sun West is the school division
you want to work for!”
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“Guy has been great for his enthusiasm and vision for expanded student
opportunity.”



“I truly believe that we have the best possible leadership in Dr. Guy Tetrault. He is
leading Sun West to be a division that is leading in so many areas of education.”



“This was a very hard survey for a number of people in the Division as this is geared
to those who work with Guy and there are a large number of people in the Division
who have not even met him, or seen him at their schools. We are relying on what
our administrators bring from the many meetings as the direction of the Division,
working ability of the policies and directions of Division. I am fortunate that I have
met and worked with Guy but many have not!”

Board members commented:


“I think we have covered everything that I can think of ‐ and it has taken me twice
as long as you suggested it would!!”



“We are very fortunate to have a director that is so committed, passionate,
innovative and personable. He has done an exceptionable job of his leadership. He
is able to utilize peoples skills to the best of their abilities even if there is not
complete buy in to his team. I think we need to be aware of some of his
vulnerabilities and do our best to recognize and help work through them with him.
I also think we need to be careful not to abuse some of these great qualities he
possesses. He may work himself into the ground and we need to be careful not to
put unrealistic expectations on him that he then feels necessary to work that hard.
He needs to know we value him enough and that we value his physical health as
well as his relationship's health, that these things are still more important than
getting that one more thing done for the division. He does work for us and he does
need to get things done but not at the expense of the health of these areas. I think
we need to find a healthier balance for him. Guy is a great employee and I think is
well respected both inside the division as well as within the education sector. We
are very fortunate to call him part of team Sun West.”



“While Guy and the Board are very focused on the future we need to ensure that
our current processes are perfected to carry us towards that future with as little
disruption as possible.”



“I think the only weakness of our Director is having a board member as a friend is
hard. There has to be that separation.”
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“I enjoy being a school board member on the Sun West Board of Education and it is
indeed a pleasure to work with Guy.”



“Simply, I feel that when we were hiring for the CEO position a few years back ...
we hired the best man to fulfill the needs we desired. Guy truly is a great director!”
SUMMARY OF FINDINGS

1. The Director of Education of Sun West School Division has the confidence and support of
his Board, his senior staff, and his site‐based administrators.
2. The Director of Education is observed by Board and both Division and School‐based
personnel as being in compliance with his Terms of Reference.
3. The Director of Education is less an analyzer than motivator, pace‐setter, or vision‐setter
(Note: the Board are likewise oriented).
4. There are many examples of innovation, system refreshment, employee buy‐in,
professional development and infrastructure investment for the sake of equity of
learning opportunities for all of the students in Sun West School Division.
5. There is an extraordinary degree of agreement (positive) on the overall performance of
the Director of Education (from 31 person on survey; low standard deviations on most
items and measures).
6. Board members see the director in a more positive light than do Division and School‐
based observers, though all groups hold him in high esteem.
7. There are concerns for his self care, his uneven relationships with Board members, his
need to ensure communication systems privilege staff members, and his tendency to be
perceived as animating too many initiatives at once.
8. Dr. Tetrault has set high standards for his servant leadership qualities (all four
dimensions of vision, credibility, trust and service).
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9. In all eight areas of competency strengths, observers are able to provide concrete
examples of demonstrated capacity, competence and character. Guy’s self‐assessment of
his acumen in the position and his areas for improvement are aligned with Board and his
direct reports.
10. There appears to be a need to clearly establish and communicate focus and priorities for
the School Division, in partnership with the Board. There is a perception that there is too
much going on, without sense of what the most important initiatives are and what must
be held onto (and what may be “let go of”).
11. Dr. Tetrault has a strong desire and capacity to enhance principals’ skills through
mentorship. He needs to spend more time on this area of investment to build system
capacity at the school‐level. Recruitment and equipping of a strong team of senior
administrators and principals must continue to be a priority for Director and School
Division.
The interviews, focus groups, examination of portfolio, on‐line survey 360 analysis to
review of the effectiveness of the Director of Education of Sun West School Division, Dr. Guy
Tetraut provide us with pleasure to present because of the celebratory and affirming nature of
our findings. By all accounts and across all measured dimensions Sun West School Division is in
exceptionally good hands with a highly respected and high performing Director of Education.
Thank you for providing the Johnson Shoyama Graduate School of Public Policy with the
opportunity to provide this Review, to be a witness to excellence in action and to join you in this
importance governance process.
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BACKGROUND TO REPORT
In January 2014, the Johnson Shoyama Graduate School of Public Policy was
informed by Sun West School Division that their proposal for a comprehensive review of
Sun West School Division had been accepted. Part of this larger review required a
review of the effectiveness of Sun West School Division’s instructional leadership. This
aspect of the more comprehensive Division Review is a part of a continuing process of
due diligence for the Sun West School Division Board as set forth in its policies. With
this review, the Board seeks to continuously develop, and manage the maturing
processes of its mandate for Sun West School Division.
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INTRODUCTION
Effective instructional leadership is a vital factor if the Sun west School Division is
to succeed in its intention to improve its instructional practice and its students’ learning
success. Leithwood and Seashore Louis (2012) report a key finding in their large five‐
year study of the connection between leadership and student learning success. They
assert that next to teachers’ pedagogy, leadership is the second most important factor
in learning improvement. It is also clear from their study that effective instructional
leadership is one of the chief means of influencing pedagogy.
The RFP requested specific reviews of school level instructional leadership and
school division level leadership. In addition, other aspects of the review including
questions regarding teamwork, leadership structure, and leadership succession will be
addressed in this leadership review. One significant limitation of this review is its focus
on superintendents and principals. Other significant leadership roles including
coordinators, consultants, learning coaches, 21st Century catalyst teachers, and others
exercising in‐school leadership have not been studied in any depth.
This report on Instructional Leadership in the Sun West School Division will begin
with the description of the conceptual framework that serves as the basic outline for
this review. The framework informed the development of the Instructional Leadership
survey as well as the format for the interviews with superintendent and principals. The
methodology will then be reviewed. The bulk of the report is taken up with the
presentation and analysis of data collected in this review. Finally, the significant findings
with the parallel recommendations for action are offered.
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CONCEPTUAL FRAMEWORK: TOWARD LEADERSHIP FOR
LEARNING
This review of instructional leadership will rely upon a growing research base
that connects leadership to students’ learning. The term “instructional leadership” is still
in wide use, but its meaning is often clouded by imprecise use and by the inclusion of
additional elements by many. The developing study of leadership in education has
included the advocacy of many leadership styles, most of which have some merit. These
include transformational leadership, servant leadership, adaptive leadership, shared
leadership, and many others. Hallinger (2010) suggested that rather than argue the
benefits of one style versus another, that we take the practices from each style that
have been proven to have a positive impact on students’ learning and adopt them into
our leadership repertoire of practices. Leithwood, Day, Sammons, Harris, & Hopkins
(2006) and Robinson, Lloyd, & Lowe (2008) agreed with Hallinger’s notion that we adopt
a more general, research proven set of leadership practices. Hallinger (2010) called this
approach “Leadership for Learning.” Such an approach has informed the conceptual
framework of this review of leadership in Sun West School Division.
The conceptual framework is represented in Figure 1: Leadership for Learning
Framework. At the centre of the framework is the goal of leadership in education, the
improvement of instruction and student learning. In the four quadrants surrounding the
goal, four categories of leadership practices are represented. These categories of
practices have a strong foundation in recent educational research. The outside ring of
the framework indicates that the overall framework is embedded in a collective,
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professional practice of leadership. Each element of this framework will be briefly
introduced.

Figure 1: Leadership for Learning Framework.
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THE CENTRE OF LEADERSHIP: IMPROVING INSTRUCTION &
STUDENT LEARNING
The centre of the Leadership for Learning Framework is “Improving Instruction
and Student Learning.” This central position in the framework represents a key theme in
recent research connecting leadership to student learning. Robinson et al. (2008)
summed it up this way: “the closer educational leaders get to the core business of
teaching and learning, the more likely they are to have a positive impact on students’
outcomes” (p. 664). The centrality of improving instruction also addresses Elmore’s
(2000) challenging question: “why not focus leadership on instructional improvement,
and define everything else as instrumental to it?” (p. 14).
In the Leadership for Learning Framework, improving student learning and
achievement means learning success and equity for all students. This matches the
intention of Sun West’s vision of “Success for All.” A rich version of learning is intended
in which students are authentically engaged (Schlechty, 2002) and in which they will
become more proficient learners better equipped to tackle life’s learning challenges as
they assume their roles as citizens, family members, and participants in the economy.
Within this concept of learning, literacy and numeracy are considered not just as the
achievement of proficient scores on standardized tests, but as foundational and multi‐
faceted learning skills that open a whole new world to our students. Learning here
matches the Sun West Board’s intentions in their Policy18: 21st Century Learning. Many
sources of information about student learning must be used to define students’ learning
success. More traditional measures of literacy and numeracy along with important
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assessments of student engagement, early development, and cultural strength offer a
more complete picture of student learning success.
Fullan’s (2010) emphasis on focus is related here. Too often leaders are pulled in
many directions resulting in insufficient attention to the improvement of instruction and
students’ learning. The unambiguous centre of the framework states the clear intention
to have leaders focus on the improvement of instruction and students’ learning and that
all other leadership functions and tasks serve this central purpose (Elmore, 2000).

LEADERS PARTICIPATE IN CURRICULUM, INSTRUCTION, AND
ASSESSMENT
This category of leadership practices includes what many consider to be the
essence of instructional leadership. The more specific practices of this category are
outlined by researchers including Leithwood et al. (2006) who indicate that leaders
manage the teaching program through more specific practices related to students’
success such as staffing, providing teacher support, monitoring teaching and learning,
and buffering the staff from distractions to their core work. Leithwood and Seashore
Louis (2012) clearly identified that leaders engaging in practices related to instructional
leadership have a strong influence on improved instruction that in turn positively affects
achievement. They suggested that “to learn how leadership contributes to student
learning, we must ask how leadership affects instruction” (p. 27). Robinson et al. (2008)
identified the practices in this category as falling within their dimension of planning,
coordinating, and evaluating teaching and the curriculum. They attribute a 0.42 effect
size to this category of practices.
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Marzano, Waters, & McNulty (2005) found that some practices related to this
category were positively connected to student learning including leaders’ knowledge of
and involvement in curriculum, instruction and assessment. They also identified
monitoring and evaluating as key responsibilities of school leaders, practices that clearly
fit this category. Reeves (2006) found that more frequent monitoring of instruction and
student learning resulted in improved student learning.
More traditional practices of instructional leadership merit mention here. Clinical
supervision is still practiced to advantage in many jurisdictions. Glickman’s (2002)
conceptualization of developmental supervision addresses teachers at different states
of development and motivation and offers leaders a continuum of approaches, including
more directive ones, that fit particular situations.
Fullan (2005) issued an important challenge to leaders. He states that “the role
of the school leader is to help lead and facilitate the revolution in pedagogy so
necessary for sustainable learning in individuals and organizations” (p. 57). This category
of leadership practices strongly connects leadership to this revolution in learning. These
practices clearly recognize Lyn Sharratt’s frequent reminder that “learning is the work of
schools.”
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LEADERS PROMOTE & PARTICIPATE WITH TEACHERS IN THEIR
PROFESSIONAL LEARNING
When leaders promote and participate with teachers in their professional
learning, they are engaging in activities that are strongly connected to student learning
success. Robinson (2011) asserted that “the most powerful way that a school leader can
make a difference to the learning of their students is by promoting and participating in
the professional learning and development of their teachers” (p. 104). Her finding of a
0.84 effect size for this kind of leadership activity is “ … twice that of any other
leadership dimension” (p. 104) and is among the largest quantitative findings
connecting leadership actions to student learning success. Leithwood and Seashore
Louis (2012) concured that this kind of leadership action is significant and devote a
whole category to “developing people,” a group of practices that include providing
individualized support and consideration, offering intellectual stimulation, and modeling
appropriate values and practices. Marzano et al. (2005) included intellectual stimulation
as one of their twenty‐one responsibilities of a leader that correlate with student
academic success. Fullan’s (2010) elevation of both collective and individual capacity
building in his framework for whole system reform echoes this concern with leaders’
practices in regard to the professional learning of teachers and leaders. He further
elaborated that “leadership roles are defined so that leaders participate as learners in
working with teachers to address instructional needs” (p. 36). In a more recent
consideration, Fullan (2014) supported what he has called “learning leadership,” and
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relying upon Robinson’s (2011) findings to assert that learning leadership is the central
of three keys to maximizing the impact of the principals’ leadership.
Robinson (2011) offered some ideas as to why this category of leadership action
is so powerful and has such potential. She begins her explanation with Elmore’s (2000)
contention that accountability for improvement can only come with a reciprocal
commitment to improve the capacity of those who are expected to achieve the
improvement. She further suggested that the leader’s participation in teachers’
professional development symbolically models the importance of being a learner,
ensures that leaders understand concepts that enable them to intelligently participate
in discussions about new practices, and enables leaders to understand the challenges of
learning new practices and the conditions required if teachers are to succeed. As most
Sun West principals take an active role as teachers, the practice of principals learning
with their teachers is immensely practical.
In order to maximize the effect of leaders’ participation in teachers’ professional
learning, it is increasingly important that leaders develop a working knowledge of the
characteristics and practices of effective professional development (Darling‐Hammond,
Chung Wei, Richardson & Orphanos, 2009; Joyce & Calhoun, 2010; Joyce & Showers,
2002; and Sparks & Hirsh, 1997). If superintendents and principals are to be the “lead
learners,” then they must understand how teachers learn and then use powerful
learning models with their students.
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LEADERS DEVELOP STRONG, PURPOSEFUL PROFESSIONAL
COMMUNITIES
The Director has been a strong advocate for increasing levels of teamwork in the
Division. His advocacy is warranted by the research on the positive effects of
collaborative work on students’ learning. Rozenholtz’s (1989) study of elementary
schools as teachers’ workplaces revealed the importance of teachers working in
collaborative rather than isolated settings. Elmore (2000) has been a most persuasive
advocate for a more collegial teachers’ practice and a more distributed form of school
leadership. Based upon his case study of New York District #2, he identified “isolation
[as] the enemy of improvement” (p. 20). He also proposed that a new norm for teacher
collegiality would include conversations in which teachers are comfortable in discussing
and challenging each others’ beliefs and practices. He noted that collaboration will only
result in improved instructional practice when the organization focuses upon
instruction.
DuFour and Marzano (2011) proposed that leaders who are concerned with
learning improvement must develop their schools into professional learning
communities. They suggested that “if we are to help all students learn, it will require us
to work collaboratively in a collective effort to meet the needs of each student” (p. 23).
DuFour and Eaker’s (1998) description of the characteristics of a professional learning
community includes collective inquiry and collaborative teams.
In their recent study, Leithwood and Seashore Louis (2012) found that a strong
professional community can lead to improved teachers’ instructional practice that in

13

turn can lead to improved student achievement. They also found that establishing a
strong professional community can itself have a direct influence on student learning and
that the leadership of the principal is a significant factor in developing professional
communities. They further suggested that changing teaching practice can be
accomplished one–on‐one within the more traditional model of instructional leadership,
but they note that “it is far more efficient for principals and other school leaders to
create settings in which practice is shared and motivation to experiment is developed”
(p. 231). Fullan (2014) also made a strong case for heavily investing in collaborative
professional learning rather than focusing on individuals’ development as professional
teachers. With limits on their time, leaders may more profitably spend time in
developing a professional community rather than focusing exclusively upon more direct
involvement in supervising and coaching teachers.
Childress, Elmore and Grossman (2007) reminded us that leaders often view
culture as something that defies management, but that through specific actions
including redefining roles and altering expectations, leaders can change a culture into
something much more productive and learning‐oriented. Fullan’s (2010) insistence that
“collective” capacity is key to whole system improvement places an exclamation mark
on the significance of leaders working to establish collegial work as the new norm for
educators.

14

LEADERS DEVELOP CLEAR, FOCUSED DIRECTION WITH HIGH
EXPECTATIONS
Leadership has to do with setting the team or organization’s direction. This is
clearly reflected in the research regarding leadership practices that have a positive
influence on students’ learning. Leithwood et al. (2006) suggested “setting direction” as
one of four categories of leadership practices associated with improved student
achievement. These practices include establishing vision, setting goals, and developing
high performance expectations. Kouzes and Posner (2007) found that inspiring a vision
is a practice of exemplary leaders. One of Robinson at al.’s (2008) five dimensions of
leadership practice is establishing goals and high expectations to which they attribute a
modest, but worthwhile 0.42 effect size. Marzano et al. (2005) found a number of
leadership responsibilities within this category that are positively correlated with
student achievement. These include being a change agent, bringing focus to the
improvement of learning, ensuring that leaders and teachers are inspired by their
ideals/beliefs, and ensuring teachers’ input into important decisions, including the
creation of a shared vision that will drive the improvement effort. In defining the
characteristics of a professional learning community, DuFour and Eaker (1998) stated
that a shared mission, vision, and values are vital.
Leithwood and Seashore Louis (2012) connected Fullan’s (2001) notion of
“moral purpose” to what they intend by setting direction. Elmore (2000) was clear that “
… organizational coherence on basic aims and values … is a precondition for the exercise
of any effective leadership around instructional improvement” (p. 17). Sharratt and
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Fullan (2012) included Shared Beliefs and Understandings as the first of 14 parameters
that they describe as the “nitty‐gritty of deep and sustainable capacity‐building” (p. 10).
This parameter means that leaders and teachers surface their beliefs and challenge
themselves to achieve common beliefs that are consistent with learning success. Bishop,
O’Sullivan, and Berryman (2010) in describing the Te Kotahitanga initiative to improve
New Zealand’s Maori students’ learning success, underline the importance of
challenging teachers’ beliefs about their students’ capabilities. The significance of
teachers and leaders believing in their students and in themselves was echoed within
Reeves’ (2008) research regarding the positive impact of the adults in the school
believing that the variables that have an impact on learning success are variables within
their control. This finding clearly connects to Leithwood et al.’s (2006) assertion that
leaders must work with their staff to ensure that high performance is expected of all
students and all teachers.
Fullan (2010) along with Marzano et al. (2005) brought the concept of focus to
the discussion of setting direction. Fullan made it very clear that leaders must work with
their staff and constituents to determine only a few initiatives that will receive the
attention, resources, and persistent effort over time that is required for success.
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LEADERSHIP EMBEDDED WITHIN A COLLECTIVE, PROFESSIONAL
PRACTICE
This Leadership for Learning Framework proposes that leadership will be a
powerful source of influence on excellent teaching and students’ learning when it exists
within a vibrant, collective profession of leaders who work in all levels and roles within
the education system.
Recent research supports this more collective approach to leadership, an
approach that goes beyond the more traditional focus on principals to include both
formal and informal leaders within the ranks of teachers, school‐based leaders, leaders
at the district and wider system levels, researchers, and potentially parents and
community members.
Leithwood and Jantzi (2012) found that “collective leadership has a stronger
influence on student achievement than individual leadership” (p. 11). Heck and Hallinger
(2009), in their four‐year longitudinal study, found “significant direct effects of
distributed leadership on change in the schools’ academic capacity and indirect effects
on student growth rates in mathematics” (p. 659). They also suggested that leadership
should be re‐conceptualized as an “organizational property rather than an individual
attribute of the principal” (pp. 683‐684). Leithwood and Seashore Louis (2012) made a
significant new contribution to the leadership research with their finding that collective
school leader efficacy makes a significant contribution to school improvement and
student learning success. They said, “While individual efficacy has positive effects in
schools, it is collective efficacy that appears to be among the most powerful sources of
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influence that districts can exercise on schools and students” (p. 230). Fullan (2005 and
2010) advanced this collective approach to leadership. His analysis of various
improvement efforts leads him to insist that leadership at all three levels, school,
district, and system must be developed and that teachers’ leadership should be
expected from the very beginning of their careers. He (2014) also promoted the idea
that principals, in addition to being learning leaders, need to be division and system
players if they are go maximize their impact as leaders. Principals must participate in a
division wide leadership that will improve their own schools yet also allow them to
contribute to the success of other schools in the division.
A variety of researchers have explored leadership at the division level including
how it may interact with school leadership. Fink and Resnick (2001) described the
positive impact of instructional leadership in New York District #2 that is exerted across
and between school and district leadership roles. Marzano and Waters (2009) described
the practices of division leaders that make a difference to students’ learning. Leithwood
(2010) described the characteristics of school districts, essentially the actions of leaders,
that are effective in closing achievement gaps. The College of Alberta Superintendents
of Schools (2009) created an evidence‐based framework for system leaders that is
intended to guide the leadership practice of district leaders so that excellence and
equity in students’ learning will be achieved.
Printy and Marks (2006) clarified that teachers make important contributions to
instructional leadership and that “best results occur in schools where principals are
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strong leaders who also facilitate leadership by teachers” (p. 130). They (2003?)
suggested a re‐conceptualization of instructional leadership to include a shared
approach where the principal is not considered as the sole leader but is rather the
leader of other instructional leaders. Spillane (2009) reminded us that both those in
formal leadership positions and many others who are not formally designated as leaders
can and do exert leadership in schools. Elmore (2000) proposed that leadership be
distributed and offers principles to guide such leadership. Leithwood and Seashore Louis
(2012) noted that shared leadership is strongly related to strong instructional practice
and professional community, and that both of these are in turn closely connected to
improved student learning. Anderson (2012) made it very clear that by distributing
leadership to others, principals do not diminish their own influence. Fullan (2005)
reminded us that the “main mark of an effective leader is how many good leaders he or
she leaves behind who can go even further” (p. 35).
Linking the powerful concept of “professional” to leadership brings with it the
importance of professionals establishing and working collaboratively from an
established research base and engaging in rigorous preparation as well as on‐going
learning to ensure the currency of that research base (Darling‐Hammond, 2009). The
client orientation of a profession also applies well to educational leaders who have
focused their practice on the improvement of instruction and student learning. The
distinction of being a profession also implies accountability to leadership peers as well
as to the students and society served by the profession. This professional leadership
would be supportive of professionalized teaching, but in addition to teachers’
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professional knowledge and competencies that focus on instruction, curriculum, and
assessment, professional educational leadership would have its own discrete knowledge
base and competencies based upon a framework such as the one utilized in this report.
Hopkins (2007), in his analysis of the English reforms, concluded that national
prescription can take reform only so far and that the answer to on‐going improvement is
to have the professionals in schools take the lead in improvement. Barber (2009)
echoed this conclusion that we must move from government prescription to
professionalism if learning is to progress beyond the plateaus experienced after the
initial success of improvement efforts such as those in England. Darling–Hammond
(2009) argued that professional and democratic approaches are necessary if our
educational systems are to succeed.
Leaders will also need to learn to take advantage of opportunities for what
Fullan (2005) referred to as lateral capacity building. District and state leaders must
become very aware of the need to create networks among leaders in schools, districts,
and educational systems.
Printy and Marks (2006) asserted that the shared approach to instructional
leadership must be deliberately pursued or it is not likely to develop. Darling‐Hammond
and Orphanos (2007) offered the profession of educational leaders what they regard as
a consensus regarding the features of strong leadership development programs. These
features include research‐based content, strong collaboration between leadership
development and school programs, and cohort groups that will enhance teamwork and
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thus establish a strong sense of the collective nature of leadership proposed here. The
profession of educational leadership must take into account the existing research and
foremost thinking regarding leadership development as it carefully considers how to
build the overall profession as well as the individual leaders within it.

METHODOLOGY OF THE INSTRUCTIONAL LEADERSHIP REVIEW
A wide variety of sources were used to collect pertinent data for this review.
These include three surveys, interviews with superintendents and principals, document
analysis, and observation of meetings.

SURVEYS
Three surveys were used in the instructional leadership review. New surveys
were developed based upon the Leadership for Learning Framework described earlier in
this report. These surveys provided a research‐based means of viewing the practice of
leaders in the Sun West School Division. The last portion of these surveys consisted of
statements based on the research regarding effective division‐level leadership and the
characteristics of effective school districts (Fullan, 2010; Leithwood, 2010; Marzano and
Waters, 2009). Each of five learning superintendents and six principals completed this
survey and had an additional five informants completed the matching or parallel 360
surveys regarding their leadership practices. These survey also included sections on
individual and collective efficacy as well as a final section that asked respondents to
consider the collective leadership of the school division. The composite, rather than
individual, results of these survey were used in the analysis.
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A Leadership Impact survey was also completed by each superintendent and five
observers for each superintendent. This survey offers a wider view of leadership and
compares the superintendents’ leadership to norms based on the findings for 5,000
managers. Once again, any reference to this survey will present the collective findings.
In this case, however, each superintendent is confidentially provided with the specific
findings concerning their own leadership.
Principals also engaged in an additional survey that looks more widely at
leadership. The Management Effectiveness Profile System was completed by the same
six principals as completed the Leadership for Learning survey. Each principal also had
five observers who were familiar with to the principals’ work and who may have other
roles than that of teacher. Once again, the collective findings were used in the analysis.

INTERVIEWS
The five learning superintendents and the six principals were also interviewed
regarding their instructional leadership and related topics. Each interview was
conducted in person and lasted from one hour to an hour and a half.
The content of each interview began with a consideration of the state of
students’ learning and of teachers’ instruction. From there, factors that impact learning
success and instruction were explored. These factors included professional
development, organizational structure, and instructional leadership.
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DOCUMENT ANALYSIS
A number of documents related to instructional leadership were reviewed. They
include Sun West Handbooks regarding reading strategies, teacher professional practice,
and school based administrators’ professional practice. Relevant Administrative
Procedures were also reviewed. The Board Policy Manual was reviewed to ensure
understanding of pertinent policies including Policy 18: 21st Century Competencies.
Less formal documents including a brief from Tony Baldwin regarding
Instructional Leadership Development in Sun West were most helpful. In addition, Mr.
Baldwin shared Sun West School Based Administrator Instructional Leadership Capacity
Survey. Documents that offered insights into students’ achievement included the
Continuous Improvement and Accountability Framework Report 2012‐2013 and the
current Tell Them From Me Report. Other documents including meeting agendas
(School‐based Administrators, Committee of the Whole Board, Central Office Meeting,
etc.) helped reviewers to better understand the work of leaders in the Division. The
developing Hochin Kanri Plans were also made available and were most helpful in
understanding the evolving strategic planning processes.

OBSERVATIONS
Members of the Review Team observed the following meetings that were
pertinent to the Instructional Leadership Review:


School‐Administrators Meeting on March 5, 2014



Committee of the Whole Board Meeting March 11, 2014
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Division Central Office Staff Meeting April 7, 2014



Administrative Council (Supervisors and Superintendents) Meeting April 7, 2014



Superintendents of Learning Meeting April 7, 2014

RESULTS FROM THE REVIEW OF INSTRUCTIONAL LEADERSHIP
The data collected provided reviewers with an understanding of instructional
leadership in Sun West School Division. Before addressing the data that will appear
within the conceptual framework, the results of the Management Effectiveness Profile
System (MEPS) and Leadership Impact surveys will be discussed. Then other results will
be presented using the main headings of the conceptual framework. Some applicable
sub‐headings will be used where warranted.

MANAGEMENT EFFECTIVENESS PROFILE SYSTEM (MEPS) &
LEADERSHIP IMPACT (LI)
These surveys offer a much wider view of leadership than more educationally
specific tools such as the Instructional Leadership Survey and the interviews. The results
of both surveys rate superintendents (LI) and principals (MEPS) against a norm created
by a pool of thousands of managers in a wide variety of endeavours. Full reports of the
collective results and analysis are available in Appendices that accompany the overall
review. Each leader will receive a confidential personal profile of the results. A brief
overview of each survey with a general statement of the composite results is provided
below.
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Leadership Impact (Superintendents)
The five superintendents of learning each completed this survey on their own
leadership and requested five others who know their work to also assess their
leadership. The results for the superintendents are profiled against the results for 5000
managers.
This survey reports the extent to which a leader’s actions motivate people to
behave in constructive or defensive (either aggressive or passive) ways. Each participant
generates an ideal impact profile that is compared to the actual description of the
leaders’ impact by the leader and other participants in the survey. Overall, those rating
the superintendents leadership impact, regard their impact as overwhelmingly
encouraging constructive behaviours. This very positive result shows the
superintendents well above the norms for constructive impact and well below norms for
defensive impact. This survey paints a very positive view of the superintendents’
leadership, one that encourages achievement, self‐actualization, affiliative, and
humanistic/encouraging behaviours.
Management Effectiveness Profile System (principals)
Six principals each completed this survey on their own leadership and requested
five others who know their work to also assess their leadership. The results for the
principals regarding 14 management skill areas are profiled against the results for 4800
other managers who have completed the survey. The 14 management skills are
organized into three categories: Task Skills, Interpersonal Skills, and Personal Skills.
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The normed scores illustrate that overall the principals scored well above the
norms for managers for all 14 skills. The principals’ score for all skills resulted in the
conclusion that the level of their skills is considered to be an asset relative to the norm.
This survey offers a very positive view of the six principals’ leadership.

IMPROVING STUDENTS’ LEARNING
The ultimate reason for leadership in a school division is to fulfill its purpose, the
successful learning of the division’s students. Although this review did not specifically
focus on the status of students’ learning in the Division, it was important to get a
general overview of the state of students’ learning in order to properly consider the
Division’s instructional leadership.
Data from interviews as well as from documents such as the Continuous
Improvement and Accountability Framework Report and the Tell Them From Me Report
offered a glimpse of the current status of Sun West students’ learning and achievement.
Generally, leaders report that the Division’s students are doing well with their
learning. They point to evidence of strong graduation rates that currently surpass the
provincial targets for graduation rates in the developing provincial education sector
plan. They also referred to Assessment for Learning data from provincial tests that show
Sun West students have performed at or above provincial norms. The leaders’ view of
literacy scores is also that current achievement levels surpass the targets contained in
the provincial education sector plan. Such views are based on extensive assessment that
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includes common scoring rubrics, RAD for reading, common mathematics assessments,
DRA for Grade 1‐5 reading, and Tell Them From Me survey results.
One interesting observation came from leaders regarding the impact of
technology use as a tool in students’ learning in regular classes as well in the Distance
Learning Centre classes. Leaders described a new‐found sense of excitement and of
increased independence among many students. One principals said that “kids and
teaches are excited” and that this excitement was “infectious.” Another principal
observed that students are generally able to work independently and have the skills to
handle distance education.
Some leaders attributed part of the Division’s success to favourable
demographics. The Division does not have any cities nor First Nations reserves. Typically
students from these two groups do not fare as well on achievement measures (2010,
Saskatchewan Core Indicators Report: Prekindergarten to Grade 12). Some mentioned
that many students came from families that valued learning and supported their
children in their learning. Parents were seen to support academic rigor, work ethic, and
a high level of achievement. Terms such as “fortunate” and “lucky” were used to
describe this state of learning success.
However, some concerns were expressed about students at some schools where
achievement was below the Division norms. Leaders also shared their concern with
particular communities where demographic factors challenged students’ learning
success. Some communities are becoming more transient and have more students
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whose learning is at risk. One principal noted that there are “lots of fires not related to
instruction.” Another noted that students are doing less homework and receive less
support at home than in former years. The Division has moved to address some of these
concerns. One approach is to identify Grade 9 students who are deemed to be “off
track” in their learning. Forty students or about 15% of the Division’s Grade 9 students
have been identified. Letters have gone home to parents of these students to initiate
some interventions that will bring these young people back “on track” to graduate. It
was noted that attempts to better serve students who are at‐risk does have an impact
on service to other students. Some leaders also expressed concern for the learning of
students with special needs and others for students who are gifted. One expressed the
opinion that “we should be a lot better at the high end.”
Another potential area of concern has to do with student engagement as
measured on the Tell Them From Me survey administered across the province. Sun
West students score well compared to national norms on most measures but are below
national norms on two significant items. Regarding “Positive Homework Behaviours,”
Sun West students in Grades 4‐7 score at 64% relative to the national norm of 75%. In
Grades 6‐12, only 37% are rated as having positive homework behaviors compared to
the national norm of 62%. Another measure considers whether Students are
“Interested and Motivated.” For the Grade 4‐7 students, 58% of Sun West students rate
themselves as being interested and motivated compared to the national norm of 65%.
For Grade 6‐12 students, just 28% are rated as being interested and motivated
compared to an alarmingly low national norm of 33%. The discrepancies between Sun
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West students and the national norms on these measures, especially for the older
students, warrants further consideration and may also inform consideration of
“Improving Instruction.”
To the great credit of many Division leaders, there is a strong sentiment that “we
want to be better.” One Board member indicated that while 85% achievement (on
literacy measures) is good, we are asking “why not success for 100% of all students?”
The Director has spoken forcefully on the need to be “damn good.” Leaders also
referred to the Board’s encouragement to improve learning as evidenced by the Board’s
adoption of the 21st Century Skills policy and their subsequent support for action to
implement this policy.

IMPROVING INSTRUCTION
Teachers’ pedagogy is the most significant factor in an educational jurisdiction’s
work to achieve students’ learning success. Teachers’ pedagogy is not a focus of this
review, however, it is difficult to consider the effectiveness of instructional leadership
without a brief look at the state of instruction in the Division’s classrooms.
Leaders were asked to offer their view of the state of instruction in the Division.
A number of themes emerged from the interview data. Some consideration of student
assessment data, including students’ engagement in their learning, has also been
incorporated into this section.
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Expertise in Instruction and the Use of New Strategies and Technology
It was noted by interview participants that teachers use a mix of new and old
strategies. Many superintendents and principals referred to teachers who show great
expertise in their instruction. Some referred to the use of guided reading, Leveled
Literacy Intervention, writing strategies (expert models), the Reading Strategies
Handbook, and a school‐wide approach to learning how to read across the curriculum.
The Director pointed out the use of project‐based learning and its influence in the
development of Leadership 20 and 30 courses. One principal commented that “we are
not explicit enough” about learning models introduced and often do not see the
strategies introduced in professional development through to actual implementation in
classrooms.
Some noted that the use of technology as a tool in learning allows
individualization. FLIP classes employ the use of video recorded classes for student
review thus providing students with more choice, flexibility, and greater ownership of
their learning. One superintendent commented that “This ownership is growing: a wave
is starting.” One related comment was that students can self‐evaluate using
technological tools. Substitute teachers also use these recorded lessons to ensure that
programming continues in the teacher’s absence.
The use of technology as a tool in instruction is a change from what teachers are
used to. Generally teachers who are earlier in their careers are reported to be more
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willing to learn new strategies, especially those associated with the 21st Century
competencies. It was noted that younger teachers are more “gung‐ho.” The Division
provides lots of support for new teachers, especially those recruited from afar who need
to learn the Saskatchewan curriculum. The work of learning coaches was noted and
their efforts have, in the opinion of many leaders, provided greater differentiation in
teachers’ professional learning and the infiltration of new strategies into schools.
Traditional Teaching & Resistance to New Strategies
A common comment from leaders was that some teachers are very traditional.
Some teachers “are in the 1950’s” in regard to their instruction. One principal
mentioned that it is tough to break traditions and that he sees “workbooks and kids in
rows.” Students in one school reported “note, notes, and more notes” and expressed a
desire for more diversity in learning approaches. Many more experienced teachers (20+
years) are regarded as “old school” and seem less willing to try new strategies. They
struggle with new approaches. This inability to break away from traditional teaching
approaches may be one of the underlying reasons for the low levels of interest and
motivation noted earlier in the Tell Them From Me survey.
The leaders seem to agree that in many cases, instruction is not where they want
it to be. General instruction for students needs to improve and “we need to teach
students how to learn.” One superintendent noted that “baby steps” have been taken
toward learning new, more powerful strategies. Others focused on resistance to change
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and a lack of understanding about new approaches such as differentiated instruction.
One of the principals noted that the capacity or desire to improve is a huge issue.
Challenges to Learning New Strategies
Several informants mentioned the challenge of how teachers learn new
strategies. One said that we work on new strategies, but teachers always revert back to
their former practice. This supports a comment reported earlier where a principal noted
that strategies learned in professional development sessions are not implemented into
teachers’ active repertoires. Another said that time is the biggest concern and that
teachers say they do not have time to implement new strategies. Another principal
noted that at his school they get good results when there is follow‐up and use of the
strategies that were learned in professional development.
Who Chooses Strategies?
The general impression from the leaders’ interviews is that individual teachers
usually chose strategies. Several principals mentioned that teachers have a “fairly
individualized repertoire.” One principal expressed this as follows: “we have a wide
range of strategies and competencies. We do not have a shared practice. We are
generally collaborative, but not about our teaching.”
One principal offered a different view of what happens in his school where the
staff work on common strategies (e.g., Questioning, Cooperative Learning, Reading
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skills). At this school, decisions are made about the new strategies to be learned and
adopted at the school level.
It was interesting to note in reflecting upon the interviews with leaders, that
there does not seem to be a common language of instruction in the Division, at least
among the leaders. This lack of common terminology and seeming lack of shared
instructional practice points to the need for significant sharing and discussion about
how teachers teach. Perhaps a common framework of instruction would assist leaders
in developing an exploration of teachers’ instructional practice.
Using Data to Choose Instructional Strategies
There were very few comments about the use of data in selecting teaching
strategies. One person did say, however, that teachers are getting better at using data
to select instructional strategies. One school reported using data regarding student
behavior so that new approaches to ensure students’ appropriate behavior were
introduced that would in turn lead to improved academic learning.
The state of instruction among Sun West teachers seems varied with some
teachers using new, more powerful learning strategies, while others are using more
traditional methods and resisting adding new strategies to their repertoires. Although
an analysis of the state of instruction in Sun West Schools is not a focus of this review,
the brief glimpse offered through interviews provides an impetus for ensuring strong
instructional leadership.
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LEADERS PARTICIPATE IN CURRICULUM, INSTRUCTION AND
ASSESSMENT
This section presents the results related to leadership practices that most closely
align with the traditional interpretation of instructional leadership. The evidence from
research indicates that leaders’ skillful participation in curriculum, instruction, and
assessment represents an important set of leadership practices that are proven to have
a positive impact on teachers’ instructional practice and thus students’ learning success.
This section of the report relies upon the Instructional Leadership survey
regarding eight leadership practices related to superintendents’ and principals’
participation in curriculum, instruction, and assessment. In addition, survey participants
rated the collective Division leaders’ practices connected to this category. Interviews
with the superintendents and principals provide important context and information that
will bring the survey data to life.
In the Instructional Leadership survey, eight specific practices of superintendents
and principals related to Participation in Curriculum, Instruction, and Assessment were
rated by four distinct groups. Twenty‐nine teachers rated their principals on these
practices. Six principals rated themselves on the practices in this category. Twenty‐five
teachers and other staff rated their superintendents while five superintendents also
rated themselves on these practices.
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The wording in the survey for the eight leadership practices in this section is
slightly different for each participating group. The wording in all tables presented in this
report is the version that principals completed.
The responses of the four groups of informants to these eight practices are
presented in Table 1: Results for Items Regarding “Leaders Participate in Curriculum,
Instruction, and Assessment.” Table 1 reports three numbers in each cell. The first is the
percentage of respondents who indicated a positive response in that they agreed or
strongly agreed with the statement. The next two numbers appear in brackets, the
mean rating and the standard deviation. The mean is generally understood to be the
average rating on this item by the participating group. The third number, the standard
deviation, indicates the level of agreement or disagreement among responses of the
participant group. Complete agreement among participants would result in a standard
deviation of 0.0. The greater the degree of disagreement, the higher the standard
deviation. The highest standard deviation reported in this analysis is 1.2, a standard
deviation that indicates significant disagreement among participants.
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Table 1: Results for Items Regarding “Leaders Participate in Curriculum, Instruction,
and Assessment.”
Principal Self‐
Assessment

9. I have modelled strong instructional
practice.
10. I have worked with our teachers to
understand and act upon student
learning data.
11. I have effectively coached our
teachers to become stronger in their
instructional practices.
12. I have paid attention to measuring
and monitoring students’ learning.
13. I have effectively aligned school
resources with our learning priorities.
14. I have monitored teachers’
instructional practices in our school.
15. I have ensured that the curriculum
is implemented across this school in a
coordinated manner.
16. I have ensured that our school has
the teachers and support staff needed
to accomplish our goals.
Grand Means

Teachers’
Observations
of Principal

Superintendent
Self‐
Assessment

Observations
of
Superintendent

100(4.2, 79.3+(4.1,
0.4)
0.8)
83.3+(4.0, 89.7(4.2,
0.6)
0.9)

80.0+(4.4,
0.9)
100(4.4,
0.5)

84.0(4.4,
0.9)
88.0(4.4,
0.7)

83.3+(3.8, 69.0+(3.9,
0.4)
1.0)

100(4.6,
0.5)

92.0(4.4,
0.9)

66.7+(3.7, 82.2(4.1,
0.5)
0.9)
83.3+(4.0, 86.2(4.1,
0.6)
0.8)
100(4.2,
75.9(4.1,
0.4)
1.2)
83.3+(3.8, 72.4+(3.9,
0.4)
0.9)

100(4.6,
0.5)
100(4.8,
0.4)
100(4.6,
0.5)
80.0+(4.2,
0.8)

96.0(4.5,
0.6)
88.0(4.4,
0.7)
80.0(4.2,
0.9)
76.0+(4.2,
0.9)

100(4.3,
0.5)

85.7(4.1,
0.8)

80.0+(4.2,
0.8)

88.0(4.3,
0.8)

(4.0, 0.1)

(4.1, 0.7)

(4.5, 0.4)

(4.3, 0.6)

Note: Principal, teacher, superintendent and observer questions were worded slightly differently on their surveys.
The first number is the % of respondents who indicated a positive response. The mean and standard deviation appear
in brackets.
+=15% or more said “neutral”
*=25% or more said “disagree to some extent”

The following discussion considers highlights from the data presented in this
table. The first item of note is that for all practices in this category, superintendents
were rated highly with the lowest rating being a mean of 4.2 on #14, #15, and #16 by
either themselves or by those who observe them. Superintendents and their observers
had very similar perceptions of the superintendents’ practices as seen by relatively
similar percentages of favorable responses and relatively similar means.
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The overall ratings of principals’ practices were generally favorable, but the
Grand Means are lower than for superintendents. Grand mean ratings by teachers of
their principals’ practices for this category is 4.1. The principals’ assessment of their own
practices yielded a Grand Mean of 4.0. The highest mean score in this category as
perceived by teachers is for #10, principals understanding and acting upon student data.
The lowest rated practice of principals was #11, the effective coaching of teachers. The
mean rating by teachers for this practice was 3.9 while the principals’ own perception of
this practice was 3.8. Sixty‐nine percent of teachers either agreed or strongly agreed
that their principals effectively coached teachers. This is a significantly low result given
the intensive training of principals on cognitive coaching just a couple of years ago.
Another low rating to note was for #12, where only 66.7% of principals agreed or
strongly agreed that they have paid attention to measuring and monitoring students’
learning.
Principals and the teachers who informed the review also had remarkably similar
ratings of the principals’ leadership practices in this category. An exception is #12 where
principals’ perceptions of their attention to measuring and monitoring students’
learning (3.7) are much lower than their teachers’ rating (4.1).
In addition to the eight questions in which informants responded regarding
specific leaders, a group of 20 questions later in the survey asked all informants to offer
their perceptions of the overall Division leadership practices associated with students’
learning success. Seven of the 20 questions are related to this category of Participating
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in Curriculum, Instruction, and Assessment. The ratings for all four groups of
respondents on these seven statements are presented in Table 2: Results For Division
Leaders’ Collective Practices Regarding “Participation in Curriculum, Instruction, and
Assessment.”
Table 2: Results For Division Leaders’ Collective Practices Regarding “Participation in
Curriculum, Instruction, and Assessment.”
Principals

2. Our Division leaders skillfully use
data to shape learning improvement
in our classrooms, schools, and across
the Division.
3. Our Division leaders have made
high quality teaching a priority in our
schools.
5. Our Division leaders intervene
early and energetically when students
and schools experience difficulty.
14. Our Division leaders actively
monitor our students’ learning.
15. Our Division leaders invest in
developing instructional leadership in
its current and aspiring leaders.
16. Our Division leaders have an
articulated and common view of what
high quality instruction looks like.
19. Our Division leaders regularly
monitor teachers’ instructional
practices.
Grand Means

Teachers

Superintendents

Observers of
Superintendent

80.0(3.6,
0.9)

76.0+(4.0,
0.8)

100(4.4,
0.5)

88.0(4.5,
0.8)

80.0+(4.2,
0.8)

80.0(4.0,
0.9)

100(4.2,
0.4)
100(4.8,
0.4)

80.0+(4.2,
0.8)
96.0(4.4,
0.6)

83.3+(4.0, 72.4+(3.9,
0.6)
0.9)

80.0+(4.4,
0.9)

64.0+(4.0,
0.8)

66.7+(3.7, 69.0+(3.7,
0.5)
0.8)

80.0+(4.4,
0.9)

76.0+(4.1,
0.8)

(4.1, 0.5)

(4.3, 0.5)

(4.2, 0.6)

83.3+(4.0, 62.1+(3.8,
0.6)
1.1)

100(4.3,
0.5)

79.3(4.0,
0.8)

66.7+(4.0, 44.4+(3.4,
0.9)
1.2)
80+(4.0,
0.7)
100(4.3,
0.5)

75.9+(4.0,
0.8)
75.9+(4.0,
0.8)

(3.8, 0.7)

Note: For each question respondents were asked to indicate on a scale of 1 to 5 whether they believed the practice
“is not very well done” or if the practice “is very well done”; 1 indicates that the practice “is not very well done”
and 5 indicates that the practice “is very well done”.
Principal, teacher, superintendent and observer questions were worded slightly differently on their surveys.
The first number is the % of respondents who indicated a positive response (4 or 5 on a scale of 1‐5). The mean and
standard deviation appear in brackets.
+=15% or more indicated a neutral response (3 on a scale of 1‐5)
*=25% or more indicated a negative response (1 or 2 on a scale of 1‐5)
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It is notable that teachers generally rate the Division’s leaders’ practices in this
category to be much lower (Grand Mean of 3.8) than other participant groups. Two
practices of Division leaders received a mean score of 4.0 or greater from all four
groups. The two are #14, the practice of Division leaders actively monitoring students’
learning and #15, Division leaders investing in developing instructional leadership.
Three of the seven practices were generally rated lower than the others as
perceived across the four groups. Number 5, the practice of early and energetic
intervention, had the lowest rating by teachers with only 44.4% either agreeing or
strongly agreeing, with more moderate, but lower ratings from other groups. Number 6,
Division leaders having an articulated and common view of high quality instruction, was
notably the lowest score by the superintendents (only 64% agreed or strongly agreed).
Number 19, the regular monitoring of teachers’ instructional practices was rated
relatively low with means for 3.7 from both teachers and principals.
These ratings suggest potential areas for improvement of Sun West leaders’
instructional leadership practices. Such practices requiring attention include principals
coaching practices, early intervention when students or schools are struggling,
monitoring both student achievement and teachers’ instructional practices, and the
articulation of a common view of high quality instruction.
In addition, interviews with superintendents and principals revealed other
aspects of principals’ leadership practices. Principals seem ready to accept the larger
role in teacher supervision envisioned by the Director. Some principals mentioned that
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they already have input into this process while others commented on the challenge of
getting to this work given all of the other tasks in a principals’ day. One superintendent
said that senior leaders may need to take some things off principals’ plates and provide
some additional administration time to allow principals to take on this more active role
in teacher supervision.
Many principals also expressed support for their continuing roles as teachers as a
part of their instructional leadership practice. Some mentioned that it allowed them to
model instruction and an open door when teaching. Others added that it helped them
to understand what teachers are going through. Principals also prominently mentioned
the practices of “walk throughs” and of engaging in instructional conversations with
teachers.
Superintendents spoke to their practices in this category. Three of the
superintendents play a significant role in teacher supervision. Others mentioned that
they are most effective when they work directly with principals on plans for their
schools. One mentioned that she “gets in there and scores assessments.” It is clear that
superintendents actively participate in curriculum, instruction, and assessment in a
variety of ways.
Judging from responses to leaders’ practices in this category, there is need to
commend many leaders on their direct participation in this work. It is also clear that
because of the importance of this work, some leaders’ practices in this category must
improve if excellence in instruction and student achievement is to be achieved.
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LEADERS PROMOTE AND PARTICIPATE WITH TEACHERS IN
PROFESSIONAL LEARNING
This section describes the results regarding leadership practices related to
leaders’ promotion and participation with teachers (and principals in the case of
superintendents) in their professional learning. The evidence from research indicates
that leaders’ practices in this category is proven to have a positive impact on students’
learning success. In fact, Robinson and her colleagues’ meta‐analysis (2008) found that
this category of leadership practice had by far the strongest connection to student
learning success. It is also notable that being a “lead learner” is the central role in
Fullan’s (2014) description of practices that maximize the impact of principals’ work.
This section of the report relies upon the Instructional Leadership survey
regarding nine superintendents’ and principals’ leadership practices related to leaders’
promotion and participation with teachers (and principals) in their professional learning.
Two additional survey items regarding the Division’s collective leadership also informs
this section. In addition, interviews with the superintendents and principals provide
important context and information. The Leadership Impact survey (regarding the
superintendents’ leadership) and the Management Effectiveness Profile System surveys
(regarding the principals’ leadership) also inform this section.
In the Instructional Leadership survey, nine specific practices of superintendents
and principals related to Leaders Promote and Participate with Teachers in Their
Professional Learning, were rated by the four groups described earlier in the report.
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The wording in the survey for the nine leadership practices in this section is
represented by the wording used when principals self‐assessed their leadership
practices. The ratings for these survey items are presented in Table 3: Results for Items
Regarding “Leaders Promote and Participate in Teacher Professional Learning.”
Table 3: Results for Items Regarding “Leaders Promote and Participate in Teacher
Professional Learning”
Principal Self‐
Assessment

25. I have participated with teachers
in professional learning (their learning
and mine).
26. I have been the lead learner in this
school.
27. I have had a positive impact on the
capacities of teachers in this school.
28. I have focused teachers’
professional learning on exemplary
instruction and assessment practices.
29. I have strongly promoted
professional learning amongst our
teachers.
30. I have used student achievement
data to help us shape our professional
development activities.
31. I have provided differentiated
support to our teachers (i.e., different
support for different needs and roles).
32. I have kept teachers thinking
about research and innovation in
teaching and learning.
33. I have encouraged teachers to use
new strategies that we have learned
in workshops or from our learning
coaches.
Grand Means

100(4.17,
0.4)

Teachers’
Observations
of Principal

93.1(4.6,
0.6)

83.3+(4.0, 67.9+(3.9,
0.6)
1.0)
83.3+(3.8, 72.4+(4.2,
0.4)
1.0)
83.3(3.5, 79.3+(4.1,
0.8)
0.8)

Superintendent
Self‐
Assessment

Observations
of
Superintendent

100(4.8,
0.4)

100(4.7,
0.5)

100(4.8,
0.4)
100(4.8,
0.4)
80.0+(4.0,
0.7)

96.0(4.7,
0.6)
88.0(4.6,
0.7)
96.0(4.4,
0.6)

100(4.3,
0.5)

82.8(4.2,
0.8)

100(4.8,
0.4)

100(4.7,
0.5)

83.3+(3.8,
0.4)

82.8(4.2,
1.0)

100(4.4,
0.5)

76.0+(4.3,
0.8)

100(4.5,
0.5)

82.8(4.2,
0.8)

100(4.8,
0.4)

88.0(4.3,
0.9)

83.3+(3.8,
0.4)

93.1(4.3,
0.6)

80.0+(4.2,
0.8)

88.0(4.4,
0.7)

100(4.2,
0.4)

89.3(4.2,
0.7)

100(4.6,
0.5)

96.0(4.6,
0.6)

(4.0, 0.1)

(4.2, 0.7)

(4.6, 0.3)

(4.5, 0.5)

Note: Principal, teacher, superintendent and observer questions were worded slightly differently on their surveys.
The first number is the % of respondents who indicated a positive response. The mean and standard deviation appear
in brackets.
+=15% or more said “neutral”
*=25% or more said “disagree to some extent”
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Overall the results of the survey in this category of leadership practices suggest
that these practices are in place and noticed by survey participants. The greatest
support was for #25, the participation of leaders with teachers (and principals in the
case of superintendents) in professional learning. Principals in Sun West schools have
usually maintained a teaching role, a fact that lends itself to principals’ participation in
teachers’ learning. One superintendent explained that he/she “had better be learning it
with teachers.” Another widely supported practice was #29, the promotion of
professional learning by leaders. A third item that received strong support was #31, the
provision of differentiated support to staff members.
The ratings of superintendents’ practices in this category by both the
superintendents themselves and by the 25 others invited to rate their practices were
very positive. It seems that the five superintendents of learning offer strong leadership
in the area of professional learning. One superintendent mentioned that modeling was
an important way to leading others’ learning, a leadership practice clearly recognized by
the research.
The self‐ratings of principals are of special note. For four of the nine statements,
principals’ mean rating of their practices in this category fell below 4.0 with a fifth
response at 4.0. These ratings are well below the ratings that teachers gave for their
principals regarding these practices. It is also interesting to note that teachers’ lowest
rating of their principals (3.9), and the only mean below 4.0, was for #26, “Our principal
has been the lead learner in this school.” Sixty‐eight percent of teachers either agreed
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or strongly agreed with this statement, while 11% disagreed and 21% were neutral. This
rating may indicate that a greater emphasis should be placed on the principal being the
school’s lead learner.
The lowest overall rating among the nine items was for #28, the leaders focusing
of professional learning on exemplary instruction and assessment practices. In this case,
both principals’ and superintendents’ self‐assessment of this practice received the
lowest mean score (3.5 for principals and 4.0 for superintendents). This result is of
particular interest in that if leaders do not see themselves focusing professional learning
on exemplary instruction and assessment, then the impact of the many strong practices
regarding professional learning may be undermined by a lack of focus on what matters
most to students’ learning success, teachers’ pedagogy.
Two additional statements in the latter portion of the survey concerning the
Division’s collective leadership are directly related to this category. The results for these
items are presented in Table 4: Results for Division Leaders’ Collective Practices
Regarding “Leaders Promote and Participate in Teachers’ Professional Learning.”
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Table 4: Results for Division Leaders’ Collective Practices Regarding Leaders Promote
and Participate in Teacher Professional Learning.
Principals

4. Our Division leaders
enthusiastically participate with
teachers and principals in their
professional learning.
11. Our Division leaders invest in high
quality professional development for
our employees.
Grand Means

Teachers

Superintendents

Observers of
Superintendent

83.3+(4.3, 58.6+(3.7, 100(4.8,
0.8)
1.0)
0.4)

88.0(4.4,
0.7)

100(4.3,
0.5)

69.0+(3.8, 100(4.6,
0.9)
0.5)

92.0(4.5,
0.7)

(4.3, 0.6)

(3.8, 0.9)

(4.5, 0.6)

(4.7, 0.4)

Note: For each question respondents were asked to indicate on a scale of 1 to 5 whether they believed the practice
“is not very well done” or if the practice “is very well done”; 1 indicates that the practice “is not very well done”
and 5 indicates that the practice “is very well done”.
Principal, teacher, superintendent and observer questions were worded slightly differently on their surveys.
The first number is the % of respondents who indicated a positive response (4 or 5 on a scale of 1‐5). The mean and
standard deviation appear in brackets.
+=15% or more indicated a neutral response (3 on a scale of 1‐5)
*=25% or more indicated a negative response (1 or 2 on a scale of 1‐5)

The overall results on these two items are strong among principals,
superintendents, and those who commented on superintendents. The ratings by
teachers, however, were low for both of these items. For #4, the overall Division
leadership’s participation in professional learning, only 59% of the 29 teachers either
agreed or strongly agreed with this statement. This rating is in stark contrast to the
overall strong rating, including teachers’ ratings of their own principals, of the
participation of leaders in professional learning activities. The ratings of individual
leaders’ participation in professional learning were much stronger than for the collective
view of the Division’s leadership. Another low rating by teachers was given to #11, the
Division’s leaders invest in high quality professional development. Only 69% of teachers
either agreed or strongly agreed with this statement.
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LEADERS DEVELOP STRONG, PURPOSEFUL PROFESSIONAL
COMMUNITIES
This section describes results related to leadership practices regarding building
strong professional teams and collaborative approaches in the work of educating
students. The evidence from research indicates that leaders’ skillful building of teams
and of other forms of collaborative work is proven to have a positive impact on
students’ learning success. Leithwood and Seashore Louis (2012) report that the
existence of strong professional communities has a direct link to students’ learning
success. This section of the survey directly addresses the questions regarding the status
of teamwork and the organizational structure of the Sun West Division.
This section of the report relies upon the Instructional Leadership survey
regarding eight superintendents’ and principals’ leadership practices related to leaders’
development of strong, purposeful professional communities. In addition, five items in a
later portion of the survey regarding the Division’s collective leadership also inform this
section. Interviews with the superintendents and principals provide important context
and information that will bring the survey data to life. The Leadership Impact survey
(regarding the superintendents’ leadership) and the Management Effectiveness Profile
System surveys (regarding the principals’ leadership) also inform this section.
In the Instructional Leadership survey, eight specific practices of superintendents
and principals related to Developing Strong, Purposeful Professional Communities were
rated by the four groups identified earlier in the report. The wording in the survey for
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the eight leadership practices in this section is represented by the wording used when
principals self‐assessed their leadership practices.
The ratings for these survey items are presented in Table 5: Results for Items
Regarding “Leaders Develop Strong, Purposeful Professional Communities.”
Table 5: Results for Items Regarding “Leaders Develop Strong, Purposeful Professional
Communities”

17. I have helped to build a
collaborative culture at our school.
18. I have invited teachers to
participate in decisions that are
important to our school.
19. I have earned teachers’ trust.
20. I have invited teachers to take on
leadership roles.
21. I have encouraged our staff to
adopt collective responsibility for our
students’ learning successes.
22. I have structured our school
community in ways that support
collaboration.
23. I have helped build productive
relationships with families and our
community.
24. I have encouraged teachers to
engage in more collegial practices by
facilitating joint work amongst
teachers
Grand Means

Principal Self‐
Assessment

Teachers’
Observations
of Principal

Superintendent
Self‐
Assessment

Observations
of
Superintendent

100(4.3,
0.5)
100(4.8,
0.4)

75.9(4.0,
1.0)
96.6(4.5,
0.6)

100(4.6,
0.5)
100(4.8,
0.4)

96.0(4.7,
0.6)
84.0(4.5,
0.9)

83.3+(4.3,
0.8)
100(4.5,
0.5)
100(4.3,
0.5)

89.7(4.6,
0.8)
96.6(4.6,
0.7)
100(4.4,
0.5)

100(4.8,
0.4)
100(4.8,
0.4)
100(4.4,
0.5)

92.0(4.6,
0.7)
96.0(4.8,
0.5)
96.0(4.4,
0.6)

83.3+(4.0,
0.6)

79.3(4.1,
0.9)

100(4.2,
0.4)

92.0(4.4,
0.6)

100(4.5,
0.5)

86.2(4.4,
0.7)

100(4.6,
0.5)

92.0(4.4,
0.6)

100(4.3,
0.5)

86.2(4.1,
0.8)

100(4.6,
0.5)

92.0(4.4,
0.6)

(4.4, 0.3)

(4.3, 0.6)

(4.6, 0.4)

(4.5, 0.5)

Note: Principal, teacher, superintendent and observer questions were worded slightly differently on their surveys.
The first number is the % of respondents who indicated a positive response. The mean and standard deviation appear
in brackets.
+=15% or more said “neutral”
*=25% or more said “disagree to some extent”
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Generally, the ratings of leaders’ practices regarding building professional
community are strong. The highest rated of the eight practices is #20 in which leaders
invite others to take on leadership roles. This practice has the highest means for both
the teachers commenting on their principals (4.6) and for those others who reported
regarding superintendents’ leadership (4.8). Interview data support this rating. One
superintendent noted that “we try to draw people into leadership.” A principal indicated
a strong belief in shared leadership and reliance on the team. Opportunities for
teachers’ leadership that were noted in interviews include the role of the 21st Century
catalyst teachers and the leadership of teachers in RtI and SWISI projects. Regarding the
leadership of one SWISI project, a principal noted that we “rely on and expect teachers
to lead.” Another principal noted that a wider ownership might be achieved by
increasing opportunities for teachers to take on leadership roles.
Item #22, in which leaders structure the school or the larger organization was the
lowest overall rated item in this category. It is especially interesting that this item also
has the lowest mean when both principals and superintendents self‐assess regarding
this practice. It would seem that formal leaders are wondering if their current structures
are adequate to properly support collaborative work.
The latter portion of the survey that rates Division leaders practices includes five
items in this category. Ratings for these items are presented in Table 6: Results for
Division Leaders’ Collective Practices Regarding “Leaders Develop Strong, Purposeful
Professional Communities.”
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Table 6: Results for Division Leaders’ Collective Practices Regarding “Leaders Develop
Strong, Purposeful Professional Communities”
Principals

8. Our Division leaders engage our
parents and communities in
supporting students’ learning
successes.
10. Our Division leaders instill pride in
our employees as members of the
Sun West School Division.
17. Our Division leaders share a
common understanding of what
leaders do to have a positive impact
on students’ learning.
18. Our Division leaders emphasize
teamwork as an important means to
students achieving learning success.
20. Our Division leaders have
restructured our organization to
better achieve our student learning
goals.
Grand Means

Teachers

Superintendents

Observers of
Superintendent

100(3.8,
0.4)

51.7+(3.6,
0.9)

100(4.0,
0.0)

72.0+(4.0,
0.9)

83.3+(4.0,
0.6)

72.4(3.9,
1.0)

100(4.8,
0.4)

92.0(4.4,
0.6)

60.0+(4.0,
1.0)

84.0+(4.2,
0.7)

85.7(4.3,
0.8)

100(4.6,
0.5)

92.0(4.4,
0.7)

66.7+(3.8, 55.2+(3.6,
0.8)
0.9)

100(4.6,
0.5)

88.0(4.3,
0.7)

(4.1, 0.4)

(4.4, 0.5)

(4.3, 0.6)

83.3+(4.2, 75.0+(4.0,
0.8)
0.8)

100(4.5,
0.5)

(3.8, 0.8)

Note: For each question respondents were asked to indicate on a scale of 1 to 5 whether they believed the practice
“is not very well done” or if the practice “is very well done”; 1 indicates that the practice “is not very well done”
and 5 indicates that the practice “is very well done”.
Principal, teacher, superintendent and observer questions were worded slightly differently on their surveys.
The first number is the % of respondents who indicated a positive response (4 or 5 on a scale of 1‐5). The mean and
standard deviation appear in brackets.
+=15% or more indicated a neutral response (3 on a scale of 1‐5)
*=25% or more indicated a negative response (1 or 2 on a scale of 1‐5)

The responses to the five statements related to the development of strong
professional communities resonate with the earlier set of responses although with
lower overall ratings. Respondents generally acknowledged the emphasis that has been
placed on teamwork in the Division. This set of responses was the highest in the overall
set of twenty statements regarding the overall Division leadership. Of special note,
however, is the relatively low rating for #20 that asks about the Division’s leaders

49

restructuring of the organization to better achieve student learning goals. Only 55.2% of
teachers and 66.7% of principals agreed or strongly agreed with this statement. Item #8,
leaders engagement with parents and communities in supporting students’ learning,
may also require some thought. Only 41.7% of teachers and 72% of the observers of
superintendents agreed or strongly agreed with this statement. Interestingly, all
principals and superintendents either agreed or strongly agreed. Leaders may wish to
check this significant discrepancy in ratings between formal leaders and others. This
rating is in contrast to the rating of #23 in the earlier portion of this category that
showed a generally positive view of leaders relationships with parents and communities.
Perhaps the emphasis on engagement in support of students’ learning explains that
while relationships are generally regarded to be strong, they are not exploited in
support of students’ learning success.
This category of practices was rated as relatively strong compared to the other
categories of leadership practices included in this survey. The Director’s focus on the
promotion of teamwork appears to have had a positive effect. As the Division moves to
increase teacher leadership and other forms of collaborative work, a reminder of the
importance of focusing this work on instructional improvement is worthy of
consideration. Because the Director has determined that principals will take a larger role
in teacher supervision in coming years, it is important to note that although one‐to‐one
supervision and coaching is important, it may be more efficient to invest in developing a
shared practice where leaders encourage enhanced teamwork among teachers. The
lower rating for the creation of structures for more collaborative work indicates that
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organizational structure is a potential area of exploration as the Division’s leadership
considers next steps in this area. Shared leadership and enhanced teamwork will really
pay off if they are focused on instructional improvement and students’ learning success.

LEADERS DEVELOP CLEAR, FOCUSED DIRECTION WITH HIGH
EXPECTATIONS
Leadership is about setting direction. The evidence from research indicates that
setting clear, focused direction with high expectations is an important set of leadership
practices if students are to be successful in their learning.
This section of the report relies upon the Instructional Leadership survey
regarding eight superintendents’ and principals’ leadership practices related to
Developing Clear, Focused Direction with High Expectations. In addition, participants’
responses to six survey items from the section on Division leaders practices will be
considered. Interviews with the superintendents and principals provide important
context and information that will bring the survey data to life. The Leadership Impact
survey (regarding the superintendents’ leadership) and the Management Effectiveness
Profile System surveys (regarding the principals’ leadership) also inform this section.
In the Instructional Leadership survey, eight specific practices of superintendents
and principals related to Developing Clear, Focused Direction and High Expectations
were rated by four distinct groups. Twenty‐nine teachers and six principals rated
principals’ practices in this category. Twenty‐five staff members and five
superintendents rated the learning superintendents on these practices. The wording in
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all tables presented in this report is the version that principals completed. The results
for the Instructional Leadership survey regarding practices related to Leaders Develop
Clear, Focused Direction with High Expectations are presented in Table 7: Results for
Items Regarding “Leaders Develop Clear, Focused Direction with High Expectations.”
Table 7: Results for Items Regarding “Leaders Develop Clear, Focused Direction with
High Expectations.”

1. I have helped build a shared vision
for our students’ learning amongst the
school staff and community.
2. I have created expectations for high
performance in our students’ learning.
3. I have focused the school on
reaching a few important student
achievement goals.
4. I have championed our staff
members’ commitment to our school
and division goals.
5. I believe that all students can
succeed in learning.
6. I have effectively communicated and
refreshed the instructional approaches
that we, as a staff, have established.
7. I have made our priorities obvious
through my own daily work.
8. I expect that staff members can
successfully teach all students,
including those who have struggled to
learn.
Grand Means

Principal Self‐
Assessment

Teachers’
Observations
of Principal

Superintendent
Self‐
Assessment

Observations
of
Superintendent

83.3(3.8,
1.0)

86.2(4.2,
0.9)

100(4.8,
0.4)

92.0(4.3,
0.6)

100(4.2,
0.4)
100(4.0,
0.0)

82.8(4.2,
1.1)
75.9(4.0,
1.0)

100(4.8,
0.4)
100(4.4,
0.5)

96.0(4.6,
0.6)
84.0(4.0,
0.9)

100(4.2,
0.4)

82.8(4.3,
0.9)

100(4.6,
0.5)

88.0(4.3,
0.8)

100(4.5,
0.5)
83.3(3.7,
0.8)

96.6(4.6,
0.6)
86.2(4.2,
0.8)

100(5.0,
0.0)
100(4.6,
0.5)

100(4.8,
0.3)
76.0+(4.0,
0.9)

100(4.2,
0.4
100(4.8,
0.4)

79.3(4.1,
0.9)
100(4.7,
0.5)

100(4.8,
0.4)
100(5.0,
0.0)

88.0(4.5,
0.8)
100(4.8,
0.4)

(4.2, 0.3)

(4.3, 0.6)

(4.8, 0.1)

(4.4, 0.5)

Note: Principal, teacher, superintendent and observer questions were worded slightly differently on their surveys.
The first number is the % of respondents who indicated a positive response. The mean and standard deviation appear
in brackets.
+=15% or more said “neutral”
*=25% or more said “disagree to some extent”
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Generally, the perceptions of the principals and superintendents engaging in
these practices are very favourable, with all but two of 32 mean ratings above 4.0.
Interestingly, these two ratings were principals’ self‐assessments. The two highest rated
practices in this category both have to do with setting high expectations. For #8, the
highest rated practice with 100% of participants agreeing or strongly agreeing, leaders
are perceived to expect staff members to successfully teach all students. For #5, the
leaders are clearly perceived to believe that all students can succeed in their learning.
Only one out of 65 participants did not agree or strongly agree with this statement. The
lowest overall rated practice was #3, which has leaders focus the schools’ work on a few
student achievement goals. Three of four means were 4.0, a relatively low rating within
this set of ratings.
In addition to the eight questions in which informants responded regarding
specific leaders, six additional statements regarding the overall Division leadership
practices are related to this category of Developing Clear, Focused Direction and High
Expectations. Results for these items are presented in Table 8: Results for Division
Leaders’ Collective Practices Regarding “Leaders Develop Clear, Focused Direction with
High Expectations.”
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Table 8: Results for Division Leaders’ Collective Practices Regarding “Leaders Develop
Clear, Focused Direction with High Expectations”
Principals

1. Our Division leaders relentlessly
focus on student achievement.
6. Our Division leaders closely align
the Division’s resources with our
priorities for students’ learning.
7. Our Division leaders shield us
from distractions that might take
away from our focus on student
achievement.
9. Our Division leaders
communicate our core messages up
and down, across and throughout
the Division.
12. Our Division leaders have a
mission and vision that is widely
shared by its employees and
stakeholders.
13. Our Division leaders engage
employees and stakeholders in
collaborative goal setting.
Grand Means

Teachers

Superintendents

Observers of
Superintendents

83.3+(4.3,
0.8)
100(4.3,
0.5)

79.3+(4.1,
0.8)
58.6+(3.7,
0.9)

100(4.2,
0.4)
100(4.4,
0.5)

80.0+(4.3,
0.8)
84.0+(4.2,
0.7)

83.3(3.5,
0.8)

37.9+*(3.0,
1.2)

80.0+(3.8,
0.4)

56.0+(3.5,
1.0)

83.3+(4.0,
0.6)

60.7+(3.6,
1.0)

60.0+(3.8,
0.8)

68.0+(4.0,
0.8)

83.3+(4.0,
0.6)

75.9+(3.8,
0.7)

100(4.4,
0.5)

84.0(4.2,
0.8)

100(4.2,
0.4)

65.5+(3.8,
1.1)

100(4.6,
0.5)

76.0+(4.1,
0.8)

(4.1, 0.5)

(3.7, 0.7)

(4.2, 0.4)

(4.1, 0.6)

Note: For each question respondents were asked to indicate on a scale of 1 to 5 whether they believed the practice
“is not very well done” or if the practice “is very well done”; 1 indicates that the practice “is not very well done”
and 5 indicates that the practice “is very well done”.
Principal, teacher, superintendent and observer questions were worded slightly differently on their surveys.
The first number is the % of respondents who indicated a positive response (4 or 5 on a scale of 1‐5). The mean and
standard deviation appear in brackets.
+=15% or more indicated a neutral response (3 on a scale of 1‐5)
*=25% or more indicated a negative response (1 or 2 on a scale of 1‐5)

When considering the collective Division leadership rather than specific
individual leaders, the ratings regarding practices related to setting direction are much
lower. The Grand Mean of teachers’ ratings in this category is 3.7, the lowest for any
participant group in the overall survey. The highest rated of these six practices is #1 in
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which Division leaders relentlessly focus on student achievement. The lowest rated
practice is #7 where leaders shield staff from distractions that take away from the focus
on students’ learning. All means for #7 are below 4.0 with only 37.9% of teachers
agreeing or strongly agreeing. The next lowest rating is for #9, which is about
communicating core messages throughout the Division. Only 60.7% of teachers and 60%
of superintendents agreed or strongly agreed with this statement.
The survey results offer some ideas regarding current strengths as well as areas
to address in this category of leadership practices. Strengths clearly include setting high
expectations for students’ learning, including those who often have difficulty with their
learning. This strength includes leaders’ belief that all students can learn. A contrasting
perspective emerged in interviews where mention of demographic barriers to learning
was raised by several leaders.
One area of concern is setting priorities and establishing a clear and perhaps
narrower focus in school and Division plans. A related concern is what participants
perceive to be a lack of communication of core messages throughout the Division.
Teachers were also very clear that their Division leaders did not shield them from
distractions that reduced their focus on their students’ learning.
In interviews with superintendents and principals about their leadership
practices, very little was brought to the interviewer’s attention by these leaders about
their own practices of developing clear, focused direction with high expectations.
Observations of leaders in action made it clear that stakeholders were brought into
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important processes including committees to develop aspects of the Division’s strategic
plan and to review the Division’s policies. Leaders ensure that plans are collaboratively
developed, a strong practice in this category.

COLLECTIVE, PROFESSIONAL PRACTICE OF LEADERSHIP
This section reports on results related to leadership practices about leaders
belonging to a professional leadership collective or team. It also considers leaders’
sense of personal and collective efficacy. The evidence from research indicates that
leaders’ belonging to a wider leadership team and a sense that this team of leaders can
have a positive impact on students’ learning is proven to have a positive impact on
students’ learning success. In fact, Leithwood and Seashore Louis (2012) found “ … that
a key focus for district leaders should be the further development of their principals’
collective sense of efficacy for school improvement” (p. 120).
This section of the report relies upon four items in the Instructional Leadership
Survey in which superintendents and principals are rated by all four participant groups
on practices about their active membership in a wider leadership team. Superintendents
and principals also self‐report in the Instructional Leadership Survey regarding questions
of personal and collective efficacy. In addition, the interviews with the superintendents
and principals provide important context and information. The Leadership Impact
survey (regarding the superintendents’ leadership) and the Management Effectiveness
Profile System surveys (regarding the principals’ leadership) also inform this section.
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Collective Practice of Leadership
In the Instructional Leadership survey, four specific practices of superintendents
and principals related to the Collective, Professional Practice of Leadership were rated
by the four groups identified earlier in this report. The wording in the survey for the four
leadership practices in this section is represented by the wording used when principals
self‐report their leadership practices. Ratings for these survey items are presented in
Table 9: Results for Items Regarding the “Collective, Professional Practice of
Leadership.”
Table 9: Results for Items Regarding the “Collective, Professional Practice of
Leadership”
Principal Self‐
Assessment

34. I work closely with other Division
leaders, including: other principals,
superintendents, learning coaches,
and teacher leaders.
35. I have encouraged and developed
other leaders.
36. I have encouraged teachers to
learn from other teachers, including
teachers in other schools and other
school divisions.
37. I have been an active member of
our Division’s leadership team.
Grand Means

Teachers’
Observations
of Principal

Superintendent
Self‐
Assessment

Observations
of
Superintendent

100(4.5,
0.5)

82.8+(4.3,
0.8)

100(5.0,
0.0)

100(4.8,
0.4)

100(4.5,
0.5)
100(4.5,
0.5)

82.8(4.2,
0.8)
85.7(4.1,
0.8)

100(5.0,
0.0)
80.0+(4.4,
0.9)

100(4.8,
0.4)
96.0(4.6,
0.6)

83.3+(4.2, 82.8+(4.3,
0.8)
0.8)
(4.4, 0.4) (4.2, 0.6)

100(5.0,
0.0)
(4.9, 0.2)

100(4.8,
0.4)
(4.7, 0.4)

Note: Principal, teacher, superintendent and observer questions were worded slightly differently on their surveys.
The first number is the % of respondents who indicated a positive response. The mean and standard deviation appear
in brackets.
+=15% or more said “neutral”
*=25% or more said “disagree to some extent”
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Overall, ratings of both principals and superintendents in regard to practicing
leadership within a collective were very high from all four participant groups. Nine of 16
total ratings had all participants either agree or strongly agree. Ratings for
superintendents had very high Grand Means of 4.9 for superintendents’ self‐assessment
and 4.7 by their observers.
The highest rated practice was #34 in which principals and superintendents work
closely with other leaders in the Division. The opportunities for leaders to work together
was clearly witnessed in school‐administrators meetings, learning superintendents
meetings, and very importantly in the make‐up of committees such as the one that was
to conduct the annual policy review or the ones that are developing Division plans for
the priorities in the provincial education sector plan. The membership of these
committees almost always seemed to include leaders from every employee group,
community group, or others who had a stake in the work being done.
Data from interviews also support the existence of a collective leadership
practice within the Division and beyond. The Director and superintendents clearly work
within a provincial context. This work on a provincial scale has increased with the
Ministry’s development of the Hochin Kanri approach to strategic planning. One
superintendent spoke of frequent meetings with superintendents from other school
divisions who have a similar role. Another superintendent spoke of initial plans with
another school division to collaborate on developing a Masters cohort for aspiring
leaders. Some superintendents pointed out the advantages of deepening their
collaboration so that a more coherent approach would be apparent to schools. Another
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superintendent expressed the desire to build a closer team and to change the
administrative structure because the current one “does not lend itself to discussions on
instruction.” Another superintendent thought that closer teamwork could be achieved
by enhancing processes rather than making structural changes.
Collective Efficacy
The items in the Instructional Leadership survey related to self and collective
efficacy of Division leaders were self‐reports by five learning superintendents and six
principals. The items in this section of the survey are represented in the wording used
by principals to self‐report on this aspect of their leadership. Results for this section of
the survey are represented in Table 10: Results for Leaders’ Self‐Efficacy and in Table 11:
Results for Collective Efficacy.
Table 10: Results for Leaders’ Self‐Efficacy
Principal Self‐
Assessment

40. I find that I am able to motivate
83.3+(4.0,
teachers.
0.6)
41. I have been able to generate
66.7*(3.5,
enthusiasm for a shared vision in this
1.2)
school.
42. I have successfully managed
100(4.3,
change in this school.
0.5)
43. I have helped to generate a
100(4.3,
positive learning environment in this
0.5)
school.
44. I have made a positive difference in 100(4.3,
our students’ learning successes.
0.5)
Grand Means
(4.1, 0.5)

Teachers’
Observations
of Principal

Superintendent
Self‐
Assessment

Observations
of
Superintendent

x

100(4.6,
0.5)
100(4.8,
0.4)

x

100(4.8,
0.4)
100(4.8,
0.4)

x

100(4.8,
0.4)
(4.8, 0.3)

x

x

x
x

x
x

x

x

x

Note: Principal and superintendent questions were worded slightly differently on their surveys.
The first number is the % of respondents who indicated a positive response. The mean and standard deviation appear
in brackets.
+=15% or more said “neutral”
*=25% or more said “disagree to some extent”

59

The self‐ratings for both superintendents and principals regarding their self‐
efficacy were relatively high, with superintendents higher on all ratings. Leaders in both
roles seemed to feel that they are able to have an impact on the work of others in their
schools or the Division with high ratings for leaders believing that they have successfully
managed change (#42), generated a positive learning environment (#43), and made a
positive difference in students’ learning success (#44). Only one item, #41, was rated
with a mean lower than 4.0. Of the six principals, two disagreed with the statement that
they have been able to generate enthusiasm for a shared vision in their schools (mean
of 3.5).
Table 11: Results for Collective Efficacy
Principal Self‐
Assessment

45. School staff members in our
100(4.2,
Division have the knowledge and skill
0.4)
they need to improve student learning.
46. In our School Division, most view
83.3+(4.0,
continuous improvement as an
0.6)
essential part of our work.
47. In our Division, problems are
100(4.2,
viewed as issues to be solved, not as
0.4)
barriers to action.
48. Division staff members
100(4.5,
communicate a belief in the capacity
0.5)
of teachers to successfully teach even
students with the most difficult
learning challenges.
49. We widely believe that learning
83.3+(4.2,
improvement hinges on the actions of
0.8)
the adults in our schools, not students.
Grand Means
(4.2, 0.5)

Teachers’
Observations
of Principal

Superintendent
Self‐
Assessment

Observations
of
Superintendent

x

80.0+(3.8,
0.4)

x

x

80.0+(4.2,
0.8)

x

x

100(4.6,
0.5)

x

x

100(4.4,
0.5)

x

x

100(4.4,
0.5)

x

x

(4.3, 0.5)

x

Note: Principal and superintendent questions were worded slightly differently on their surveys.
The first number is the % of respondents who indicated a positive response. The mean and standard deviation appear
in brackets.
+=15% or more said “neutral”
*=25% or more said “disagree to some extent”
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In these five survey items, principals and superintendents were asked to rate the
collective Division’s efficacy or belief that the Division as a collective can do the job. The
Grand Mean for principals’ responses (4.2) was close to the norm across the survey, but
the Grand Mean for superintendents’ responses was lower than their usual responses
when the overall survey is considered.
Item #45, the statement that school staff members in the Division have the
knowledge and skill they need to improve students’ learning, received a mean rating by
superintendents of 3.8 with no superintendents strongly agreeing. This is by far their
lowest rating in this section. Given the superintendents’ closeness to what is happening
in schools in their roles in teacher supervision, support services, professional
development, and other important functions, their vantage point on the question of
whether or not staff have the knowledge and skills necessary to improve student
learning is an important one to note and underlines the significance of successful
instructional leadership and professional learning to the future success of students’
learning.
Another interesting rating is of item #49, the belief that learning improvement
hinges on the actions of adults, not students. The rating by both sets of leaders for this
item was positive (4.4 for superintendents and 4.2 for principals), but in the mid‐range
for both groups within this section of the survey. This positive rating is somewhat at
odds with common interview comments regarding demographic influences being
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important factors for both students’ learning success (we are “fortunate,” “lucky”) as
well as for hindering their learning success.

SUMMARY OF FINDINGS AND RECOMMENDATIONS ON
INSTRUCTIONAL LEADERSHIP IN SUN WEST SCHOOL DIVISION
The key findings and recommendations flow from the analysis of data in the
previous sections of this report. Findings are discussed followed by the resulting
recommendations for that section of the conceptual framework.

OVERALL FINDINGS AND RECOMMENTATIONS
The Director, senior leaders, and school‐based leaders of the Sun West School
Division are to be commended for the recent emphasis on instructional leadership. A
strong beginning is reflected in the actions reported within the data. The development
of a shared definition of instructional leadership by school‐based administrators
illustrates the benefit of having a common definition that will facilitate dialogue and
understanding among leaders. The desire to improve is also commendable given the
generally positive assessments of Sun West students’ learning.
The next step is to take advantage of this strong beginning and to intensify
efforts to strengthen instructional leadership and ensure its positive impact on
instruction and student learning success.
The Division is well positioned to take this next step as leaders feel positive and
empowered. The effort and the necessity to develop expertise is necessary for success
and should not be underestimated. Leaders and teachers only get better when they
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learn new, more powerful ways to do their work. We suggest that the Division conduct
an intense exploration of the powerful instruction required to accomplish curricular
outcomes and have students develop the 21st Century competencies. We also
recommend that the Division undertake a parallel exploration of what it is that leaders
must do to ensure that teachers learn and utilize powerful learning and assessment
models in their classrooms.
Recommendation #1:
a) that current efforts to develop strong instructional leadership among
superintendents, school‐based administrators, and teacher leaders (learning
coaches, 21st century catalysts, etc.) be continued;
b) that planned initiatives, including one for aspiring leaders, be implemented;
c) that the Division conduct an intense exploration of the powerful instruction
required to accomplish curricular outcomes and to have students develop the 21st
Century competencies; and
d) that the Division undertake an exploration of what it is that leaders must do to
ensure that teachers learn and utilize powerful learning and assessment models in
their classrooms.
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IMPROVING STUDENTS’ LEARNING
Generally, Sun West students are doing well in their learning. Evidence such as
graduation rates and levels of literacy development indicate that Sun West students
have already surpassed the targets in the developing provincial education sector plan.
Accounts of students’ excitement with the use of technology in their learning were
noted. Some leaders attribute students’ overall success to favourable demographics and
families’ interest and support of education. Some concerns, however, were expressed
regarding some schools where students’ achievement was below Division norms. Fifteen
per cent of Grade 9 students have been identified as “off track” and at risk of not
graduating. Although most measures of students’ engagement closely correspond to
national norms, others indicate Sun West students to be below national norms. To their
great credit, many leaders expressed a strong determination to improve students’
learning.
Recommendation #2:
a) that the state of students’ learning, while generally good, will require
continuous and intensive attention through strengthening the practice of
instructional leadership; and
b) that leaders investigate the research that connects leaders practices to students’
learning success (see Recommendation 1. d) and then establish a Sun West
framework for instructional leadership that will provide the common ideas and
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language necessary to sustain strong instructional leadership beyond the terms of
the current group of individuals who lead the Division and its schools.

IMPROVING INSTRUCTION
The state of instruction among Sun West teachers seems varied with some
teachers using new, more powerful learning strategies, while others are using more
traditional methods and resisting the addition of new strategies to their repertoires. It
seems that a common language of instruction does not exist among the Division’s
teachers and leaders. Although an analysis of the state of instruction in Sun West
Schools is not a focus of this review, the brief glimpse offered through interviews with
leaders provides an impetus to explore teachers’ instruction as a key step in ensuring
strong instructional leadership.
The exploration of pedagogy recommended in Recommendation #1 might result
in the creation or adoption of a framework or mental model that would facilitate
conversations, reflection, and collaborative professional learning through a common
language of instruction. This framework or mental model of instruction would go much
deeper than the general ideas presented in the instructional section of the current
Teacher Professional Practice Handbook. A number of helpful frameworks exist
including those of Joyce, Weil & Calhoun (2014), Marzano, Pickering & Pollock (2001),
and Bennett & Rolheiser (2008). The five‐circle model of instructional strategies created
in 1991 by the Ministry of Education may also be useful. These research‐based
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frameworks could form the basis of a Sun West framework for learning and assessment
models.
The creation of such an instructional framework is an important step in setting
instructional goals for the Division as well as for addressing the challenge of coherence
as new approaches to learning are introduced through initiatives in 21st Century
Learning (e.g., non‐directive teaching, cooperative learning), curricular reform (inquiry
models) or in Support Services (e.g., various strategies for Tier 2 and 3 intervention). As
specific learning goals are determined through provincial or Division plans, the search
for specific learning approaches designed to address such goals must follow. It may be
time to emphatically put “instruction” back into “instructional leadership.”
Recommendation #3:
a) that the improvement of teachers’ instruction become a target for intensive
work;
b) that the improvement of instruction be based upon the results of the exploration
set out in Recommendation 1.c) and the subsequent development or adoption of a
framework or mental model for a shared, research‐based instructional practice by
Sun West teachers;
c) that an assessment of teachers’ current instructional repertoires relative to that
framework/ mental model be used to plan future professional learning; and
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d) that teachers and leaders engage in strong, research‐based professional
learning focused on developing the shared instructional practice set out in the
framework.

LEADERS PARTICIPATE IN CURRICULUM, INSTRUCTION AND
ASSESSMENT
This category of leadership practices is vital to the improvement of instruction
and students’ learning. Many of these practices are rated highly by informants, but
others are judged to be in need of strengthening. School‐based administrators own
assessment of their practice indicates the need to strengthen their work in teacher
supervision. Some leaders mentioned that attention to a deeper implementation of
cognitive coaching may be necessary. Given the direction to have principals take a larger
role in teacher supervision, a number of leadership practices in this category require
additional attention.
Recommendation #4:
That practices in which leaders participate in curriculum, instruction, and assessment
receive continuing emphasis and development. Practices requiring focus include:
a) monitoring and supporting a deeper implementation of cognitive coaching by
school‐based leaders;
b) ensuring that early intervention takes place when students or schools are judged
to be struggling;
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c) employing the use of data in planning school improvement;
d) monitoring teachers’ instructional practices; and
e) constantly sharing and emphasizing the common view of high quality instruction
described in the mental model or framework developed in Recommendation #3 b).

LEADERS PROMOTE AND PARTICIPATE WITH TEACHERS IN THEIR
PROFESSIONAL LEARNING
Leaders in Sun West are generally perceived to actively promote and participate
in the professional learning of teachers and principals. This finding is much stronger
when survey participants rated individual leaders than the Division’s collective
leadership.
The lowest rated practice in this category is the leaders’ focus of professional
learning on exemplary instruction and assessment practices. Overall, the six principals
do not rate themselves very highly on the practices in this category. This strong
perception aligns with the Director’s sense that significant development of instructional
leadership among school‐based administrators is necessary for future success.
Recommendation #5:
a) that the Division’s leaders create a more deliberate focus on teachers and
principals learning powerful instructional and assessment models. This will ensure
that the investment in professional learning pays off in improved students’
learning success; and
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b) that continued efforts be made to develop leaders’ competencies in facilitating
teachers’ learning by focusing on the characteristics and practices of research‐
based professional development.

LEADERS DEVELOP STRONG, PURPOSEFUL PROFESSIONAL
COMMUNITIES
The ratings on this category of practices were relatively strong compared to the
other categories of leadership practices. The Director’s focus on the promotion of
teamwork appears to have had a positive effect. As the Division moves to increase
teacher leadership and other forms of collaborative work, a reminder of the importance
of focusing this work on instructional improvement is worthy of consideration. Because
the Director has determined that principals will take a larger role in teacher supervision
in coming years, it is important to note that although one‐to‐one supervision and
coaching is important, it may also be more efficient to invest in developing enhanced
teamwork among teachers. The lower rating for the creation of structures for more
collaborative work indicates that organizational structure is a potential area for
exploration as the Division’s leadership considers next steps.
Recommendation #6:
a) that the Division’s leaders carefully reconsider its structures to ensure that
central and school structures facilitate collaborative work among teachers and
other employee groups. The facilitation of collaborative work is suggested as a key
criterion in evaluating and developing central and school‐based structures;
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b) that the development of collaborative teams focusing on improving instruction
have a significant place in the Division’s plans to supervise and develop its
teachers. Developing such teams has the potential to complement and achieve
even greater positive impact than one‐on‐one supervision and coaching; and
c) that leaders build upon current strong relationships with parents and
communities and refocus these relationships on achieving students’ learning
success.

LEADERS DEVELOP CLEAR, FOCUSED DIRECTION WITH HIGH
EXPECTATIONS
Survey results indicated that leaders might bring greater focus to fewer priorities
in school and Division plans. It is also clear from the survey results and observations of
meetings that leaders have ensured the wide participation of various stakeholders in
developing various plans. The Division’s leadership is to be commended on this
inclusionary practice.
Survey results also suggest that leaders might place greater emphasis on
communicating core messages throughout the Division. Another interesting finding
from the surveys is that teachers do not see leaders taking the necessary measures to
shield them from distractions that take away their focus on their core work, their
students’ learning.
Leaders in Sun West have high expectations for students’ learning, including
those students who often have difficulty with their learning. This belief by leaders as
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expressed in surveys is contrasted by some interview comments regarding perceived
demographic barriers to learning.
Recommendation 7:
a) that leaders consider setting fewer priorities in school and Division plans.
Achieving such focus will be in keeping with the developing provincial education
sector plan;
b) that leaders better communicate core messages throughout the Division;
c) that leaders take necessary measures to shield teachers from distractions that
take away their focus on their core work, their students’ learning; and
d) that leaders challenge their staff members’ beliefs about their students’
capabilities. Interesting approaches to such discussions are found in Sharratt &
Fullan (2012) and Bishop, O’Sullivan & Berryman (2010.

COLLECTIVE, PROFESSIONAL PRACTICE OF LEADERSHIP
Superintendents and principals believe that they are a part of a collective
leadership. This collective has a strong sense of efficacy, a belief that they can lead in a
way so that learning will improve in the Division’s schools. The significant extension of
leadership to learning coaches, consultants, and 21st Century catalysts in each school is
commendable. The expertise developed by these teacher leaders is significant to long‐
range success and provides an informal and potentially successful strategy for
leadership succession in both school and Division level leadership.

71

Superintendents raised the need to achieve greater coherence in their work as a
team through changes to structure or through improved processes. Perhaps more time
for sharing key initiatives among superintendents could be found. Superintendents
should be well‐informed about the specifics of initiatives, especially regarding the
learning and assessment models being championed and implemented, whether they
come from 21st Century Learning, Support Services, or Curriculum and Instruction. All of
this work lands in schools, thus a coherent approach that represents the Division’s
priorities and that respects the limits of leadership action in schools is required.
The creation of frameworks for both instruction and for instructional leadership
(see earlier recommendations) would greatly assist in creating greater coherence.
These frameworks would emphasize the Division’s priorities and create opportunities
for creating common language and a shared professional practice.
Recommendation #8:
a) that leaders continue their efforts to develop a sense of collective leadership in
the Division. This includes the continued empowerment of teacher leaders in
various roles and the inclusion of leaders from various employee and stakeholder
groups in Division planning committees; and
b) that coherence in the work of the learning superintendents be addressed
through processes, frameworks, and possibly the structure of the senior
administration. Such processes might include more regular time set aside for
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superintendents to share and explore the Division’s initiatives and their impact on
schools.

CONCLUDING REMARKS
The Director, senior leaders, and school‐based leaders of the Sun West School
Division are to be commended for the recent emphasis on Instructional Leadership. A
strong beginning is reflected in action reported within the data for this Instructional
Leadership review. The desire to improve is also commendable given the generally
positive assessments of Sun West students’ learning. Others with such results might
rest on their laurels and be complacent, but Sun West has chosen to move forward. In
the words of Jim Collins (2001), Sun West has chosen to move from “good to great.”
The next step is to take advantage of this strong beginning and sense of efficacy
among leaders by intensifying efforts to strengthen instructional leadership and ensure
its positive impact on instruction and student learning success.
The Division is well positioned to take this next step as leaders feel positive and
empowered. One superintendent spoke of a “wave coming.” The effort and
development of expertise necessary for success in these next steps, however, should
not be underestimated. Leaders and teachers only get better when they learn new,
more powerful ways to do their work. We strongly suggest that the Division undertake
an intensive exploration of the powerful instruction required to accomplish curricular
outcomes and have students develop the 21st Century competencies. We also suggest
that the Division embark on a deep consideration of what it is that leaders must do to
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ensure that teachers learn and utilize powerful learning and assessment models in their
classrooms.
It is our hope that this report will be helpful in moving the Sun West School
Division toward the exemplary practice of instructional leadership.
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BACKGROUND TO REPORT, PROCESSES AND PROCEDURES
In January 2014, the Johnson Shoyama Graduate School of Public Policy was
informed by Sun West School Division that their proposal for a comprehensive review of
Sun West School Division had been accepted. Part of this larger review required a
review of the Sun West School Division’s Culture, Human Resources Management and
the satisfaction of stakeholders. The Sun West School Division’s Culture, Human
Resources Management and Satisfaction Review is a part of a continuing process of due
diligence for the Sun West School Division Board as set forth in its policies. With this
review, the Board seeks to continuously develop, and manage the maturing processes of
its mandate for Sun West School Division. The elements of this sub‐report consist of a
briefing from Organizational Culture Inventory, a review of strategic human resources in
the Sun West School Division, and a summary of the results of Thoughtstream
satisfaction surveys. Each of these three elements ends with a summary of findings.
CULTURE OF SUN WEST SCHOOL DIVISION
The Board of Sun West School Division set forth 19 questions that they asked the
JSGS Consultants to examine in this comprehensive review. More than half of these
questions relate directly or indirectly to the construct of “culture.” For example the
Board asked:


Is there effective school division level leadership? (Q3)



Is there effective school level instructional leadership? (Q4)



Is the formalized leadership structure sufficient to accomplish system goals and
objectives? (Q5)



Is communication effectively managed and well‐perceived amongst all
stakeholder groups? (Q7)



How do teachers and support staff perceive their relationship with the SWSD?
(Q9)



Is the strategic planning of the Division clearly articulated and effectively
communicated? (Q13)



Are roles and responsibilities clear and appropriate? (Q14)



Are behaviours congruent with the Division’s vision, mission and values? (Q15)
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Is there a sense of “team” within the Division? (Q16)



Are existing accountability mechanisms appropriate and consistent? (Q17)



Are there sufficient feedback processes in place? (Q20)

Of course these are governance, human resources management and leadership
questions but each connects, as well to the notion of culture. In order to respond to
these questions and to present a picture the culture (ideal and current) of Sun West
School Division we used the Organizational Culture Inventory (OCI).
Culture drives key success factors of any organization including as staff
engagement, innovation and relationships. With its vision of “success for all,” Sun West
School Division recognizes that a strong, positive culture and exemplary human
resources management practices are essential for success. Culture is a key factor in an
organization’s long‐term success, being linked to important outcomes like employee
satisfaction, customer satisfaction, motivation and long‐term success. As part of the
overall review, Sun West School Division posed several questions about their
organizational culture as well as specific questions about their human resources system.
Organizational culture and human resources practices are considered alongside
the examination of educational, governance practices and system practices help form a
comprehensive look at the Division. Given that strong culture and human resource
practices are intertwined and essential to strong governance and education practices,
aspects of corporate culture and human resource practices are contained through all
parts of our comprehensive review of Sun West School Division.
An organization’s culture is, simply put, the way we ‘do things around here’. It is
the vision and values through which actions take place and are seen by others, and the
way people interact with each other. The importance of a strong, positive
organizational culture cannot be overstated. The literature about culture advocates
that, with regards to any other aspect of an organization, ‘culture wins’. However,
culture can be the most difficult aspect of an organization to change, outlasting
leadership and other attributes of the organization (see Schein, Kotter, Posner).
Understanding this, SWSD has asked that elements of its culture be examined to ensure
it is well‐positioned as it moves its new strategy forward.
Organizational culture cannot be examined in an isolated way as all aspects of the
SWSD review touch on organization culture, thus findings and recommendations
pertaining to organizational culture will be throughout the report. The primary tool
used to collect system‐wide feedback was the Organizational Culture Inventory (OCI).
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This instrument is widely used for measuring organizational culture and is able to
provide feedback on areas critical to organizational cultural including employee
engagement and satisfaction, customer focus and role clarity. In addition to the
standard questions of the OCI tool, additional questions were added to the survey tool
to ensure all areas of inquiry were addressed. These extra questions pertained to
alignment with the strategic plan, employee feedback and sense of team.
We invited a stratified and random selection of 331 employees to participate in
the “current” OCI survey (227 responded, 68.6%). In addition, we invited 52 elected
Board Sun West School Division employees and employees to participate in the “ideal”
survey (36 or 69% responded; the ideal group purposefully included several persons
who had also been invited to respond to the “current” culture survey). We purposefully
invited a higher percentage of educators (teachers and administrators) to participate in
both surveys (almost 50% of teachers were invited and approximately 90% of
administrators). The random sample from other employee groups varied from 10‐30%
(invited).
Table 1. Survey Returns for Each Respondent Group
Role in Organization

Percent of Total Respondents

Division‐based Administrators

4.9

School‐based Administrators

16.0

Teachers

54.2

Division Services Providers

7.1

School‐based Support Staff Members

12.9

Division‐level Facilities & Transportation Staff
Members

1.3

Division‐level Support Staff Members

3.6
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Employee Roles Invited to Respond to OCI Surveys:








Division‐based Administrator (i.e., Director, Superintendents, Communications
Officer, Executive Assistant, Human Resources Supervisor)
School‐based Administrator (i.e., Principal, Vice‐Principal)
Teacher (school‐based)
Division Services Provider (i.e., Consultant, Coach, Psychologist, Student Services
personnel, Special Ed Consultant, Colony Superintendent, Speech & Language
Path, OT, and Counsellor)
School‐based Support Staff Member (i.e., Educational Assistant, Secretary &
Librarian, Caretaker)
Division‐level Facilities and Transportation Staff Member (i.e., Manager,
Supervisor, Coordinator, Assistant, Bus Driver, Mechanic, or Journeyperson)
Division‐level Support Staff Member (i.e., Division Officer, Admin Assist, Bus,
Payroll, HR or Technology Staff member)

THE ORGANIZATIONAL CULTURE INVENTORY
To assess the Sun West culture employed two surveys: one to measure the
“current” state of the School Division culture and the second to measure the “ideal”
future or preferred culture of the School Division.
The Organizational Culture Inventory (OCI) was developed in response to the
demand for a reliable and valid measure of organizational culture that distinguishes
effective organizations from those less effective. This instrument is the most broadly
used measure for organizational culture in the world and has been developed and
refined over the last 30 years. As a side note, the OCI has been adopted by numerous
organizations and completed by more than 750,000 individuals. To review: The OCI
report describes Sun West School Division’s culture in terms of the behaviours that are
currently expected of Sun West School Division employees; defines the behaviours that
ideally should be expected for Sun West School Division to be successful; discerns the
impact of Sun West’s culture on employees; helps us to see subcultures that exist within
the Division; and helps to establish a direction for Sun West School Division’s ongoing
cultural change efforts.
The OCI measures “what is expected” of Sun West School Division employees,
their behavioural norms and expectations, as these relate to shared values and beliefs.
Responses provide insight about the impact of culture on outcomes such as Sun West
School Division employees’ role clarity, role consistency, satisfaction, and perceived
commitment to customer service. The “ideal culture” speaks to what should be
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expected of Sun West School Division employees in order to maximize Sun West School
Division’s long‐term effectiveness and success. The impact of Sun West School Division’s
current culture on outcomes and the gaps between its current and ideal culture profiles
provides leaders with the bases for developing plans for strengthening Sun West School
Division’s long‐term effectiveness.
The inventory presents a list of statements that describe behaviours and
“personal styles” that might be expected of Sun West School Division employees. Some
of the cultural norms measured by the OCI are positive and supportive of constructive
interpersonal relationships, effective problem solving, and personal growth; others are
dysfunctional and can lead to unnecessary conflict, dissatisfaction, and symptoms of
strain on the part of Sun West School Division employees. More specifically, the OCI
measures 12 different cultural norms, organized into three general types of cultures:
Constructive cultures, encourage employees to interact with others and approach tasks
in ways that will help them to meet their higher‐order satisfaction needs (includes
Achievement, Self‐Actualizing, Humanistic‐Encouraging, and Self‐Actualizing cultures).
Passive/Defensive cultures, Sun West employees believe they must interact with
people in defensive ways so as not to threaten their own security (includes Approval,
Conventional, Dependent, and Avoidance cultures).
Aggressive/Defensive cultures, where School Division employees are expected to
approach tasks in forceful ways to protect their status and security (includes
Oppositional, Power, Competitive, and Perfectionistic cultures).
The types of culture present in Sun West School Division will have a direct
bearing on the activities of employees and the functioning of the Division. The types of
culture are also related to important outcomes such as employee satisfaction,
motivation, teamwork, the quality of products/services, and other criteria of
organizational effectiveness (i.e., instructional leadership, focus on service to children
and families). These cultural norms result from, and are reinforced by, managerial
philosophies and styles, organizational structural variables, reward systems, and other
factors that can be changed–at least to some extent–by those in Division and School‐
level leadership positions.
From a more theoretical perspective, some of the internal systems, processes,
practices, and structures (i.e., levers for change) that can have an impact on the
5

behavioural norms and expectations held by Sun West School Division employees can
measured by the OCI. By describing Sun West School Division’s current and ideal
cultures, and by identifying the gaps between these two representations of culture, the
Board, through its Director of Education, can establish goals for cultural change.
Furthermore, by critically evaluating the responses to the Outcomes of Culture items,
organizations can define potential benefits of a cultural change program, and possible
sources of resistance to any such intervention.

MORE ON ORGANIZATIONAL CULTURE AND THE OCI
CIRCUMPLEX
As indicated, the OCI measures 12 different cultural norms. Individual scores for
these cultural norms are aggregated to the
organizational level and are plotted on to a circular
diagram known as a circumplex. Cultural norms
that are located next to one another on the OCI
circumplex (e.g., Achievement and Self‐Actualizing)
are more closely related than cultural norms that
are located further apart (e.g., Achievement and
Conventional).

The OCI circumplex allows Sun West to compare its’ scores along the 12 cultural
norms to the scores given by over 3,500 individuals who described the culture of their
organizations. The bold center ring represents the 50th percentile. Scores falling below
the 50th percentile are low relative to other
organizations. Scores that fall above the 50th
percentile are high relative to other
organizations.
The Cultural Norms Measured by the OCI
The cultural norms are organized on
the OCI circumplex with those toward the
top reflecting expectations for behaviours that are directed toward higher‐order needs
for growth and satisfaction, while those located toward the bottom reflect expectations
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for behaviours that focus on meeting lower‐order needs for security. Cultural norms
located on the right side of the circumplex reflect expectations regarding interactions
with people, while cultural norms located on the left side of the circumplex reflect
expectations regarding task‐related behaviour. The distinctions between satisfaction
and security and between people and task define the three clusters of cultural norms
measured by the OCI – Constructive, Passive/Defensive, and Aggressive/Defensive.
Here now is a break‐down of these clusters.
Constructive Cultural Norms
(These promote Satisfaction Behaviours)
(11:00) An Achievement culture characterizes organizations that do
things well and value Sun West School Division employees who set and
accomplish their own goals. Sun West School Division employees of
these organizations set challenging but realistic goals, establish plans to
reach these goals, and pursue them with enthusiasm. Achievement
organizations are effective; problems are solved appropriately,
students and their parents are served well, and the orientation of Sun
West School Division employees (as well as the organization itself) is
healthy.
(12:00) A Self‐Actualizing culture characterizes organizations that value
creativity, quality over quantity, and both task accomplishment and
individual growth. Sun West School Division employees of these
organizations are encouraged to gain enjoyment from their work,
develop themselves, and take on new and interesting activities. While
self‐actualizing organizations can be somewhat difficult to understand
and control, they tend to be innovative, offer high‐quality products
and/or services, and attract and develop outstanding employees.
(1:00) A Humanistic‐Encouraging culture characterizes organizations
that are managed in a participative and person‐centered way. Sun
West School Division employees are expected to be supportive,
constructive and open to influence in their dealings with one another.
A humanistic culture leads to effective organizational performance by
providing for the growth and active involvement of Sun West School
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Division employees who, in turn, report high satisfaction with and
commitment to the organization.
(2:00) An Affiliative culture characterizes organizations that place a
high priority on constructive interpersonal relationships. Sun West
School Division employees are expected to be friendly, open, and
sensitive to the satisfaction of their work group. An affiliative culture
can enhance organizational performance by promoting open
communication, good cooperation, and the effective coordination of
activities. Sun West employees are loyal to their work groups and feel
they “fit in” comfortably.

Passive/Defensive Cultural Norms
(Promote People/Security Behaviours)
(3:00) An Approval culture describes organizations in which conflicts
are avoided and interpersonal relationships are pleasant – at least
superficially. Sun West School Division employees feel that they must
agree with, gain the approval of, and be liked by others. Though
possibly benign, this type of work environment can limit organizational
effectiveness by minimizing constructive “differing” and the expression
of ideas and opinions.
(4:00) A Conventional culture is descriptive of organizations that are
conservative, traditional, and bureaucratically controlled. Sun West
School Division employees are expected to conform, follow the rules,
and make a good impression. Too conventional a culture can interfere
with effectiveness by suppressing innovation and preventing the Sun
West from adapting to changes in its environment.
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(5:00) A Dependent culture is descriptive of organizations that are
hierarchically controlled and non‐participative. Centralized decision
making in such organizations leads Sun West School Division employees
to do only what they’re told and to clear all decisions with superiors.
Poor performance results from the lack of individual initiative,
spontaneity, flexibility, and timely decision making.
(6:00) An Avoidance culture characterizes organizations that fail to
reward success but nevertheless punish mistakes. This negative reward
system leads Sun West School Division employees to shift
responsibilities to others and to avoid any possibility of being blamed
for a mistake. The survival of this type of organization is in question
since Sun West School Division employees are unwilling to make
decisions, take action, or accept risks.
Aggressive/Defensive Cultural Norms
(Promote Task/Security Behaviours)
(7:00) An Oppositional culture describes organizations in which
confrontation prevails and negativism is rewarded. Sun West School
Division employees gain status and influence by being critical and thus
are reinforced to oppose the ideas of others and to make safe (but
ineffectual) decisions. While some questioning is functional, a highly
oppositional culture can lead to unnecessary conflict, poor group
problem solving and “watered‐down” solutions to problems.
(8:00) A Power culture is descriptive of non‐participative type
organizations structured on the basis of the authority inherent in
employees’ positions. If Sun West School Division employees were
characterized this way, they would believe they are rewarded for taking
charge and controlling subordinates (and being responsive to the
demands of superiors). Power‐oriented organizations are less effective
than their employees might think; subordinates resist this type of
control, hold back information, and reduce their contributions to the
minimal acceptable level.

9

(9:00) A Competitive culture is one in which winning is valued and
employees are rewarded for out‐performing one another. People in
such organizations characterized by this culture will operate in a “win‐
lose” framework and believe they must work against (rather than with)
their peers to be noticed. An overly competitive culture can inhibit
effectiveness by reducing cooperation and promoting unrealistic
standards of performance (either too high or too low).

(10:00) A Perfectionistic culture characterizes organizations where
perfectionism, persistence, and hard work are valued. Employees feel
they must avoid all mistakes, keep track of everything, and work long
hours to attain narrowly‐defined objectives. While some amount of this
orientation might be useful, too much emphasis on perfectionism can
lead otherwise good employees to lose sight of the goal, get lost in
details, and develop symptoms of strain.

IN ESSENCE: WHAT DID THE OCI SAY ABOUT SUN WEST
SCHOOL DIVISION CULTURE?
Current Culture
As may be seen in the detailed report found in Appendices, generally speaking,
the current culture of Sun West School Division is characterized as:
Constructive: Sun West School Division employees are
encouraged to interact with others and approach tasks in ways
that will help them to meet their higher‐order needs for
satisfaction and growth (includes Achievement, Self‐Actualizing,
Humanistic‐Encouraging, and Affiliative cultures).
Weak: In terms of the amount of agreement among Sun West
School Division employees regarding the behaviours that are or
are not expected.

10

In other words there is a current cultural disposition towards constructive and
growth promoting values and expectations BUT there is a wider than preferred
difference or intensity of agreement amongst the employees.

Ideal Culture
In partial contrast to the current culture, Sun West School Division employees
describe the ideal culture as:
Constructive: Sun West School Division employees are
encouraged to interact with others and approach tasks in ways
that will help them to meet their higher‐order needs for
satisfaction and growth (includes Achievement, Self‐Actualizing,
Humanistic‐Encouraging, and Affiliative cultures). The good
news is that the current and ideal or similar on this front (but
note weak agreement in current).
Strong: In the amount of agreement among Sun West School
Division employees regarding the behaviours that should be
expected.
In other words, when those completing the “ideal survey” were asked what the
preferred culture of Sun West School Division would be (in order to be most effective
and successful), they indicated that it would need to be constructive AND there was
strong agreement on this amongst those with whom we conferred via that survey. This
indicates that there is strong consensus on where things need to head.

Culture Gaps
Overall, the largest gaps between the Current and Ideal Cultures are in the
Constructive cluster. The Primary Gap is the Self‐Actualizing cultural norm, and
behaviours with the largest gaps are:


maintain their personal integrity



think in unique and independent ways



emphasize quality over quantity
11



be open about self



communicate ideas

In other words, those who are experiencing and reflecting on what the current
culture of Sun West School Division differ with respect to self‐actualizing compared to
those who spoke into the preferred or ideal culture. This may be an indication that
worklife for lots of Sun West employees is significantly less than preferred.
The Secondary Gap is the Dependent cultural norm, and behaviours with the
largest gaps are:


accept goals without questioning them



follow orders... even when they're wrong



never challenge superiors



please those in positions of authority



be a good follower

This means that there are important differences between what is being
experienced and currently perceived and what would be ideally perceived in the style of
dependence. In other words, those assessing the current culture are much more
dependent than preferred by preferred norms of ideal culture.
The behaviours listed above represent the items from the OCI that are part of the
two cultural norms that have the largest overall gaps between Current and Ideal
cultures. These items were selected because they demonstrate the largest gaps
between Current and Ideal expectations of behaviour. By focusing on improving these
ten behaviours there is a strong likelihood of payoff in organizational development and
there will be the most noticeable positive effect on the short‐term change of culture, at
least in the short‐term. By improving these defensive expectations, the Sun West School
Division employees will migrate to more constructive behaviours and work patterns.

OCI Current Profile
The OCI circumplex allows us to compare Sun West’s percentile scores along
each of the 12 cultural norms. The most extended cultural norm in the Sun West profile
is called the primary style to describe the way Sun West School Division employees are
12

predominantly encouraged to think and behave. The second most extended cultural
norm is called the secondary style. This cultural norm works with the primary style. The
cluster that best describes Sun West’s culture is the one that has the highest percentile
score when the percentile scores of the four cultural norms included in the cluster are
averaged together.
The table, below, includes the percentile scores an unadjusted (or “raw”) scores
for each of the 12 cultural norms measured by the OCI. In addition, the table presents
the standard deviations of the responses around the raw scores. These standard
deviations are important because they provide an indication of the intensity or the
amount of agreement among Sun West. The smaller the standard deviation, the greater
the intensity of the culture and agreement among Sun West School Division employees
regarding a particular cultural norm.
The interpretive comments regarding Sun West’s intensity (e.g., strong, average,
weak) are based on comparisons to the distribution of standard deviations reported by
over 700 other organizational units. Direction tells us what is (and is not) expected;
intensity tells you how widely shared these expectations are. Cultures with clear
direction and high intensity are usually the result of a high degree of consistency
between the organization’s mission, structure, human resource practices, managerial
behaviours and styles, goal setting, job design, and other systems, practices, and
processes. Conversely, cultures that lack a clear direction or have low intensity are
typically the result of inconsistency between the organization’s mission, structure,
human resource practices, managerial behaviours and styles, goal setting, job design,
and/or other systems, practices, and processes.
Having a culture with clear direction and high intensity is not necessarily a good
or bad thing. For example, a culture with weak direction and/or weak intensity is easier
to change than one with strong direction and strong intensity. The ideal profile defines
for you what the “right” behaviours are for your organization.
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CURRENT PROFILE
ALL RESPONDENTS (N=227)

Overall, the strongest extensions are in the Constructive cluster.

Behaviours most strongly
expected:

Primary Style:

Secondary Style:

Humanistic-Encouraging

Affiliative



be supportive of others





be a good listener

deal with others in a friendly,
pleasant way



encourage others



cooperate with others



show concern for people
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Current Profile Data
All Respondents (N=227)

CONSTRUCTIVE

Style

Humanistic-Encouraging
Affiliative
Achievement
Self-Actualizing

Raw
Score

38.0
39.4
37.8
33.7

Strength
(level)

Intensity
(agreement)

73% Above Average

7.1 Weak

65% Above Average

6.6 Weak

63% Above Average

5.7 Average

52% Average

6.5 Weak

PASSIVE/DEFENSIVE

Style

Approval
Conventional
Dependent
Avoidance

Raw
Score

26.8
26.4
29.8
18.3

Strength
(level)

Intensity
(agreement)

44% Average

7.4 Weak

38% Below Average

7.8 Weak

46% Average

7.4 Very Weak

30% Below Average

6.1 Weak

AGGRESSIVE/DEFENSIVE

Style

Oppositional
Power
Competitive
Perfectionistic

Raw
Score

19.5
21.0
18.8
27.9

Strength
(level)

Intensity
(agreement)

19% Low

5.6 Weak

20% Below Average

6.9 Weak

21% Below Average

7.0 Weak

40% Average

7.3 Weak
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OCI Ideal Profile
The OCI ideal profile is Sun West School Division’s cultural benchmark. As indicated, this
profile provides a picture of where employees believe the culture needs to be in order
for your organization to be successful. The OCI ideal culture results are based on the
average responses of all Sun West School Division employees within your organization
who completed the OCI in terms of what should be expected, to be successful.

IDEAL PROFILE
All Respondents (N=36)

Overall, the strongest extensions are in the Constructive cluster.

Behaviours most strongly
desired:

Primary Style:

Secondary Style:

Humanistic-Encouraging

Self-Actualizing



help others to grow and
develop



maintain their personal
integrity



encourage others



communicate ideas



be a good listener



do even simple tasks well
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IDEAL PROFILE DATA
All Respondents (N=36)

CONSTRUCTIVE
Style

Humanistic-Encouraging
Affiliative
Achievement
Self-Actualizing

Raw
Score

44.7
44.6
42.4
40.4

Strength
(level)

Intensity
(agreement)

98% Very High

4.3 Strong

95% Very High

4.4 Strong

96% Very High

5.2 Average

98% Very High

4.8 Average

Strength
(level)

Intensity
(agreement)

PASSIVE/DEFENSIVE
Style

Approval
Conventional
Dependent
Avoidance

Raw
Score

23.1
21.0
25.9
14.8

13% Low
5% Very Low
11% Low
5% Very Low

5.6 Average
4.9 Average
5.2 Average
3.2 Very Strong

AGGRESSIVE/DEFENSIVE
Style

Oppositional
Power

Raw
Score

17.6
18.3

Strength
(level)

Intensity
(agreement)

7% Very Low

3.0 Very Strong

7% Very Low

4.8 Strong

17

Competitive
Perfectionistic

15.4
24.1

5% Very Low

5.0 Strong

10% Low

5.8 Weak

CULTURAL GAP PROFILES
The difference between the ideal culture and the current culture represents the culture
gap. For Constructive cultural norms, positive gap scores indicate that the organization
exceeds the ideal expectations (this is relatively rare), while negative gap scores
indicates that the organization would benefit by increasing the behaviours represented
by the specific cultural norm. For Defensive styles, positive gap scores indicate that the
organization would benefit by decreasing the behaviours associated with the specific
cultural norm, while negative gap scores indicate that the organization already exceeds
the ideal expectations for that cultural norm.

CURRENT CULTURE
(N=227)
IDEAL CULTURE

(N=36)
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Overall, the largest gaps between the Current and Ideal Cultures are in the Constructive
cluster.

Behaviours with the
greatest gap:

Primary Gap:

Secondary Gap:

Self-Actualizing

Dependent



maintain their personal
integrity





think in unique and
independent ways



emphasize quality over
quantity



be open about self



communicate ideas







accept goals without
questioning them
follow orders... even when
they're wrong
never challenge superiors
please those in positions of
authority
be a good follower
never challenge superiors

ITEM ANALYSIS
The full report in the Appendices will provide detailed accounting for the
responses of Sun West Employees for each item of the survey, according to clusters and
styles. In this section we will highlight several of the more relevant styles as illustrative
of the culture of Sun West School Division. The reader will recall that there were large
gaps in self‐actualization and dependence cultures; so these are featured in this section
of the report.
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SELF‐ACTUALIZING
All Respondents

Management and organizations that
value creativity, personal autonomy,
and individual growth; relationships
are characterized by enjoyment of
work, professional development, and
interest in taking on new challenges

Current

Ideal

Culture Gap

52%

98%

-46%

Current

Ideal

Gap

maintain their personal integrity

3.88

4.83

-0.95

think in unique and independent ways

3.61

4.47

-0.86

emphasize quality over quantity

3.31

4.17

-0.86

be open about self

2.92

3.69

-0.77

communicate ideas

3.91

4.67

-0.76

do even simple tasks well

3.85

4.56

-0.71

enjoy their work

3.87

4.56

-0.69

be concerned about their own growth

3.49

3.94

-0.45

be spontaneous

2.77

3.19

-0.42

resist conformity

2.03

2.36

-0.33

Item












Item Scale
1 = Not at all
2 = To a slight extent
3 = To a moderate extent
4 = To a great extent
5 = To a very great extent
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What these gaps mean is that if Sun West School Division would specifically work
on “growing” the self‐actualization of its employees (especially at the school level), then
the culture would become stronger and more effective. If one looks at the top three
items (where the largest gaps between ideal and current exist), this is the place to start.
Work to foster environments where personal integrity can be sustained, where all
employees are given space for independent ways and means, and where the focus is on
quality dimensions of work (versus quantity), then the self‐actualizing worklife will grow.
As this constructive aspect of the Division grows, so will satisfaction, overall
healthfulness, productivity and effectiveness. Then if one considers the dependent
style, below; if the Division was able to encourage more professional autonomy,
collective efficacy, the ability to make decisions without requiring permission and
oversight, it is predicted that achievement (see the opposite style) and self‐actualization
would grow and the culture would become stronger and more effective.

DEPENDENT
All Respondents

Hierarchically controlled and nonparticipative management and
organizations; centralized decision
making, decisions cleared by superiors,
and delayed actions characterize
relationships

Current

Ideal

Culture Gap

46%

11%

35%

Current

Ideal

Gap

accept goals without questioning them

2.85

2.06

0.79

follow orders... even when they're wrong

2.43

1.72

0.71

Item
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never challenge superiors

2.76

2.11

0.65

please those in positions of authority

2.97

2.33

0.64

be a good follower

2.92

2.56

0.36

check decisions with superiors

3.36

3.14

0.22

ask everybody what they think before
acting
be predictable

2.64

2.44

0.20

2.80

2.61

0.19

willingly obey orders

3.23

3.11

0.12

do what is expected

3.93

3.83

0.10

OUTCOMES OF CULTURE
The Organizational Culture Inventory (OCI) includes items that assess some of
the outcomes of an organization’s culture. These items provide insights as to whether
culture change should be considered and in what direction such change should take
place. There are four outcome areas: Role Clarity (the extent to which people receive
clear messages regarding what is expected of them); Role Consistency (the extent to
which Sun West School Division employees receive consistent expectations from
Division and are expected to do things that are aligned with their own preferences);
Employee Satisfaction (the extent to which Sun West School Division employees report
positive appraisals of their work situation); and Commitment to Customer Service
(which in education sector represents the extent to which the organization provides
service excellence with respect to both student and communities).

CULTURAL OUTCOMES GAP ANALYSIS
This next subsection allows us to see, at a glance, how well Sun West scored
along each of the cultural outcome items as compared to Historical Averages for these
measures from comparable organizations.
Specifically, Sun West’s score for each cultural outcome items (as derived by
averaging the responses of all Sun West School Division employees within your
organization) are compared to Human Synergistic’s “historical averages.” The historical
averages represent the mean item‐level scores of employees from over 700
organizational units. Human Synergistics calculated the numerical difference between
Sun West’s outcome item scores and their historical averages. The Gap Barchart
presents these differences ranked from most positive (i.e., areas in which Sun West is
doing better than the average organization) to most negative (i.e., areas in which Sun
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West is not doing as well as the average organization). This analysis puts Sun West
School Division in a very good light, with exception of two, possibly four, items:
response to changing needs and clear expectations.

CULTURAL OUTCOMES GAP ANALYSIS (SUN WEST
COMPARED TO 700 ORGANIZATIONS)
Negative Gap

Positive Gap

Respond to changing needs
Clear expectations
'Fit in'
Superior customer service
Think differently*
Recommend Organization
Repeat business
Inconsistent messages*
Go out of your way
Good place to work
Satisfied
Intention to stay

-4

-3

-2

-1

0

1

2

3

4

Difference from Historical Average

CULTURAL OUTCOMES
This subsection gives the reader a more detailed look at Sun West’s cultural
outcome results as compared to both the historical averages (those 700 other
organizations) and Constructive Benchmarks (these represent 120 “like” organizations
who also were strongly oriented to constructive culture norms – above 60th percentile
but weak in other two clusters).

ORGANIZATIONAL READINESS FOR CHANGE
In any type of change effort, it is important to anticipate the sources of
resistance to and support for change initiatives. The Ideal OCI tapped Sun West School
Division employees’ perceptions regarding the organization’s readiness for changing the
culture to be more consistent with ideal. Here we summarize those results in terms of
the: perceived support for change by Sun West School Division employees at different
levels of the organization; the anticipated effects of change on individual Sun West
School Division employees; and the anticipated effects of change on the organization.
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ROLE CLARITY
do you clearly know what is
expected of you as an employee of
Sun West School Division?

Avg
3.8
Avg
3.8

ROLE
CONSISTENCY
do you receive inconsistent
messages regarding what is
expected? (reversed item)

Avg
3.8

do you feel you comfortably "fit in"
as an employee of Sun West School
Division?

Avg
3.7

does your job require you to think
and behave differently than would
otherwise be the case?*

Avg
3.8

S.D.
0.9
1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

S.D.
0.8

S.D.
1.2
S.D.
1.1
S.D.
1.1

Key

Item Scale
Average

1 = Not at all
2 = To a slight extent
3 = To a moderate extent
4 = To a great extent
5 = To a very great extent

Standard Deviation

Historical Average
Constructive Benchmark

Role clarity is the item that stands out from this analysis (below both historic and
constructively alike organizations). In other items Sun West is at the same or above
average but consistently, though only slightly, below “like‐cohort” organizations.
With respect to satisfaction levels, it is clear that Sun West School Division
employees indicate fairly strong levels of satisfaction (in all cases significantly higher
than other “historic” organizations).

SATISFACTION
are you satisfied being an employee
of Sun West School Division?

do you expect to be with this

Avg
4.0
Avg
3.9
Avg

S.D.
0.9
1

2

3

4

5

1

2

3

4

5

S.D.
0.9
S.D.
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organization two years from now?

4.0

1.3

would you recommend Sun West
School Division to someone like
yourself as a good place to work?

Avg
3.9

S.D.
1.0
1

2

3

4

5

In the case of commitment to service there is an interesting range of

COMMITMENT TO
SERVICE

Avg
3.9

would you personally go out of your
way to make sure that a [person you
are employed to serve] feels good
about the service you've provided?

Avg
4.2

does the Sun West respond
effectively to the changing needs of
its customers/clients?

Avg
3.4

do you believe Sun West School
Division will get repeat or
recommended business from its
present stakeholders?

Avg
4.2

does Sun West School Division
have a reputation for superior
service?

Avg
3.6

would you recommend Sun West
School Division to potential
stakeholders who seek the services
offered by the Division?

Avg
4.1

S.D.
0.7
1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

S.D.
0.8

S.D.
1.0
S.D.
0.9

S.D.
0.9
S.D.
0.9

Key

Item Scale
Average

1 = Not at all
2 = To a slight extent
3 = To a moderate extent
4 = To a great extent
5 = To a very great extent

Standard Deviation

Historical Average
Constructive Benchmark
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READINESS FOR CHANGE
This measure reflects the views of the 36 respondents who completed
the “Ideal” OCI. It is clear that they thought very favourably about their own
Sun readiness to change (and were highly agree on this).
TO WHAT EXTENT WOULD THIS TYPE OF CULTURE…
enable you to develop your
capabilities and maximize your
contributions to Sun West SD?
enhance the quality of services
offered by Sun West School
Division?
require people like yourself to work
more efficiently and effectively?
require members to develop better
teamwork, communication, and
interpersonal skills?
be consistent with the mission,
philosophy, and/or values of the
organization (as you understand
them)?
be practical and realistic for an
organization in the same sector (and
operating environment) as yours?

Avg
4.4

S.D.
0.7

Avg
4.3

S.D.
0.7

Avg
4.2

S.D.
0.9

Avg
4.4
Avg
4.2
Avg
4.1

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

S.D.
0.7
S.D.
0.9
S.D.
0.6

TO WHAT EXTENT WOULD MOVEMENT TOWARD THIS TYPE OF CULTURE…
be feasible and attainable in Sun
West School Division?

Avg
3.8

S.D.
0.8

be supported by top-level
management/leadership?

Avg
4.1

S.D.
0.9

be supported by middle
management?
be supported by non-managerial
personnel?
create uncertainty and tension for
employees? (reversed item)
increase your commitment to Sun

Avg
3.9
Avg
3.7
Avg
3.6
Avg

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

S.D.
0.6
S.D.
0.7
S.D.
0.8
S.D.
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West School Division?

4.2

0.8

Key

Item Scale
Average

1 = Not at all
2 = To a slight extent
3 = To a moderate extent
4 = To a great extent
5 = To a very great extent

Standard Devation

SUBGROUP ANALYSIS
This next section of the report includes the results for the cultural norms
measured by the OCI broken down by the key subgroups. These results will enable the
reader to determine whether: subcultures exist within your organization; and help
determine what additional culture change need to be undertaken at the subgroup level.

Interpreting Subgroup OCI Results
These results are reported on the OCI circumplex as well as in tabular form (in
the Appendices). The direction is discerned by identification of the primary and
secondary styles. To review, the primary style is the most extended cultural norm in the
profile and describes the way that sub‐group employees are predominantly encouraged
to think and behave.
Using a statistical procedure called Analysis of Variance (ANOVA), all subgroups
were compared on all the styles. If a style differed across subgroups, the “amount of
difference” (in other words, the significance) is shown in the “Different” column.
Following the ANOVA table, the differences between subgroups, for each of the styles is
shown.

CONSTRUCTIVE
Avg. Raw
Score

Max

Min

Different

Achievement
Self-Actualizing
Humanistic-Encouraging

36.9
33.7
38.8

41.8
38.5
43.3

31.5
31.0
33.9

***
***
***

Affiliative

39.8

44.5

35.1

***

Styles

Notice the high degree of difference for all of the constructive culture styles.
This tells us that some employees have a high level of constructive orientation and other
do not.
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PASSIVE/DEFENSIVE
Styles
Approval
Conventional
Dependent
Avoidance

Avg. Raw
Score

Max

Min

Different

26.2
25.1
29.2
18.0

28.3
28.4
32.0
20.8

22.5
20.8
24.1
14.9

**
***
**
**

AGGRESSIVE/DEFENSIVE
Styles
Oppositional
Power
Competitive
Perfectionistic

Avg. Raw
Score

Max

Min

Different

19.2
20.5
17.9
26.4

21.3
24.3
20.2
29.7

15.7
17.4
15.9
24.2

*
*
**

SIGNIFICANCE KEY:
* indicates a significance of p< .05
** indicates a significance of p< .01
*** indicates a significance of p< .001

Again, we will focus on self‐actualization and dependent styles in this section of
the report, leaving the reader to review the other sub‐group style comparisons in the
Appendices.
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Culture Style Contrasts: Self-Actualizing
Role In Organization
Avg. Raw
Score

Max

Min

Different

33.7

38.5

31.0

***

Pct

It will be noted that there is large gap between administrators (group 1 and 2)
compared to other employee groups. So these two groups experience more
self‐actualization than do others.
91
Subgroup 1

38

Subgroup 2

38.5

Subgroup 3

32.7

Subgroup 4

32.7

Subgroup 5

31.4

Subgroup 6

31

Subgroup 7

31.8
0

5

10
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25

SubGroup Key

Subgroup 1: Division-based Administrator
Subgroup 2: School-based Administrator
Subgroup 3: Teacher
Subgroup 4: Division Services Provider
Subgroup 5: School-based Support Staff
Subgroup 6: Division-level Fac.& Trans. Staff
Member
Subgroup 7: Division-level Support Staff Member
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Culture Style Contrasts: Dependent
Role In Organization
Avg. Raw
Score

Max

Min

Different

29.2

32.0

24.1

**

The readers’ attention is drawn to the four groups for whom a dependence
culture is more prominent, as compared with three other groups.
Pct

5
24.1

Subgroup 1

13

26.1

Subgroup 2

61

31.2

Subgroup 3

33

28.6

Subgroup 4

56

30.7

Subgroup 5
Subgroup 6

31.7

67

Subgroup 7

32

70
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SubGroup Key
Subgroup 1: Division-based Administrator
Subgroup 2: School-based Administrator
Subgroup 3: Teacher
Subgroup 4: Division Services Provider
Subgroup 5: School-based Support Staff
Subgroup 6: Division-level Fac.& Trans. Staff Member
Subgroup 7: Division-level Support Staff Member

FURTHER COMPARISON OF EMPLOYEE ROLES
AND CULTURAL ORIENTATIONS
For illustrative purposes (more details may be found in the Appendices), we will
show the differences in cultural orientations amongst each of the seven groupings of
employees. Analysis and illustrations from other sub‐groups provide further insights but
these three choices are indicative of patterns. Notice, the 11 Division‐based
administrators had a much more expanded constructive cultural orientation than did
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the mean of all employees. Observe, that there was little power, oppositional,
dependence, and conventionality expressed by these employees.
DIVISION-BASED ADMINISTRATORS
CURRENT
N = 11

TOTAL GROUP CURRENT

TOTAL GROUP IDEAL

N = 227

N= 36
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SCHOOL-BASED ADMINISTRATORS
Notice the overall high and extended constructive orientation of the 36 school‐
based administrators who responded to the current OCI. The higher perfectionistic and
dependent styles are interesting to note, together with the low avoidance and low
conventional orientations.

CURRENT
N = 36

TOTAL GROUP CURRENT

TOTAL GROUP IDEAL

N = 227

N= 36
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TEACHER
The sample of 122 teachers (about one quarter of the Sun West School Division
teachers) is lowest in self‐actualization style (lower than mean of all employees) and
higher is dependence style than all employees. There is a fairly high perfectionistic
orientation, together with approval and conventional orientations. Achievement and
humanistic‐encouraging cultures are also present (above 50th percentile).

CURRENT
N = 122

TOTAL GROUP CURRENT

TOTAL GROUP IDEAL

N = 227

N= 36
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DIVISION SERVICES PROVIDER
Division services providers are high on humanistic‐encouraging (higher than average of
employees), affiliative and achievement‐oriented styles. It may be said that they tend
to require more approval in their work than needs be.

CURRENT
N = 16

TOTAL GROUP CURRENT

TOTAL GROUP IDEAL

N = 227

N= 36
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SCHOOL-BASED SUPPORT STAFF
School‐based support staff are a highly dependent group but register a high
orientation to being humanistic‐encouraging as well.

CURRENT
N = 29

TOTAL GROUP CURRENT

TOTAL GROUP IDEAL

N = 227

N= 36
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DIVISION-LEVEL FAC.& TRANS. STAFF MEMBER
While there were only three responses for this employee group, these
employees were highly humanistic‐encouraging and affiliative. They were also strongly
dependent and somewhat oppositional.

CURRENT
N=3

TOTAL GROUP CURRENT

TOTAL GROUP IDEAL

N = 227

N= 36
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DIVISION-LEVEL SUPPORT STAFF MEMBER
The eight division‐level support staff were quite task‐oriented, with power
orientation, together with dependency focused dispositions.

CURRENT
N=8

TOTAL GROUP CURRENT

TOTAL GROUP IDEAL

N = 227

N= 36
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FINDINGS FROM ORGANIZATIONAL CULTURE INVENTORY
There are a number of findings in this sub‐report that speak to the whole culture
and sub‐group cultures of Sun West School Division. The full report from Human
Synergistics is included in Appendices. These need to be taken together with findings
from Strategic Human Resources Management Review (below) and the Instructional
Leadership Review (in an additional sub‐report). The following are key findings:
1. According the Organizational Culture Inventory (OCI), Sun West School Division
has a constructive culture which means employees are generally oriented to
growth and focused on meeting higher order needs (such as belonging, self‐
esteem, and self‐actualization). The OCI demonstrated that Sun West School
Division employees are expectation and value oriented but differ widely,
depending on employee group they belong to.
2. The OCI clearly indicates that the ideal culture (where all employees succeed and
are most effective) is strongly agreed upon. This ideal culture is similar to the
current cultural values of the Division’s School‐based and Division‐level
administrators and is focused on working together, encouraging one another,
reaching potential and achieving goals.
3. There are significant gaps between cultural experiences of various employee
groups. The cultural aspects of work life for administrators is far more positive
than is the work lives of others, including teachers.
4. There is a fair bit of dependence behaviour amongst some employee groups.
Employees, especially in Schools, need to experience more self‐determination
and autonomy to become more constructive (aligned with ideal culture).
5. Overall satisfaction of employees will grow as employees are encouraged to
focus on quality of work and develop their abilities. More School‐based and
professional autonomy (making decisions without having to get permission every
time) will result in more constructive culture growth. More decentralization and
less hierarchical control is needed in Schools.
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6. The OCI suggests that the Sun West School Division culture is ready for change
and that there is a healthy level of role clarity and consistency experienced by
employees.
7. There is quite a strong level of satisfaction and commitment amongst
employees, though there is also weak intensity in terms of expected tenure (in
response to whether employees will be with SWSD in two years).
8. Division and School‐based administrators experience is significantly more self‐
actualized than others. Whereas, teachers and Division‐based personnel are the
most dependent amongst groups.
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STRATEGIC HUMAN RESOURCES LEADERSHIP FOR SUN WEST
SCHOOL DIVISION
As indicated, these sub‐reports consist of a briefing from the Organizational
Culture Inventory, a review of the strategic human resources management for Sun West
and a review of parent and student satisfaction, through Thoughtstream platform. This
section of the sub‐report focuses on strategic human resources management questions.
CONCEPTUALIZATION
The Johnson‐Shoyama Review Team analyzed the aforegoing Organizational
Culture Inventory findings against other data collected (interviews, observations, focus
groups, records review) to compare and integrate findings as the basis for our human
resources management review and recommendations, to follow.
As indicated earlier in this sub‐report an organizational culture is the sum of all of
its people and its processes, along with the goals and responsibilities. According to
Schein, Cummings and Worley, key elements that make up a positive, strong culture
include: Leadership; Alignment to vision, mission, and goals; Employee motivation and
engagement; Team cohesiveness; Consistency and coordination; Customer focus;
Organizational learning; and Artifacts. These aspects are also essential when
considering organizational change, such as the new strategy currently under
development in SWSD (Hoshin Kanri plan). The accompanying model describes the path
to a more strategic human resource system that is aligned. The SWSD also asked for the
examination of specific areas of human resources that were and shape future changes,
as part of the new strategic plan. Specifically, SWSD asked that succession plan
processes and roles and relationships be explored. To create a fuller look at the human
resource system, human resources policy and practices were also examined as these
relate to relationships, clear roles and responsibilities.
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This review considered the following human resources practices:
1.

Succession plans and processes;

2.

Performance assessment and accountability practices;

3.

Alignment of leadership structure with goals;

4.

Communication of strategic plan;

5.

Alignment of behaviours with the strategic plan;

6.

Clear roles and responsibilities;

7.

Sense of team; and

8.

Feedback processes.

The aspect of the sub‐report uses these practices as an organizer for the review of
strategic human resources management. Findings from the human resource review are
synthesized into themes and major observations.
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METHODOLOGY
In addition to the Organizational Culture Inventory, data regarding culture was also
collected as part of the examination of human resource practices. Data collection
specific to areas of human resource practices was gathered through:


Observation – observer at meetings including administrative staff monthly
meeting, management team meeting and education leadership team meeting.
Also observed at three review‐specific meetings of senior team members and/or
board members.



Interviews – multiple in‐person and phone conversations with HR lead; individual
conversation with Director, individual interviews with all superintendents, CUPE
and Teacher Association representatives.



Focus groups – focus groups of two school teams from Davidson Comprehensive
and Outlook Elementary Schools on April 28th and 29th



Record review – current and new strategic plans, HR policies, job descriptions for
all staff categories, assessment tools for in‐school administrators, teachers and
educational assistants, metrics and plans for potential additional metrics, CUPE
Collective Agreement and Teacher Local Bargaining Agreement. A detailed list of
the records examined and the question guides for interviews and focus groups is
contained in Appendices.

Data were collected through notes capturing the feedback from the observations,
OCI results, interviews and focus groups. Added to these data was an assessment of the
records against good practice resulting in an overall assessment of processes. This was
not a complete assessment of the human resources system but rather was focused on
the specific strategic aspects of human resources, as requested by SWSD in their request
for proposals. Other aspects of human resources such as compensation and labour
relations were not considered as part of this review. Data were considered in the
context of the OCI findings and other survey findings and through the collective
consideration of the full JSGS team. Interpretation of the data emphasized the strategic
aspects of human resources and answering the specific questions posed SWSD.
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SUCCESSION PLANS AND PROCESSES
The benefits of a robust succession plan are many. A succession plan is a means to
ensure that the organization is prepared to support service continuity when the
executives, senior managers and/or key people leave. There is a need for a continuing
supply of qualified, motivated people (or a process to identify them) who are prepared
to take over when current senior staff and other key employees leave the organization.
It is important that alignment between the Sun West vision and human resources
demonstrate a shared understanding of how essential it is to have appropriate staffing
to achieve strategic plans. Of course commitment to developing career paths for
employees who facilitate Sun West School Division’s effectiveness is as necessary as is
the ability to recruit and retain top‐performing employees and volunteers. The benefits
of positive external reputation comes to an employer who invests in its people and
provides opportunities and support for advancement. This helps both recruitment and
retention. Finally, a good succession plan confirms the message to your employees that
they are valuable.

There were three areas of focus for succession planning identified through the
research and data collection: In‐school administrators, senior Division officers, and
priority areas for strategic staffing.
First, we give attention to in‐school administrators. Recruitment efforts have
had to sometimes extend outside the Province to fill these positions. Both anecdotes
and the experience of those interviewed suggests that the primary reason for this is the
lack of desire on the part of current or aspiring principals to move to remote areas (an
accurate description of certain SWSD schools). This seems a reasonable conclusion
although there is no recorded data on this. As with many other aspects of human
resources, information on many areas of human resources relies on the collective and
long‐time memory of senior staff. Overall human resource practice would benefit from
more thorough and regularized data collection and, in addition, that these data be
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considered on a regular basis by the executive team and Board. A deeper and ongoing
collection of data such as relates to retention of those promoted (versus externally hired
in‐school administrators and gender and retention), may reveal other ways in which to
approach this issue.
Sun West School Division has undertaken to develop a leadership training program
for existing teaching staff to ready them for the possibility of taking on an in‐school
administrator role. This is a sound step and will likely be much appreciated by those
who have aspirations for promotion. However, before significant resources are
expended, it may be prudent to collect more data to ensure this will result in the right‐
skilled teachers taking on those roles in the future. This should include a multi‐year
analysis of where in‐school administrators come from, how long they stay, how well
their skills align with the strategic priorities of SWSD, and any common characteristics
they share. This might be supplemented by an analysis of past performance evaluations
to determine whether there are substantial differences in performance and skills
between those promoted versus those externally hired. This should provide a sound
base for the development of the leadership program.
Another source of succession for in‐school administrators may be the pool of
learning coaches and 21st century learning staff. Whether they self‐identify or are
selected, analysis of their competencies may reveal they have both the leadership skills
and interest to become future in‐school administrators.
The second observation regarding succession planning is with regard to the most
senior positions – director, superintendents and key positions. There was a lack of
evidence of a set of succession plans in place and that these are regularly updated and
approved by the Board. Succession plans should be in place not only for retirements or
resignations, but in the event or a sudden or temporary leave. With more than one
superintendent in a position to leave in the near future, a succession plan for the
individual position and for the leadership team as a whole would aid in planning for
future recruitment and desired organizational change. It would also help plan for those
competencies and leadership styles desired for the future. In particular, with the
44

importance placed on culture and value alignment, succession plans help guide how
best to recruit for values. Additionally, with the aggressive change agenda of SWSD,
careful planning to hire for strong change managers is critical. Finally, it was evident
that much of the deep understanding of the School Division is resident not in the files
but rather in the memories of the highly competent and experienced senior team.
Formal, approved succession plans should be in place to ensure that knowledge transfer
is successful and that the momentum of any particular initiative is not lost in the event
of a leadership change.
The third area of focus for succession planning is around key areas of change and
growth. In many ways, Sun West School Division is a leader in innovation and practice,
particularly in distance education. It appears that much of this leadership and drive
comes from the superintendent responsible for this area, the Director and key positions
in the Distance Learning Centre. There have been substantial efforts and resources
invested in distance learning and it is critical there is a solid succession plan be put in
place so that advancement in this innovative area is not interrupted due to staff leaving.
PERFORMANCE ASSESSMENT AND ACCOUNTABILITY PRACTICES
The document review in this area showed that the fundamentals of assessment
and evaluation system are in place. This is an essential practice for a modern human
resource system. However, there were some practices that did not appear to be in
place and, if implemented, would further enhance the current capacity of the
assessment and accountability system.
The practice of having work plans for all staff, not just for certain staff categories,
is a first practice to consider. The work plan, which is developed by an employee and
their supervisor, is an opportunity to discuss upcoming job requirements and also
entails consideration of training needs and interests. In addition, a work plan is a good
opportunity to embed corporate priorities within the entire organization, in addition to
the ongoing elements of any individual job. This work plan then becomes the measure
by which performance is assessed at year end. An emerging practice in leading
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organizations is to have (a limited number of) common corporate expectations in all
work plans. These reflect the agreed upon corporate priorities, emanating from the
strategic plan (and its accompanying strategic human resource plan). For example, Farm
Credit Corporation, a leader in Canada in corporate culture, uses staff members’
performance plans to imbed the expectations of value‐based behaviour and leadership.
Areas for SWSD to consider including in work plans could be expectations around
values, innovation or specific A3s arising from the new sector strategic plan (Hoshin
Kanri). Interview responses were mixed regarding this practice, with some not seeing
the value in this for all types of support staff while others saw system‐wide advantages.
Another area of assessment and accountability has to do with roles and
relationships in evaluation. Record reviews and interview responses clarified that the
practice for evaluation of new teachers falls to superintendents conduct the evaluations
rather than in‐school administrators, although there is collaboration between the
superintendent and the in‐school administrator. There has been an incremental shift to
share this important work with school principals. In‐school administrators are in the
same employee group as teachers and because there is some reluctance to give
principals more of this work because they may also carry a teaching load as well as
administrative duties. This may be a less than ideal situation under which in‐school
administrators are asked to evaluate teachers in their schools. However, a more
standard practice outside the education system is for the direct supervisor to conduct
the evaluation of those who report to them. Being on‐site with the teachers and having
the most regular interaction with them puts in‐school administrators in a good position
to offer reflections and formative advice regarding performance. This may also free up
superintendents’ time to take on more strategic leadership as part of the overall
leadership team. Given that the current practice has been longstanding, this would
require careful consideration including whether additional evaluation skills are required
by the in‐school administrator. If a move towards this change in evaluation
responsibility does not proceed, consideration should be given to a greater degree of
collaborative assessment between the superintendent and the in‐school administrator.
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Some interviewed indicated this already happens, although the formal system indicates
it is the superintendent’s responsibility.
Finally, another practice for consideration is to undertake regular evaluation of
the senior team itself. Interview responses suggested this regular evaluation is not now
in place and observations suggest the team currently works well together. However,
this should be considered in the future as the team dynamics, composition or work plan
changes. See Management Effectiveness Profile System and Leadership Impact
composite reports, in Appendices.
LEADERSHIP STRUCTURE SUFFICIENT TO ACCOMPLISH GOALS
Observations and findings with respect to the organization’s leadership structure
and its team interaction suggest SWSD may want to reconsider its leadership structure
with regard to the human resources function. It is an emerging practice in many
organizations that the strategic human resources function is seen as a critical and equal
member of the leadership team. As aspects of organizational culture, effectiveness and
employee engagement emerge as critical aspects of organizational health and success,
senior human resources expertise has been added to the most senior leadership teams.
Along with a modified structure, the leadership team would also benefit from
more formal and rigourous oversight of the human resources system. A human
resource strategic plan that complements the organization’s emerging strategic plan can
help ensure human resource are in alignment with the organization’s goals, vision and
values. More in‐depth human resource information including data‐based analysis and
trends will bring rigour to discussions about strategies to meet human resource needs.
In addition to more planning and data analysis, the role of the leadership team in human
resource should also expand to regularly consider all system‐wide human resource
issues such as division’s corporate culture, level of employee engagement and
alignment of development activities with the division’s strategic plan.
It is apparent from observation that current human resource staff are very busy
with the technical work required of the Division and may have little time to develop and
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lead a more strategic approach. The International Public Management Association for
Human Resources’ latest survey of human resources across a wide range of
organizations indicates the average human resources staff/employee ratio (including
administrative staff) is between 1:76‐100. This suggests the SWSD may wish to consider
whether they are adequately staffed to achieve this growth into a more strategic role.
COMMUNICATION OF STRATEGIC PLAN WITH DIVISION STAFF
Through the OCI survey, employees were asked about their understanding of the
SWSD strategic plan. Responses were ‘average’ with the mean response of 3.1 (on a 5‐
point scale) to the question “is the Sun West School Division strategic plan effectively
communicated to all stakeholders?”
Staff members were also asked about their understanding of the strategic plan
through interviews and focus groups. These responses were both less positive but more
optimistic than the OCI results. Several focus group members were not able to recall
the values of SWSD, the goals of the new strategic plan or that there was a new strategic
plan in development. Those interviewed provided mixed views when asked if they
thought staff in schools understood the strategic plan (either the new Hoshin Kanri plan
or the recent CIF‐based plan). Union representatives interviewed were more aware of
the work on the new strategic plan and were supportive of the involvement of staff.
While the OCI response of adequate understanding of the plan and its values and the
interview responses seem inconsistent, the form (structured choice versus open‐ended)
in which the questions were posed likely explains this inconsistency.
As previously mentioned, while the interview and focus group responses were less
positive than the OCI results, they were at the same time more optimistic. On several
occasions, and from a variety of backgrounds, staff talked about how the leadership
team was reaching out and getting people involved and there was a commonly held
view that things are ‘really improving’. Those staff from areas more remote from
Rosetown have an uneven understanding of the strategic plan. None‐the‐less, it is
apparent there is an appreciation of the efforts underway to involve staff in the
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planning process. It appears the leadership team has a good start on the roll out and
adoption of the new strategic plan. The School Division should feel confident in
continuing with the current approach.
ALIGNMENT OF BEHAVIOURS WITH THE STRATEGIC PLAN
Through the OCI survey, alignment of corporate values (cooperation, leadership,
accountability and respect) to behaviours was considered. Responses to the two
custom questions (did leadership consistently display guiding values; did people you
work directly with consistently practice the values) resulted in good responses with the
response rates of 3.6 and 3.6 respectively (out of a five‐point scale). While these
responses suggest no particular problems with the alignment of behaviour and
corporate values, they alone are insufficient to answer this question.
The results from the overall OCI survey also shed light on the values displayed by
staff and leadership and help to respond to this question. The Circumplex model used
by OCI describes the current and ideal states of the SWSD organization, as defined by
survey respondents. The dominant ‘constructive’ style (achievement, self‐actualizing,
humanistic‐encouraging, affiliative) described by survey respondents generally aligns
with the SWSD values of cooperation, leadership, accountability and respect, reinforcing
the conclusion that behaviours are generally seen as consistent with the SWSD strategic
plan.
However, two observations warrant Board discussion:
1. There is a noticeable gap between the current state and ideal (future) state, as
described by survey respondents. This is consistent with all organizations and
should not be seen as a failure. Rather, it signals that staff members have
aspirations for more for their organization to succeed and creates an opportunity
for discussion about how to address the gaps. This itself is a positive undertaking
and the leadership team may want to consider how best to undertake these
discussions.
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2. The OCI data reports on the perceptions of the current state by employee
group. There are noticeable differences among employee groups with respect to
how they describe their current organizational culture, with one of these groups
having a different dominant style of culture. While some of this is explained by
the nature of the work, careful consideration needs to be given as to whether
special efforts are required to better align all employee groups with the overall
strategic plan, including its organizational values.
Interviews and focus groups provided an additional sense of the alignment of
behaviours with the strategic plan, particularly its values. There was a strong sense of
respect felt by respondents and there were many comments about the strong division
leadership and cooperation. The ‘value’ of self‐accountability was heard repeatedly,
with a single reference point – the student. There was also a general sense of
accountability of the division leadership although there were mixed views as to whether
resources were always expended with the student as the goal. Two examples came up
several times: the first was about the need for more educational assistants in direct
support of students; and the second was the need for more job‐specific professional
development (horizontal communities of practice) rather than PD days spent on
strategic planning. This is likely a natural, ongoing tension between resources for the
classroom and for new initiatives. However, it may also point to the need to continue
efforts to explain the long term benefits to students of the newer strategic initiatives.
In additional to the debate about the balance between strategic and operational
emphases for professional development, there also appears to be some confusion
among staff about PD itself. Focus groups spent time discussing how many days and
resources were available and how they could be used. It is unclear if Division PD funds
are used strategically to support talent management efforts such as supporting those
identified as high potential or whether they are equally accessible to all. This is not a
case of too few resources but rather how resources are used with consideration to the
strategic plan and to human resources challenges and plans.
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CLEAR ROLES AND RESPONSIBILITIES
Organizational Culture Inventory survey results indicated that roles and
responsibilities were generally well understood, although there were differences among
the employee groups with division services providers reporting lower than OCI
reference groups for “inconsistency of messages regarding what is expected.”
Interviews and observation also indicated that roles and responsibilities seemed
clearly understood. In interviews, the leadership team was able to discuss issues and
responsibilities succinctly because of this clarity – the ‘who does what’. School staff
focus groups also expressed a clear understanding of what they do and when they need
to seek permission or direction.
A review of records also showed there were job descriptions for most employees
with sufficient detail of was expected from these staff. Yearly work plans for more
senior staff laid out what was expected in terms of strategic outcomes, in addition to
regular duties. For those staff without the benefit of yearly work plans and evaluations,
it is recommended this practice be considered.
Two earlier observations bear repetition:
1. There may be benefit in considering whether principals should have more
responsibility for teacher evaluation. This would better complete the
management and oversight role of the in‐school administrator and open new
opportunities for dialogue and goal setting amongst the entire school team; and
2. There may also be benefit in ensuring the more strategic roles and
responsibilities for staff are included as part of their work and performance plans.
This may help to prioritize new initiatives for staff and message the importance of
future directions. One respondent indicated there was a lot of very positive
change underway such as 21st Century Learning and the strategic priorities arising
from the new Hoshin Kanri planning but teachers may be overwhelmed with the
amount of work required and unclear about priorities. A more complete work
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plan that contains both operational and strategic responsibilities may help in
better defining the expectations of all employees.
SENSE OF TEAM
Team is defined as working collaboratively to achieve a common goal. Within
Sun West School Division there are a number of ‘teams’ which relate to an individual
school (functional), a role (cross‐functional), and the overall organization.
An OCI supplementary question asked if there was a sense of team amongst
employees of Sun West School Division. The response was 3.4 on a 5 point‐scale which
suggests an overall satisfactory sense of team.
Those interviewed and those who participated in focus groups were asked about
the concept of team as it relates to the strategic plan. In most cases, respondents spoke
about team from the perspective of the student and school. While not specifically
referring to the vision of ‘success for all,’ many respondents talked about learners, a
focus on students, and ‘for the kids.’ This clear focus on students came from in‐school
support staff, accountants, teachers and senior leaders alike. One respondent said that
although they may not always agree on specific issues, there is no disagreement on the
goal. This is a powerful base for a positive team environment and SWSD should be
reassured that this aspect of a successful team is well‐grounded and equally applies to
all types of teams within the Division.
Other aspects of ‘team,’ such as working collaboratively towards the common
goal, are the subject of other sections of this report. However, the observations and
responses from the interviews and focus groups conducted from the human resource
perspective are consistent with findings elsewhere and with the OCI findings. The sense
of team is solid in SWSD. When challenges to team performance occur, they are not
because of a lack on common goal or intent to work collaboratively, but rather from
other factors such as competing strategic priorities or resources.
The one exception to this overall comment has to do with the geographic size of
the Division and the difficulty of horizontal collaboration. Superintendents recognized
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that these distances were a challenge to the amount of contact that they were able to
have with staff. Teachers in smaller schools saw the benefit but acknowledged the
difficulty of learning from their own grade‐specific community of practice. Educational
assistants said they would appreciate learning from each other as they deal with specific
challenges facing students. Nothing can be done about the size of the School Division,
but the leadership team may wish to consider whether there are alternate ways in
increase opportunities for inter‐school collaboration and communities of practice. Use
of the Distance Learning Centre for intra‐Division communication is an obvious
possibility. The other may be to consider how professional development opportunities
could focus more on horizontal collaboration. Given the demographics of Sun West, this
will likely continue to be a challenge but it’s noteworthy that some of those raising this
issue felt solutions could be developed by staff themselves.
Observations of the senior leadership team suggest there is a hierarchy in the
senior team where those who work directly with educational aspects of the work appear
to hold a higher position on the team. As per earlier comments on the role that
strategic human resources could play on the team, it may be opportune to consider the
make‐up of the senior team so as to be both clear and future‐focused. This means
thinking not only about the members of the team but also the value each brings to the
table for the entire organization.
FEEDBACK PROCESSES
The OCI survey had two supplementary questions included about feedback:
1. Do you feel that the feedback you provide is “heard” by the person/group that
you pass it on to? (response 3.1 on a five‐point scale with 28.6% saying “not at
all” or “to a slight extent”).
2. Do you receive regular feedback to enhance the ongoing quality of your work?
(response was 2.9 on a five‐point scale with 31.7% saying “not at all” or “to a
slight extent”.).
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These responses indicate a moderate, not strong, sense of being heard or getting
feedback on work. Those interviewed and those participating in focus groups provided
more positive responses when asked about being able to give feedback within the
system. To a person, staff indicated that if they had a problem, they would know who
to speak to and also indicated they felt comfortable in doing so. ‘The door is always
open’ was a term used often in describing relationships with supervisors.
Union representatives were also complementary about the open and trusting
relationships they had with SWSD leadership, especially with the HR Manager. If issues
arose, they were discussed and resolved early. Where there were disagreements about
a particular issue, they felt involved in the discussion and appreciated the relationships
in place to handle issues. The fact that there hasn’t been a grievance filed in anyone’s
recent memory is a good indication of positive labour relations and ability to solve
problems early. Union representatives also felt included with regard to SWSD strategic
planning and their ability to meet with the Board to discuss priority issues.
There was generally positive feedback about the information coming from Division
office. The ‘Friday files’ were referenced often as were the recent efforts made by the
Division office in reaching out on issues and the strategic plan.
A few respondents indicated there was some difficulty in receiving accurate
communications from Division office because of the number of layers messages may go
through before reaching staff. While not an overwhelming concern, it may suggest the
need for additional direct communication or clearer communication lines from the
senior leadership on strategic issues and priorities.
There were also several comments made about the key role of the in‐school
administrator in ensuring good communications and that there was uneven
performance of this important role. This shouldn’t be interpreted as a need to expand
the flow of information to school staff via the in‐school administrator, as many noted
they are already overwhelmed with emails. Rather, it signals an opportunity to review
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how information flows to in‐school staff via the in‐school administrator to help with
their day‐to‐day or strategic responsibilities.
SUMMARY OF STRATEGIC HRM REVIEW
Before commenting on those opportunities for Sun West School Division to
consider in the future, it is important to set the context of today with regard to strategic
human resources in SWSD. From the information gathered throughout this review, it
seems clear this is a well‐functioning strong organization that is collectively moving
forward on achieving the organizations goals for students. It was a pleasure meeting all
those who were part of the meetings, interviews and focus groups and the sense of
commitment to the student and the organization was clear. In particular, we would
single out the human resources area and their manager who through hard work and
deep experience, have the human resource needs of the division on a solid track.
The suggestions below would build on this solid track and potentially take the
organization to that next level of expertise in planning and leading SWSD’s human
resources system. Both the survey results and the findings from elsewhere suggest a
strong, well‐functioning organization that has the qualities needed from which to build
an even stronger human resources system. Our findings commend the following for
consideration:
1. Elevate the focus on human resources to become more strategic and aligned with the
Division’s overall strategic plan. This would include:


creation and maintenance of a human resource plan that is approved regularly
by the leadership team and the Board;



setting expectations of all leadership team members regarding the key elements
of strategic human resources (e.g., employee engagement, organizational
culture, strategic alignment)



having senior human resource staff at the executive leadership table and setting
expectations of HR leadership for provisions of strategic plan, supporting
knowledge and guidance; and
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Regular leadership team assessment to ensure the integration of the strategic
plan and the human resources plan.

2. Develop and maintain robust human resource metrics from which long term trend
analysis can be conducted. This would include the potential of undertaking future
analysis by student outcomes and analysis against alignment of strategic goals. Data
should be regularly available to both the leadership team and the Board. While not
exhaustive, metrics should include:


5‐10 year trends for recruitment and retention (promotion versus external
recruitment; retention by recruitment type, location and gender, by employee
type and sub‐type, etc.);



Age and gender by classification and sub‐region;



Full time versus substitute/temporary use;



Retirement projections;



Time and difficult to fill positions;



Absenteeism, benefit and worker’s compensation use;



Division‐wide PD history, plans and delivery;



Use of PD in talent management and in strategic goal attainment;



Absenteeism, benefit and WCB use;



Employee engagement and satisfaction levels;



Outcomes from specific HR programs (e.g., Leadership Program);



Progress in talent management plan (part of HR Plan); and



Progress of Human Resource Plan’s goals.

3. Develop and regularly monitor succession plans for all key positions or position types.
Key components include:


Identify key positions based on history and strategic needs;



Identify talent pool of those with the potential to assume greater responsibility,
together with positions where external recruitment is required;



Deliver development and experiential needs for those in talent pool;
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Ensure leadership of support for development of high‐potential leaders; and



Ensure succession plan is current and approved by the leadership team and the
Board.

4. Move towards annual work plans for all staff with the potential to more closely align
individual plans with SWSD’s strategic direction.
5. Consider further delegation of performance management and other duties to in‐
school administrators as time and resources allow.
6. Work with in‐school administrators to ensure there is good flow of needed
information through to school staff.
7. Assess the current state of professional development for teachers and for educational
assistants to determine its alignment with the strategic plan, student needs and pressing
human resource issues.
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SATISFACTION AND ENGAGEMENT OF SUN WEST PARENTS AND
GRADES 6-12 STUDENTS
The third element of this sub‐report gives attention to the voices of parents and
students, through the Thoughtstream platform. We were impressed that 1937 people
contributed 8863 thoughts in the first round of participation. This, then, provides a
broad‐based sense of parent and student satisfaction from 24 Schools (23 in case of
student voices).
Customer service and satisfaction is one of the key elements of culture, as defined in the
OCI approach. While the OCI survey results demonstrated a solid belief by respondents
in the importance of customer satisfaction, it did not identify actual ‘customer’
satisfiers. The third part of this sub‐report examines what students and parents felt
were important to them, that is, it paints a picture of what increased client satisfaction
looks like.
These results are critical to future discussions about culture change. Staff at all levels of
the organization have a stake in one or more of the satisfaction elements described
through the Thoughtstream process. These findings can be used along with other
findings and recommendations to engage staff in discussions about organizational
culture and the relationship to customer satisfaction.
BACKGROUND TO THOUGHTSTREAM
To gather input from students and parents online surveys were conducted. An
existing contract with the online survey company Thoughtstream and the Sun West
School Division was already in place making the integration of the process relatively
easy. The process promoted by Thoughtstream is not the standard online survey but
includes a second round of prioritizing responses so that participants are able to
examine what others value in addition to their own views. The two‐phase approach
provides a set of data that is confirmed by all who choose to participate. This provides
researchers with a stakeholder approval of the results. Web‐based surveys for each
school as well as the Distance Learning Centre (DLC) were designed and distributed
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based on existing successfully implemented Thoughtstream applications and protocols.
Each school was designated as an information gathering point with all data provided by
students and parents associated with that particular school.
CONCEPTUALIZATION
Educational leaders across the globe are finding new ways to engage their
stakeholders. Surveys and town hall meetings serve to gather data but fall short of
meaningfully accessing the silent majority in order to gather actionable insight, build
buy‐in, and create trust. Thoughtstream allows leaders to easily engage staff, students,
trustees, parents, and community members on the essential aspects of educational
development.
The following graphic from their website shows how Throughtstream presents
their data collection process.
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Figure 1. Conceptualization of ThoughtStream Design (www.Thoughtstream.ca)
METHODOLOGY
To gain input from the entire Sun West School Division a series of four open‐
ended questions was presented to Students and parents of all Schools in the Division.
Each of these questions was web‐based and part of a two‐stage process. The initial
stage was an opportunity for participants to present their thoughts about the Division
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based on the school to which they were connected. In total 25 schools participated in
the Thoughtstream process. Once the first set of feedback was collected it was
organized and any in appropriate data was removed. As indicated, in the first phase of
data collection 1937 people completed their participation for contributing thoughts
throughout the Division. Collectively, they provided 8863 “thoughts.” Then these
“thoughts” were shared with the original group to be ranked. Each person was able to
assigned priority ratings to the thoughts about which they felt most strongly. This
second set of prioritized data was analyzed to create a list for each school. As the intent
of the process was to find division‐wide priorities the highest ranked responses from all
schools were then combined to provide an overall ranking of themes. In this section the
three questions and the top responses for each are presented. The data for the fourth
question were not shared for prioritization and does not appear in this section.

FINDINGS
Q1. What are some suggestions for things we can do in our school to continue to
improve?
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It is clear in this set of responses that lengthening the lunch break is a priority for
students and parents. It is without a doubt the number one issue to be addressed. The
next set of data is more closely grouped. Improving communications with parents is
strongly supported as is changing the grading system. Based on frequency of response
the other highly ranked items are viewed with similar levels of importance. This
question had a less concentrated set of responses meaning more items with a lower set
of priority rankings.

Q2: What are some key examples of things you appreciate or think are working well in
our school?
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In the section asking participants what the Division is doing well there is clear
and strong support for a number of responses. The quality of teaching staff is ranked
highest with sports and extracurricular activities also rated favourably. Although not
rated as highly by a broad number of schools those who rate the communication with
parents as good strongly believe so with the highest rating of all items in the entire
survey. The broad range of highly ranked factors is a positive sign of the value place on
the work of the Division.
Q3: What are some examples of things you think people in our school should be able to
experience or accomplish that they currently can not?

63

When asked what things people in the school should be able to experience there were two
very clear choices. Field trips rated as the number one response in 13 schools making it the
highest overall rating and ranking of any item in the survey. The response of more class
choices was the third highest in the entire survey and clearly an important issue for survey
participants. The opportunity to engage in more fine arts and music and to learn more life
skills were the next most items that are not being address to the level of satisfaction for
participants. Like Question 1 this question has a very wide range of answers with the most
important responses concentrated in the top six ranked choices.
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Thoughtstream Analysis Process After Priorities Step
Similar Thoughts were combined from the top 100 priorities for each school into
“grouped thoughts.” The top 5 grouped thoughts from each school were then combined
and normalized for theming and further analysis.
Themes that were consistent across questions one and two were identified by
looking for similar sets of grouped ideas. The themes each received a numerical “total”
value by summing the stars from the groups within the theme. The stars that came from
groups in the Challenges question (Q1) were given a negative value, and the stars that
came from groups in the Benefits question (Q2) were given a positive value.
On the radar graphs, the Total number (blue line) represents the sum of stars
across both questions for each theme. The Challenges (red line) number represents the
sum of the stars within question 1 for each theme. The Benefits (green line) number
represents the sum of the stars within question 2 for each theme.
For the themes that have sufficient diversity within the “Overall Themes”
grouped ideas, a further analysis was conducted to identify more specific sub‐themes.
For each sub‐theme, radar graphs were created by following the same approach as in
the overall themes.
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OVERALL FINDINGS
This graph represents the eight highest‐rated main themes as reported by
participating schools. The combined responses identified Teaching and Marking Systems
and Programming and Class Options as very important. Looking specifically at challenges
Teaching and Marking System and Programming and class options were deemed to be
most important. Looking at benefits Teaching and Marking System, Extracurricular
activities, and Programming and class options rated the highest.
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HEALTH AND WELLNESS OF THE CHILD
In relation to health and wellness of the child the key challenge identified was
the need for a longer lunch break. It is the number one issue on the minds of
participants and there is an obvious issue to be addressed. Some attention was paid to
the hot lunch program and the positive emphasis on physical activity.
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PROGRAMMING AND CLASS OPTIONS
This area of interest has a more diverse set of key areas. The highest totals were
evident in Gym classes, Distance learning, Field trips, and Variety in courses. There are
higher areas of challenge in Distance learning, Field trips, and Variety of courses.
Benefits were identified primarily in the area of Gym classes.
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STAFF AND TEACHING
In the area of teaching and marking two themes were clearly identified as
important. Quality teaching staff and One on one help had the highest totals. The
benefits of both were rated as high. The area with the highest score on challenges was
the Marking system. No other response was viewed as negatively in the area of Staff
and Teaching.
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POSITIVE AND SAFE SCHOOL ENVIRONMENT
There were a number of themes with positive scores related to the school
environment. The benefits of School events were very clearly identified. Volunteer
opportunities and Positive environment were seen as important benefits. The issues of
Bullying and Discipline are rated the highest as challenges.
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FACILITIES AND AMENITIES
A range of challenges was identified by schools in the Facilities sub‐group. The
most pressing of these challenges is a need for a student lounge, improved athletic
resources and class sizes. The only area that was identified as beneficial were the snack
machines.
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The results of the combined school ratings from the Thoughtstream surveys provided
another method to understand the varied yet clearly identifiable set of benefits and
challenges. The data illustrates that with many of the issues strong feelings are present
as themes are viewed as either benefits or challenges. The issue of greatest interest for
participants was related to teaching both on the overall graph and in sub‐groups.
Participants tended to focus on issues that directly impact the teaching and learning of
their children such as teacher quality, and the grading system. The area identified as the
greatest benefit is Quality teaching, while the greatest challenge is the need for a longer
lunch break.
SUMMARY OF FINDINGS ON SATISFACTION: PARENTS AND
GRADES 6-12 STUDENTS
The following provides a summary of the satisfaction levels and areas of
attention provided by parents and students from 24 Sun West School Division Schools:
1. Teaching, along with programming and class options are the themes of high
importance to parents and students. Many thoughts were expressed with
respect to the positive quality of teaching in the School Division. There was
much praise for the one‐on‐one teaching that takes place. Students and parents
are interest in more class options.
2. There were specific areas that stood out and require further examinations:


was a strong call for longer lunch breaks;



The new marking system is not particularly well received by some;



Bullying and behaviour management continue to be on Sun West School
Division parent and student agenda, as needing attention; and



the laudatory role of the School events in the life of the communities ought
not to be underestimated.
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3. These findings offer specific and tangible priorities for consideration by SWSD. It
would be valuable to share these findings with staff at all levels for discussions
about client satisfaction and broader discussions about organizational culture.
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BACKGROUND TO REPORT
In January 2014, the Johnson Shoyama Graduate School of Public Policy was informed by Sun
West School Division that their proposal for a comprehensive review of Sun West School Division had
been accepted. Part of this larger review required a review of the Sun West School Division’s Distance
Learning Centre and its Division‐level support services. This aspect of the more comprehensive Division
Review is a part of a continuing process of due diligence for the Sun West School Division Board as set
forth in its policies. With this review, the Board seeks to continuously develop, and manage the
maturing processes of its mandate for Sun West School Division. The elements of this sub‐report consist
of two elements: Distance Learning Centre Review and Review of Division‐level Support Services.
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DISTANCE LEARNING CENTRE REVIEW INTRODUCTION
Education as we know it is changing. No longer are students showing up exclusively in
schools to learn. They are faced with many both opportunities and challenges related to where
they learn, their local educational options, family schooling decisions and other factors that
make them what we might call non‐traditional learners. To continue to support these diverse
learners a new form of flexibility and access to education is required. Schools have to be more
responsive to the changing needs of students and their families.
In 2008, the Sun West School Division recognized the changes that were occurring with
their students and identified a need to diversify its course offerings to meet the needs of
current and future students. SWSD saw an opportunity to use advances in pedagogy,
technology, and infrastructure to offer leaning to those who may have been missing out or not
receiving a fully supported educational experience. The Division had schools where course
offerings were limited by staff resources. There were students who were unable to receive a
range of courses to prepare them for post‐secondary education. A number of homeschool
families were also reaching out to the division for resource and learning support.
To deal with this need, 12 print‐based courses were designed and offered for distance
students out of Kenaston Central School. The new hosting location was labelled the Distance
Learning Centre (DLC). This small offering of courses has grown to service a large and growing
number of students in the Sun West School Division and beyond. The DLC now offers to
opportunity to take 70 different courses through traditional correspondence and technology
support methods. Although perceived as very successful there is a need to explore specifically
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where the successes are found and how greater success can be achieved in other areas. As of
April 2014, the DLC has 276 full‐grant students. These are the students who are taking all of
their classes from Sun West DLC and are not registered with any other school or school division.
These students can be home‐based, or students between 18 and 22. The number of classes
each student takes varies. The Sun West DLC is also delivering 1998 classes to students who are
not in the Kenaston building. These are delivered to students within SunWest, students in
schools outside of Sun West, and adult students. Again, the number of classes per student
varies from 1 to 5.
The role of the DLC is to provide access and opportunities to student studying in the Sun
West School Division and for others working outside of traditional educational contexts. The
overarching question we are looking to answer with this review is “What is the role of the Sun
West Distance Learning Center (DLC) in supporting the success of students.
What are the reasons for doing a review of this role? The review of the DLC was
requested by the Board of Sun West School Division to dig below the surface, to examine the
impact and understandings of the day‐to‐day operation of the DLC. The SWSD Board outlined a
need to gauge access, support, and equity for students. Those who take advantage of the DLC
are a diverse group. They represent five major categories of learner . Without input from all of
them it is difficult to truly judge the level of effectiveness in the DLC. The SWSD School Board
has been supportive of the DLC and this review will give them an in‐depth look at the impact of
the organization and assist them in future planning.
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BACKGROUND
Although many other provinces and school divisions offer online and correspondence
courses there is not one prescribed model for K ‐ 12 Distance Education in Canada. Each
jurisdiction has their own particular approach to providing for students. There are traditional
correspondence models where a majority of the information is print based. There are also
others that use both asynchronous and synchronous student interaction models. In
Saskatchewan the Provincial Ministry of Education turned responsibility for distance education
over to the school divisions when it closed the provincial correspondence school in 2008. With
this change went the leadership and directives specific to Distance Education in the Province of
Saskatchewan were lost. To bridge the gap SWSD decided to create its own approach to serving
students’ needs by creating a central site to deliver both synchronous and asynchronous
courses.
Despite not finding a single comprehensive model that would be the gold standard that
we would compare to the current SWSD DLC, our extensive literature review on K ‐12 distance
education in Canada uncovered a number of key themes that were important to the success of
delivering this form of education. There were successful aspects of each existing program we
reviewed but all programs were very different. We would not even use the term best practices
as the model would change from province to province or division to division. The key themes
we found were support, teamwork, access, institutional framework/approach, communication,
and growth. These themes were also found in the initial set of questions in the proposal for the
project. All of these factors contribute to improving both instruction and student learning. We
created the following model to guide our review of the DLC.
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Figure 1. Model for Distance Learning Centre Review
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METHODOLOGY OF DISTANCE LEARNING CENTRE REVIEW
The review of the DLC utilized a participatory review. In other words, we actively involved
all stakeholders in the process. Initially a meeting was held with the Director, the
Superintendent responsible for the DLC and Vice‐Principals of the DLC to determine the focus
of the DLC review. This was followed by a review of existing DLC documentation. Based on this
initial investigation as a guide, combined with the literature review, questions for the
stakeholders were generated based on the six themes identified as contributing to an effective
distance learning program. The questions were linked to specific areas of interest provided by
the Sun West School Division in their Request for Proposals. Specifically,
●
●
●
●
●
●

Is communication effectively managed and well perceived amongst all stakeholder
groups?
How do students, parents and community members perceive the SWSD?
How effective is the Distance Learning Centre in providing educational programming
equity to students in Sun West?
Is there a sense of ‘team’ within the division?
Are community partnerships developed to support student learning?
Are there sufficient feedback processes in place?
Types of instruments used and why (in appendices): Anonymous surveys were used to

find out more about the main themes. Schedule of events (chronology of methodology):
● Began with review of existing documents including web material and existing planning
documents.
● A meeting was held with Administration to inquire about their understanding of the
process and to receive their input.
● Literature review of K‐12 Distance Learning in Canada.
● Creation of two specific DLC surveys were constructed based on an extensive literature
review and stakeholder meetings.
● A survey of all Sun West Teachers
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● A Survey of all Educational Assistants
● Once data had been collected through surveys a focus group with a sample of DLC staff
in Kenaston was conducted.
● During the DLC staff specific data collection a broader division wide survey was
conducted using the Thoughtstream online tool. A Thoughtstream Survey of DLC
Students and a Thoughtstream Survey of DLC Parents
● Specific DLC Questions from Organizational Culture Inventory were also sent out to all
staff in the SWSD.

TYPES OF DATA COLLECTED AND INTERPRETATION
Complete responses were collected from 25 members of the DLC staff. Complete
responses were collected from 15 Educational Assistants. The Thoughtstream survey was
completed by 60 students, 44 parents, and 21 individuals who identified themselves as “other.”
They contributed 425 individual thoughts related to the DLC.
Information in the next section represents the data collected through the various
surveys and focus groups. Responses from both the DLC teachers and EAs are presented
together in the first section. Both groups play an important role in the day‐to‐day operation of
the DLC.
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BACKGROUND TO THE DISTANCE LEARNING CENTRE
This section identifies understandings and opinions of daily tasks.
Table 01: At what grade level are the DLC courses you are
assigned to teach/do you support? *select all that apply*
Teachers
(n = 25)

EA/Support
Staff
(n = 15)

K‐6

24%

0%

Grades 7, 8, 9

24%

20%

10 Level Courses

44%

93%

20 Level Courses

64%

100%

30 Level Courses

48%

93%

Practical & Applied Arts

8%

7%

Post‐secondary Dual Credit
Opportunities

0%

40%

Survey Items

Respondents were asked to identify what grade level(s) they are assigned to
teach/support at the DLC and they were asked to select all the categories that apply to them. In
response, Table 01 uncovers that both teachers and EAs were most likely to teach at the high
school level.
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Table 02: At what level are you employed to
support DLC students?
EA/Support
Survey Items
Staff
(n = 15)
Full 1.0

40%

Less than 1.0, more than 0.5 FTE

13%

Less than 0.5 FTE

47%

EAs were additionally asked to identify what level they were employed to support DLC
students and we found that 47% were less than 0.5 FTE, 40% were Full 1.0 and 13% were less
than 1.0 and more than 0.5 FTE.
We asked respondents how many years they had worked at the DLC. According to
teachers, the average years of experience at the DLC was 2.3 years and 1.6 years for EAs.
Furthermore, respondents identified the number of courses they were assigned to
teach/support in the 2013‐2014 school year. On average, teachers were assigned to 3.9 courses
and EAs supported an average of 20.9 courses in the 2013‐2014 school year.
Teachers and EAs were given opportunity to express their comments on different
aspects of the DLC. First, respondents were asked what they felt was the greatest strength of
the DLC. In response, teachers generally expressed that the strength of the DLC lies within its
unique opportunity to provide students in a variety of different circumstances and background
with flexible educational opportunities and supports. They also felt that the collaborative
environment of the DLC was strengths.
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When asked what they felt was the DLC’s greatest strength(s), EA respondents largely
echo the responses from teachers. In addition, many EAs identify that the diversity of courses
offered to students and the added value of being able to complete a course at your own pace
as strengths.
Following, respondents were then asked to identify the area(s) most in need of
improvement for the DLC. In response, teachers raised the concern of teacher‐student ratio
becoming unmanageable. Stemming from that theme are the concerns that there is a focus on
quantity of students rather than quality of learning and that the DLC hiring and workload is
reactive to student numbers rather than proactive. For teachers, the consequences of large
class sizes are that it can compromise support and time needed to communicate with students
to ensure their continued success in the class.
EAs identified that there continues to be a need to find ways to enhance communication
with DLC students. Respondents perceive students’ need for interaction, which is a common
barrier for distance learning students. For EAs, finding increased opportunities for students to
communicate with their teachers can engage and motivate them to complete the course.
When asked about the benefits experienced by DLC students as compared to non‐DLC
students, teachers articulated that the independence and flexibility in scheduling and
environment for the student to work at their own pace to complete the course, and the
opportunity to take courses that students in traditional school settings may not be able
constituted benefits.
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When asked about what benefits are experienced by DLC students, as compared to
experiences of non‐DLC students, EAs generally agreed with teachers that the independence
and flexibility in scheduling and environment for the student to work at their own pace to
complete the course, and the opportunity to take courses that students in traditional school
settings may not be able constituted benefits. In addition, EAs also emphasized the gaining of
valuable skills for students, such as working independently, self‐discipline and organization.
When asked about the challenges of being a DLC student as compared to non‐DLC
students, teachers identified the lack of daily face‐to‐face contact with teachers and their
peers, and the overall social aspect of school a key challenge. Another key challenge is the DLC
is success in completing DLC courses is contingent upon students having developed certain
skills, such as time management, work independently and self‐motivation, all of which may be
difficult for students at that young age.
When asked what are the challenges of being a DLC student as compared to non‐DLC
students, EAs emphasized that being able to complete DLC courses is contingent upon students
having developed certain skills, such as time management, work independently and self‐
motivation, all of which may be difficult for students at that young age. Moreover, EAs
identified the struggles for students when they are not able to obtain an immediate answer to a
question from teachers and how the atmosphere of DLC courses can make it difficult to ask for
help. For some, technology can act as a deterrent for students to ask questions, rather than an
enabler.
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SUPPORT FOR DLC
Table 03: Division Level of Support
Teachers

Educational
Assistants

Technology ‐ Software

75%(0)*

67%(8)*

Technology ‐ Hardware

83%(0)

75%(8)

Technology ‐ Network

75%(4)*

75%(8)

Curriculum

54%(8)*

90(0)

Instruction

65%(4)*

82%(0)

Assessment

65%(0)*

72%(9)

Student Support Services

43%(26)*

80%(0)

Educational Assistants

74%(13)

75%(8)

DLC teachers

92%(0)

Survey Items

Distance Learning Centre

96(0)

75%(0)*

Likert scale = 1 (No support), 2, 3, 4, 5 (Completely supported)
Responses of "3" over 20% are indicated with *
Percentage of disagreement (disagree or strongly disagree) are presented in brackets (xx)

Table 03 presents the teachers and educational assistants’ perceptions of division
support on different components within the DLC. Their responses indicate that the vast
majority of teacher and EA respondents felt that there was a high level of support in
technology, in terms of software, hardware and network, educational assistants, teachers and
the DLC at large. Table 03 further found that teachers were less likely to view as strong of
division support for the areas of curriculum, instruction, assessment, and student support
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services in the DLC. This is in contrast to a majority of EA respondents who found these areas to
be well supported.

Table 04: To what extent have you been provided with Division
professional development opportunities in the following areas:
Teachers

Educational
Assistants

Curriculum

30%(39)*

0%(83)

Instruction

39%(26)*

8%(42)*

Assessment

52%(13)*

8%(75)

Software

39%(17)*

8%(66)

Distance Education

43%(17)*

Survey Items

Likert scale = 1 (Never), 2 (Rarely), 3 (Occasionally), 4 (Frequently), 5 (Always)
"Occasionally" responses over 20% are indicated with *
Percentage of disagreement (disagree or strongly disagree) are presented in brackets (xx)

When DLC teachers and EAs were asked about the regularity of professional
development opportunities provided by the Division, Table 04 first reveals a varied response
from teachers in the areas of curriculum and instruction. On the other hand, a majority of DLC
teachers reported there were occasional or more frequent professional development
opportunities in the areas of assessment, software and distance education. Meanwhile, a
majority of the EAs reported that professional development opportunities were often not
provided by the Division.
In addition to asking about the regularity of professional development opportunities
provided by the Division, respondents were asked to list any specific training or supports that
15

they had received that make them a more effective DLC teacher. In response, teachers
identified Apple product training, such as iPad training, and attendance at the Florida
Educational Technology Conference as helpful to their development. In addition, many teachers
also identified the importance of informal peer support in their professional development.
Meanwhile, EAs identified the Educational Assistant certificate and the training received at the
start of the year has been beneficial.
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TEAMWORK AND DLC
Table 05: Teamwork
Survey Items
I am encouraged to try new ways of doing
things
I am encouraged to share ideas and
resources
My work is valued and appreciated by my
colleagues
I have the freedom to make decisions in
my area of responsibility
I understand the goals and objectives of
the DLC
I participate in setting goals for the DLC
Collaboration amongst staff members is
valued in the DLC
The DLC team effectively facilitates
communication
I am in regular communication with
teachers outside of the DLC

Teachers

Educational
Assistants

100%(0)

85%(8)

100%(0)

69%(0)*

83%(0)

77%(0)*

96%(0)

69%(0)*

92%(0)

92%(0)

50%(17)*

38%(15)*

100%(0)

69%(0)*

71%(4)*

85%(0)

62%(21)

I am in regular communication with other
DLC colleagues in other locations

46%(31)*

I am in regular communication with other
EAs outside of the DLC

8%(69)*

Likert scale = Strongly Disagree, Disagree, Neutral, Agree, Strongly Agree
Neutral responses over 20% are indicated with *
Percentage of disagreement (disagree or strongly disagree) are presented in brackets (xx)

Table 05 explores the concept of teamwork and the overall sense of team within the
DLC. With regards to fostering an atmosphere of inclusivity, the majority of DLC teachers and
EAs felt that they were encouraged to try new ways of doing things, share ideas and resources,
and have the freedom to make decisions in their areas of responsibility, while nearly all
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respondents unanimously reported that they understood the goals for the DLC. In contrast,
both DLC teachers and EAs were found to be more lukewarm in their response when asked if
they participated in setting goals for the DLC.
With regards to the overall sense of team, the majority of DLC teachers and EAs
perceived their work to be valued and appreciated by their colleagues, that collaboration
amongst staff members is valued in the DLC and the DLC team effectively facilitates
communication. When asked if respondents were in regular communication with colleagues
outside of the internal DLC team, 62% of DLC teachers are in regular communication with
teachers outside of the DLC; 46% of EAs were in regular communication with other DLC
colleagues in other locations; and 8% of EAs were in regular communication with other EAs
outside the DLC.

Table 06: Teamwork ‐ How would you rate your
relationships with other DLC teachers over the past year?
Survey Items

Teachers
(n = 24)

Poor

0%

Fair

0%

Good

25%

Very Good

33%

Excellent

42%
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Overall, all DLC teachers reported positive relationships with other DLC teachers in the
past year, with 42% rated their relationships with other DLC teachers as excellent, 33% rated
theirs as very good and 25% rated their as good.
Table 07: Teamwork ‐ How would you rate your relationships with other EAs over
the past year?
Survey Items

Educational Assistants (n = 12)

Poor

8%

Fair

25%

Good

33%

Very Good

25%

Excellent

8%

When EAs were asked to rate their relationships with other EAs over the past year, we found a
varied response. While a majority of respondents did report positive relationships with other
EAs, 25% rated their relationships with other EAs as fair and 8% rated theirs as poor.
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Table 08: Teamwork ‐ How would you rate the relationship between educational
assistants and teachers at the DLC?
Teachers
(n = 22)

Educational Assistants
(n = 12)

Poor

0%

0%

Fair

5%

0%

Good

54%

25%

Very Good

32%

42%

Excellent

9%

33%

Survey Items

DLC teachers and EA respondents were asked to rate the relationship between each
other at the DLC. In turn, Table 08 found that both sets of respondents generally rated the
relationship positively. A majority of DLC teachers rated the relationship to be good with 41%
stating that it was very good to excellent. Meanwhile, EAs were most likely to rate the
relationship as very good with 33% of respondents stating that the relationship was excellent.
In addition, respondents were given an opportunity to share the activities that they feel
contribute to a sense of team in the DLC. Teachers, in turn, expressed that having shared
workrooms supports collaborative problem‐solving, and spontaneous and open
communication. Moreover, teachers identified that their meetings were also beneficial in
fostering a sense of team.
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EQUITY AND DLC
Table 09: Equity ‐ Rate the level of access to instruction for each of the
types of DLC students
Educational
Survey Items
Teachers
Assistants
Sun West student attending a school
Non‐Sun West student attending a
school
Home‐based (taking classes from DLC
from home)
Traditional home schooler

100%(0)

90%(0)

78%(4)

62%(0)*

71%(0)*

57%(0)*

68%(0)*

17%(50)**

Adult learner (18+, not attending a
64%(0)*
secondary school)
Likert scale = Poor, Fair, Good, Very Good, Excellent

33%(17)*

Responses of "Good" over 20% are indicate with *
Percentage of disagreement (disagree or strongly disagree) are presented in brackets (xx)

Table 09 presents the teachers and educational assistants’ ratings on the level of access
to instruction for different types of students served by the DLC. In response, both teachers and
EAs rated Sun West students attending a school as having a high level of access to instruction.
Following, Table 09 uncovers some discrepancy between the two types of respondents.
Whereas over 60% of DLC teachers rated all other categories of students as having a high level
of access to instruction, EA respondents provided more lukewarm ratings for the access to
instruction for traditional home schoolers and adult learners.
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Table 10: Equity ‐ Rate the level of instructional support for each of the
types of DLC students
Educational
Survey Items
Teachers
Assistants
Sun West student attending a school
Non‐Sun West student attending a
school
Home‐based (taking classes from DLC
from home)
Traditional home schooler

83%(0)

73%(0)*

83%(4)

14%(0)*

62%(4)*

57%(14)*

43%(5)*

20%(40)*

Adult learner (18+, not attending a
55%(9)*
secondary school)
Likert scale = Poor, Fair, Good, Very Good, Excellent

33%(17)*

Responses of "Good" over 20% are indicate with *
Percentage of disagreement (disagree or strongly disagree) are presented in brackets
(xx)

In addition to level of instruction, respondents were further asked to rate the level of
instructional support provided to each distinct category of DLC students. Table 10 reveals that
both teachers and EAs rated Sun West students attending a school as having the highest level of
instructional support. While 83% of teachers rated the level of instructional support for Non‐
Sun West students attending a school as very good to excellent, this was only reflected in 14%
of EA respondents. A similar trend emerged for the category of adult learners, where 55% of
DLC teachers rated the level of instructional support as very good to excellent in contrast to
33% of EAs. Approximately 60% of teachers and EAs rated the level of instructional support to
home‐based students as very good to excellent. Of the five categories, the level of instructional
support for traditional home schoolers was rated the lowest by both groups of respondents.
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Teachers and EAs were also asked to identify some of challenges to providing instruction
to DLC students. In response, teachers highlighted that slow Internet connections for certain
students in more remote or rural communities, and the fact that distance between the teacher
and students creates barriers to better knowing the students, their specific needs and the level
of support required to assist them. Meanwhile, EAs also echoed the technological challenges
involved with providing instruction to DLC students. EAs further expressed challenges in their
roles for when students need help. From the perspective of EAs, they can encourage and
motivate the students as best as they can; however, they are not teachers and ultimately, it is
the teachers who can only respond to the certain student questions. Finally, some EAs also
expressed that because they are EAs, certain students don’t like to take directions from them.
Respondents were further asked to describe the instructional model of the DLC, which
elicited responses from teachers, including, “variety of teaching and delivery models,”
“teamwork approach with shared leadership,” “student first,” and “evolving, growing, changing
and improving” and “a great opportunity to learn different subjects that might not be offered in
a regular classroom” from EAs.
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Table 11: Equity ‐ The current DLC model effectively supports instruction.
Survey Items

Teachers

(n = 24)

Educational
Assistants (n = 10)

Strongly Disagree

0%

0%

Disagree

0%

0%

Neutral

12%

30%

Agree

75%

30%

Strongly Agree

13%

40%

Overall, 88% of teachers and 70% of EAs agreed that the current DLC model effectively
supports instruction.
Table 12: Equity ‐ I am encouraged to contribute to the overall goals of
the DLC.
Educational
Teachers
Survey Items
Assistants
(n = 24)
(n = 12)
Strongly Disagree

4%

0%

Disagree

4%

25%

Neutral

13%

17%

Agree

54%

42%

Strongly Agree

25%

17%

As Table 12 illustrates, 79% of teachers and 59% of EAs who responded to the
questionnaire felt encouraged to contribute to the overall goals of the DLC.
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Table 13: Equity ‐ To what level are you connected to your students?
Teachers
(n = 24)

Educational
Assistants
(n = 12)

Not at all connected

0%

0%

A little connected

17%

0%

Moderately connected

37%

8%

Connected

42%

42%

Very connected

4%

50%

Survey Items

Table 13 presents respondents’ self‐perceived feelings of connections to their students.
For teachers, 46% felt connected to their students, while 37% felt moderately connected and
17% felt only a little connected. Meanwhile, 92% of EAs felt connected to their students and 8%
felt moderately connected.

Table 14: Equity ‐ There are necessary systems in place to
receive feedback on the instruction offered by the DLC.
Teachers
Survey Items
(n = 24)
Strongly Disagree

0%

Disagree

4%

Neutral

50%

Agree

42%

Strongly Agree

4%
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Teachers were asked if they felt that there are necessary systems in place to receive
feedback on the instruction offered by the DLC. Of the twenty‐four responses to the item, half
of the respondents remained neutral on the statement, while 46% agreed that there are
necessary feedback systems on the offered instruction by the DLC in place.
Table 15: Equity ‐ There are necessary systems in place to
receive feedback on course planning offered by the DLC.
Teachers
Survey Items
(n = 24)
Strongly Disagree

0%

Disagree

4%

Neutral

67%

Agree

25%

Strongly Agree

4%

Teachers were further asked if they felt that there are necessary systems in place to
receive feedback on course planning offered by the DLC. In response, 67% remained neutral on
the statement, while 29% agreed that there are feedback systems on course planning in place.
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Table 16: Equity ‐ There are effective systems in place to
give feedback on the instruction offered by the DLC.
Educational
Survey Items
Assistants
(n = 12)
Strongly Disagree

0%

Disagree

8%

Neutral

58%

Agree

33%

Strongly Agree

0%

EAs were asked if they felt that there are effective systems in place to give feedback on
the instruction offered by the DLC. While 33% reported that there are effective systems in
place, the majority of respondents remained neutral on the statement.

Table 17: Equity ‐ There are effective systems in place to
give feedback on course planning offered by the DLC.
Survey Items

Educational
Assistants
(n = 12)

Strongly Disagree

8%

Disagree

25%

Neutral

58%

Agree

8%

Strongly Agree

0%
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EAs were asked if they felt that there are effective systems in place to give feedback on
course planning offered by the DLC. Only 8% felt that there are effective systems in place. In
contrast, 33% disagreed and 58% remained neutral.
Table 18: Equity ‐ Overall the DLC is fulfilling its mission.
Teachers
(n = 24)

Educational
Assistants
(n = 12)

Strongly Disagree

0%

0%

Disagree

0%

0%

Neutral

0%

25%

Agree

92%

42%

Strongly Agree

8%

33%

Survey Items

Overall, 100% of teachers and 75% of EAs agreed that the DLC is fulfilling its mission.

GROWTH AND DLC
Table 19: Growth ‐ Each year, the DLC course(s) I
am assigned to teach:
Teachers
Survey Items
(n = 18)
Do(es) not change

11%

Change(s) slightly

50%

Change(s) moderately

39%

Change(s) dramatically

0%
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When asked about the extent to which change occurs in the courses assigned to DLC
teachers each year, 50% of respondents reported slight change, 39% reported moderate
change and 11% reported no change.

Table 20: Growth ‐ Each year, the DLC course(s) I
am assigned to support:
Educational
Survey Items
Assistants
(n = 11)
Do(es) not change

0%

Change(s) slightly

45.5%

Change(s) moderately

45.5%

Change(s) dramatically

9%

When asked about the extent to which change occurs in the courses EAs are assigned to
support, 45.5% of respondents reported slight change, 45.5% reported moderate change and
9% reported dramatic change.
Table 21: Growth ‐ I am comfortable with major program
change.
Educational
Teachers
Survey Items
Assistants
(n = 21)
(n = 11)
Strongly Disagree

0%

0%

Disagree

33%

0%

Neutral

29%

36%

Agree

38%

55%

Strongly Agree

0%

9%
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Respondents were asked about their comfort to major program change and we found
that 38% of teachers and 64% of EAs were comfortable with major program change. In
addition, 33% of teachers were found to be not comfortable with major program change.
Table 22: Growth ‐ I am overwhelmed by my role in the DLC.
Educational
Teachers
Survey Items
Assistants
(n = 23)
(n = 12)
Strongly Disagree

17%

0%

Disagree

42%

58%

Neutral

17%

25%

Agree

25%

17%

Strongly Agree

0%

0%

According to Table 22, 59% of teachers and 58% of EAs report that they are not
overwhelmed by their role in the DLC. In contrast, 25% of teachers and 17% of EAs stated that
they were overwhelmed.
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Table 23: Growth ‐ The level of capacity in the DLC is high.
Educational
Teachers
Assistants
Survey Items
(n = 24)
(n = 12)
Strongly Disagree

0%

0%

Disagree

0%

8%

Neutral

21%

8%

Agree

71%

83%

Strongly Agree

8%

0%

Overall, Table 23 reports that 79% of teachers and 83% of EAs feel that the level of
capacity in the DLC is high.
Table 24: Growth ‐ The DLC is well‐integrated into the division.
Educational
Teachers
Survey Items
Assistants
(n = 24)
(n = 11)
Strongly Disagree

0%

0%

Disagree

12%

0%

Neutral

25%

18%

Agree

54%

64%

Strongly Agree

8%

18%

As seen in Table 24, 62% of teachers and 82% of EAs agree that the DLC is well‐
integrated into the Sun West School Division.
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Table 25: Growth ‐ Please indicate how important the following
areas would be in expanding the course offerings of the DLC
Survey Items

Teachers

Educational
Assistants

Course development time

100%(0)

60%(40)

Course development costs

71%(12)

60%(40)

Technological infrastructure

92%(8)

80%(20)

Course quality

100%(0)

80%(20)

Teacher training

87%(0)

80%(20)

Provincial Policy

62%(0)

30%(50)

Student Funding Transfer

54%(37)

44%(56)

Likert scale = Not at all important, A little bit important, Moderately important,
Important, Very Important, Don't know
"Moderately Important" responses over 20% are indicate with *
Number in brackets indicates "don’t know" responses

Table 25 presents results from our asking respondents about the importance of certain
areas when expanding the course offerings of the DLC. In turn, teacher respondents
unanimously placed a high level of important on course development time and course quality.
92% further emphasized the importance of technological infrastructure and 87% highlighted
the importance of teaching training. A majority of teachers also found course development
costs, provincial policy and student funding transfer to be important. For EAs, 80% found the
areas of technological infrastructure, course quality and teacher training to be important. 60%
further found course development time and course development costs to be of importance.
Finally, a majority EAs found provincial policy and student funding transfer to only be
moderately important.
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Table 26: Growth ‐ Over the next two years, I expect DLC
enrollments for Sun West students attending a school to:
Teachers
(n = 24)

Educational
Assistants
(n = 11)

Grow

92%

64%

Stay about the same

8%

36%

Decrease

0%

0%

Survey Items

Table 27: Growth ‐ Over the next two years, I expect DLC
enrollments for Non Sun West students attending a school to:
Teachers
(n = 24)

Educational
Assistants
(n = 7)

Grow

96%

57%

Stay about the same

4%

43%

Decrease

0%

0%

Survey Items

Table 28: Growth ‐ Over the next two years, I expect DLC
enrollments for home based (taking classes from DLC from
home to:
Teachers
(n = 24)

Educational
Assistants
(n = 8)

Grow

92%

62%

Stay about the same

8%

38%

Decrease

0%

0%

Survey Items

33

Table 29: Growth ‐ Over the next two years, I expect DLC
enrollments for traditional home schooler to:
Teachers
(n = 24)

Educational
Assistants
(n = 7)

Grow

79%

14%

Stay about the same

21%

71%

Decrease

0%

14%

Survey Items

Table 30: Growth ‐ Over the next two years, I expect DLC
enrollments for adult learner (18+, not attending a secondary
school) to:
Teachers
(n = 24)

Educational
Assistants
(n = 7)

Grow

75%

57%

Stay about the same

25%

43%

Decrease

0%

0%

Survey Items

Table 31: Growth ‐ Over the next two years, I expect fully
blended/hybrid course enrollments for the DLC to:
Teachers
(n = 24)

Educational
Assistants
(n = 7)

Grow

67%

29%

Stay about the same

33%

71%

Decrease

0%

0%

Survey Items
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As illustrated in Tables 26‐31, the vast majority of teachers expect growth in enrollments for
the DLC in each category of students, as well as for blended/hybrid courses. When asked to indicate
how much growth respondents were expected, the average response from teachers for each
category was as follows: Sun West students attending a school to grow by 29.5%, Non Sun West
students attending a school to grow by 34.8%, home‐based students to grow by 26.4%, traditional
home schoolers to grow by 31.2%, adult learners to grow by 24.4%, and blended/hybrid course
enrollments to grow by 21.8%. The sentiment of growth was similarly expressed by a smaller
majority of EAs with the exception of the enrollments for traditional home schoolers and
blended/hybrid courses. For both, the majority of EAs believed these enrollments will likely stay the
same in the next two years. Of those who predicted growth, the average response from EAs for
each category was as follows: Sun West students attending a school to grow by 27.6%, Non Sun
West students attending a school to grow by 17.4%, home‐based students to grow by 13.7%,
traditional home schoolers to grow by 5.5%, adult learners to grow by 16.2%, and blended/hybrid
course enrollments to grow by 12%.
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Table 32: Growth ‐ I believe the Sun West School Division Distance
Learning Centre will continue to be successful
Teachers
(n = 24)

Educational
Assistants (n = 11)

Strongly Disagree

21%

0%

Disagree

0%

0%

Neutral

0%

9%

Agree

25%

36%

Strongly Agree

54%

55%

Survey Items

Overall, 79% of teachers and 91% of EAs believe that the Sun West School Division
Distance Learning Centre will continue to be successful. In contrast, 21% of teachers strongly
disagreed with the statement.

DLC FOCUS GROUP DATA
The areas most in need of improvement were discussed further during a focus group
session with DLC teachers and staff. From the focus group, it was found that a primary
challenge experienced by the staff, has largely emerged due to the success of the DLC, which
has led to its rapid growth. In response, DLC staff members expressed the need for policies that
serve to communicate expectations on workload or a “magic number” that denotes a limit of
students in a particular section of a class. According to DLC staff, current efforts have
articulated a limit of 22 students. However, what is missing are policies that communicate
guidelines on what action the Division will take when the student‐teacher ratio becomes
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unbalanced. For DLC staff, there is a need for proactive policies to address the student‐ratio
before it becomes an issue, rather than reactive policies that remedy the situation.
Focus group participants identified that while there is definitely a sense of team
amongst staff members in the trenches, they perceive there to be a gap between staff
members on the ground and administration. Particularly, there is a feeling that, “the head
doesn’t talk to the body” in terms of vision and goals, and the vision set forth by administration
may be exceeding the capabilities of the body. Another challenge that emerged through the
focus group discussion was the minimal training received for the new curriculum. Furthermore,
DLC staff expressed that they had very little time to pilot, implement and phase in the new
curriculum. According to some staff, they felt the list of outcomes was “dropped on their desks”
with minimal support and a lack of model lessons. The DLC staff further echoed that they could
use more support with maintaining communication with parents and students. Currently,
teachers are expected to make a phone call at the start of the term to welcome parents and
students, which has been identified to be an important, but time‐consuming task. Having
additional support to complete that task would be appreciated. Finally, the focus group
identified internal communication as another area that could be improved. Specifically, it was
expressed that communication within the DLC often happens on an ad‐hoc basis with the most
common channel of communication occurring informally within the individual workrooms or
email. DLC staff suggested that finding more opportunities for all DLC staff to meet, such as a
DLC‐staff meeting, would be beneficial.
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DLC THOUGHTSTREAM RESPONSES
All parents, students and those directly connected to DLC students were asked to
comment on four general questions about the DLC. Once the first round of questions was
completed the entire list of thoughts was shared with the original survey group to be ranked
based on what they felt was valuable. Participants could assign up to three priority stars to an
item. Overall rating was the total number of stars. Participant count refers to the number of
different participants who chose that “thought” as worthy of 1 ‐ 3 stars.
Question 1. What are some things we can do in the DLC to continue to improve.
Thought

Overall rating

Participant count

Keep adding more variety of DL classes

156

67

Better communication and connection to the teacher

113

58

Timely responses

83

40

Daily timeline or completion schedule

57

26

Provide more detailed lesson plans and review questions

53

23

Have distance ed teachers visit the schools to help students

41

26

The top two responses on this table “Keep adding more variety of DL classes” and
“Better communication and connection to the teacher” were the top choices on all three
response groups.
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Question 2. What are some of the key things you appreciate or think are working well in the
DLC?
Topic

Overall Rating

Participant Count

Working at our own pace.

157

64

Welcoming and supportive attitude
of staff and administration.

104

47

Variety

96

52

Independent studying

64

35

The videos are helpful

57

32

Teachers are timely with their
grading and their feedback.

53

33

The top two responses on this table “Working at our own pace” and “Welcoming and
supportive attitude of staff and administration” were the top choices on all three response
groups.
Question 3. What are some examples of things you think people in the DLC should be able to
experience or accomplish that they currently can not?
Topic

Overall Rating

Participant Count

Field trip

100

44

Student could interact and do more group work.

94

52

Meeting our teachers

84

38

More new courses

60

28

Type answers online online rather than print and
fax paper.

46

19

More courses related to a career they want.

38

19

“Field trip” was first choice of students. “Student interaction and group work” was top
choice for both parents and others.
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Question 4. Is there anything else you would like to add?
These comments were not prioritized by participants. The overall comments were
positive mostly sending thanks to the DLC for their excellent work. A significant number of
respondents urged the SWSD to continue to push forward on innovation related to the DLC.
There were critical comments calling for improvement but not by a significant number of
respondents.

OCI SURVEY AS RELATED TO DLC
The Organizational Culture Inventory questionnaire included two DLC specific questions.
224 teachers and staff responded to these questions. When asked if the DLC contributed
positively to the SWSD average response was 3.7 on a scale of 5.

When asked if the DLC provided significantly enhanced access to learning opportunities
for SWSD students the average response was 3.7 on a scale of 5.
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SUMMARY OF FINDINGS AND IMPLICATIONS FOR DISTANCE
LEARNING CENTRE
In summary there are many aspects of the Distance Learning Centre that are viewed in a
positive light. Most teachers and EAs believe that the DLC provides a unique opportunity for
learners to access a variety of classes. They see strengths of the program as the ability to work
and learn at a pace that best suits the student. Providing the ability to be independent and
flexible is also recognized as an important feature for learners. Diversity in course offerings was
also a commonly held positive aspect of the DLC.
When asked to share their greatest concern teachers clearly identified the high teacher
student ratio. Adding additional students to the online courses creates a workload and a
marking load that is not manageable. They believe that administration needs to be more
proactive around hiring in anticipation of number rising. With a lack of a clear policy related to
many of the decisions impacting the DLC teachers are not certain about what the expectations
are related to course numbers and support. As our survey results indicate, the vast majority of
DLC teachers and EAs are anticipating continued growth in enrollments for all types of students
over the next two years. It can be projected that addressing this concern will become
increasingly important as the DLC continues to grow.
The other issue inherent in all distance education and online learning is a lack of face‐to‐
face connection with students. This can be seen in the survey results where 37% of DLC
teachers felt moderately connected to their students, while 17% felt only a little connected. The
ability to establish relationships with students can be very beneficial for both teacher and
learner. It was interesting that no teachers reported directly working with Dual credit students.
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As a result of the distance between teacher and student working through content can be a
challenge. Both the teachers and the EAs recognize that many students do not have the skills to
manage their own learning. This includes study skills, time management, and sequencing
learning and completing assessments. The EAs do what they can at local sites but struggle with
the fact they are not content experts and lack of timely communication with teachers slows
down the learning.
Participants feel that support is strong for DLC teachers and the DLC in general.
Technology support is strong. The area that has the lowest perceived level of support minds of
DLC teachers is student support services. When they reported on the level of professional
development, teachers shared their belief that opportunities are low in all areas, especially
curriculum. This finding was consistent with data from EAs who reported very low levels of
professional development despite their important role in supporting DLC students and
teachers.
Teamwork is a one of the most positive outcomes from the review. The strong
teamwork is built upon being encouraged to try new things and share ideas. Teachers and EAs
have a strong understanding of the goals and objectives of the DLC. Overall the DLC has very
positive team atmosphere. The only factor related to teamwork that had a poor rating was
involvement in setting goals for the DLC. Both teachers and EAs would like to have more open
to input into planning.
Communication is an area of growth for the DLC. There is an opportunity to strengthen
communication within the DLC and between the DLC and other parts of the Division. Teachers
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report that it is difficult to connect with parents at the beginning of the year. And we found that
regular communication between EAs to be poor, especially with those outside of the DLC
framework. The communication gap also highlights an opportunity to strengthen DLC teacher ‐
EA teamwork. Although the Internal DLC teacher relationships are viewed as strong the
Teacher‐ EA relationship is not rated as positively from the individual teachers’ perspective.
Feedback from teachers on the process.
In the opinion of teachers and EAs equity and access are generally high for DLC students
attending a Division school. As to be expected access decreases as the level of face‐to‐face
contact also decreases. The level of support mirrors the data on access. Students who are
considered Sun West Students receive the best access and support. Overall EAs report a
stronger connection to students than teachers but the level of connectedness of DLC teachers is
fairly strong. Only traditional home schoolers rate poorly on the access and support, which may
be seen as both logical and an area for further program growth. Technology appears to be the
number one factor limiting the access and support levels of DLC students.
Growth is a part of the reality of the DLC. This is a sign for any rural school division in
Saskatchewan. It is the pace and impact of the growth that may become an issue. A sizeable
number of teachers reported not comfortable with major program change. This coupled with a
significant number feeling overwhelmed by their role in the DLC may be cause for further
examination. The capacity of the DLC is high but investigating how much more room for growth
is available with current resources may be necessary. A telling statistic may be the almost one
quarter of teachers who strongly disagree that the DLC will continue to be successful. The most
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important issues related to growth according to teachers are course development time, course
quality, and technological infrastructure which have significant human resource and budget
implications.
In the Thoughtstream results there is a desire by parents and students for growth in
course offerings. This supports the report’s focus on the future of the DLC and connects with
Central Administration priorities. Communication with teachers is also a highly rated “thought”.
The notion that the more contact the student has with a teacher the more successful they will
be in their studies is supported in this well supported response. Teachers would support this
notions but only if there were reduced course loads and other supports in place. It also
reinforces the need to make early term contact with parents to create the initial bonds with
teachers and families. Timely feedback was the third most highly ranked thought. Support for
teachers and course loads and sizes impact the ability of teachers to respond to student in a
timely fashion.
Those elements that were rated highly was the ability for students to work at their own
pace. The welcoming and supportive attitude for staff and administration was also highly
valued. Variety was also listed as highly important. We surmise that the variety refers to the
range of courses offered by the DLC. This finding fits with feedback from DLC teachers and EAs
that see the value in offering a wide range of courses.
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To answer the Board’s basic questions with respect to Distance Learning Centre, we offer the
following:
1. Is communication effectively managed and well perceived amongst all stakeholder
groups? Communication in DLC is not as effective as it needs to be. There are clearly
identifiable gaps in the existing structure that negatively impact the success of the DLC.
2. How do students, parents and community members perceive the SWSD? For the most
part the DLC is viewed positively by parents, students and members of the wider
community. They see the DLC as providing a valuable service for students.
3. How effective is the Distance Learning Centre in providing educational programming
equity to students in Sun West? Equity and access to education is rated highly by
participants in the SWSD. The closer the group is to a physical location the better their
equity is rated. That being said all five major target groups are being served to an
acceptable degree by the DLC
4. Is there a sense of ‘team’ within the division? Those who work in the DLC and support DLC
courses very much see themselves as part of a strong productive team.
5. Are there sufficient feedback processes in place? There is not a well‐defined process for
providing feedback amongst most of the stakeholder groups in the DLC. Teachers shared
that the communication with administration should be better. Feedback from parents is
lacking. Ability to communicate with parents does not work as well as it could.
With respect to implications from our findings: The Sun West School Division is heavily
invested in the Distance Learning Centre. It not only provides unique opportunities for Division
students but also makes its resources available to home schoolers, adult learners, and students
in other divisions. The DLC has evolved to meet an ever‐growing demand. The participants
shared openly and honestly about their interactions with the DLC. A number of themes were
found in distinct groups showing broad support for the outcomes. While we hope that the
SWSD reviews the data we received we would be remiss if we did not direct attention to areas
that would benefit from attention and change.
1. There is a need to create specific policy related to all aspects of the DLC. This should be in the
form of a document that outlines the direction and procedures that are currently used to guide
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the day‐to‐day operations and future growth of the DLC. An example that would be included in
the document would be a policy to specify student/teacher ratios and course sizes. We suggest
developing a policy document that outlines the direction and procedures that are currently
used to operate the Distance Learning Centre should be created and made available to all
involved in the Centre.
2. Teachers, EAs, students, and parents would benefit from a better feedback system. Students
need to receive feedback on their work. Teachers need feedback on what is going well and is
not going well. EAs need to connect with teachers when the students they support are in
difficulty. Parents need a channel of communication with teachers. We suggest the Division
create a process integrated in all online courses to ensure an appropriate time for receiving
feedback on assignments is met. It would be a benefit to regularly schedule contact between
Educational Assistants and DLC teachers. We suggest that parents need a confidential online
feedback system to share their thoughts about the DLC to improve course delivery.
3. Teamwork is strong within the local DLC team but not amongst teachers and administration.
A better system of consultation and communication between administration and teachers is
required. Finding methods to improve the DLC teacher‐ EA relationships should be a priority.
We suggest scheduling regular consultation meetings with DLC teachers and Educational
Assistants.
4. Although it is clear that growth is expected it may not be readily embraced by a teaching and
support staff that is work at a high capacity. The Division must ensure that growth is measured
and resources are in place to facilitate proper support. We suggest that the division create and
implement a long term plan for the DLC to prepare for future growth.
5. Continuing to monitor advances in K ‐ 12 distance education practice and looking for ways
these tools and strategies can be integrated into the Sun West DLC is paramount. This includes
looking for methods to mitigate transactional distance between teachers and students. Input
from internal DLC staff and external partners is a key part of moving forward and well‐
informed approach to the DLC program. We suggest that the Administration of the DLC create
an oversight team to continue to research and study trends and innovation in K‐12 Distance
Education.
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SUN WEST SUPPORT SERVICES REVIEW INTRODUCTION
What is the role of the Sun West Distance Learning Support Services? The role of the
Support Services is to provide access, support, and opportunities to students studying in the
Sun West School Division and teachers delivering that instruction. According to the Division
website Student Support Services personnel in Sun West School Division assist students to
become successful, happy, well‐rounded individuals. The Student Support Services team
includes Learning Coaches, Technology Coaches, Educational Psychologists, an Addictions
Educator, Speech and Language Pathologists, Student Support Consultants, and an
Occupational Therapist. The Student Support Services team provides Sun West students with a
full‐range of professional services to help them with any issues that may arise, which could
impact their education. http://swsd‐public.sharepoint.com/curriculum‐programs‐
services/studen‐support‐services
What are the reasons for doing a review of this role? With emphasis on equality of
support for learning, the consultants chose to investigate how well students and staff in Sun
West School Division are being served by support services.
Why this particular review? To determine what those providing the support services see
are important issues related to their work. Identify opportunities to support existing effective
practice and improve in areas where practice is not as effective as required or expected.
Questions from the Sun West RFP specific to support services were:
● Is communication effectively managed and well perceived amongst all stakeholder
groups?
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● Is the division providing the appropriate support to schools to ensure the delivery of
high quality educational services and programs to students?
● Are community partnerships developed to support student learning?
● Is there a sense of ‘team’ within the division?

METHODOLOGY FOR REVIEW OF DIVISION-LEVEL SUPPORT
SERVICES
The review of the Support Services utilized a participatory approach: Various
stakeholders and partners were contacted to share their understandings. Surveys were sent to
all members of the support services staff. The review utilized a focus of themes on the support
services that examined teamwork, support, communication, equity, and growth. A focus group
was conducted to gather qualitative insight into the survey findings. All Sun West teachers
were asked two general questions in the OCI survey about support in the Division. Types of
instruments used and why (in appendices): Anonymous surveys used to find out about the
main themes in the proposal Questions. These surveys were modelled on the longer survey
version used in the DLC review. The survey addressed similar themes deemed important by the
Sun West School Division Central Administration.

SCHEDULE OF EVENTS (CHRONOLOGY OF METHODOLOGY)
● Began with survey of all Support Services staff
● Focus group with sample of Support Services with 11 learning and technology coaches in
Saskatoon on April 11, 2014.
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TYPES OF DATA COLLECTED FOR DIVISION‐LEVEL SUPPORT SERVICES
REVIEW
Online surveys were sent to all members of Support Services in the Sun West School
Division. 21 responses were received. Qualitative focus group data was collected from 11 of the
SWSD Learning and Technology Coaches. The OCI questionnaire included two support services
specific questions responded to by 224 teachers and staff.
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BACKGROUND TO REVIEW OF SUPPORT SERVICES
Table 01: At what level are you employed to
provide support?
Support
Survey Items
Staff
(n = 23)
Full 1.0
61%
Less than 1.0, more than 0.5 FTE
17%
0.5 FTE
22%
Less than 0.5 FTE
0%

Respondents were first asked to identify what level they were employed to support the
Division and we found 61% were full 1.0s followed by 22% who were 0.5 FTE, and 17% who
were less than 1.0 and more than 0.5 FTE. We asked respondents how many years they have
provided support for the Sun West School Division. In response, the average years of
experience was found to be 7.5 years.
We invited respondents to express their opinions on what they perceive the greatest
strength(s) of the support services in the Sun West School Division. Many support staff
respondents identified the diverse makeup in expertise, strengths and skill sets amongst staff
members as one of its core strength. This diverse makeup is then paired with a culture of
collaboration, support and teamwork amongst staff members in the Division. A third key
ingredient in the work culture is the level of passion amongst the staff for their profession and
their dedication to helping students.
Respondents were asked to identify the area(s) most in need of improvement with the
support services in the Sun West School Division. We found that support staff identified three
areas. First, respondents identified student support services as an area in need of
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improvement. Here, suggestions for how to improve student support services ranged from the
need for more people hired to strengthening the relationship between the Student Support
Services team and the Curriculum team and finding more opportunities for the two teams to
communicate and collaborate. One respondent further proposed the integration of all support
services, such as learning coaches, students support consultants and technology coaches.
Second, respondents expressed the desire for more focused goals and direction of the Division,
rather than stretching staff members too thin through doing too much in too many areas.
Finally, there is a need to provide additional training and mentorship for EAs.
Survey participants were then asked to comment on the benefits experienced by
students due to the support services in the Sun West School Division. A key benefit is that
students have access to teachers who are supported and encouraged to take risks. With this
support students can be provided with differentiated instruction, innovative teaching, and the
opportunity to develop to the best of their abilities. Students benefit by working in an
environment that supports their personal success. This personal success is built through the
creation of individualized curriculum and assessment. Sun West does its best to support
students in their home schools by bringing the learning supports directly to them. Collaborative
teams of highly skilled specialized professionals are employed by the SWSD to offer services like
speech and language pathology to the students in need. Students benefit by the diversity of
these teams. There are no gaps in what is offered to benefit student needs.
The next question asked about the greatest challenges experienced by students due to
the of the support services in the Sun West School Division. Although it was identified that
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challenges will be different for each individual one of the most common responses was the
need to develop learning skills such as independence, problem solving and mental health skills.
Some respondents identified the disconnect with the students’ world at school and at home
where they do not receive the same level of support as they do in the classroom. Dealing with
life in a digital world where technology is everywhere and how to use it effectively has to be
learned by students.
Overwhelmingly the greatest challenge faced by teachers in the Sun West School
Division is the lack of time. Teachers work very hard to try to do everything but there is just not
enough time to attend to all that is asked of them. Keeping up with innovation in programming
and technology is challenging and stressful. Teachers feel the pressure to keep up with many
demands and do not believe that they can pick and choose. Too many different program
initiatives take the teachers in a variety of directions where they experience limited success.
Support services believe that a narrower set of programming choices would create more
success and allow teachers to better understand what is happening. This would ultimately help
them manage their stress. Other challenges include access to qualified support in the form of
EAs and specialized support staff and dealing with the diverse needs of students.
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SUPPORT FOR DLC
Table 02: Division Level of Support
Survey Items

Support Staff

Technology ‐ Software

71%(5)*

Technology ‐ Hardware

81%(0)

Technology ‐ Network

76%(5)

Curriculum

81%(5)

Instruction

67%(5)*

Assessment

76%(10)

Student Support Services

60%(10)*

Educational Assistants

48%(19)*

Distance Learning Centre

71%(0)*

Likert scale = 1 (No support), 2, 3, 4, 5 (Completely supported)
Responses of "3" over 20% are indicated with *
Percentage of disagreement (1 and 2) are presented in brackets (xx)

Table 02 presents the support staff’s perceptions of division level of support for the
Distance Learning Centre. In turn, a majority of respondents generally agreed that there was a
high level of Division support for each of the aforementioned areas. Specifically, support staff
perceived the areas of technology – hardware and curriculum to be the most supported. Over
70% of respondents further perceived the areas of technology – network, assessment and
technology – software are well‐supported. 71% of support staff further agreed that the
Distance Learning Centre is well‐supported by the Sun West School Division.
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Table 03: To what extent have you been provided with
Division professional development opportunities in the
following areas:
Survey Items

Support Staff

Curriculum

40%(40)

Instruction

38%(24)*

Assessment

43%(24)*

Technology

43%(28)*

Likert scale = 1 (Never), 2 (Rarely), 3 (Occasionally), 4 (Frequently), 5 (Always)
"Occasionally" responses over 20% are indicated with *
Percentage of disagreement (Never or Rarely) are presented in brackets (xx)

When support staff members were asked about the regularity of professional
development opportunities provided by the Division, less than 50% of respondents reported
that they received professional development opportunities in the areas of curriculum,
instruction, assessment and technology on a frequent basis. Within the four areas asked,
support staff members were most likely to receive professional development opportunities in
the areas of assessment and technology.
Respondents were further asked to specify any training or supports that have made
them a more effective support of learning in the Division. In response, we received some
enthusiastic comments from respondents who stated that the Division has been very
supportive of PD and that numerous conferences, workshops and webinars have been
beneficial to their work. Specific examples cited by respondents include the SSLA conference,
the Sue Jackson Scholastic workshop, the FETC conference, SPDU, early learning workshops and
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training provided by the Ministry of Education, Anne Davis, biennial ministry meetings, Sylvia
Chard’s Project‐Based learning and many more.

TEAMWORK AND SUPPORT SERVICES
Table 04: Teamwork
Survey Items

Support Staff

I am encouraged to try new ways of doing things

86%(14)

I am encouraged to share ideas and resources

90%(5)

My work is valued and appreciated by my colleagues

86%(9)

I have the freedom to make decisions in my area of
responsibility

95%(0)

I understand the goals and objectives of the SWSD

76%(5)

I participate in setting goals for the SWSD

45%(25)*

Collaboration amongst staff members is valued in the
SWSD

86%(5)

The SWSD team effectively facilitates communication

62%(14)*

I am in regular communication with support services
colleagues in other locations

76%(9)

Likert scale = Strongly Disagree, Disagree, Neutral, Agree, Strongly Agree
Neutral responses over 20% are indicated with *
Percentage of disagreement (disagree or strongly disagree) are presented in brackets (xx)

Table 04 explores the concept of teamwork and the overall sense of team from the
perspective of the support staff. With regards to fostering an atmosphere of inclusivity, the vast
majority of respondents are encouraged to try new ways of doing things, share ideas and
resources, and have the freedom to make decisions in their area of responsibility. While 76% of
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support staff agreed that they understood the goals and objectives of the Division, only 45%
reported that they participate in setting goals for the Sun West School Division. With regards to
the overall sense of team, 86% of support staff perceives their work is valued and appreciated
by their colleagues and collaboration amongst staff members is valued in the Division. Finally,
when asked about the level of communication with colleagues, a majority of respondents
reported that they were in regular communication with support services colleagues in other
locations and the SWSD team effectively facilitates communication, though support staff
agreed to a lesser extent in contrast to the other areas of teamwork.
In addition, support staff respondents were given an opportunity to identify specific
activities to a sense of team in the Sun West School Division. Many respondents echoed the
importance of professional development opportunities and collaborative team meetings to
foster a sense of team. These opportunities help to develop friendships and team culture, in
addition to skills and competency. One respondent further expressed the importance
opportunities for personalized professional development in small groups, such as the 21st
Century Competency workshops or the Historical Thinking Group or the Science pilot teachers
group meetings. As identified by respondents, communicating online via Bridgit and the Sun
West wiki also help to foster a sense of team.
Support staff respondents were asked to share some of the challenges in providing
support to Sun West School Division students. In turn, respondents first expressed that the
distance to travel to and from schools in a vast geographic area can become very time‐
consuming and expensive. Second, as the coaching model in the Sun West School Division
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operates on invitation, support staff respondents find that there are teachers who are reluctant
to invite coaches into the classroom. At times, this can be attributed to a perceived fear from
teachers that asking for assistance is a sign of personal weakness. Finally, respondents
identified the challenge of student service staff members, such as student support consultants,
SLP and OTs, having high caseloads, and are being stretched thin.
Finally, when asked how respondents would characterize the support services model in
the Sun West School Division, we received the following common descriptors: collaborative,
diverse, team‐focused, individualized and “just‐in‐time.” Specifically, respondents utilized
descriptors such as collaborative, diverse and team‐focused to depict the work culture and
atmosphere. Meanwhile, respondents used descriptors such as individualized and just‐in‐time
to illustrate the service and benefit they contribute in their one‐on‐one work with teachers,
which are very case‐specific and respondents approach each case with an inclusive and
collaborative mentality.

Table 05: Teamwork ‐ How would you rate your
relationships with other support staff over the past year?
Survey Items

Support
Staff
(n = 21)

Poor

0%

Fair

5%

Good

24%

Very Good

38%

Excellent

33%
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Overall, all support staff respondents reported positive relationships with other support
staff in the past year, with a majority of respondents rating it as very good to excellent.
Table 06: Teamwork ‐ How would you rate the relationship
between support staff and teachers in the SWSD?
Survey Items

Support Staff
(n = 20)

Poor

0%

Fair

5%

Good

30%

Very Good

55%

Excellent

10%

A majority of support staff further rated their relationships with teachers as very good
with over 60% providing a rating of very good to excellent.
Table 07: The current support services model effectively
supports instruction.
Survey Items

Support Staff
(n = 21)

Strongly Disagree

0%

Disagree

0%

Neutral

43%

Agree

43%

Strongly Agree

14%
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When asked if the current support services model effectively supports instruction, 57%
of support staff respondents agreed, while 43% remained neutral.
Table 08: Overall support services are well‐integrated
into the division.
Support
Survey Items
Staff
(n = 21)
Strongly Disagree

0%

Disagree

5%

Neutral

19%

Agree

67%

Strongly Agree

9%

As seen in Table 08, 76% of support staff perceived that support services are well‐
integrated into the Division.

Table 09: I am encouraged to contribute to the overall
goals of the DLC.
Survey Items

Support
Staff
(n = 21)

Strongly Disagree

5%

Disagree

38%

Neutral

29%

Agree

24%

Strongly Agree

5%
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When asked if respondents are encouraged to contribute to the overall goals of the
Distance Learning Centre, a more varied response was observed. Specifically, only 29% reported
that they are encouraged to contribute, in contrast to 43% who disagreed. Additionally, 29%
remained neutral.
Table 10: There are effective systems in place to give
feedback on the support offered in the SWSD.
Support
Survey Items
Staff
(n = 21)
Strongly Disagree

5%

Disagree

43%

Neutral

29%

Agree

14%

Strongly Agree

9%

Respondents were asked if there are effective systems in place to give feedback on the
support offered in the Sun West School Division. In turn, 48% did not perceive that there are
effective feedback systems in place, while 23% agreed that there are. In addition, 29%
remained neutral.
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OCI QUESTIONS AS RELATED TO SUPPORT SERVICES
A majority of employees completing the OCI felt that the Sun West School Division
provides excellent learning support services is provided for all its students.

The responses to the question “Are you provided adequate opportunities for on the job
training and development for your role in this School Division?” shows a positive outcome with
close to half believing that they are provided with adequate training supports for their job.
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SUPPORT SERVICES FOCUS GROUP WITH LEARNING COACHES
After the online survey data was collected and analyzed a focus group was carried out
with learning coaches and technology coaches to generate discussion around main themes
related to support. This section provides a summary of the data.
It was the opinion of the focus group that overall supports are well received by teachers.
Depending on what they need assistance with there is strength on the learning coaches side.
Teachers know they can find assistance from a variety of support people. There is a variety of
experts in the Division and each brings a particular strength to their role. Focus group
participants identified a strong push to focus on the needs of new teachers. This support can
help new teachers when they are feeling overwhelmed and help to reduce the level of panic.
The support staff members felt that all teachers know they can ask any question or send an
email.
A key theme to emerge from the focus group was the positive change in the culture
related to support services. In the past a visit from support services used to be viewed that
someone was a bad teacher or was struggling. Now support visits are more about learning and
improving teaching. Staff are more often providing support for innovation or responding to
specific requests from teachers for help. A more open environment exists which couples with a
Division wide initiative to provide more release time together to support 21st Century learning.
During the past year it was occasionally difficult to find in‐school time, even when it was
provided by the Division. Part of the added stress this year was a result of the Ministry of
Education processes taking place. One participant referred to the what the teachers were
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experiencing as “a bit shell shocked.” This reduced some of the teacher capacity to be innovate
or embrace change.
All of the focus group participants were positive about the work they are doing and
realize that it comes with unique challenges. The first challenge that was discussed was around
time and geography. The sheer size of the Division makes accessing each school a challenge. It
is being done but it is a delicate process. The scheduling of support staff is new with number of
assigned schools and teachers and is still evolving. The support for the coaches is inconsistent
from school to school and there is still plenty of just‐in‐time support. It is the belief of the focus
group that this will improve but there needs to be the development of trust. There is also a
potential issue around the increasing number of EAL students. They are welcomed but there is
an identified need more supports in this area.
It was mentioned a number of times that finding substitute teachers is the hardest part
of providing out‐of‐class support. Principals are unable to find local substitutes to facilitate the
releases to take advantage of the Technology support services. The problem is even greater for
in school administrators because they are often pulled out of training and support around 21st
Century competencies. This was identified as a gap in the support planning process. They see
teachers really appreciating the 2 full or 4 half days of in‐services but they also shared that new
teachers need even more time.
The group working with technology and learning believes that their regular meetings go
a long way in creating a cohesive team. They feel that they have the opportunity to have a say
in strategic planning and freedom to be creative. However, they see a need for clearer long‐
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term goals. They also see a need for a five‐year plan and effective communication of long‐term
plans. They also comment that it was easier for coaches to develop a long term vision once they
were out of the classroom.
The participants see many differences in the area of communication. Communication is
key so that everyone in the school knows what is available. If they know the plan then they
know when things break down or are not consistent. Part of the issue centers on too much or
not enough information being passed on to teachers. They felt resources such as the Friday File
or Bits’n Bites could be used better or shared more efficiently. They recognize that staff
meetings are still important places to share information.
There has been a communication policy change from the previous administration where
a stricter protocol was in place. The new administration is much less rigid regarding
communication that has created both positives and negatives. There were parts of stricter
previous communication plan that worked well such as who to cc in communication. With the
loosening of the protocols staff need to be trained or reminded how to use communication
channels such as email more effectively.
With a larger school division there needs to be more forward planning. This includes the
creation of a strategic technology plan. Growth is scary and exciting at the same time but is less
so when everyone can be part of the growth. Growth has come out of necessity or need. When
new people are added to the support team it reminds current staff what they are capable of
and has become one of the unintended benefits of growth. The group sees that the Division has
been directed to have a planning structure but already had one. They see this outside
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involvement as a difficult issue to navigate especially when they feel they are on track and the
ministry changes plans. A positive outcome is feeling a part of all superintendents not just
direct superintendents.
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SUMMARY OF FINDINGS FOR DIVISION LEVEL SUPPORT SERVICES
The support services staff in the SWSD is a diverse and collaborative group. They have
the best interests of both the teachers and the students as their central focus. They value the
unique skills that each member of the team brings to their work in the division. They value the
collaboration that is a key part of the successful teamwork that exists. A structure that brings
the two support services groups together to collaborate may make the team even more
effective.
There are areas that present challenges and are in need of improvement. Finding more
time and more efficient ways to engage teachers in developing innovative approaches to
teaching is difficult. Student access to support and development of personal learning skills are
also important. Although strong in most areas the level of support in Instruction, Support
Services and, Educational Assistant needs to be improved. All areas of professional
development opportunities rated low which presents an opportunity to provide more training
for support staff. They pointed out that one of the best ways to continue to support the
teamwork in the division is to provide more professional development opportunities. There is a
need to have more qualified individuals working in the support services to increase the
supports provided to students and teachers.
There is a strong sense of teamwork but general communication and feedback
processes need to be improved. Communicating the roles of all support staff will be a useful
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way to ensure staff and students know what they do and make them feel welcomed into
schools and classrooms.
Respondents reported not feeling involved in goal setting for the Division. There is little
evidence for the effective support of the existing model. This is due to a lack of identifiable
model or plan. As a result participants reported no encouragement to contribute to the overall
goals of the division. The development of a thorough policy and long term plan for support
services is needed.
In order to respond to Board’s original questions to the consultants, we would say the
following:
1.

2.

3.

4.

Is communication effectively managed and well perceived amongst all
stakeholder groups? There is a generally held view by the support services
staff that there is a need to improve the communication amongst stakeholder
groups.
Is the division providing the appropriate support to schools to ensure the
delivery of high quality educational services and programs to students? The
Division has many excellent supports in place to deliver high quality
educational services and programs to students.
Are community partnerships developed to support student learning?
Survey participants did not identify any significant community partnerships
engaged in supporting student learning.
Is there a sense of ‘team’ within the division? There is a strong sense of
team within the support services staff in the Division.

There are a number of implications for Board consideration from these findings.
Obviously, the Sun West School Division is heavily invested in the Support Services. It not only
provides unique opportunities for Division students but also makes its resources available
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parents. The Support Services area works hard to meet an ever growing demand from teachers
and for students.
1. In addition to yearly work, a longer five‐year approach to support services is needed.
A vision is needed to ensure proactive and not reactive work is taking place. Including all
support services staff in Division wide planning process related to issues that directly impact
their work will create a stronger more comprehensive group. We suggest that the Division
create and share a comprehensive long‐term support services plan.
2. Teachers need to know what the roles of each support services position is, how they
may benefit from the position, and how to access the services provided. With this information
not only can student learning and teacher effectiveness improve but support services staff can
connect with those who may feel uncertain or uneasy about contacting them. We suggest that
the Division create and implement a better system of communication around the specific
work of support services staff to teachers.
3. Our society is currently dealing with information overload. We not only have more
information but we also have many ways to access it. Teachers and the teaching profession are
not immune to this change. Part of being successful in supporting teachers and students is to
ensure they are kept informed. Email, websites, handouts and texts are all used to share
important guidelines, procedures, and instructions. In the Division there are key pieces of
information being circulated but there is no way of knowing if what is sent is being received by
the proper audience. We suggest that the Division reorganize existing communications
protocols to ensure support services information is being shared with the proper audience.
4. To continue to learn and grow all staff need to be involved in on‐going professional
development. Support and encouragement from the Division makes the ability to thrive
possible for all staff members especially those expected to be leaders in the Division. We
suggest that the Division develop a clear process to address the professional development
needs of all support services staff.
5. Teamwork is strong in the Division but needs to be nurtured to maintain its strength. Existing
systems that bring support staff together allow for the exchange of information and building of
positive relationships are crucial for morale and communication. Collaboration between all
support services staff not just internal to the two main groupings needs to be supported. We
suggest that the Division continue to have support services staff meet regularly to share ideas
and maintain strong sense of teamwork.
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6. With an increase in expectations each year new ideas and program are put in place. Although
well‐meaning this continued layering can cause confusion and stress for staff. Programs that
may need more time to develop are expected to be in place in short order. Overlap and mixed
messages may arise from too much innovation and change. All of this in turn creates extra
stress on staff. Therefore, we suggest that the Division choose to support a narrower band of
Division‐wide initiatives to reduce stress on teachers and make the work of the support
services staff more focused and efficient.
7. Finally, each student learns differently. Some are lucky to have well developed coping skills or
are adaptable to different learning situations and content. However capable they may be the
majority of students struggle at some point in their learning. If they are not equipped with basic
skillsets, learning becomes difficult and they do not thrive. Only when they have an
appreciation of the skills necessary and how to develop and apply them can they reach their full
individual potential. Learning about how to learn should be a key aspect of instruction in the
division. We suggest that the Division should develop a strategy to nurture personal learning
skills in all students.
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