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Much has been written about the potential of professional collaboration to advance the 
purposes of schooling, yet much remains to be learned about the extent to which teachers 
themselves value such practices. This article reports the findings of a survey questionnaire 
completed by 565 randomly selected classroom teachers in 96 school districts in Western 
Canada. Using selected dimensions of organizational culture as the basis of inquiry, the 
researchers investigated teachers' perceptions regarding collaborative activities, diversity in 
education, the usage of teacher time, and the nature of professional relationships. Com­
parisons of teachers' espoused beliefs with impressions of actual conditions and circumstan­
ces in their schools reaffirmed some popular conceptions about the potential for 
high-involvement schools to realize educational goals. However, they also showed that 
teachers continue to wrestle with conflictual circumstances arising from the confluence of 
their own aspirations, the expectations of others, and the continuing litnitations that severely 
curtail the realization of normative learning communities. 

On a beaucoup ecrit sur le potentiel qua la collaboration professionnelle de faire avancer les 
buts de l'education. Toutefois, il nous en reste beaucoup ä apprendre sur ce que pensent les 
enseignants de telles pratiques. Cet article fait connaitre les resultats d'une enquete realisee 
aupres de 565 enseignants que Гоп avait choisis au hasard dans 96 districts scolaires dans 
l'Ouest du Canada. Certains aspects de la culture organisationnelle ont ete choisis pour 
former la base de Venquete. Par le biais de ces aspects, les chercheurs ont sonde les perceptions 
des enseignants quant aux activites collaboratrices, ä la diversite dans l'education, a 1'emploi 
du temps des enseignants et ä la nature des rapports professionals. Des comparaisons entre 
les croyances auxquelles adheraient les enseignants et les impressions des veritables condi­
tions et circonstances existant dans leurs ecoles ont permis de reaffirmer quelques concep­
tions populaires du potentiel des ecoles ä forte implicaction ä atteindre leurs objectifs 
pedagogiques. Par centre, I'etude a egalement revele que les enseignants continuent a se 
heurter contre des circonstances conflictuelles nees de la rencontre de leurs propres aspira­
tions, des attentes d'autrui et des contraintes permanentes qui posent de serieux obstacles a 
la realisation de communautes normatives d'apprentissage. 

O v e r the past decade , a n d m o t i v a t e d largely b y the scholar ly l i terature o n 
s c h o o l effect iveness a n d u n d e r l y i n g democra t i c p r i n c i p l e s , expectat ions for the 
creat ion a n d m a i n t e n a n c e of pro fess iona l ly co l labora t ive cul tures i n schools 
h a v e b e c o m e i n c r e a s i n g l y preva lent . A l t h o u g h o u r k n o w l e d g e and u n d e r -
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s t a n d i n g are e x p a n d i n g , the nature a n d nuances of the co l labora t ive e n v i r o n ­
m e n t r e m a i n as substant ia l c o n u n d r u m s . M u l t i p l e a n d s i tua t iona l ly specif ic 
factors cons tant ly i n t e r p l a y to create complex i t i es that often d e f l e c t — a n d at 
t imes d e f y — c o n c e r t e d attempts to i d e n t i f y c o m m o n a l i t i e s that m i g h t p e r m i t 
genera l iza t ions f r o m one context to another . In some respects, p a r t i c u l a r l y i n 
r e c o g n i t i o n of those elements that are e v i d e n t i n organiza t ions d e e m e d to 
e x e m p l i f y h i g h l y co l labora t ive cul tures , this has been a c h i e v e d . In others, s u c h 
as i n the success ful i n t r o d u c t i o n a n d c o n t i n u a l g r o w t h of schools as so-cal led 
l e a r n i n g o r g a n i z a t i o n s , m u c h needs to be d e t e r m i n e d . In a n at tempt to u n d e r ­
s tand m o r e about schools as p r o f e s s i o n a l l e a r n i n g c o m m u n i t i e s , the s t u d y 
d e s c r i b e d i n this article e x a m i n e d not o n l y the context a n d substance of c o l ­
l abora t ive processes f r o m the perspect ives of p r a c t i c i n g c l a s s r o o m teachers, 
b u t a lso the teachers ' e spoused concept ions of the appropr ia teness of those 
c o l l a b o r a t i v e a p p l i c a t i o n s . 

The Context of Organization Theory for Collaboration Research 
P r o f e s s i o n a l c o l l a b o r a t i o n is a u b i q u i t o u s t e r m that o v e r t ime has a c q u i r e d 
m a n y a n d often n e b u l o u s m e a n i n g s a n d propert ies i n the school effectiveness 
a n d school i m p r o v e m e n t l i terature . O f t e n touted as the v e r y f o u n d a t i o n of 
m a n y e d u c a t i o n a l re forms, co l labora t ive practice is b y extens ion a k e y c o m ­
p o n e n t of greater s t a k e h o l d e r i n v o l v e m e n t , i n c l u d i n g v a r i o u s forms of site-
based m a n a g e m e n t , s chool c o u n c i l i m p l e m e n t a t i o n , shared d e c i s i o n - m a k i n g , 
a n d team teach ing (da C o s t a & R i o r d a n , 1996). U n d e r the auspices of restruc­
t u r i n g , researchers a n d p o l i c y - m a k e r s have been e n c o u r a g i n g school a d m i n i s ­
trators to p r o m o t e increased co l l eg ia l in teract ion based o n precepts of 
c o l l a b o r a t i o n ( D a r l i n g - H a m m o n d & M c L a u g h l i n , 1995; H o r d , 1997; Rott ier , 
1996). H o w e v e r , the essence of this apparent d i s p o s i t i o n lies b e y o n d these 
m o r e recent s t ruc tura l a n d o r g a n i z a t i o n a l p h e n o m e n a . 

A t least par t of the a n s w e r m a y be f o u n d b y a p p l y i n g a lens of o r g a n i z a t i o n 
theory . C r i t i c s of o r g a n i z a t i o n theories that e m b o d y conceptua l iza t ions of 
l e a d e r s h i p , d e c i s i o n m a k i n g , a n d h ierarchica l arrangements rooted r i g i d l y i n 
scienti f ic m a n a g e m e n t a n d bureaucrat ic p r i n c i p l e s are substant ia l i n n u m b e r 
a n d are g r o w i n g . T w o decades ago Scott a n d H a r t ' s (1979) dissat is fact ion w i t h 
t r a d i t i o n a l bureaucrat i c o r g a n i z a t i o n s w a s d irec ted p r i m a r i l y t o w a r d m a n a g e ­
m e n t . In the f i e ld of e d u c a t i o n a l a d m i n i s t r a t i o n G r e e n f i e l d (1979) w a r n e d that 
o r g a n i z a t i o n theory o v e r s i m p l i f i e d " the var ie ty and c o m p l e x i t y of h u m a n 
exper ience w i t h i n o r g a n i z a t i o n s " (p. 97). C l e a r l y the parameters for d e f i n i n g 
a n d u n d e r s t a n d i n g o r g a n i z a t i o n s i n terms of l e a d e r s h i p practices were b e i n g 
r e c o n s i d e r e d a n d r e d r a w n , the results of w h i c h meant a more c o m p r e h e n s i v e 
v i e w of effect ive organiza t ions , i n p a r t i c u l a r those of l eadership c o n c e i v e d i n 
terms other t h a n the ra t ional , the legi t imate , a n d the h ierarch ica l . 

In a d d i t i o n , a l ternat ive a n d m o r e i n c l u s i v e v i e w s of w h a t constitutes a 
leader are g i v e n f u l l c o n s i d e r a t i o n i n c o n t e m p o r a r y treatises on l e a d e r s h i p i n 
p u b l i c , p r i v a t e , a n d n o n p r o f i t o r g a n i z a t i o n s ( D r u c k e r , 1996). R e c o n c e p t u a l i z a -
t ions i n c l u d e , a m o n g others, not ions of servant leaders (Greenleaf, 1977/1995; 
P o l l a r d , 1996), t r a n s f o r m a t i o n a l leaders (Burns , 1978/1995), pr inc ip le - centered 
leaders ( C o v e y , 1991), e m o t i o n a l l y in te l l igent leaders ( G o l e m a n , 1998), a n d 
d i s t r i b u t e d leaders ( H a n d y , 1996). These l e a d e r s h i p concepts h a v e their e d u c a ­
t i o n a l counterpar ts ( G r e e n f i e l d , 1980; H o d g k i n s o n , 1991; N o d d i n g s , 1992; 
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Sarason, 1990; S e r g i o v a n n i , 1990; Starratt, 1993), p a r t i c u l a r l y i n the reconcep-
t u a l i z a t i o n s of l e a d e r s h i p that e m p h a s i z e p a r t i c i p a t i o n a n d the belief that there 
is n o l i m i t to w h o can be leader (Te l ford , 1996). In today 's schools a n d school 
systems, the c o n c e p t i o n of ver i f iab le shared leadership has taken h o l d i n the 
p o p u l a r m i n d s e t if not i n p r e v a i l i n g practice. C o n s e q u e n t l y , the d iscourse o n 
e d u c a t i o n a l l e a d e r s h i p i n this respect, if not expl ic i t , is at least i m p l i c i t . Thrus ts 
t o w a r d shared e m p o w e r m e n t i n schools t h r o u g h actors ' " h i g h i n v o l v e m e n t " 
are c o n s i d e r e d m o s t l i k e l y to be successful if a c c o m p a n i e d b y fac i l i ta t ing c o l ­
laborat ive s t ructures a n d processes (Wohlstetter , S m y e r , & M o h r m a n , 1994). 

Educational Research into Collaboration 
U n d e r s t a n d i n g about co l labora t ive school cul tures has e v o l v e d o v e r t ime. In a 
s t u d y of l e a r n i n g o n the job u n d e r t a k e n a lmost 20 years ago, L i t t l e (1982) 
i d e n t i f i e d a n u m b e r of co l l eg ia l rout ines of " c r i t i ca l practices of a d a p t a b i l i t y " 
that d i s t i n g u i s h m o r e effective schools f r o m those that are less successful : 
• s u p p o r t for d i s c u s s i o n of c l a s s r o o m practice, 
• m u t u a l o b s e r v a t i o n a n d cr i t ique , 
• shared c u r r i c u l u m d e s i g n a n d p r e p a r a t i o n , 
• jo int w o r k (shared p a r t i c i p a t i o n in ins t ruc t iona l i m p r o v e m e n t ) . 
Later , i n a n e x t e n s i o n of this f r a m e w o r k , F u l l a n a n d H a r g r e a v e s (1991) c o n ­
t e n d e d that e v i d e n c e of a co l labora t ive cu l ture m a y be f o u n d " i n the life of the 
s c h o o l " w i t h i n d i c a t o r s r a n g i n g f r o m h a r d w o r k to express ions of interest a n d 
u n d e r s t a n d i n g , a n d f r o m celebrat ions to s t o r y t e l l i n g . T h i s b o d y of educa t iona l 
research o n c o l l a b o r a t i o n cont inues to g r o w (Blase & Blase, 1994; C r u z & 
Z a r a g o z a , 1998; d a C o s t a & R i o r d a n , 1996; D i P a r d o , 1997; Fauske , 1999; 
Johnston & H e d e m a n n , 1994; K n o p , L e M a s t e r , N o r r i s , R a u d e n s k y , & T a n ­
n e h i l l , 1997; K o e h l e r & Baxter, 1997; M i t c h e l l , 1997; P o d e s c h i & M e s s e n h e i m e r -
Y o u n g , 1998; Porrner , 1998; R o s e n h o l t z , 1989; T e l f o r d , 1996; W i n t e r & K e e d y , 
1999). T h e p u r p o r t e d benefits are m a n y , but i n essence the u l t imate goa l is 
teacher e m p o w e r m e n t a n d d e v e l o p m e n t a n d b y extens ion increased s tudent 
e m p o w e r m e n t , ach ievement , a n d d e v e l o p m e n t . 

T y p i c a l l y , research i n t o c o l l a b o r a t i o n addresses p a r t i c u l a r c o m p o n e n t s i n ­
c l u d i n g , b u t not l i m i t e d to, the f o l l o w i n g : the shared d e c i s i o n - m a k i n g process 
( e m p o w e r i n g teachers to be co- leaders i n set t ing direct ions) ; the teacher ac­
c o u n t a b i l i t y factor (the a c k n o w l e d g m e n t that the p o w e r to dec ide is a c c o m ­
p a n i e d b y the r e s p o n s i b i l i t y for outcomes) ; the i m p a c t of trust a n d teacher 
self -eff icacy o n team teach ing (the potent ia l of e v o l v i n g re la t ionships for per­
s o n a l a n d p r o f e s s i o n a l g r o w t h ) ; the m o r a l d i m e n s i o n a n d p u r p o s e of the 
d e m o c r a t i z a t i o n of schools (the r ight of i n d i v i d u a l s to be heard a n d the 
p r o v i s i o n of o p p o r t u n i t i e s for d i v e r s e a n d m i n o r i t y v i e w s to e n r i c h the w h o l e ) ; 
the a t tendant p r o f e s s i o n a l d e v e l o p m e n t benefits e m b e d d e d i n teachers' c o l ­
l abora t ive pract ices (e.g., m e n t o r i n g , cr i t ica l ref lect ion, e m p o w e r m e n t ) ; a n d the 
r e l a t i o n s h i p b e t w e e n co l l eg ia l i ty a n d c o l l a b o r a t i o n . O n this last e lement, the 
s c h o l a r l y l i terature somet imes uses the terms collaboration a n d collegiality inter­
changeab ly , a c o n d i t i o n that has enhanced rather t h a n cur ta i l ed the a m ­
b i v a l e n c e about the na ture of teacher profess ional re la t ionships ( W e l c h , 1998). 
C o n s e q u e n t l y , there are s o m e w h a t di f ferent approaches to d e f i n i n g teacher 
c o l l a b o r a t i v e pract ice , a n d d e p e n d i n g o n the research focus, degrees of 
abstruseness persist . 

6 



Assessing Aspects of Professional Collaboration 

D e s p i t e s u c h d e f i n i t i o n a l a m b i g u i t y , h o w e v e r , there is c o m m o n acceptance 
that c o l l e g i a l e n v i r o n m e n t s are n e e d e d to n u r t u r e co l laborat ive n o r m s : i n effect 
that p r o f e s s i o n a l s h a r i n g is a subset of profess iona l regard , w h i c h itself is 
f o u n d e d i n respect a n d trust. F o r e x a m p l e , Bar th (1990) considers c o l l a b o r a t i o n 
to be a c o m p o n e n t of the b r o a d e r co l l eg ia l e n v i r o n m e n t w h e r e staff m e m b e r s 
not o n l y exh ib i t m u t u a l respect, but also h o l d c o n v i c t i o n s that they are p u r -
p o s i v e l y w o r k i n g t o w a r d shared goals . F u r t h e r to that point , Speck (1999) 
v i e w s c o l l a b o r a t i v e n o r m s to be indica tors not o n l y of the presence of profes­
s i o n a l c o l l e g i a l i t y , b u t also as a clear ref lect ion of consc ious efforts of " c o l l e g i a l 
c u l t u r e - b u i l d i n g " (p. 110) d e s i g n e d to t r a n s f o r m a school into a true l e a r n i n g 
c o m m u n i t y . 

N o t w i t h s t a n d i n g the f o r e g o i n g , c o m m o n a n d genera l ly accepted charac­
teristics of co l labora t ive pract ice dictate that g r o u p m e m b e r s m u s t : h a v e a clear 
p u r p o s e ( K n o p et a l . , 1997; L e o n a r d & L e o n a r d , 1999); v a l u e d i v e r s i t y ( Jordan, 
1999); be t r u s t i n g a n d t r u s t w o r t h y ( L e o n a r d , 1999; W a l k e r , 1999); a n d be self­
less ( K n o p et al.) . K e e p i n g these points i n m i n d — a n d for the p u r p o s e s of this 
w o r k — c o l l a b o r a t i o n is d e f i n e d b r o a d l y a n d s i m i l a r l y to h o w C a v a n a g h a n d 
D e l l a r (1996) def ine it: P r o f e s s i o n a l c o l l a b o r a t i o n is e v i d e n c e d w h e n teachers 
a n d a d m i n i s t r a t o r s w o r k together, share their k n o w l e d g e , contr ibute ideas, 
a n d d e v e l o p p l a n s for the p u r p o s e of a c h i e v i n g e d u c a t i o n a l a n d o r g a n i z a t i o n a l 
goals . In effect co l labora t ive practice is e x e m p l i f i e d w h e n school staff m e m b e r s 
c o m e together o n a r e g u l a r basis i n their c o n t i n u i n g attempts to be m o r e 
effect ive teachers so that their s tudents c a n become m o r e successful learners. 
E m b e d d e d i n this d e f i n i t i o n is the resolute re c o gni t io n that the h i e r a r c h a l 
l e a d e r s h i p styles t y p i c a l l y e v i d e n c e d i n schools of the past have g i v e n w a y to 
n e w e r n o t i o n s of teacher e m p o w e r m e n t a n d c o m m o n c o m m i t m e n t to shared 
goals . 

Challenges to Promoting Professional Collaboration 
T h e notable cache of e x p a n d i n g research i n f o r m s o u r u n d e r s t a n d i n g not o n l y 
of the benefits of c o l l a b o r a t i o n , but also of the chal lenges associated w i t h 
es ta b l i s h ing co l labora t ive cul tures i n schools (Johnston & H e d e m a n n , 1994). 
First , not a l l teachers recognize substant ive v a l u e i n t e a m w o r k , p a r t i c u l a r l y if it 
is p e r c e i v e d to h a v e been external ly i m p o s e d . Indeed , i n separate s tudies w e 
h a v e u n d e r t a k e n , some teachers i n d i c a t e d cons iderable a m b i v a l e n c e b e y o n d 
m o r e c o m m o n l y i d e n t i f i e d barr iers to the co l labora t ive process. L e o n a r d a n d 
L e o n a r d (1999) repor ted that a ma jor i ty of teachers ac tual ly cons idered c o l ­
l a b o r a t i o n - b y - d e s i g n — t h a t is, w h a t is u n d e r t a k e n i n f o r m a l structures s u c h as 
s c h o o l c o m m i t t e e s — t o h a v e m i n i m a l effect i n terms of p r o m o t i n g i n n o v a t i o n 
a n d p r o g r a m i m p r o v e m e n t . In a d d i t i o n , i n an e x a m i n a t i o n of the co l laborat ive 
process i n the i m p l e m e n t a t i o n of team teaching a n d commit tees at a n e l e m e n ­
tary s ch oo l , L e o n a r d (1998) u n c o v e r e d a n u m b e r of inh ib i tors to c o l l a b o r a t i o n . 
These i n h i b i t o r s , or barr iers , i n v o l v e d issues of teacher eff icacy, t ime c o n ­
straints , f r a g m e n t e d v i s i o n , compet i t iveness , a n d conf l ic t a v o i d a n c e . O t h e r 
s tudies of c o l l a b o r a t i o n address s i m i l a r f i n d i n g s , p a r t i c u l a r l y those related to 
p r o b l e m s associated w i t h t ime, conf l ic t m a n a g e m e n t , a n d team c o m p e t i t i v e ­
ness ( D i P a r d o , 1997; K n o p et a l , 1997; K r u s e & L o u i s , 1997; W e l c h , 1998). These 
data u n d e r s c o r e the range a n d intens i ty of the p r o b l e m s teachers face w h e n 
c o n f r o n t e d w i t h co l labora t ive in i t ia t ives . 

7 



P. Leonard and L. Leonard 

Establishing Collaborative Cultures 
E m e r g i n g f r o m the l i terature m o r e recently is the recogni t ion of the teacher's 
v i t a l ro le i n a c h i e v i n g a c o l l e g i a l a n d h i g h l y co l laborat ive s c h o o l cu l ture . W h e n 
teachers h a v e c o m m o n e d u c a t i o n a l goals a n d h o l d s i m i l a r beliefs a n d values 
about e d u c a t i o n , they are m o r e l i k e l y to col laborate ( H o r d , 1997; L o u i s , 1994; 
M i d l e y & W o o d , 1993; M i t c h e l l , 1995; O d d e n & Wohlstet ter , 1995; O ' N e i l l , 
1995). C o n t e x t u a l to these a n d other i n q u i r i e s a n d r u m i n a t i o n s about c o l ­
l abora t ive s c h o o l e n v i r o n m e n t s is the central i ty of shared va lues a n d c o m m i t ­
ment . C o n s e q u e n t l y , care fu l c o n s i d e r a t i o n s h o u l d be g i v e n to the nature a n d 
extent of teachers ' f i d e l i t y a n d c o m m i t m e n t to a co l laborat ive profess iona l 
c u l t u r e . 

E x a m i n i n g teachers ' levels of c o m m i t m e n t to the co l laborat ive process is 
i m p o r t a n t , p a r t i c u l a r l y i n l ight of Senge's (1990) s e m i n a l d i scourse about so-
c a l l e d l e a r n i n g o r g a n i z a t i o n s . In this w o r k he addresses a w i d e range of 
i n d i v i d u a l s ' a l legiances to a n o r g a n i z a t i o n a l goal or v i s i o n . M a r k e d d i s t i n c t i o n 
is m a d e b e t w e e n persons w h o are t r u l y c o m m i t t e d to a goal a n d those w h o are 
m e r e l y c o m p l i a n t because they w i s h to "please the b o s s " or be p e r c e i v e d as a 
" g o o d s o l d i e r . " A s Senge argues, the dif ference be tween c o m p l i a n c e a n d c o m ­
m i t m e n t can be p i v o t a l i n terms of success, as the f o r m e r does not n e a r l y 
a p p r o a c h the latter's l eve l of c lar i ty a n d d e d i c a t i o n to the goa l . A s F u l l a n (1992) 
iterates, the d i s p a r i t y can h a v e i m p o r t a n t i m p l i c a t i o n s i n terms of teachers' 
f i d e l i t y to c o l l a b o r a t i v e processes i n the schoo l . A r g u a b l y , teachers w h o are 
t r u l y c o m m i t t e d to c o l l a b o r a t i o n — a s o p p o s e d to m e r e l y c o m p l i a n t — a r e m o r e 
l i k e l y to c o n t r i b u t e to its r e a l i z a t i o n . 

F o r e x a m p l e , i n L e o n a r d ' s (1998) s t u d y of school cu l ture , it w a s f o u n d that 
a l t h o u g h the s c h o o l u n d e r inves t iga t ion o u t w a r d l y appeared to be charac­
ter ized b y a h i g h degree of co l labora t ion , i n real i ty it was not . T h r o u g h a 
p a r t i c i p a t i v e o b s e r v a t i o n a l a p p r o a c h , the researcher p u s h e d "past the layer of 
e s p o u s e d va lues in to u n d e r l y i n g a s s u m p t i o n s " (Schein, 1990, p . 112) to d i s ­
cover s o m e i n d i c a t i o n s that a l t h o u g h teachers a n d a d m i n i s t r a t o r s espoused the 
v a l u e of t e a m teach ing a n d c o m m i t t e e w o r k , a n u m b e r of t h e m h e l d basic 
a s s u m p t i o n s about the nature of w o r k i n g re la t ionships that w e r e in essence at 
var iance w i t h a c o l l a b o r a t i v e v a l u e or ienta t ion . N o t w i t h s t a n d i n g this , h o w ­
ever , these same teachers d i d not seem to be aware of a n y connec t ion b e t w e e n 
u n d e r l y i n g basic a s s u m p t i o n s about the nature of o r g a n i z a t i o n a l m e m b e r s ' 
act ivi t ies a n d re la t ionsh ips a n d the a d m i n i s t r a t i v e l y p r o m o t e d col laborat ive 
processes. 

Investigating Collaborative Cultures: Examining Basic Assumptions and Values 
The lack of r e c o g n i t i o n of poss ible latent conf l ic t is not s u r p r i s i n g w h e n the 
basic a s s u m p t i o n s b e h i n d co l labora t ive v a l u e or ientat ions are e x a m i n e d . A c ­
c o r d i n g to S c h e i n (1984), basic a s s u m p t i o n s are " t a k e n for g r a n t e d , " " i n ­
v i s i b l e , " a n d " p r e c o n s c i o u s . " These basic a s s u m p t i o n s are va lues that are 
d e e p l y rooted a n d resistant to change (Begley, 1996). Schein 's (1985,1990,1992) 
d i s c u s s i o n of the u n d e r l y i n g d i m e n s i o n s of an o r g a n i z a t i o n ' s cu l ture is u s e f u l 
for u n d e r s t a n d i n g the basic a s s u m p t i o n s associated w i t h a co l laborat ive v a l u e 
o r i e n t a t i o n a n d also for g u i d i n g researchers i n u n c o v e r i n g these basic a s s u m p ­
t ions . D r a w i n g o n K l u c k h o h n a n d Strodtbeck 's (1961) c lass i f icat ion of 
d o m i n a n t a n d v a r i a n t v a l u e or ientat ions , Schein (1990, p . 114) presents seven 
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u n d e r l y i n g d i m e n s i o n s of o r g a n i z a t i o n a l cu l ture . F o u r of these are s igni f i cant 
for u n d e r s t a n d i n g the basic a s s u m p t i o n s associated w i t h a co l laborat ive v a l u e 
o r i e n t a t i o n : 
1. The nature of human activity: Is the " c o r r e c t " w a y for h u m a n s to behave to be 

d o m i n a n t / p r o a c t i v e , h a r m o n i z i n g , o r passive/fatal is t ic? (In terms of teach­
er w o r k : T o w h a t extent a n d u n d e r w h a t c i rcumstances m i g h t teachers 
engage i n co l labora t ive practices? T o w h a t extent are these activit ies 
desirable?) 

2. The nature of human relationships: W h a t is the " c o r r e c t " w a y for people to 
relate to each other, to d is t r ibute p o w e r a n d affection? Is l ife c o m p e t i t i v e or 
cooperat ive? Is the best w a y to organ ize society o n the basis of i n ­
d i v i d u a l i s m or g r o u p i s m ? Is the best author i ty sys tem autocrat ic/pater­
na l i s t i c o r c o l l e g i a l / p a r t i c i p a t i v e ? (In terms of teacher p r o f e s s i o n a l 
r e l a t i o n s h i p s : T o w h a t extent are teachers i n v o l v e d i n m a k i n g dec is ions 
about the nature of their w o r k ? Is teacher w o r k character ized b y t e a m w o r k 
or c o m p e t i t i o n ? H o w i m p o r t a n t are c a r i n g a n d t r u s t i n g re la t ionships i n 
a c h i e v i n g s c h o o l i n g goals?) 

3. Homogeneity vs. diversity: Is the g r o u p best off if it is h i g h l y d iverse or if it is 
h i g h l y h o m o g e n e o u s , a n d s h o u l d i n d i v i d u a l s i n a g r o u p be encouraged to 
i n n o v a t e or c o n f o r m ? (In terms of teacher g r o u p s : T o w h a t extent are 
c o m m o n l y h e l d va lues a n d beliefs i m p o r t a n t for a c h i e v i n g schools goals? 
A r e d i v e r s e o p i n i o n s e n c o u r a g e d a n d i n d i v i d u a l needs addressed? Is c o n ­
sensus preferable to ma jor i ty rule?) 

4. The nature of time: W h a t is o u r basic or ienta t ion i n terms of past, present, a n d 
fu ture , a n d w h a t k i n d s of t ime uni ts are most re levant for the c o n d u c t of 
d a i l y affairs? (In terms of teacher w o r k : Is co l labora t ion a p p r o p r i a t e usage 
of teacher t ime a n d , if so, is there suf f ic ient o p p o r t u n i t y to u n d e r t a k e it? A r e 
there suf f i c i en t ly h i g h expectat ions for co l labora t ive practice?) 

A f u n d a m e n t a l p r e m i s e here is that va lues f igure h i g h l y i n the l ives a n d 
interact ions of e d u c a t i o n a l s takeholders (Beck, 1996; Begley, 1996; C a m p b e l l -
E v a n s , 1993; G r e e n f i e l d , 1986; H o d g k i n s o n , 1996; Roche , 1997) a n d they are 
mani fes ted i n both tangible a n d in tangib le w a y s ( C a l d w e l l & S p i n k s , 1992; 
Sche in , 1990). C o n c e i v a b l y , teachers' a n d a d m i n i s t r a t o r s ' beliefs a n d values 
p e r t a i n i n g to these four i d e n t i f i e d d i m e n s i o n s m a y di f fer . In a d d i t i o n , a n d 
p e r h a p s m o r e i m p o r t a n t i n the context of this research, these beliefs m a y be 
i n c o m p a t i b l e w i t h a p r o f e s s i o n a l l y co l labora t ive cul ture . M o r e o v e r , teachers 
w h o espouse c o m m i t m e n t to c o l l a b o r a t i o n m a y m e r e l y , i n Senge's (1990) a n d 
F u l l a n ' s (1992) terms, be c o m p l i a n t . In o r d e r to etch a clearer p ic ture of h o w to 
a r r i v e at a c u l t u r e of c o l l a b o r a t i o n , w e n e e d to u n d e r s t a n d better if teachers 
v a l u e the co l labora t ive process. A better u n d e r s t a n d i n g of co l labora t ive c u l ­
tures requires a search for a n d e x a m i n a t i o n of the in tangib le u n d e r l y i n g va lues 
that c o m e i n t o p l a y w h e n i n d i v i d u a l s w o r k together or i n d e p e n d e n t l y of one 
another . A n i n i t i a l step i n u n d e r s t a n d i n g the nature a n d f u n c t i o n of va lues i n 
the success or fa i lure of co l labora t ive in i t ia t ives is to e x a m i n e h o w a n d to w h a t 
extent these beliefs are reflected i n actual c o m m o n practice i n the w o r k p l a c e . 
C o n s e q u e n t l y , the g u i d i n g quest ions ar t iculated to p r o v i d e d i r e c t i o n to this 
s t u d y w e r e : (a) T o w h a t extent d o teachers v a l u e co l laborat ive practices i n 
schools? a n d (b) T o w h a t extent d o teachers perce ive co l laborat ive processes 
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are a c t u a l l y o c c u r r i n g i n their schools? A s n o t e d , Schein 's (1985; 1990; 1992) 
f r a m e w o r k for u n d e r s t a n d i n g the u n d e r l y i n g d i m e n s i o n s of o r g a n i z a t i o n a l 
c u l t u r e w a s c o n s i d e r e d a u s e f u l too l for s t r u c t u r i n g a s t u d y of teachers' v a l u e 
or ientat ions t o w a r d c o l l a b o r a t i o n . E a c h of the four d i m e n s i o n s o u t l i n e d above 
is re lated to the na ture of c o l l a b o r a t i o n a n d / o r the barr iers to successful i m ­
p l e m e n t a t i o n of co l labora t ive in i t ia t ives (e.g., t ime constraints , c o m p e t i t i v e ­
ness, conf l i c t avo idance ) . 

Method 
U s i n g Schein ' s (1985, 1990, 1992) u n d e r l y i n g d i m e n s i o n s of o r g a n i z a t i o n a l 
c u l t u r e as a g u i d i n g f r a m e w o r k , w e d e v e l o p e d a 55- i tem s u r v e y ques t ionnaire 
for d i s t r i b u t i o n to the teacher respondents . The s u r v e y quest ionnaire conta ined 
40 L iker t - sca le i tems ( r a n g i n g f r o m 1 strongly disagree to 5 strongly agree) a d ­
d r e s s i n g each of the d i m e n s i o n s : the nature of teacher co l laborat ive ac t iv i ty (6 
i tems) ; the na ture of teacher re la t ionships (14 i tems) ; the nature of d i v e r s i t y (12 
i tems) ; a n d the nature of teacher t i m e (8 i tems). In the case of each d i m e n s i o n , 
w e reached agreement o n jo int interpretat ions of Schein 's conceptua l iza t ions 
based o n the p u b l i s h e d ar t i cu la t ion of the f r a m e w o r k , as w e l l as t h r o u g h 
p e r s o n a l ins ights a c q u i r e d t h r o u g h o u r years of profess iona l t r a i n i n g a n d 
experiences i n p u b l i c s c h o o l teaching a n d a d m i n i s t r a t i o n . In each category, 
s u r v e y i tems w e r e presented i n pa i rs . Teachers were asked to r e s p o n d to the 
first p a i r e d - i t e m " i n terms of y o u r p e r s o n a l beliefs about co l labora t ive teacher 
p r a c t i c e " a n d the second p a i r e d - i t e m " i n terms of h o w y o u perce ive actual 
c o n d i t i o n s or c i rcumstances at y o u r s c h o o l . " A s w e l l , the i n s t r u m e n t asked 
respondents to indica te f r o m a p r e p a r e d list the types of co l laborat ive practices 
that " r e g u l a r l y o c c u r i n y o u r s c h o o l . " A n " o t h e r " o p t i o n w i t h a n a c c o m p a n y ­
i n g request f o r spec i f i c i ty w a s also p r o v i d e d . In o p e n - e n d e d format , teachers 
w e r e a lso a s k e d to indica te w h e t h e r they "be l i eve students achieve m o r e as a 
d i rec t consequence of p r o f e s s i o n a l co l labora t ion a m o n g their teachers." The 
s u r v e y a s k e d respondents to indicate a d d i t i o n a l i n f o r m a t i o n such as teaching 
experience , g r a d e levels taught , school e n r o l l m e n t , school type , a n d sex. O n l y 
those aspects of the research i n c o r p o r a t i n g the scale responses are addressed i n 
this report . 

T h e o r i g i n a l i n s t r u m e n t w a s subsequent ly rev ised f o l l o w i n g a p i l o t i n g 
phase i n v o l v i n g a g r o u p of e ight schoolteachers f r o m both u r b a n a n d r u r a l 
schools , w i t h v a r y i n g teach ing ass ignments a n d experience, a n d represent ing 
b o t h sexes. T h e o r a l a n d w r i t t e n feedback p r o v i d e d for ref inements to both the 
s t ructure a n d the content of the quest ionnaire . U s i n g an a p p r o p r i a t e c o m p u t e r 
so f tware p r o g r a m , a s trat i f ied r a n d o m s a m p l e of 1,000 c l a s s r o o m teachers (500 
f r o m u r b a n schools , 500 f r o m r u r a l schools) w a s d r a w n f r o m a p o p u l a t i o n of 
12,000 P r o v i n c e of S a s k a t c h e w a n p u b l i c schoolteachers. F o r p u r p o s e s of 
r e l i a b i l i t y a n d v a l i d i t y i n general terms, a n d for increased genera l izab i l i ty , n o 
a t tempt w a s m a d e to di f ferent iate be tween ei ther teachers or schools c o n ­
s i d e r e d to be m o r e or less i n c l i n e d t o w a r d co l laborat ive practices. Teachers 
r e c e i v i n g the s u r v e y s w e r e e m p l o y e d i n 472 schools i n c l u d i n g a l l c o m m o n 
s c h o o l c o n f i g u r a t i o n s , that is , p r i m a r y , e lementary , m i d d l e schools , secondary , 
a n d a l l - g r a d e schools . A ques t ionnaire packet w a s m a i l e d to each potent ia l 
r e s p o n d e n t a n d i n c l u d e d a c o v e r i n g letter e x p l a i n i n g the p u r p o s e of the s t u d y , 
the ac tua l i n s t r u m e n t fur ther o u t l i n i n g the research intent a n d p r o v i d i n g re-
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sponse ins t ruc t ions , a n d a p o s t a g e - p a i d e n v e l o p e for r e t u r n i n g the c o m p l e t e d 
f o r m . A r e m i n d e r letter w a s m a i l e d to a l l potent ia l respondents t w o w e e k s 
after the i n i t i a l d i s t r i b u t i o n . A total of 565 c o m p l e t e d s u r v e y s f r o m m o r e than 
400 schools i n 94 s c h o o l distr icts w e r e rece ived for a r e t u r n rate of 56.5%. The 
scale a n d d e m o g r a p h i c data w e r e aggregated u s i n g the SPSS statistical 
so f tware p r o g r a m , whereas o p e n - e n d e d responses were c o m p i l e d a n d catego­
r i z e d m a n u a l l y a l o n g i d e n t i f i e d themes. 

Results 
A s i n d i c a t e d above , f o u r of Schein 's (1990) u n d e r l y i n g d i m e n s i o n s of o r g a n i z a ­
t i o n a l c u l t u r e w e r e u s e d as lenses t h r o u g h w h i c h to examine teachers' 
e s p o u s e d c o l l a b o r a t i v e v a l u e or ientat ions , as w e l l as their percept ions of actual 
c o l l a b o r a t i v e practices i n their schools . C o m p a r i s o n s w e r e m a d e b y a p p l y i n g 
p a i r e d s a m p l e tests (t-tests) to each p a i r of i tems to de termine w h e t h e r their 
means w e r e s tat is t ical ly di f ferent . Scale in te rna l re l iab i l i ty w a s d e t e r m i n e d to 
be .81. 

Nature of Teacher Collaborative Activity 
Table 1 conta ins the s u r v e y results about the aspects of teacher ac t iv i ty a n d are 
a n a l o g o u s to Schein 's (1990) " h u m a n a c t i v i t y " d i m e n s i o n of o r g a n i z a t i o n a l 
c u l t u r e . S i g n i f i c a n t l y , m e a n differences were f o u n d i n a l l three p a i r i n g s . In each 
case teachers scored their p e r s o n a l beliefs about the nature of their w o r k h i g h e r 
t h a n w h a t they p e r c e i v e d to be reflected i n actual c i rcumstances i n their 
schools . F o r e x a m p l e , a l t h o u g h they i n d i c a t e d that teachers' w o r k is necessari ­
ly h i g h l y co l labora t ive (m=4.25, SD=.71), they scored ac tual co l laborat ive prac ­
tice (m=3.37, SD=.99) to be s ign i f i cant ly less (p<.001). A s w e l l , a l t h o u g h they 
p e r s o n a l l y c o n s i d e r e d profess iona l co l labora t ion a m o n g teachers to be h i g h l y 
des i rable (т=4Л2, SD=.66) they w e r e less i n c l i n e d to recognize that their f e l l o w 
teachers w e r e l i k e - m i n d e d (m=3.60, SD=.89; p<.001). A n o t h e r i n d i c a t i o n of 
r e s p o n d e n t s ' d i s p o s i t i o n s to perce ive their col leagues as b e i n g less i n c l i n e d 
t o w a r d c o l l a b o r a t i v e practice t h a n they w e r e themselves is apparent f r o m the 
results of a related ques t ion p o s i t i o n e d later i n the s u r v e y . A l m o s t one half 
(49%) of a l l respondents s a i d that they c o n s i d e r e d themselves to be " m o r e 
r e g u l a r l y i n v o l v e d i n co l labora t ive prac t i ces " t h a n m o s t of their f e l l o w teach­
ers. 

T h e f i n a l p a i r i n g of i tems about the nature of teachers' co l laborat ive ac­
t ivi t ies a d d r e s s e d the matter of i n d e p e n d e n t w o r k t o w a r d shared goals . A g a i n , 
there w a s a s igni f i cant dif ference (p<.001) b e t w e e n w h a t the respondents 
e s p o u s e d (ш=3.80, SD=.94) a n d w h a t they c o n s i d e r e d to be actual pract ice i n 
their schools (m=3.30, SD=.93). H o w e v e r , because both scores were re la t ive ly 
l o w a n d w e r e a c c o m p a n i e d b y a c o m p a r a t i v e l y l o w s t a n d a r d d e v i a t i o n 
(SD=0.88, p a i r e d differences) , it w o u l d seem to indicate considerable t r e p i d a ­
t i o n about the d e s i r a b i l i t y a n d potent ia l of i n d i v i d u a l teachers to w o r k t o w a r d 
shared s c h o o l goals . 

Nature of Teacher Relationships 
Table 2 contains the s u r v e y results a d d r e s s i n g the nature of teacher re la t ion­
sh ips , w h i c h para l le l s Schein 's (1990) " h u m a n r e l a t i o n s h i p s " d i m e n s i o n of 
o r g a n i z a t i o n a l c u l t u r e . T h i s category e x a m i n e d perspect ives o n h o w teachers 
a n d a d m i n i s t r a t o r s r e g a r d each other as profess ionals , as w e l l as the context of 
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Table 1 
Comparison of Teachers' Beliefs About the Nature of Collaborative Practices 

and the Extent to Which Such Collaboration Was Considered to 
Occur in their Schools 

(5-point Likert scale: 1=strongly disagree to 5=strongly agree) 

Item (N=565) Teacher Belief Actual Circumstance 
M SD M SD f df 

By necessity teacher work is highly 
collaborative 4.25 0.71 3.37 0.99 19.3 557 

Teacher collaboration is highly 

desirable 4.42 0.66 3.6 0.89 21.12 562 

Teachers can work independently 
toward common goals 3.8 0.94 3.3 0.93 13.25 561 

Note. All paired means significantly different (rx.001). 

their w o r k i n terms of i n v o l v e m e n t , r e s p o n s i b i l i t y , trust, a n d care. A g a i n , i n 
each case of p a i r e d i tems, the respondents scored their o w n beliefs of w h a t 
s h o u l d be s i g n i f i c a n t l y h i g h e r t h a n they d i d the e x i s t i n g c i rcumstances i n their 
schools . ( W i t h the sole expecta t ion i n d i c a t e d b e l o w , a l l w e r e at the .001 a l p h a 
level ) . There w a s s t r o n g agreement w i t h the statement "Schools s h o u l d be 
charac ter ized b y h i g h levels of p a r t i c i p a t i o n i n d e c i s i o n - m a k i n g " (m=4.36, 
SD=.69) b u t less e n d o r s e m e n t that their o w n schools w e r e so character ized 
(m=3.36, SD=1.11). R e s p o n d e n t s qui te d e f i n i t i v e l y i n d i c a t e d a belief that 
" T e a c h i n g s h o u l d be m o r e about coopera t ion a n d t e a m w o r k than about c o m ­
p e t i t i o n a n d i n d i v i d u a l i s m " (m=4.60, SD=.64), whereas ref lect ions o n actual 
c i rcumstances w e r e c o n s i d e r a b l y less robust (m=3.66, SD=1.02). S i m i l a r results 
w e r e a p p a r e n t f r o m those i tems a d d r e s s i n g the essential i ty of " t r u s t i n g a n d 
c a r i n g " r e l a t i o n s h i p s to co l labora t ive practice (belief m-4.67, SD=.53; actual 
m=3.58, SD=1.06); that trust a m o n g c o l l a b o r a t i n g d e v e l o p s " w h e n p e o p l e place 
greater e m p h a s i s o n the needs of the g r o u p as o p p o s e d to those of the i n ­
d i v i d u a l " (belief »1=4.31, SD=.74; actual m=3.30, SD=1.02); a n d that teachers 
col laborate better w h e n they " g e n u i n e l y l i k e each o t h e r " (belief m=4.40, 
SD=.72; a c t u a l m=3.54, SD=.97). 

T h e t w o other i t e m p a i r i n g s require s i n g u l a r nota t ion . B o t h teacher belief 
(m=3.29, SD=1.21) a n d actual c i rcumstances (w=2.90, SD=1.07) rat ings were 
c o m p a r a t i v e l y l o w i n the statements sugges t ing that " T h e p r o v i s i o n of teach­
i n g resources is l a r g e l y the r e s p o n s i b i l i t y of s c h o o l a d m i n i s t r a t o r s . " T h e s u g ­
ges t ion that s c h o o l a d m i n i s t r a t o r s w e r e best s i tuated to " d e c i d e w h a t is g o o d 
for teachers a n d s t u d e n t s " rece ived e v e n l o w e r rat ings (belief ш=2.32, SD=.94; 
ac tual 2.40, SD=.93; p<.05). A l t h o u g h s t i l l s tat ist ical ly dif ferent , these scores 
appear to reflect a rejection of the concept ion that those i n f o r m a l l eadersh ip 
p o s i t i o n s are m o r e capable of m a k i n g dec is ions af fect ing g r o u p wel fare a n d 
that they are r e q u i r e d to assume sole r e s p o n s i b i l i t y for those dec is ions . 

Nature of School Diversity 
Table 3 conta ins the s u r v e y results about the nature of d i v e r s i t y i n schools a n d 
are a n a l o g o u s to Schein 's (1990) " h o m o g e n e i t y versus d i v e r s i t y " d i m e n s i o n of 
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Table 2 
Comparison of Teachers' Beliefs About the Nature of Professional 

Relationships and the Extent to Which Such Relationships Were Considered 
to be Evident in Their Schools 

(5-point Likert scale: 1=strongly disagree to 5=strongly agree) 

Item (N=565) Teacher Belief Actual Circumstance 
M SD M SD t df 

Schools characterized by high 

participation in decision making 4.36 0.69 3.36 1.11 18.11 561 

Teaching more about cooperation 

and teamwork than about 
competition and individualism 4.6 0.64 3.66 1.02 20.23 562 

Provision of resources responsibility 
of school administrators 3.29 1.21 2.9 1.07 7.56 558 

School administrators in best position 
to decide what good for teachers and 

students 2.32 0.94 2.4 0.93 -2.41 561 

Maintaining trusting and caring 

relationship is essential to 

collaborative practice 4.67 0.53 3.58 1.06 22.97 562 

Trust more likely when people place 
greater emphasis on group needs 

than individual needs* 4.31 0.74 3.3 1.02 20.33 561 

Teachers collaborate better when 

they genuinely like each other 4.4 0.72 3.54 0.97 19.17 560 

Note. Unless otherwise indicated, all paired means significantly different (p<.001). 
'Paired means for these items significantly different (p<.05). 

o r g a n i z a t i o n a l c u l t u r e . Teachers rated the be l ie f -or iented i tem of each set of 
p a i r e d statements h i g h e r t h a n the actual s c h o o l c i rcumstances i t e m o n f o u r of 
the s ix o p p o r t u n i t i e s i n this category of the s u r v e y . A l l m e a n differences were 
s ign i f i cant (p<.001). T h e respondents t e n d e d to agree w i t h the statements 
" S c h o o l s f u n c t i o n better w h e n teachers have h i g h l y s i m i l a r values a n d beliefs 
about s c h o o l i n g " (m=4.00, SD=.93) a n d " D i v e r s i t y of o p i n i o n a n d practice 
m a i n t a i n o r g a n i z a t i o n a l h e a l t h " (/«=4.01, SD=.73). A c t u a l c i rcumstances i n 
schools for b o t h of those i tems w e r e rated s ign i f i cant ly l o w e r (?и=3.33, SD=1.02 
a n d m=3.46, SD=.92, respect ively) . Teachers c lear ly indica ted s u p p o r t to "at­
t e n d to the needs a n d interests of i n d i v i d u a l s t u d e n t s " (ra=4.35, SD=.66) a n d 
p e r c e i v e d w i t h the s u r v e y ' s h ighest s u r v e y actual c i rcumstances m e a n of 4.04 
(SD=.82) s i g n i f i e d that they large ly c o n s i d e r e d it to be o c c u r r i n g i n their 
schools . There w a s less s u p p o r t for the n o t i o n that the "processes of conf l ic t 
r e s o l u t i o n are often m o r e i m p o r t a n t t h a n the actual o u t c o m e s " (m=3.53, 
SD=.93) a n d s t i l l less for c i rcumstances ac tua l ly c o n s i d e r e d to be the case i n 
schools (m=2.93, SD=.93). 

T h e f i n a l t w o i t e m p a i r i n g s i n the category resul ted i n teachers' beliefs 
r e c e i v i n g l o w e r scores than p e r c e i v e d ac tual s c h o o l c i rcumstances . B o t h sets 
a d d r e s s e d d e c i s i o n - m a k i n g based o n p r i n c i p l e s of major i ty v o t i n g . W i t h a l o w 
m e a n of 2.91 (SD=.1.10) respondents p r o v i d e d w e a k s u p p o r t for the idea that 
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Table 3 
A Comparison of Teachers' Beliefs About the Nature of Human Diversity and 
the Extent to Which Those Beliefs Were Considered to be Manifest in Their 

Schools 
(5-point Likert scale: 1=strongly disagree to 5=strongly agree) 

Item (N=565) Teacher Belief Actual Circumstance 
M SD M SD f df 

Schools function better when 

teachers have highly similar values 
and beliefs about schooling 4 0.93 3.33 1.02 14.21 562 

Diversity of opinion and practice 

maintain organizational health 4.01 0.73 3.46 0.92 12.99 561 

It is important for individuals to 
adhere to majority expectations 2.93 1.04 3.2 0.9 -5 .72 559 

Majority vote preferable to 
consensus in resolving disagreement 2.91 1.1 3.27 1.02 -6.43 558 

Conflict resolution processes more 

important that actual outcomes 3.53 0.93 2.93 0.93 12.33 559 

Schools should make strong efforts 

to attend to the needs and interests 

of individual students 4.35 0.66 4.04 0.82 8.07 559 

Note. All paired means significantly different (p<.001). 

" the best w a y to resolve d i sagreement is t h r o u g h the practice of ma jor i ty votes 
rather t h a n consensus a t t a i n m e n t . " H o w e v e r , there w a s greater p e r c e p t i o n that 
this w a s w h a t i n d e e d w a s h a p p e n i n g i n their schools (m=3.27, SD=1.02). 
S i m i l a r l y , there w a s l i m i t e d s u p p o r t for the statement "It is i m p o r t a n t for 
i n d i v i d u a l s to c o n f o r m to the expectat ions of the m a j o r i t y " (m=2.93, SD=1.04), 
yet greater r e c o g n i t i o n that this w a s w h a t i n d e e d w a s extant i n their schools 
(яі=3.20, SD=.90). 

Nature of Time Usage 
Table 4 conta ins the s u r v e y results about the nature of t ime use i n schools a n d 
are a n a l o g o u s to Schein 's (1990) t i m e d i m e n s i o n of o r g a n i z a t i o n a l cu l ture . T h i s 
category of the s u r v e y prec ip i ta ted large discrepancies be tween w h a t the 
teachers e s p o u s e d a n d w h a t they repor ted as the actual c i rcumstances i n their 
schools (p<.001 i n a l l cases). W i t h the greatest m e a n dif ference of a l l p a i r e d 
i tems (belief ш=4.62, SD=.57; actual m=2.23, SD=.98), respondents c lear ly d e m ­
onstrated that they bel ieve teachers d o not have "suf f i c ient t ime to w o r k 
together p r o f e s s i o n a l l y . " T h e y also professed the belief that profess iona l c o l ­
l a b o r a t i o n w a s " a n a p p r o p r i a t e use of teachers ' t i m e " (m=4.33, SD=.69), b u t 
p e r c e i v e d i n their schools that it w a s c o n s i d e r e d to be less so (m=3.52, SD=1.00). 
There w a s r e l a t i v e l y m o d e s t s u p p o r t for the statement " E x p e c t a t i o n s of c o l ­
l abora t ive pract ice in f luence teachers' use of their t i m e " (m=3.40, SD=.84) a n d 
s i g n i f i c a n t l y less for the n o t i o n that s u c h expectat ions ac tua l ly in f luence teach­
ers ' c o l l a b o r a t i v e pract ice i n their schools (m-2.79, SD=.90). Last , there w a s a lso 
c o m p a r a t i v e l y m o d e r a t e s u p p o r t for the n o t i o n that " the a m o u n t of t ime a v a i l -
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Table 4 
Comparison of Teachers' Beliefs About the Nature of Time Usage and the 

Extent to Which the Beliefs Were Apparent in Their Schools 
(5-point Likert scale: 1=strong disagree to 5=strongly agree) 

Item (N=565) Teacher Belief Actual Circumstance 
M SD M SD ( df 

Teachers need sufficient time to work 

together professionally 4.62 0.57 2.23 0.98 46.54 559 

Frequent professional collaboration 
is an appropriate use of teachers' 

time. 4.33 0.69 3.52 1 17.16 557 

Expectations of collaborative practice 
influence teachers' use of time. 3.4 0.84 2.79 0.9 13.91 560 

Amount of available time should 
dictate what is undertaken in schools. 3.7 1.03 3.42 1.13 4.44 555 

Note. All paired means significantly different (p<.001). 

able s h o u l d dictate w h a t is u n d e r t a k e n i n s c h o o l s " (m=3.70, SD=1.03) a n d that 
it is a c t u a l l y a factor i n their schools (ш=3.42, SD=1.13). 

Analysis and Discussion 
A n u m b e r of i m p o r t a n t cons idera t ions e m e r g e d f r o m the aggregated data 
rece ived f r o m the 565 r a n d o m l y selected s u r v e y respondents w o r k i n g 
t h r o u g h o u t the P r o v i n c e of S a s k a t c h e w a n a n d these w o u l d seem to p r o v i d e 
a d d i t i o n a l i n f o r m a t i o n p e r t a i n i n g to the f o u r d i m e n s i o n s of co l laborat ive c u l ­
ture . W h a t f o l l o w s is a n analys is a n d d i s c u s s i o n of these f i n d i n g s i n the four -
d i m e n s i o n f r a m e w o r k of this s t u d y . In a d d i t i o n , each sect ion conc ludes w i t h a 
s u m m a r y statement c a p t u r i n g the essential f i n d i n g for that data set. 

T h e data p r o v i d e d interes t ing ins ights in to teachers' beliefs c o n c e r n i n g 
co l labora t ive pract ices , as w e l l as the extent to w h i c h they cons ider those 
pract ices to be mani fes t i n their schools . These results i n t u r n p r o d u c e a n u m ­
ber of notable i m p l i c a t i o n s for those interested i n creat ing or m a i n t a i n i n g 
c o l l a b o r a t i v e s c h o o l cul tures . F o r e x a m p l e , i n terms of the nature of teacher 
ac t iv i ty (see Tab le 1), the respondents d e m o n s t r a t e d s t rong r e c o g n i t i o n that b y 
necessi ty teachers ' w o r k s h o u l d be h i g h l y co l laborat ive , yet they i n d i c a t e d that 
they w i t n e s s e d s i g n i f i c a n t l y less c o l l a b o r a t i o n i n schools t h a n w a s d e e m e d 
des i rable (belief m=4.25, SD=.71; actual m=3.37, SD=.99; p<.001). W i t h re lat ive­
l y l o w scores o n the 5 -point scale, there a p p e a r e d to be a degree of a m b i v a l e n c e 
about teacher ac t iv i ty i n terms of the ab i l i ty of teachers to w o r k i n d e p e n d e n t l y 
t o w a r d c o m m o n goals (belief m=3.80, SD=.94; ac tual m=3.30, SD=.93; p<.001). It 
m a y be conjectured that the source of this apparent uncer ta inty m i g h t be as 
m u c h a consequence of the fa i lure to i d e n t i f y c o m m o n goals as it c o u l d be the 
p o t e n t i a l for i n d i v i d u a l s to achieve t h e m . A d d i t i o n a l i n q u i r y is n e e d e d here 
a n d m i g h t best be p u r s u e d t h r o u g h i n - d e p t h i n t e r v i e w a n d o b s e r v a t i o n 
s tudies . N o t w i t h s t a n d i n g this , h o w e v e r , the data suggest the f o l l o w i n g . 
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Finding 1: Teachers perceive less collaboration occurring in their schools than they 
consider desirable. 

T h e data i n c o r p o r a t i n g aspects of the nature of the teachers ' pro fess iona l 
re la t ionsh ips d i m e n s i o n of the s t u d y u n c o v e r e d several i l l u m i n a t i n g f i n d i n g s 
(see T a b l e 2). P e r h a p s the m o s t notable is that the teachers c lear ly demonst ra t ­
e d a m a r k e d d e p a r t u r e f r o m the t r a d i t i o n a l expectat ion that those i n pos i t ions 
of f o r m a l a u t h o r i t y s h o u l d m a k e the choices about w h a t is " g o o d " for t h e m 
a n d their s tudents . T h e y p r o v i d e d l o w s u p p o r t for the i d e a that s c h o o l a d m i n ­
istrators are best able to m a k e s u c h decis ions (m=2.32, SD=.94) a n d i n d i c a t e d 
that there is l i t t le ev idence i n their o w n schools that a d m i n i s t r a t o r s w e r e so 
e q u i p p e d (ш=2.40, SD=.93). There w a s , h o w e v e r , greater s u p p o r t for a d m i n i s ­
trators t a k i n g r e s p o n s i b i l i t y for resource a c q u i s i t i o n (m=3.29, SD=1.03), b u t less 
r e c o g n i t i o n that it a c t u a l l y occurs i n their schools (m=2.90, SD=1.07). 

There w a s s t r o n g s u p p o r t for m a n y of the key elements of co l laborat ive 
s c h o o l cu l tures , that is : that schools s h o u l d be character ized b y h i g h levels of 
p a r t i c i p a t i v e d e c i s i o n m a k i n g (m=4.36, SD=.69); that teaching is best u n d e r ­
t a k e n i n a n e n v i r o n m e n t of t e a m w o r k (m=4.60, SD=.64); that re la t ionships 
based o n m u t u a l c a r i n g a n d trust are essential ingredients (m=4.67, SD=.53); 
that p e o p l e s h o u l d p u t g r o u p needs above i n d i v i d u a l needs (m=4.31, SD=.75); 
a n d that c o l l a b o r a t i o n is m o r e successful w h e n those i n v o l v e d t r u l y l i k e each 
other (m=3.54, SD=.97). I n each of these aspects, h o w e v e r , actual school c o n d i ­
t ions w e r e rated s i g n i f i c a n t l y l o w e r (p<.001 i n a lmost a l l cases). T h i s a n d the 
a p p a r e n t readiness a n d w i l l i n g n e s s to assume enhanced r e s p o n s i b i l i t y d i s ­
cussed a b o v e p r o v i d e potent indica tors that the teachers w e r e d e c i d e d 
be l ievers i n the i m p o r t a n c e of the creat ion a n d maintenance of p r o f e s s i o n a l l y 
c o l l a b o r a t i v e s c h o o l e n v i r o n m e n t s . T h i s second emergent f i n d i n g m a y be 
stated as f o l l o w s : 

Finding 2: Teachers espoused the desire for expanded roles and professional 
relationships in terms of decision-making and collaborative practice, but felt that 
current school circumstances were curtailing such developments. 

T h e teachers c o n v e y e d some clear messages t h r o u g h their responses to the 
o r g a n i z a t i o n a l d i m e n s i o n a d d r e s s i n g aspects of d i v e r s i t y i n schools . A l t h o u g h 
they w e r e s tat is t ical ly d i f ferent (p<.001), they gave h i g h scores b o t h to the belief 
that schools s h o u l d s t r o n g l y address the needs a n d interests of i n d i v i d u a l 
s tudents (m=4.35, SD=.66) a n d that such w a s i n d e e d o c c u r r i n g i n their schools 
(m=4.04, SD=.82). T h e y w e r e c o n s i d e r a b l y less d e f i n i t i v e about other features 
of d i v e r s i t y , h o w e v e r . F o r e x a m p l e , a l t h o u g h they w e r e re la t ive ly d e m o n ­
strat ive i n terms of their beliefs about the benefits of teachers s h a r i n g s i m i l a r 
va lues a n d beliefs a b o u t s c h o o l i n g (m=4.00, SD=.93) a n d about d i v e r s i t y of 
o p i n i o n b e i n g a c o n d i t i o n of hea l thy o r g a n i z a t i o n s (m=4.01, SD=.73), their 
es t imat ions of a c t u a l s c h o o l c i rcumstances i n those respects w e r e s ign i f i cant ly 
l o w e r (m=3.33, SD=1.02 a n d m=3.46, SD=.92 respect ive ly ; p<.001). In a d d i t i o n , 
there seemed to be a h i g h degree of ambiva lence i n terms of processes for 
r e s o l v i n g issues a n d for m a k i n g dec is ions w h e n d iverse perspect ives were 
present . 

There w a s m o d e r a t e agreement that conf l ic t r e s o l u t i o n processes are of 
greater i m p o r t t h a n the ac tua l outcomes (m=3.53, SD=.93) a n d re la t ive ly l o w 
concurrence that processes took precedence over outcomes i n their o w n 
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schools (m=2.93, SD=.93). T o re inforce these pos i t ions the respondents i n d i ­
cated that they b e l i e v e d there w a s a n overre l iance o n acceptance of ma jor i ty 
r u l e . A c t u a l s c h o o l c i rcumstances i n terms of the i n d i v i d u a l adherence to 
m a j o r i t y expectat ions (m=3.20, SD=.89) a n d the use of ma jor i ty vote rather than 
consensus (m=3.27, SD=1.02) b o t h outscored teacher beliefs that s u c h s h o u l d be 
the case (m=2.92, SD=1.04 a n d m=2.9\, SD=1.10 respect ively) . It a p p e a r s — w i t h 
the poss ib le except ion of the a m o u n t of at tent ion g i v e n to m e e t i n g i n d i v i d u a l 
s tudents ' needs a n d interests—that teachers' p e r s o n a l perspect ives o n the c o n ­
s i d e r e d aspects of s c h o o l d i v e r s i t y c o u n t e r v a i l the c i rcumstances that m o s t 
perce ive to be mani fes t i n their schools . S ta t ing the above cons iderat ions i n 
m o r e concise f o r m : 
Finding 3: With the possible exception of sensitivity to individual student needs and 
interests, the teachers felt that inadequate worth was given to school diversity in 
terms of values, beliefs, conflict resolution processes, and consensus-building. 

T h e o r g a n i z a t i o n a l cu l ture d i m e n s i o n p e r t a i n i n g to the nature of t ime usage 
p r o v i d e d the m o s t m a r k e d dif ference i n a p a i r e d set of i tems. Respondents 
r e s o u n d i n g l y d e m o n s t r a t e d that they b e l i e v e d the t ime avai lable to teachers to 
u n d e r t a k e p r o f e s s i o n a l co l labora t ive pract ices w a s w o e f u l l y inadequate (belief 
m=4.62, SD=.57; ac tual m=2.23, SD=.98; p<.001). T h e y also i n d i c a t e d that a l ­
t h o u g h they b e l i e v e d p r o f e s s i o n a l c o l l a b o r a t i o n w a s a n a p p r o p r i a t e use of 
teachers ' t i m e (m=4.33, SD=.69), the o p p o r t u n i t i e s for e n g a g i n g i n s u c h ac­
t ivi t ies w e r e subs tant ia l ly less (m=3.52, SD=1.00). A s w e l l , there w a s l i m i t e d 
s u p p o r t for the n o t i o n that teachers pract ice co l labora t ion because it is ex­
pected of t h e m (m=2.79, SD=.90) a l t h o u g h there w a s a cons iderab ly stronger 
a f f i l i a t i o n w i t h the v i e w that s u c h s h o u l d be the case (m=3.40, SD=.84). A l ­
t h o u g h i t w a s s i g n i f i c a n t l y di f ferent , there w a s re lat ive concordance b e t w e e n 
teacher bel iefs (m=3.70, SD=1.03) a n d actual s c h o o l c i rcumstances (m=3.42, 
SD=1.03) w i t h respect to avai lab le t ime b e i n g a d e t e r m i n a n t of w h a t act ivit ies 
teachers u n d e r t a k e i n schools . T h i s w o u l d seem to indicate that the inf luences 
of t i m e as p i v o t a l factors b o t h i n c o n c e p t i o n a n d i n real i ty are reasonably 
congruent . 

Finding 4: Although teachers demonstrated strong convictions that professional 
collaboration was an appropriate use of their time, they felt that they were unable to 
partake in such processes to the extent desirable and necessary. 

Conclusions and Implications 
A t the r i sk of s ta t ing w h a t m a y be the o b v i o u s , it m u s t be reiterated here that 
there are i n c r e a s i n g expectat ions that educators r e g u l a r l y e x e m p l i f y c o l l a b o r a ­
t ive processes a n d practices . Theore t i ca l a r g u m e n t a t i o n , a n d to a lesser extent 
e m p i r i c a l ev idence , h a v e p r o v i d e d f i r m s u p p o r t for p r o p o n e n t s w h o c o n t e n d 
that schools that are character ized b y s t rong cul tures of shared p r o f e s s i o n a l 
w o r k are p r e d i s p o s e d to be m o r e successful i n terms of s c h o o l effectiveness 
( D i P a r d o , 1997; H a r g r e a v e s , 1994; L i t t l e , 1982). 

A l t h o u g h n u m e r o u s studies h a v e addressed the apparent benefits of 
p r o f e s s i o n a l s h a r i n g i n terms of o r g a n i z a t i o n a l i m p r o v e m e n t , p r o f e s s i o n a l 
d e v e l o p m e n t , a n d s tudent outcomes , there seems to h a v e been l i m i t e d i n q u i r y 
i n t o h o w teachers themselves perce ive this e v o l v i n g p h e n o m e n o n . The i n v e s ­
t iga t ion d e s c r i b e d i n this article w a s d e s i g n e d to p r o v i d e a vehic le for teachers 
i n one w e s t e r n C a n a d i a n p r o v i n c e to vo ice their perspect ives b o t h i n terms of 
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w h a t they b e l i e v e d about p r o f e s s i o n a l c o l l a b o r a t i o n a n d the extent to w h i c h 
they c o n s i d e r e d it to be e v i d e n t i n their schools . 

F i v e - h u n d r e d , s i x t y - f i v e c l a s s r o o m teachers f r o m m o r e t h a n 400 schools 
a n d a lmost 100 s c h o o l systems c o m p l e t e d a s u r v e y ques t ionnaire c o m p r i s i n g 
p a i r e d sets of i t e m s — o n e p e r t a i n i n g to their beliefs, the second to actual s c h o o l 
c i rcumstances . T h e s t u d y w a s based o n four of Schein 's (1990) d i m e n s i o n s of 
o r g a n i z a t i o n a l c u l t u r e a n d w a s p r e m i s e d o n the s u p p o s i t i o n that the extent to 
w h i c h teachers v a l u e co l labora t ive practice, as w e l l as h o w they assess its 
p r e v a i l i n g mani fes ta t ions , can have i m p o r t a n t consequences for the capaci ty of 
c o l l a b o r a t i o n to real ize touted p u r p o s e s . A n analys is of the emergent data 
a l l o w e d us to i d e n t i f y f o u r essential f i n d i n g s p e r t a i n i n g to the selected c o l ­
l abora t ive d i m e n s i o n s . C o n c o m i t a n t w i t h these essential f i n d i n g s are c o r o l l a r y 
c o n c l u s i o n s a n d i m p l i c a t i o n s that are c o n s i d e r e d here b o t h i n terms of w h a t 
they m a y m e a n for c u r r e n t pract ices a n d for i m p l i c a t i o n s for future endeavors . 
These c o n s i d e r a t i o n s are presented i n s u m m a r y f o r m i n Table 5 a n d further 
a d d r e s s e d b e l o w . 

P a r t i c i p a n t s i n this s t u d y professed robust s u p p o r t for the o v e r r i d i n g c o n ­
cept that p r o f e s s i o n a l pract ice a n d teacher ac t iv i ty s h o u l d be h i g h l y co l labora ­
t ive . T h i s is a n i m p o r t a n t a f f i r m a t i o n , p a r t i c u l a r l y as " c o n t r i v e d c o l l e g i a l i t y " 
(Hargreaves , 1989) or " c o l l a b o r a t i o n - b y - d e s i g n " ( L e o n a r d & L e o n a r d , 1999) 
m a y h a v e p o t e n t i a l l y deleter ious inf luences o n efforts to create cul tures of h i g h 
i n v o l v e m e n t . A r t i c u l a t i n g a bel ief i n the v a l u e of c o l l a b o r a t i o n is at least a g o o d 
s tar t ing p o i n t f r o m w h i c h to establ ish a co l labora t ive c u l t u r e . A r g u a b l y , c o l ­
l a b o r a t i o n w o u l d be less l i k e l y to occur if teachers d i d not w i s h to part ic ipate . 
N o n e t h e l e s s , as u n d e r s c o r e d above , cer ta in c o n d i t i o n s ( D i P a r d o , 1997; K n o p et 
a l . , 1997; L e o n a r d & L e o n a r d , 1999; L e o n a r d , 1998) can act as barr iers to authen­
tic c o l l a b o r a t i o n , e v e n w h e n teachers espouse the desire to engage i n it. A l ­
t h o u g h this s t u d y d i d not address inh ib i tors to co l labora t ion spec i f i ca l ly , w e d o 
k n o w that despi te their professed desire to col laborate , the teacher par t ic ipants 
agreed that t e a m w o r k a n d shared d e c i s i o n - m a k i n g i n their schools w e r e less 
c o m m o n t h a n des i rab le . In other w o r d s , the extent of co l labora t ive w o r k occur­
r i n g i n their schools w a s def ic ient . Interest ingly, a n d p e r h a p s i m p o r t a n t for 
u n d e r s t a n d i n g one reason w h y col laborat ive practice w a s not m o r e ev ident , 
teachers felt that there w e r e insuf f i c ient expectat ions for t h e m to engage i n 
c o l l a b o r a t i v e d e c i s i o n - m a k i n g a n d other co l laborat ive act ivit ies . 

In terms of teachers ' beliefs about the nature of p r o f e s s i o n a l re la t ionships , 
teachers i n this s t u d y b e l i e v e d that teaching s h o u l d be based o n c o o pe ra t io n 
a n d t e a m w o r k . H o w e v e r , they p e r c e i v e d their schools as character ized b y 
c o m p e t i t i o n a n d i n d i v i d u a l i s m to greater degrees t h a n desirable . Teachers also 
s a w p e o p l e l i k i n g each other as i m p o r t a n t to co l labora t ive ventures . A c c o r d ­
i n g l y , they b e l i e v e d that p r o f e s s i o n a l c o l l a b o r a t i o n w o u l d be enhanced if there 
w e r e a greater a f f i n i t y a m o n g teachers. Ye t they w e r e less i n c l i n e d to see 
e v i d e n c e of this i n their o w n schools . M o r e o v e r , the data suggested that the 
r e s p o n d e n t s ' schools w e r e not character ized b y the extent of t rus t ing , c a r i n g 
e n v i r o n m e n t s d e e m e d c o n d u c i v e for co l laborat ive act ivit ies . The i m p o r t a n c e 
of t rust a m o n g col leagues as a prerequis i te to es tab l i sh ing a co l laborat ive 
c u l t u r e s h o u l d n o t be u n d e r e s t i m a t e d , n o r s h o u l d the existence of trust a m o n g 
col leagues be t a k e n for g r a n t e d . Never the less , d a C o s t a a n d R i o r d a n (1996), i n 
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Table 5 
Summary Conclusions Based on Data Pertaining to the 

Four Essential Findings. 

Beliefs about Teacher Activity 

• Teachers articulate that they firmly believe in the benefits of professional collaboration; 

• Teachers' daily work does not sufficiently reflect the precepts of teamwork; 

• Participation in school decision making remains deficient; 

• Teachers feel that their administrators are primarily responsible for providing the school with 

resources, but they refute the idea that those same persons are better equipped to make 

important decisions that affect others; 

• There are insufficient expectations at the school level that teachers regularly engage in 

collaborative practices. 

Beliefs about Teacher Relationships 

• Schools are not characterized by trusting, caring school environments to the extent desirable; 

• Individualism and competitiveness continue to counter collaborative initiatives degrees in 

schools; 

• Professional collaboration would be enhanced if there were greater affinity among teachers. 

Beliefs about Diversity 

• Teachers believe that schools would function better if: 

a. teachers were more inclined to have common values and beliefs, 

b. people were less confined by majority voting and majority expectations, 

c. schools placed more emphasis on the processes of conflict resolution, and 

d. continued efforts were made to address individual needs. 

Beliefs about Time 

• Teachers' collaborative practices are severely constrained by inadequate time availability; 

• Teachers need additional time to engage in professional collaboration. 

their s t u d y of teacher eff icacy a n d co l labora t ion , p o s i t e d that " a major a s s u m p ­
t i o n m a d e b y those a d v o c a t i n g the use of teacher co l labora t ion . . . is that a 
c l imate of trust ex i s t s " (p. 3). Research in to teacher co l labora t ion s u p p o r t s the 
n o t i o n that trust is f u n d a m e n t a l to d e v e l o p i n g p o s i t i v e in terpersonal re la t ion­
ships a m o n g g r o u p s of p e o p l e w o r k i n g together to achieve shared goals (Blase 
& Blase, 1994). 

T h e f i n d i n g s i n this s t u d y r e g a r d i n g teachers' beliefs about d i v e r s i t y s u g ­
gest that a l t h o u g h they b e l i e v e d that schools f u n c t i o n better w h e n teachers 
share c o m m o n va lues a n d beliefs , they also agreed that d i v e r g e n t o p i n i o n s a n d 
practices w e r e i n d i c a t i v e of a hea l thy o r g a n i z a t i o n . M o r e o v e r , there w a s sub­
s tant ia l ly l o w belief that the w i s h e s of the ma jor i ty s h o u l d be i m p o s e d o n the 
i n d i v i d u a l . A n i m p o r t a n t i m p l i c a t i o n is e m b e d d e d i n these f i n d i n g s . A l t h o u g h 
teachers b e l i e v e d it w a s des irable to h o l d c o m m o n beliefs, the s igni f icance of 
w h i c h is s t r o n g l y s u p p o r t e d e lsewhere i n the l i terature ( H o r d , 1997; L o u i s , 
1994; M i d l e y & W o o d , 1993; M i t c h e l l , 1995; O d d e n & Wohlset ter , 1995; O ' N e i l , 
1995), they d i d not express agreement that ma jor i ty beliefs s h o u l d be i m p o s e d 
s c h o o l - w i d e . T h i s w o u l d indicate that respondents i n general b e l i e v e d i n a 
m o r e d e m o c r a t i c process for n e g o t i a t i n g a n d m i t i g a t i n g c o n f l i c t i n g beliefs a n d 
va lues t h a n m a y be ref lected i n d i v e r s e g r o u p s . S u p p o r t for this inference is 
c o n t a i n e d i n the f i n d i n g that these teachers also i n d i c a t e d that schools s h o u l d 
place m o r e e m p h a s i s o n the conf l i c t r e s o l u t i o n process rather t h a n o n conf l ic t 
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r e s o l u t i o n o u t c o m e s . T h i s , h o w e v e r , w a s not felt to be the actual general 
c i rcumstances i n the r e s p o n d e n t s ' schools . 

N o t s u r p r i s i n g l y , espec ia l ly i n c o n s i d e r a t i o n of p o p u l a r percept ions , there 
w a s s t r o n g s u p p o r t for the n o t i o n that e x p e n d i n g t ime o n co l labora t ive prac ­
tices w a s a p p r o p r i a t e . A l s o , i n r e a f f i r m a t i o n of f i n d i n g s of p r e v i o u s s tudies , 
there w a s e m p h a t i c r e c o g n i t i o n that teachers w e r e not al lotted suf f ic ient t ime 
for c o l l a b o r a t i o n . M o r e i l l u m i n a t i n g , h o w e v e r , w a s the i n d i c a t i o n that m a n y 
teachers b e l i e v e d that they w e r e not expected to use their t ime i n col laborat ive 
ventures to the extent that m o s t r e g a r d e d as desirable . 

In s u m m a r y , the i m p l i c a t i o n s of the f i n d i n g s i n this s t u d y suggest that, first, 
m o r e research is n e e d e d i n terms of a d d r e s s i n g the role of p r i n c i p a l s i n set t ing 
expectat ions for c rea t ing co l labora t ive cul tures a n d fac i l i ta t ing teachers' c o m ­
m i t m e n t to, as o p p o s e d to c o m p l i a n c e w i t h , o r g a n i z a t i o n a l goals ( F u l l a n , 1992; 
Senge, 1990). S e c o n d , the r e l a t i o n s h i p b e t w e e n es tab l i sh ing a c l imate of trust 
a n d c rea t ing a c u l t u r e of c o l l a b o r a t i o n also needs at tent ion. If trust is i n d e e d 
" the f o u n d a t i o n for shared governance a n d teacher e m p o w e r m e n t " (Blase & 
Blase, 1994, p . 18) t h e n w e n e e d to focus o u r at tent ion o n h o w trust m a y h e l p 
o v e r c o m e m a n y of the p r e v i o u s l y descr ibed barr iers to co l labora t ion , p a r ­
t i c u l a r l y those related to self-eff icacy, conf l ic t avo idance , a n d compet i t iveness . 
T h i r d , i f c o l l a b o r a t i v e e n d e a v o r s are to meet w i t h suff ic ient degrees of success, 
then teachers n e e d to d e v e l o p p r o f i c i e n c y i n c o n s e n s u s - b u i l d i n g , dec i s ion­
m a k i n g , a n d the processes of conf l ic t r e s o l u t i o n w h e r e b y the means become as 
i m p o r t a n t as the ends . H o w teachers interact w i t h each other to resolve d i f ­
ferences, a r r i v e at jo int dec is ions , a n d i d e n t i f y shared p u r p o s e s has s igni f i cant 
i m p l i c a t i o n s for the e n d u r a n c e of co l laborat ive re la t ionships . In other w o r d s , 
teachers need to acquire a n d i m p l e m e n t a p p r o p r i a t e profess iona l strategies 
that w i l l serve to e n g e n d e r t r u s t i n g co l laborat ive par tnersh ips . N o n e of this , of 
course, abrogates the f u n d a m e n t a l ques t ion as to w h e t h e r long-entrenched 
practices that are n o n c o l l a b o r a t i v e i n nature can or s h o u l d be o v e r c o m e . The 
vast ma jor i ty of the teachers i n v o l v e d i n this research c lear ly i n d i c a t e d that 
they felt they s h o u l d , b u t there w a s also expl i c i t a n d i m p l i c i t recogni t ion b o t h 
that expectat ions m u s t h e i g h t e n a n d actual c i rcumstances m u s t i m p r o v e to 
p e r m i t it to h a p p e n to the extent desirable . 

F i n a l l y , the u b i q u i t o u s issue of t ime, or perhaps m o r e accurately the lack 
thereof, needs to be a d d r e s s e d . E l sewhere , i n del iberat ions about t ime as a 
barr ie r to c o l l a b o r a t i o n , it has been speculated that w h e n pr ior i t i es a n d expec­
tations are clear, t h e n p e r h a p s "constra ints o n t ime m i g h t be a manageable 
i s s u e " ( L e o n a r d , 1999, p . 104). A d m i t t e d l y there is a cer ta in naivete i n this 
s u p p o s i t i o n a n d it is not i n t e n d e d to d i m i n i s h the i m p o r t a n c e of ser ious ly 
c o n s i d e r i n g w a y s to reschedule t imetables a n d to al lot suff ic ient t ime for teach­
ers to col laborate . S t i l l , the f i n d i n g that there were insuf f i c ient expectat ions at 
the s c h o o l l e v e l that teachers r e g u l a r l y engage i n co l laborat ive practices s u g ­
gests that there is a m a r k e d d i s c r e p a n c y b e t w e e n e s p o u s e d beliefs a n d practice 
that goes b e y o n d the issue of t ime. Perhaps f u n d a m e n t a l to this d i s c u s s i o n , 
then, are three factors c o n s i d e r e d p i v o t a l i n creat ing a co l laborat ive cul ture : 
c lear expectat ions for teacher ac t iv i ty to be co l laborat ive ; the c u l t i v a t i o n of 
t r u s t i n g c o l l e g i a l re la t ionsh ips ; a n d the d e v e l o p m e n t of p r o f i c i e n c y i n the 
processes of g r o u p w o r k . A l t h o u g h attempts to create a co l laborat ive s c h o o l 
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c u l t u r e m a y be c o n s i d e r e d b y m a n y to be a d a u n t i n g chal lenge, further inves ­
t i g a t i o n i n t o these three areas s h o u l d be benef i c ia l to those w h o w i s h to 
s t rengthen the c o n n e c t i o n b e t w e e n teachers' beliefs a n d their practices. A l ­
t h o u g h the use of quant i ta t ive i n v e s t i g a t i o n m e t h o d s a n d statistical analys is 
m a y h a v e p r o v i d e d some a d d i t i o n a l i n f o r m a t i o n a n d ins ights in to this c o m ­
plex p h e n o m e n o n , o n l y deeper , r icher qua l i ta t ive i n v e s t i g a t i o n s — i n c l u d i n g , 
b u t not l i m i t e d to, v a r i o u s f o r m s of e t h n o g r a p h i c i n q u i r y a n d act ion r e s e a r c h — 
are l i k e l y to m o v e us subs tant ia l ly further t o w a r d fu l l e r c o m p r e h e n s i o n . 
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