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Many, schools throughout the country are experimenting 

with creative ways to make or find time for shared 

reflection. Their eXamlJles sliggest dil'ectioll for others. 

n 
sk anybody directly involved in ' 
school reform about its most . 
essential ingredient. HilL! the 
answer is likelv to he "lime." 

_ Research COJlC~lrS, Collaborative 
time for tC<lcllers to undertake and 
then slistain school illlpmvelllcntlll<lY 
be more important than cquipment-or 
facilities or even starr development 
(Fullan and Miles l'Jn, Louis 1992, 
Rosenhollz 1989), 

We'v~ long known that 1'01' school 
,change to succeed, teachers collec­
tively Illust be involved in its imple­
mentation (Berm<l11 and McLauglllin 
1978, McLaughlin 199 1)_ But unless 
the "extra energy requirements" 
demanded are met hy thc provision of 

, the time, the change is not likely to 
succeed (Fullan and Miles 1992), 

The literature on teacher worklives 
also concludes that evcn whcn change 
efforts are not under way, collaoora-

. tive time for tcachers is necessary. 
Successful schools arc distillguisJlahle 
from ullsuccessful ones by the 
frequency ano extent to which 
teachers discuss pnlclice, c()llah()nI­
tively design ll1ateriuls, and inform 
und critiquc one HIH)tllcr (Lillie .19X2). 
This sort of interaction appears neces· 
sary to continuing growth and 

improvement in the individual as well 
. \ 'as to sustaining a good school 

(Wildman and-Niles 1987). 
Yet another body or research points 

to the importance or collaborative tilllC 
for teachers by ·suggesting that even in 

good schools, change as well as 
stability must be evident. As Gllodlad 
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put it ( I 983), schools must be "sel 1'­
renewing systems" (Tye and Tye 
1984), Or, illlllore recent lerms, lllcy 
must be "Ie<lrning organizations" 
marked by deliberate erfort to identify 
helpful knowledge and spread ils use 
within the organization (Sengc 1990, 
Louis and Simsek 19(1). The reason, 
as Rose.nhnltz I(Jl'lhrighlly pllt it, is 
that either schools arc growing or they 
arc stuck (1989). 

If schools are to remain "ull-stuck," , 
then teachers must have:lime for 
sllstained collaborative reflection on 
school practice, conditions, [lild 

events. None of this is to say that 
coll<lboration time alone can assure 
s·uccess, How the time is used is 

crucial, but n~aking or finding it is 
necessary (Prager 19Y2). In fact, time 
has emerged as -fhe key issue in every 
analysis of school change appearing in 
the last decade (Pullan and Miles I ~n). 

Mailing 11m Time 
Some places have simply bitten the 
bullet and added llIeeting days to thc 
school year and teachers to (he schu(ll 
slafL At UCLA', Universily Elemen­
tary School, 1'01' instance, 20 pupil-frec 
teacher workdays are now being built 
into the allnual calcndar. A stalling 

pattern assigning six leaehers 10 raUl' 

classes also frees leachers on a 
rotating basis (Watson et al. 1992),· 
But no~ all schools can hope for such 
arrangements, and in loday's economy 
most will probably have to find or 
create low-cost ways to make time for 

school improvement. 

Are there w,ays (0 providc this 
collaboration tilllt' without substan­
tially inLTcasing school costs? t\ 
numher nf school people quite ready 
to tackle genuine restntcluring report 
this'to he the 1ll0st stuhborn barrier. 
oncnlenchers are willing to 
contrihute some or tht;ir own lime­
hut quite f'('llsO/whly are unwilling to 
shoulder the rull cost (If what. aner nli, 
is (l system respollsibility--·and \\'111.11 
research confirms must he a cOlltin­
uing one. Even if teachers were 
willing to <lSSllme the rull costs of the 
new requirclllents, their cfforts would 
probably prove insufficient to the task, 
Ten llIinutes beforc the kids arrive. 
and c()Il\'Cl'salional snatches during thc 
day, arc ollly enough for news flashes 
alld crisis~lIlt'eting-llol for analyzing 
Hnd planning and creatillg. 

I surveyed how schools are 'making 
the nccessary collaborative time. 
supplementing what I had seen by 
asking regional and national innova­
tive school groups'nboul plans for 

freeing tip teacher time. Here is how 
some schools throughout tile cOllntry 
are meeting this challenge. 

The need for a 
school's faculty 
members to reflect 
together on their 
practice does not end 
once teachers 'are 
trained and programs 
established. 



Fillee" Good EXillllules 
I. At the Mohegan Elementary Schoul 
in the Bronx, te:u.:hers piloting a new 
curriclilum arc scheduled for the same 
daily lunch periOli and a C0l111110n 
preparation period immediately there­
after-giving them a lotal of 90 
minutes of ::;haretltime daily. 

2. Central Park East Secondary 
School in Manhattan, a 450-student 
<;:ombined junior-senior high school, 
is composed of three divisions, each 
with two houses-or two sets of 
students and teachers who work 

. together. On one morning or every 
week, the lower division stucients of 
one house engage in community 
.service. Their teachers meet together 
'until noon, \vhen the students re'turn 
to school. 

3. The organizational structure of 
Central Park Easllllso h:nds itself to.:\ 
differcilt sOrt or grouping ()r teachers 

" for meetings. COllllllunity service lime 
can be' schcdlll~d by houseoS (.:I hUlioSe 
being a,single group or stuLients), or it 
can renect curriculum- und- assemble 
the division teachers from I wo houses 
who tleal with a commoll content tlrea. 
In previolls years, the high school has 

scheduled Illeetings Oil a curricular 
(team) basis; IlOW this is done on a 
hOllsc (studcllt) basis. 

4. In schools and districts of 
substantial size, increasing. class s'ize 
by just one,or lWO stuuents can yield a . ~, 

surplus sulricienl Lo finance teams'of 
substitutes. The substitutes cover 
classes on a regular basis, permitting 
teacher teams to meet freq uently. 

5. In Mcrritllsland, florida, the 
Gardendale Elementary Magnet 
School has adopted a year-round 
ca.lendar, with three-week inLcr­
s~ssions betwcen quarters. The in.ter­
sessions permit concentrated, two- or 
three-day meetings for teacher plan­

ning, for wllich parlicip~lIllS receiv,e 
compensatory time. 

6. On Long Island, New York, 
:::;cl1ool districts commonly sct_ aside 
three to five days per yC~lr for teachers 
to attend day-long starf development 
meetings. Tb encourage regular 
collaborative sessions for teachers, 
some districts <Ire rescheduling this 
lime. When divided up, five staff 
development days permit 13 lwo-hour 
sessiolls, or one every two weeks 

. throughout the'school year. 

7.111 Kentucky, the 
Siale Board of Education 
sllughllegislative 
perlllissioll In convert 

rive or the required 
illstructional days into 
starr development time 
t"'Stales" 1~~2). 

X. The Texas 
l'ollllllissilHlcr or Educa­
tion sought authority 
i'rom lhe Legislature 10 
waive up 10 15 instruc­
tional days to make tilclll 

ilvailllbic for slafr dcvel-
0llllll:llt ((iursky 1991). 

9. Abo ill Mohegall in the 13ronx, 
where a Cultural l-itcracy curriculunl 
is heing dcvc.;\opcd, the principal 
on0n.:<.llo dislJliss classes 45 Illillllle~ 
l!arly each Monday, Wl!tlnesday, and· 
Priday if the teaclier:) would extend 
the lime by cOIHributing 45 minutes 
or their own. 

10. 'Some years ago, a Rhode Isl;.lIld 
superintendent lengthened the school 
day .by 20 minutes fur four days in 
order to dismiss students at noon on 
Ihe fifth. lie li""le Wednesdays 
teacher meeting days and persuaded 
local churches 10 ill)ld their religious 
education programs on Wednesday 
afternoons, and SCOlits and other youlh ' 
activities to meet thell. A sma!} group 
of faculty remained with and super­
vised (on a rotating basis) the young­
sters of working parcnts unable to 
make other arrangements. 

II. Kapaa Elclilenwry School, on 
I(<luii, Hawaii, has opened six schools~ 
wilhill~scllools to accoll1l110datc its 
I ,SOO studenls. The schoul is large 
enollgh 10 have a "SUpplclllenlul stall" 
or an, music, physical education, 
computer, spccch~drallla and gifted­
talented specialists, wlw Illcct with 



classes (rather than ofTering 
uled classes or their own). Thc 

has asked the supplelllental 
to collaborate regularly to plan H 

program, which they will 
. a tcalll~sllccl'\sivl'ly in each 

six schools-within .. schools. 
rotating one collccti\'cly 

program through all six 
liK,ls·wllilln-schools. tlley \vill 

another prngnl1l1. Evelltually. 
school-withill-H-sciJoo\ team will 

for a half-day's collaboratioll 

ou;glliJUlthe school year. 
2. At the Urban AcadclllY in 

students participate ill 
unteer cOllllllunity service activities 

Wednesday "fternooll. Vvith thc 
of the pmg1'illll \ cOl11lllunity 

coordinator. cHeh stude1lt has a 
assigll1l1eJ'lt or providing 

service function in the com1l1U­
example, helping in a 

've office, a teenage treatment 
lity, or an animal rescue group. 

arrangement gives. Academy 
. tbe full aflernooll on Wedncs­

for meeting. faculty meetings 
regularly during this time, and 

features one or more issues for 

3. Brooklyn College i\cademy­
high sC!lool~classes "arc 

led daily from 7:30 10 3:30. 
Ih,?ugh the early lIlorning "0" 

is limited to special classes, 
and tulori ng. the Academy fi nus 

state time minimu1l1 requirements 
be met in four-and-ollc-lJalf days. 

faculty meet every Monday 
12:45-2:30 one week and 12:45-

::,.:.' J 4. According to the supcrintcndcilt 
, York City'S alternative high 

""""",., the secret to finding collabo­
time during the school day lies 

,fn'''(:reative interpretation" of state 
rements for instruction. He 

!:::%~jsc()v"rcd that the lilll~ requirements 
'·'·'"enuld be met in four, rather than five, 

L(i(,I"s:ses per week, permitting the 
of "specials" (physical 

,Lj\/!:;i!. :~,jll<:atiolI1, art, music. i1ldustrial arts) 
the fifth day. For example, on 

EDUCATIONAL LEi\Df'J~srrrp 

\ " 

" \ '; 

Fridays a particular group of young­
sters may take two periods.ofphysical 
education, followed by one each or 
music and industrial arts. This config­
uration frecs other leachers for regular. 
extended collaborati ve sessions. 

IS. In Ft. Myers, florida, a new 
teacher contract set the workday for 
teachers at an hour longer than that for 
students-leaving time aner school 
each day for teachers to meet. 

OIher Promising Arrangements· 
In addition to the approaches just 
described, several others have substan­
tial potential. 

Servh'e learning is currently being: 
used to create teacher collaboration 
lime in some place!'1 (as at Mallhallun;s 
Urban Academy, item 12 above). hUI 
it has eve 11 broader potcntial for doing 
so. For instance, although service 
learning programs are' lIs~"dl1y, 
confined to high schools. they ~hn :llso 
be used at middle ano even elclllentary 
school levels. (One such program. ill 
Lakewood, Colorado, has thrived for 
years. Sec Jenner and Elliott 1987.) 

In light orthe increasing popularily 
of service lear'lling and the demoll­
straled benefits to those who provide 
the services, it niay be desirable 10 

explore the possihilities of having 
older students regularly tlltor and 
coach younger oncs. Arrangclllents of 
this sort can free teachers for collabo­
rative timc. whilc a skeleton force 
o\'crsees thc \'oluntecrs. 

f\llother arrangemcilt with r){)lential 
is suggested by tt"program at Detroit's 
Washinglon Middle School. Several 
years ago, the principal made every 
Friday Hoblir Day. when all the adults 
in the school (not just the teaching 
staff) taught classes 011 their various. 
inlerests. Youngsters signed up for 
two-hour c1as~es offered over a period 
01" six Fridays, to learn such skills as 
photography. puppelry, barbershop­
style singing, alld gourmet cooking. In 
addition to rcsponding to the demand· 
for "exploralories" for the young 
adolescent agc "grouJ). this program 
proved an effective wny for young­
sters to interact with adults in a sO;~lle­
what differellt WHy. TIle arrangelllent 
ill crrect C'nlarged the leaching stafr for 
one day n week. Through careful 
scheduling or the hobby group~. slich 
a program could also permit difrerehl 
groups or te.achers to work togelilcr 
for a few hours every friday. 

Asian schouls have found yet 
another approach for crealing collabo-



ration time for teachers. In Asia, class 
,'; J',4sizes are much larger than ours­

'though within schools, the total ratio 
of teachers to students is quite similar. 

. The large-c!assji'(/IIIeII'ork means that 
teachers teach fewer dasscs and have 
more time to confer witiJ colleagues 
(and students) and 10 accomplish other 
things. American teachers resist the 

The need for a school's faculty 
members to reflect together on their 
practice-and for schools to remain 
collaborative, ~elf-rencwing cntities-----:­
dne~ not end once teachers are trained 
and prograll1s established. 

Tile Lessons Emerging 
Other illve~tigators have identified the 

following general idea of increasing 
class size. On the 

,other hand, Asian If collaborative approache~ to 
finding collegial 
interaction lime: 
freeing up 
existiIlg time, 
restructuring or 
rescheduling it. 
using it beiter, or 

purchasing it 
(Watts and Castle 
1992). The 
arrangements 
described here 

teachers are negative 

"~i"_~..:r_;O:,~.J~"~?out the toll 
endeavor is 

" ""l exacted by small 
\ J'_"'V:'tk",-, 
\' . -, .', Classes: from 30 to 

40 percent of their 
hours in school are 
spent otherwise than 
in classes. They ask 
how American 

necessary to 
school adequacy, 
then schools 

teachers can ever be 
expected to do a 

lTIUst provide it. 
good job, given their circumstances 
(Stigler and Stevenson 1991). 

, Still another avenlle with possibility 
is the popular pllrtner.vhip COIICCfJl. A 
university partner, in pHrliculai', has 
such pOlential~leilst denwilliingly 
perhaps through providing films, TV 
lessons, <lnd demonstratiuns, all with 
interactive teaching arrangements. 
Wilere university partllers handle 
instruction and design follow-up activ­
ities, aides and paraprofessionals may 
well be able to handle monitoring, 
thus freeing teachers. 

, Well short of such extensive 
arrangements, it is not uncommOn for 
grants providing start-up costs for new 
programs to cover collaboration 
time..........--often. under the guise of staff 
training or development time. But as 
desirable as sllch progmms and 
arrangements may be in serving a 
vuriety of purposes, they cannot yield 
the reIia.ble, continuing time for 
teacher collaboration llwt researcll 
suggests is necessary to slistain good 
teacher and good school functioning. 
In addition, programs that yield 
collaboration for some but not all~or 
for a group assembling people from 
various schools, or only for a program 
initiation period-are not sufficient. 

renect specific strategies. In the first 
place, they :iuggest different levels at 
which the search for timc t:UIl be 
cOIH.luctcd: school, district, and state. 

Schools with surncient control over 
their own prognllllS)Hay be able to 
rind collaboration timc through indi­
vidual teacher scheduling and starr 
red~ployment (as suggested in items 
1-4 ).Otiler answers to the time ques­
tion may be solutions thal districts 
must adopt or authorize (1'01' example, 
items 4-6).Still others can be initiated 
at the slate level (items 7 and 8). 

These examples not only suggest 
permissions and aulllOrizaliolls thai 
may need to be obtained; they also 
suggeslthat at each of these three 
levels the search can be inilinted and 
needed time found. They also indicate 
some general strategies that are being 
employed in the search for time. Some 
add the hOlm; needed by supple­
menting lhe school's existing time (5 
and 9); others reallocate existing lime 
(1,2,6). "Banking" is a frequent 
strategy lIsed either to meet instrllc­
tiunalminilllllll1 requirements (by 
saving time in some fashion, or adding 
itlo free the hours needed 1'01' collabo­
rative sessiolls~as in item 10), or to 
demonstrate teacher productivity 

increases that offsd the costs of 
substitutes to cover released time. 
Auxiliary or special subject teachers 
are sometime!) used to Free tip lime for 
teacher collaboration (as in II and l4), 
as are nonteaching starr (as at Wash­
ington Middle School). 

Funda1l1cntally, oilly a few broad 
<lpproachcs exist for tackling the chal­
lenge. The time call be found by: 

• taking time from tilatnow sched­
uled for other things (instruction or 
stufr development, for instance); 

II adding additional time to the 
school day and/or the school year; or 

• altering slafr utilization palterns~ 
so that all administrators regularly do 
some teaching, I'm instance, or so'that 
SOllIe teacllcrs assume responsibility 
for more youngsters while othelC 

teachers meet. 

Mailing FoulIll Time Worlllwllile 
Once lime for teachers to collaborate 
has been found, how should it be allo­
cated and scheduled? Experience to 
dale recoJlllllends sOll1e lIseflil criteria. 

First, teacbers call1\ot be_ expected to 
undertake seri<llis collective eXHll1illH­
tion or their prograllls~alld the design 
01" new prograllls,--at the cnd oj-" the 

regular school day. The psychic 
exhaustion that most teachers face at 
this time simply precludes such 
demanding endeavor. 

Second, nut only must the collabo­
rative time comc from the "prime­
time" school day, but'it must be a 
sllstained interval. A singlc period (n 

comillon prep period, for instance, for 
the members or a design or sustaining 
team) will not surnce. Stich a period 
may be adequate, however, if placed 
immediatcly before or after a shared 
11l1lchti1l1e~assllllling the result is an 
uninterrupted block ihstcad of two 
separate or divided scgmcnts. 

While some or the time needed can 
be left for concentrated periods when 
studellts are away from school!) 
(during inter-sessions or sllmmers), 
there Illtl!)t also be opportunities to 
rencl.:l on daily events, make correc­
tive decisions, and respond in a timely 
fashion In new conditions. 

I' 



Iy, in finding the tillle ror 
.,,,,, .. ,i,· .. , continuing teacher collah­

(\NO opposing. C(lIll"Crns must 
ill mind: (I) it is neither rail' 

se to ask teachers to deduct all 
time needed rroJllthcir persollal 

(like weekend, and holidays). 
with cOlllpenstllion: ,md (2) 
ientious teachers arc reluctant to 

\' away from their CIa<;SroOlllS ror an 

<t<,nelled time ullle'>" (hey call leel 
ridcnt about \Vlwt \ Imppcllillg in 

absence. Thus. <;choo!s need 
ng, carerully plallned programs 
assroolll c()vent!1c. 
these rour guidelines suggest. it 

. I be hard to avoid cithC'r pupil-free 
. d~\ys or extended plIpil-rree 

·".··,':"I'o"ri(Jlls within school days. Ulti-
then, a change lllllst occur ill 

public and professional cOllcep­

.•.. '~:-'''.' about teacher productivity. It has 
"i''':";jl,(}"'g been assumed tlwI teachers' 

""i:q.fy:r!'[o(!u<:tive time consists of contact 

;~r~~*;~~,\I~j~;~I;spellt with students ("VaUs and 
:. 1992). Time spent otherwise 

been seen as either a bureaucratic 
!t<:ssity(sucil as faculty meetings). 

individual proressional obligation 
ill lesson planning). or a job 

arr,ellityor benefit (such as a prep 
'period). What must change is the idea 
'that for a teacher, it i<; only in the 
Classroom with students that "the 

''''~/',.:\ '. rubber meets the road." 
\ :",: " i',; At a \Vingsprcad Conference or 

'i" -',"'; ,,\::)hore than a decade ago. Ted Sizer 
;i,', Id)\;r;~U!;$lJggested that perhaps the single 

~:~::,:~:~~~;!~;1M~~t:f~~'ove that could most help schools 

"');~;W~~f.;:t{:!,;f7.~~ould be to maintain the present 
":"':"" ""\:.','Nschool hours or teachers, reduce the 

":\)?':j.;":'!~.;~ ;:;~::::;,';: .. humber or student hours by olle a day. 
J' .', '·.'n--'. ';'\:;;!'}aiid use the gai fled ti me for teacher 

.: ~<;-,)\'\' '_:}'~iscussion and joint p!'lIlnillg. Wllj'1c 
, ,-<" . ::::.luch possibilities may still appear 

. ;~;'~,:~::::,):i:;;}~;}::'::,i~j:jJ:'~mote, they are lH)t impossible. In 
:i;~§:~'::1~~:~?{\;:Hnany contract negotiations, the prin­
;::/::,(.}:;y;~t;/<;~:f~:,gjple that a good scll{)ol requires 1l10rc 

;,:-t,;:<;:f:l;~~(/~;~;.,t(·:6.f}eachers than student COil tact alld 

'{;ltf~~~~iJi~~~~~:~,\~~tUlning time has now been 

'~,i' '. "!>;.' .·:,::'~t~J· If collaborative endeavor is ncces­
l",:, ";sary to school adequacy, thell schouls 

.Y,; "'must provide it. The responsibility 
/,.: .','y,{',,: '" .;'/ 
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Ultimately, a 
change must occur 
in both public 
and professional 
conceptions 
about teacher 
proquctivity­
that it is only in 
the classroom 
with students that 
"the rubber meets 
the road." 
rests with schools, no( individual 
teachers. Further. administrators. poli­
cYIl1Hkers. and public alike must 
accept H new conception or school 
time. II' we are to redefine teachers' 
responsibilities to include collabora­
tive sessions with colleaglles~and 
both organizatiollal rese;:lJ'ch and 

teacher effectiveness research now 
suggests they are essential to good 
scliools~then it is necessary to rCCOIl­

struc tcacher timc. The time necessary 
to examine, reflect on, amend. and 
redesign programs is not auxi!;my to 

teaching responsibilities-nor is it 
"released time" from them. It is abso­
lutely central to such responsibilities. 
and essential to making schools 
succeed! II 
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