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Abstract

Computer-based multimedia technologies have great potential for providing rich learning
oppotunities for school leadersin the context of their work. One promising avenueisthe
development of hypatext narratives of practice tha can capture and communicate the
complexities of exemplary leadership practice. This pgoe discusses the congruction and
user-testing of amultimedia narrative of practice based on Breakfast Club, an innovaive
program intended to develop a professiond community in an urban elementary school. Firgt, the
pape developsan accountof professiond expertise tha suggests the practical wisdom of school
leaders needsto berepresented in context. Multimedia cases of practice tha represent such
wisdombegin with the programs school leaders design to alter theingructiond programs of ther
schools. Second,the pgoe describes the devel opmrent of a question-based multimedia case of
practice designad aroundthe questionstha schoolleaders are likely to ask aboutnew programs
in order to facilitate ther own undestanding. Findly, the pgpe offers an andysis of aroundof
user-testing with fourteen school leaders conduded to refine and rebuild the multimedia
narative.

Multimedia Cases of Practice: On-line Learning Opportunities For School Leaders

Improving achievement for all students has risen to theforefront of recent public policy interests
in schools and schooling. School reformers and legidators alike have pushed for, and have
largdy received, an accounibility revolution tha increasingly holds public schools responsble
for improving student achievement. Achieving therequired student learning gains however,
dependsontheloca conditionsfor improving student learning (Newmann & Wehlage, 1995;
Elmore, 2002) School capacity describes the collective ability of theadultsin a school
community to implement structural and cultural changes that improvethe practices of teaching
and learning in thar schools. For Youngsand King (2002) this school capecity existsin the
interrelation of prindpd leadership, technical resources, professond community, program
cohaence, and teacher knowledge skill and dispasition. The presence of these characteristicsin
aschool provides a powerful resource for school leadersinterested in promoting changein



student achievement. Theresponsbility for developing and maintaining capacity for improving
teaching and learning across classroons and schools falls mainly onthese local school leaders.

L eaders require many forms of knowledgeto guide ther work in local capacity building. Leaders
have an abundance of modds and techniques to choos fromin thar efforts to build loca
ingructiond capecity. Researchers have focused on developing several forms of knowledgeto
guidethework of local schoolleaders. For example, research on effective schools (e.g. Purkey
& Smith, 1983;Taylor, 2002)attempts to guide school changeby highlighting the characteristics
of successful schools. Other research focuses on the development of specific aspects of the
school system, such as teache evaluation practices (Danielson & McGreal, 2000) the
development of professiond community in schools (Kruse & Louis, 1995;Bryk & Schnader,
2002) or teacher compensation structures (Odden & Kelley, 200]) as vehiclesto reshgpe
schools. Comprehengve school reform modds package a number of techniques as a systemic
approach for promoting school change From the perspective of practice, however, thelinking of
these complex components into a manageable system presentsrea chdlenges. Leadersinterested
in improving loca school capecity often find it difficult to determinewhere to start. Further,
since schools do notexist in vacuuns, local leaders mus undestand how to negotiate the
existing situaiond and cultural condraints and affordances in order for capacity building efforts
to achieve intendeal results. Adjugingintended and unintended consequences of interventions
shifts the tasks of school leadership from implementing alist of key programsto theintentiond
development and management of complex systems of practice (Halverson, 2003)

Theknowledgeof successful leaders thusmoves beyond an undestanding of whatto do to the
capecity to size up whatis needed in paticular situationsand the ability to take the appropriate
stepsto get it done Aristotle (1941)described this complex blend of undestanding,
appeception and action as phronesis, or practical wisdom (Halverson, 2002 unde review).
Practical wisdom describes a sophisticated cognttive ability tha spansddiberation, judgnent,
choice, action andreflection (Aristotle, 1941) Professiond, practical wisdomis developeal
throughreflection uponlongexperience in setting and solving the emergent problems of a given
profession (Schon,1983,1991). Engagement in the problems of practice notonly developsbut
also discloses practical wisdomin individud paterns of problem setting and problem solving
ove time (Halverson, 2002. Althoughthis emphasis on problem setting and solving would seem
to make practica wisdomaform of expertise, Aristotleis clear tha phronesis, as a characteristic
of anindividud, cannoteither beabdracted to genera prindpds (episteme) or reduced to
accessible procedures (techng. However, research on practical wisdomcan be enhanced by
investigaionsinto professiond expertise. Simon (1993)echoes Aristotie® comment onthe
importance of experience in developing expetise in his claim tha it takes at least ten yearsto
develop expetise in agiven domain. Expertise research indicates tha expert school leaders solve
problems similar to other managerial postions(Leithwood& Steinbach, 1989;L eithwood,
Begley & Cousns 1994) Leithwoodand Steinbach (1989) for example, suggest that as
compared to nonexperts, expert leaders rely more on collaborative planning and information
gatheing, do not mention condraints, and focuson achieving the gods of the organizationin
describing solutionsto poory structured problems.



While articulating these characteristics is hdpful in undestanding where to look for expertise,
communicating practical wisdomrequires researchers to move beyondtheidentification of
characteristics of expertise to doaumenting and representing how these capecities live togeher in
theactud practice of school leaders. Because of the essential connection with persond character
and local stuaions practical wisdomhas proven difficult to communicate beyondthe context in
which it isexercised (c.f. Ryle, 1949;Bourdieu, 1991; Dunne 1993. The embodment of
practical wisdomin individud character may explain why undestanding the context and
condraints of problems and solutionsthat arise in the course of complex practices often requires
tha practitioneas paticipae in thediscussion with appropriate levels of smilar experience (Cole
& Scribne, 1974. Representationsof the practical wisdomtha guide school leaders, for
example, to successfully implement complex reform programs mug indudereference to the
typical condraints and oppatunities of thesituaion tha are often tacit in theaccounts of
expeienced practitionas. Decontextudizing thewisdom of practice, so vauable for traditiond
expertise research, takes away the conditionsnecessary to undestand practical wisdom

Helping school leaders develop the ability to apply knowedgeappropriately in thar work
requires access to rich examples of contextudized practical wisdomto guidether practice.
Mentoring and apprenticeship rely on developing long-standing interpersond relationshipsto
communicate practical wisdomthroughwork routines and training. Mentoring and
apprenticeship relationdhips however, are expendve and promise privileged access, acquired
throughlonginteraction, to wha mentors know. What is learned throughmentoring also suffers
from heavy reliance onloca condraints, and thusthe qudity of what islearned dependslargdy
ontheability of the mentor to relate knowedgeto awider context (Feiman-Nemser, Parker, &
Zeichne, 1993. Widdy accessible representationsof practical wisdommay serve to correct the
accidents of local circumstance tha characterize mentoring and apprenticeship relations

Because practical wisdomis expressed in the context of particular circumstances, cases provide
an appropriate medium for the expression of phronesis. Researchers have longturned to the
development and study of cases to capture in narrative the ways circumstances interlink to form

a context throughwhich actors mug navigae (Shuman, 1992;Ragin & Becker, 1992;Brune,
1986) Narrative features of plot, setting and character are widdy used in developing cases to
illudrate how practitionas acquire and allocate resources, negotiate competing demands and
overcome obgacles to achieve gods. Case study research provides ample evidence for how cases
can beused to illugrate exemplary practices as well asto problematize situaionsfor pedagogica
purposes (Merseth, 1997;Bridges & Hallingea, 1995).

Therecent development of multimedia cases of educationd practice point to how video and
hypatext systems can make case representationsof practice more accessible to practitiones,
allowing users to select case features of particular interest and to condruct ther own pahs
thoughtheintricacies of the case (Shrader, 2000;Steinkuhler, Derry, Woods & Hmelo-Silver,
2002;Kolodne, Crismond, Gray, Holbrook, & Puntambekar, 1998) Hypertext refersto a
text-based doaument induding linkstha, when chosen by readers, cause other doaumentsto be
displayed. Computers andthelnternet have longrelied on hypatext systemsto allow readersto
cugomize text to find theinformationthey want. In a multimedia hypeatext system, some of the



linksincorporated into thetext lead to nontext based media such as videos graphics, audio or
animationfiles. The promise of multimedia hypetext systemsisto supplement alinear, text
based doaument with media intended to enrich thereader@ experience. Multimedia narratives of
practice providetwo key advantages over linear, text-based naratives:

* Inoorporating video and doaumented artifacts in the narratives can give a sense of the
authenticity and immediacy of the practice represented (Bransord, Brown, & Cocking,
1996;Fitzgead, Deasy & Semrau, 1997); and

* Hypertext narative organization can give the practitiona greater control over the
direction of the narative path, allowing practitioneas to craft a path according to thar
own interests.

While some researchers are skeptical of the capability of multimedia narratives to inform
research on practice (e.g. Banks 1994) other researchers have reported onthe value of
incorporating video into the narrative andysis and recongruction process to stimulate reflection
on practice (Barron and Goldman, 1994;Lampert and Loewvenbeg-Ball, 1998) Using casesto
represent thewisdom of how practitionas navigate complex local systemsis an important first
step in communicating phronesis.

While cases can be used to represent practice, a central pedagogical value of case utilizationisto
engagereadersin relating therepresented situaion and strategy to their own experiences. Cases
can engagereadersin open-ended, unresolved problem solving activities (Shuman, 1992
Wassermann, 1994)or can hdp readers follow along with theintricacies of exemplary
problem-setting and solving practices (Sykes & Bird, 1992. In pedagogical situaions cases can
act as catalysts for discussion of complex practices as students struggle to undestand and to
develop problem-solutionsto fit the condraints of the given case. Case development and sharing
can also serves as an occasion for reflection on practice (Schon,1983;Kleinfeld, 1992;Richert,
1991) Jordan and Henda'son® (1995)interaction andysis describes a process whereby
videotaped examples of practice are logged and summarized, and then broken into selected
vigndtes. These vigndtes then form the basis for areflective discussion in which practitione's
comment upontheintentions gods and outcomes of thar work. While Frederiksen, Sipusc,
Sherin, & Wolfe (1998)tell of how thistype of reflective video practice, used with small groups
hepsteachers reason througheach othersQpractice, Shrader, Williams, Walker & Gomez (1999)
use reflective video techniques to capture teachersOpractice in amultimedia web-based system
designto aid in teaching project-based science curricula. Cases can also befurther used as
sophisticated probes to evoke practical wisdomin those who read them. Thisresidud benefit of
sharing casesis used to identify key ggosin novice knowledgeand to elicit missing aspects of
therepresented cases with more experienced learners. Leithwoodand Steinbach (1989) for
example, used generic case scenarioswith avariety of school leaders to develop aframework for
differentiating expert and novice school administrative knowledge As aresearch tool, cases can
thusbe used to produce as well as to represent knowledge

Here we arguetha the practical wisdomof leadership congsts, in part, of the paternsof how
practitioners set and solve problemsin the course of thar work. We explore theideathat



multimedia cases of practice providea medium to share representationsof practice, and also can
serve as occasionsto elicit and doaument the practical wisdomof case users. Our amisto
recounthow we built a multimedia case of practice and to discuss theresponss offered by a
rangeof school leadersto the case. We begin by describing the characteristics of a prototype
multimedia case we developel to doaument leadership practice, the Living Curriculumfor
School Leaders. Our research team cho<e to build our multimedia case for school leaders around
Breakfast Club, alocaly developeal professiond development program designed to engage
faculty in convesation aroundresearch onreading and writing. We then profile theleaders of
Adams school, a K-8 Chicago Public School, and explain why we selected the Breakfast Club as
arepresentative case. After describing how the case was built, we turn to our discussion of the
user testing process, which hdped clarify notonly where we needed to improvethe case, but aso
how the user@ interaction with the case heped to dicit ther own practical wisdom

Breakfast Club: Multimedia Case of Practice

Here we outlinethe process we devel oped to design a prototype of a multimedia case of practical
wisdomand discuss thereactionsof different groups of usersto thecase. We begin with a
discussion of the school leadership practices we soughtto doaument. We then recountthe case
congruction process and discuss the meanstaken to test the case with users to correct case
deficiendes and to explore the prior knowmedgeusers expressed in reaction to the case.

Research Context

Theresearch presented here focuses on exploring ways to access, doaument and communicate
the practical wisdom of leadership practice. Our investigaionswere focused onidentifying
urban elementary schools with ademondrated record of improved student achievement and
strongleadership.! Adams School, a K-8 Chicago public school, has a well-doaumented record
of steady gainsin student achievement according to district standardized test measures. ?
According to a Chicago Consortium for School Research report (1999, these gansin student
achievement have largdy been attributed to leaders. Unde the leadership of Prindpd Beverly
Williams and her administrative team, Adams has engaged in coordinated activities designed to
integrate an evolving undestanding of best practices into everyday ingruction. To achieve this
god, Adams has focused on building a collaborative organizationd structure that @) allocates
adequae time and resources to individudly-guided professiond development, and b) provides
leadership oppotunities for teachers and staff to guide development activities (Halverson &
Gomez, 2001)

! This work draws upon and extends the research of two funded projects: 1) the Living Curriculum project (with
Principa Investigators (Pls) Louis Gomez, Daniel Edelson and James Spillane), a National Science Foundation
(NSF) funded effort to devel op web-based multimedia systems to share the practice of project-based science
teaching with the education community; and 2) the Distributed L eadership project (with Pl James Spillane), an NSF
and Spencer Foundation funded effort to examine how leadership practices are socially and situationally distributed
in urban elementary schools around math and literacy instruction.

2 All names associated with the school are pseudonyms



In ourresearch at Adams, school leaders and teachers often pointed to Breakfast Clubasa
catalyst for establishing collaborative practices aroundingdructionin the school. School leaders
and teachers at Adams School designed Breakfast Clubin 1995as an oppotunity for teachers to
discuss research relevant to current ingructiond initiatives and practices in thar school. The
guiding prindple of the Clubis tha, onae each month, an Adams teacher leadsa discussion
before the school day beginsabouta piece of research Busudly aboutreading or writing
ingruction Dwith a groupof the school® K-3 teachers and administrators while enjoying a hot
breakfast. Duringtheyears 19982001 there was an average of eight Breakfast Club meetings
per year, with an average of fourteen faculty membersin attendance. Mog of thefaculty
members were preK -3 teachers. Prinapd Williams attended aboutthree-quaters of the
Breakfast Club meetingsduring thistime period, thelanguaye-arts coordinaor attended each
meeting. Theadministrative team thoughttha thereadingsshould be aligned with the
ingructiond priorities of theschool, paticularly in languaye arts, so tha teachers would be
reading aboutissues tha they shoud bepracticingin thar classroons. Williams thoughtthat a
hot breakfast, pad from her own podet, would give a clear invitation to faculty members and
show tha shewas willing to make a sacrifice for the program to get off theground Our research
suggested tha thedesign rationde of theleadersincluded thefollowing ingghts:

* Theprogram should notbe mandaory in order to avoid the stultifying atmosphere of
many faculty meetings

* Thesubgance of the discussonsthemselves should sell the program. |If there was good
information provided and exchanged at the meeting, then word would ge&t aroundand
more people would want to attend;

* It should take place in themorning so tha teachersOmindswould be fresh and ready to
entertain new idess,

* Thereadingsshould be kept short so tha teacherswould have a greater chance of reading
them before coming to the session; and

* Teachers should select thereadingsand lead thediscussions

While Breakfast Club started as a discursive forum for teachersto talk aboutresearch and
practice, it has since evolved into a complex artifact that suppots teacher braingorming,
experimentation, and design of curricular initiatives for thelanguaye arts program at Adams.
Sample Breakfast Club topics from the 19982001 school yearsinduded areview of a
multiple-methodsapproach to languae arts ingruction, a convasation aboutthe value and
viability of learning centersin primary classroons, discussionsof the components of an ided
languaye arts classroom, and presentationsdetailing how variouscomponents of a new school
widelanguae artsinitiative worked in the classroom

Building cases on artifacts of leadership practice

These complex links between other aspects of the Adams ingructiond program led usto
investigate how to communicate thefundion and systemic interconnectionsof Breakfast Club
with the school culture. Halverson (2003)discussed how school leaders devel op artifacts to
influence theindructiond culture and practices of schools. Here artifacts refer to entities



condructed by actors to influence the practices of others. Althoughin ordinary usage, artifacts
refer to technological devices such as computers, pendls and telephones, in organizationstheae
isarangeof intangible artifacts, such as policies, programs and procedures tha leaders develop
and use to influence the practice of others. Breakfast Club proved to be an idedl artifact that
served as a conagptud hubfor the professond community at Adams. Schoolleaders and
teachers commonly pointed to Breakfast Club as an important catalyst for theingructiond
climate at Adams. Thesmple structure made Breakfast Club recognizable to other school
leaders as an organizing metaphorfor how leadership practice evolved at Adams. In addition, the
simplicity and familiarity of Breakfast Club-like programs might allow school leaders from
outside Adamsto focuson the nuances of the practice ingead of strugglingto undestand the
fundion of Breakfast Club.

Once we decided to build a case aroundBreakfast Club, we were faced with the chdlengeof
linking our research on AdamsQOl eadership to practices of Breakfast Club. Halverson (2002
draws ontheliterature on expertise explored aboveto investigae how a problem setting and
problem solving process precede artifact creation. While many problem setting and problem
solving processes result in decisons some also result in thecreation of artifacts tha embody
intended problem solutions Artifacts embodytheddiberate intentionsof designea's, and these
intentionsare meant to guidetheuse of theartifact in practice. Designe's build features into
artifacts that areintended to affect practices in certain ways (Halverson, 2003;Norman, 1993)
Looking backwards at this process, we can explore features of artifacts to undestand the
assumptionstha designas made aboutthe naure of the problem andits solution. Investigating
how an artifact was created may disclose not only how designea's proposed to solve the problem,
butalso reveal how strategies and resources were used and which gods were addressed. Further,
designdal artifacts often, but notalways, become institutiondized as resources tha the school can
draw uponto frame subsquent designtasks. Thisiterative movement between artifacts and
resources alows school leaders to build capecity for subsequent activitiesin ther schools. The
ability to intentiondly develop the structures tha suppot such capecity is an important indicator
of ingructiond leadership expertise. We thusset out to build a case uang akey artifact,
Breskfast Club that seemed situated at the heart of AdamsGingrudtiond practice.

Living Curriculumfor Scool Leade's (LCSL

Our efforts to build a multimedia narrative of practice that represents the practical wisdom
present at Adams School were groundel in the context of theLiving Curriculum project. The
Living Curriculumfor Teachers (LCT) project used complex, project-based middle school
science curricula as a hubfor doaumenting teaching practice tha facilitated teacher learning and
professiond development (Shrader, 2000. Thedifferences between school leadership and
teaching, however, suggested tha curriculadid not provideasimilar organizing prindple for the
Living Curriculumfor School Leaders (LCSL). While teachers directly engage with curricula,
thetask of school leadersis to establish a suppotive context for ingructiond innovaion
(Spillane, Halverson & Diamond 2001) We felt tha an artifact such as Breakfast Club would
provide arobug organizing prindple for undestanding how school leaders establish the context
for ingructiond innovadion.



We decided to use a question-based case modd to provide a nontinear, user-guided pah through
narative content. The question-based strategy used in the Living Curriculum design draws on a
hypetext expert-based system theory (Ferguson, Bareiss, Birnbaum, & Osgood,1992.
Informationin theLiving Curriculumis organized in chansof questionsrelevant to the subject
at hand so tha practitionas can choo ther topics of interest and follow questionschansas far
asthar interest leadsthem. Thekey task in congructing the Living Curriculumisto organize
potential questionsinto a semantic index that assodates related questionsto oneancther.
Questionsoughtto be presented to practitionea's so tha follow-up questionsflow logically from
main questions Based onthar knowledgeof the content area and of how practitioneas learn the
content in question, system designesinitialy develop a question index tha links content with
likely questions Developing a system prototype requires testing potential usersto refinethe
system questionsto establish links between loosdly assodated questionsand to vet follow-up
guestions However, withouta sense of what kindsof questionsare worth asking, theLiving
Curriculum system can leave a user faced with abewildering assortment of questions resulting
in arandomQet@ see where this leadOstrategy of question coverage

Our effort at designing theinitial question set was directed toward anticipating the questionsthat
school leaders were likely to ask in consdering a program like Breakfast Club for ther schools.
Some of these questions to be sure, would focuson feasibility andfit issues such as meeting
times, resources and materials. But in our experience, many school leaders would want to know,
for ingance, how Breakfast Club would promote professiond community, how teachers were
invited into the program, and how teachers used their experiences as occasionsfor discussion.
After discussing theissuewith over adozen system designea's and practitionas, we chos four
central questionsto hdp users frame the context, identity, procedures and progress of the
Breakfast Club:

*  Wha should | know aboutAdams School?

*  Wha isBreakfast Club?

* How does Breakfast Club work?

*  Wha are thekeysto the success of Breakfast Club?

We used these questionsto codeand organize theinterview, field note, video and doaumentary
daawe collected concerning leadership at Adams. Aswe sorted throughthe data, we developead
sub-questionstha hdped usto flesh outthese key questions induding:

What should | knowaboutAdans Scool?

Where is Adams School?

Who are theleaders at Adams?

Who teaches at Adams?

What are the students like at Adams?

Wha accountability pressures do Adams staff members face?

What are some of theinternd programs at Adams School tha encourage
collaboration?

K K K KK K



¥  Wha isAdamsOrecord of student achievement?
Whatis Breakfag Club?
¥  Wha isthepurmpos of Breakfast Club?
¥  Wha difficulties did the schoolinitially encounter when developing and
implementing Breakfast Club?
¥  How did Adams School overcome initial obgacles to implementing Breakfast
Club?
¥  Whydid attendance at Breakfast Club meetingsimprove?
¥  How hasBreakfast Club evolved over time?
How does Breakfag Club work?
¥ Do thesame teachers repeatedly present, or does everyonepaticipae?
¥  Wha arethenarmstha goven Breakfast Club?
¥  Wha doesatypical teacher presentation of research look like?
¥  How doteachersreact to research presented by thar peers at Breakfast Club?
¥  Wha are some of thethemestha guide collaboration at Adams School?
¥  How doteachers use thar classroomexperiences as a collaborative teaching and
learning tod at Breakfast Club?
¥  Wha istherole of administrators within Breakfast Club?
¥  Howdid Breakfast Club fit with other programs at Adams?
What are the keys to the success of Breakfag Club?
¥  How does Breskfast Club invite teachers into Adams School® power structure?
¥  Wha isan example of how Breakfast Club invitesteachersinto the power structure
of Adams School?
¥  HasBreakfast Club improved student learning?
¥  HasBreakfast Club improved teaching?
¥  How would Breakfast Club work in other contexts?

Once we had organized the datainto answers to these questions we laid out and printed the
material in Microsoft PowerPoint pages. We laid the pages out on alargetable, and began to
draw linksbetween the pages. Thisallowed usto develop further questionstha would link
content from onearea to another. Our resulting prototype LCSL case narative congsted of thirty
screensinduding related questions video-clips and other artifacts such as sample meeting
agendas and reading lists (sample, Figure 1). Thevideo selectionson theright of the screen
illudrated the main points madein thetext. The navigaion buttonsontheleft of the screen hdp
theuser to navigate a pah throughthenarative. To incorporate therelevant aspects of the
narative, asite map structure organized therelevant information.
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Toolbar How did Adams School overcome initial obstacles to implementing
Breakfast Club?

Previous Page : . 3 :
- The perceived requirements of a profes sional community of teachers

would not allow the leadership team to tolerate a status quo.
Consequently, Breakfast Club began, but as a wolunteer program only.
The principal decided that “Rather than just eliminate anybody.” said
Principal Watkins, we chose to say that “anybody who wants to come to
Site Map the meetings can come.” Thus, the principal used this strategy of
beginning an institutional change process by invitation:

It was a real sticky situation, in who was going to participate and who
was not going to participate. | did not really know the politics of the
whole school yet, because we were such a big school, and there
Help were people coming forward, and those are always the best people
who are coming forward. But you did not know who was who, so to
speak.... |did not have a select committee. It worked out better in
that respect so nobody can say that they where not invited, nobody
can say it was their plan and not our plan.

*Why did attendance at Breakfast Club meetings improve?
*Do the same teachers repeatedly present, or does everyone participate ?

*What are the norms that govem Breakfast Club ?

Figure 1: Sample Screen from LCSL for School Leaders version 1.0

In designing the case, we soughtto achieve abdance beween the deails of program
implementation and the ways in which Adams leaders thoughtaboutther role asingructiond
leaders. For example, our data showed that leaders made a consciouseffort to refrain from
making content-based contributionsto the Breakfast Club discussons When discussing therole
tha administrators played in Breakfast Club discussions we developed thefollowing narativein
the case:

Theadministrators in the Breakfast Club refrained from framing the discusson among
theteachers, indead adoping therole of information distributor. For example, on one
occasion oneteacher asked whether a certain reading program was Qnandated by the
state or optiond.O Thefaculty members looked toward the administrator in the room,
the Languaye Arts Coordinaor, who respondel that the program was mandaory. On
another occasion, near theend of a Breakfast Club meeting and following a session on
envisioning theideal reading classroom, the princpd noted tha the schoolwas a

10



recipient of agrant tha would give each classroomteache about$2,000for the
materials and to hdp establish ideal reading classroons in the school.

However, theway we presented the information emphasizes that thisis wha AdamsQOleaders did,
not wha implementers oughtto do. This ggp between represented practice and the experience of
theuser was left unaddressed in thesystem. Such leadership restraint from participaionmay or
may not resonae with other leadersGconceptionsof themselves as ingructiond leaders. School
prindpdstha hdped to develop theinitiatives, for example, might wish to take a more active
role in subsequent discussions Leade non-participation might also give the message tha
discussions of ingructiond practices are the busness of teachers, notleaders. Another screen
addressed theissue of how and why faculty attendance improved:

At first, Breakfast Club meetingswere sparsely attended. Appaently, teachers saw these
initial efforts as unrelated to thar essential responsbilitiesin theschool. However, over
time, theBreakfast Club was inareasingly seen as the place for teachers to hear about
current developments in the school community. Oneteacher noted that, Breakfast Club
became the place to hear aboutwha was going onQin the school. An informal
expectation arose tha teachers would take turnsreviewing research and presenting their
opinionsof theresearch at Breakfast Club meetings. Within severa years many of the
teachers had presented articles. Theartifact that began with an invitation to professiond
community became more and more a part of theinstitutiond culture.

Here we address a key issuefaced by school leadersin implementing optiond discussion
programs like Breakfast Club: how to motivate and encourage faculty attendance. Cultivating
thisinformal expectationisavaluable ingghtfor leaders of fledgling discussion programs who
are worried aboutinitial poorattendance. Adams school leaders could have chosen to require
paticipaion at Breakfast Club at therisk of aunion grievance. TheLCSL system triesto
anticipate such leader concernsby providing access to valuable practical wisdomfrom leaders
who have already traveled asimilar path. Helpingto explain how patience and perseverance over
time, togeher with providing useful information and access to needed resources made Breakfast
Club a meeting that faculty members were compd led to by self-interest rather than by force was
imperative to thesuccess of our design effort.

Thusoneof the chdlenges of condrucingthe LCSL prototypewas to bdance the process of
capturing the nuts and bolts of how the program was congructed while notreduangthe
representation into a step-by-step recipefor Breakfast Club. We did not intend to represent
Breakfast Club asasilver bullet that schools could use to condruct ingructiond capecity in thar
schools. Rather, we envisional the case as a representation of the practical wisdomtha madethe
Breakfast Club possible and successful. To this end, we emphasized the representation of
leader@ design rationde so tha users could compare their undestanding with the case.
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TheUser Testing Process

Thedesign of computer-based multimedia cases of practice offers an oppotunity to bring
togeher thetraditionsof case devel opment and human-computer interaction. User testing plays
an important role in tailoring the interface and function of computer programs to user needs
(Flagg, 199Q Nielsen & Mack, 1994;Schniederman, 1998) In user testing, potential clients
interact with systems to determinethe bugs ggpsand errorsin interface design. User testing
practices integrate user inputthroughoutall aspects of the design process: from program
conceptudization to task andysisto prototyperevision and throughroll out and implementation
strategies. A residud effect of user testing multimedia cases of practice isto open awindowon
how users think aboutthe practices represented and, in turn, think aboutther own practice. User
testing a case of practice, for example, not only provides designas with hdpful information
abouthowto refinethedesign of the software; it also provides the designas-as-researchers with
aglimpse into the often-inaccessible area of professiond practice. This glance into practice,
revealing much more than practitionersGfundiond processes, shows actionsin situ, the context
in which thework isdone The process of user testing provides researchers with indghtsinto the
rhythms and assumptionsof practitionasin thar daily work (Halverson, 2002. Furthermore,
user testing cases or practice often elicitsthe problems faced every day as practitionas seek to
resolve, in thar own terms, the problems addressed in the case.

We had two godsin conduding theuser testing. First, we wanted to undestand the gegps flaws
and confusng aspects of our interface and case representation. Second we wanted to €licit the
stories users would tell interacting with the different aspects of thecase. To these ends we were
lessinterested in having the users acquire specific learning gods than in encouraging them to use
the case as an occasion for reflection on practice.

We organized the user-testing process of LCSL development to indudeavariety of users from
two main audiences. 1) those whos practice was represented in the case (ingders), and 2) those
who were coming to the case from outsde Adams (outsiders). We invited fourteen usersto
interact with the system. Our internd user pool induded four teachers and administrators from
Adams while our externd user poolindudel oneeducationd administrator not affiliated with a
particular school, four urban high school teachers and administrators and five rura school district
administrators (a supeintendent, two prindpds, acurriculum director, and a bugness manager).
We performed thetests as a two-person team: oneteam member acted as afacilitator while the
other videotaped theinteraction of the user(s) with the system and facilitator. Four of theusers
navigated the system alonewhile the othe ten worked in pars. Each user was pemitted to spend
as much time as they needed to navigate the system.

We began the user test by giving each participant abrief written questionnare designed to give
us some backgroundinformation on his or her administrative experience, current postion,
professiond development responsbilities, computer literacy, and relevant Internet use and
expeience. At theend of the pre-test questionnare, jug prior to our ingructionsto begin
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navigaing the system, we asked users to congder the questions Whatis Breakfag Club?and
What did the Adans Sdool staff do to create a professional developrent conmunity? as they
utilized the LCSL. We encouraged usersto talk aloud aboutthe choices they madein navigaion
and thar observationsonthedirection and qudity of the system content. Meanwhile, as users
navigaed the system, we asked probing questionsto discover thereasonsfor thar comments and
choices.

During the course of theexternd user testing process we asked severa questionsdesigned to
give feedback on key aspects of the system. These questionsconcerned both system design
issues and reflectionsto elicit usersOpractical wisdom In thefollowing sections we providea
review of user respongs to the questionsdesigned to address reflective issues. We focusfirst on
theissues raised by the Adams faculty and staff in reviewing the case. We then turn to the
externd audience respongs to the Breakfast Club narrative of practice.

Ingders

We conduded a user testing session with two teachers, an assistant prindpd and thelanguage
arts-coordinaor from Adams School. Like the externd audience, theinternd audience
commented on usability and cohaence issues and made suggestionsabouttheintelligibility of
follow-up questionsand theways in which video was used in the case. Thethree main themes
tha emerged from theinternd audience user testing were that Breakfast Clubserved as 1) a
condition for subsequent professiond development programs at Adams, 2) an occasionfor
doaumenting practice, and 3) an occasion for reflection on practice.

1) Breakfag Club asa condition for subsequent developnent

Thecase served as a spark for hdping users reflect uponhow Breakfast Club served as a
resource for subequent initiatives at Adams. Undestanding how artifacts such as Breakfast
Club become inditutiond resources is akey aspect to untangling theiterative, systemic naure of
leadership practice in schools. Breakfast Club led to an increased sense of the Adams faculty as
pedagogical experts both within and outside the school. This perceived level of faculty expertise
has hdped severa teacherstake aleadership role in the professiond development program of the
school. Adams users also noted that severa new programs resulted from Breakfast Club. For
example, the spin-off artifact Teacher Talk represented an effort to use themodd of Breakfast
Clubto structure conveasationsaroundstudent learning with the Middle School teachers; while
anothe spin-off artifact, Teacher Leader, was developeal to allow teachers use the expertise and
confidence acquired throughBreakfast Club to lead gradelevel professiond development
sessionsfor thar peers. One Adams user commented that until they saw therepresentation of
the effects of Breakfast Club, they did notrealize the effects it had on other aspects of the
ingructiond program.

While these artifacts became venues for teachers to express ther newfound in-hous expertise,
this expertise also began to find more formal outlets. For example, oneteacher related how her
efforts to develop a Qvorkshop onintegrating math with other subjectsOgrew from her
experiences with Breakfast Club. Anothe teacher talked abouthow her roleasaleader in
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Breakfast Club encouraged her to take a more prominent leadership rolein a district teacher
network organized aroundliteracy practices.

The Five-Week Assessment program provided another example of the effects of Breakfast Club
ontheschoolingructiond program. Thelocally-designed Five-Week Assessment provided
formative assessment information to guide teachersOefforts toward improved student
achievement on summative, high-stakes exams. Adams teachers and leaders related how the
Five-Week Assessment should be seen as an artifact that both results from and supplements
Breakfast Clubingired professiond learning opportunities at Adams. The process of
coordinaing ingructiond initiatives with test paformance deficiendesis ablurry process at
best. Summative daaresulting from the mandaed district assessments may hdp show tha there
are problems with theingruciond program, butthey give amos noindication of where the
problem is, and provide even less information about wha mightbe donein respone. While the
development of Breakfast Club alowed the school community to discuss the virtues of
ingructiond initiatives, the Five Week Assessment program was developed to hdp teache's
measure how these initiatives improved student learning toward the district gods, thushdping
give the staff a better sense of wha practices teachers perceived as successful. Seen in relationto
other artifacts, Breakfast Club was a catalytic resource for the school tha established the
conditionsfor subsquent indructiond innovdions

2) Breakfag Club asan occason for doaumenting practice

Adams school had a subdantial recent history as aresearch site. Classroons were regularly
videotaped for research and promotiond purposes. However, mos Adams videotaping
oppotunities were developead to communicate internd practices to externd audiences rather than
to promote reflection on practice within Adams. The videos of teaching practice in the Breakfast
Club case remindel leaders of the value of recording examples of goodteaching practice for
professiond development within the school. The case also prompted school leaders to note the
importance of doaumenting existing school practices in the event of a changein leadership.
Adams described theimportance of developing a video record of teaching practice in the school
as an occasion for reflective practice, and should current leaders moveon, for preserving the
spirit and structure of the school® innovaions

3) Breakfag Club asanoccadon for reflection on practice

One consquence of thetraditiond organization of schools is the Gegg cartonOmodd of school
organization, in which teachers received little organizationd encouragement to share
ingructiond practices outsidethe context of thar classroons (Lortie, 1975) At Adams,
Breakfast Club formed akey artifact in hdping bridgethe ggo beween classroonms by
establishing a climate of practice sharing. Hearing other teachers present the strategies they used
to improvetest scores in thar classes seemed to reduce thefeelingsof inadequacy and
competition among peers, opening up innovadive practices for review. Breakfast Club aso hdp
reluctant teachers, many of whom Qvere not given to changeOuse research-based methodsin
thar discussionsand practice. Theincreased trug resulting from the implementation of programs
like Breakfast Club points to an interesting consequence of artifact implementation. Bryk and
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Schnader (2002)describehowrelationd trus amongadults is an important feature of schools
tha improve student learning. We contend that the implementation of Breakfast Clubin the
existing school culture hdped, over time, to create a sense of trus amongteachers and leaders
aroundingruciond practices. Thesow thaving of existing ingitutiond prohibitionsagang
discussing teaching practices seems to have been a conequence of the system of practices
connected with Breakfast Club. Whileit is difficult to suppot a strongclaim tha Breakfast Club
created thekind of reflection that led to theintegration of research and practice, it is significant
tha theteachers and leaders involved in this occasion for reflection on practice credit it with
serving as a catalyst for usng research to inform practice at Adams.

Outsiders

We tested the LCSL case with ten urban andrural practitiona's unfamiliar with Adams or with
Breakfast Club to ge&t asense of what impression the program would make with externd school
leaders and teachers. Our test subjects induded teachers, building and district administrators and
a program coordinator for an urban arts program not affiliated with an individud school. The
purpo< of theexternd user testing was primarily to gaugewhether the case itself provided a
coheent view of theartifact represented and, secondaily, to determinewhether Breakfast Club
would beaviable optionfor practitionas to implement in their schools. Duringthe course of the
sessions several issues croppel up offering interesting ingghts aboutuser perceptionsof the
case and stories related to ther own sense of practice. Theseissuesinduded: 1) relevance of the
video to the case, 2) similarities, if any, tha the program had with externd practitiona'sOschools,
3) feasibility in externd practitiona'sOschools, and 4) measuring the effectiveness of Breakfast
Club.

1) Wasthevideo relevantto thecase?

We decided to incorporate video clipsinto the system to heighten usersOsense of Gexperienced
credibilityO(Fogg& Tseng, 1999. We hopel tha by showing the program in action, rough
edges and all, we might bring a sense of legitimacy to the narative tha could make Breakfast
Club aviable meansto build professond community in other schools. In this sense, thevideos
would not make theargument for the efficacy of Breakfast Club; rather, they would create a
sense of authenticity for userstha thisisareal program that worksin area school.

Early in the system testing, externd users seemed ambivalent abouttherelevance and value of
video. Thevideo was percelved as something that could be safely skipped to get to the central
message of the program. When asked why she was skipping thevideo clips oneuser commented
that, QVe want to get throughit; we want to see wha it has to say. We need to get to thefacts.O
Another noted thelack of context tha set up thevideo of a conversation between several
administrators. One administrator viewed thereflective interviews with a sense of hollow
rhetoric, saying, Qhis soundstoo much like a professiond presentation.O

Asthey became more comfortable with the system, however, several usersindicated that the
videosof the Breakfast Clubin action did providea stronge sense of authenticity. After
watching an exchangebetween several faculty members during a Breakfast Club discussion, a
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user whoinitially expressed doubtaboutthe valueof Breakfast Club commented that this
Cactudly soundslike it mightbefunto get together and react to this stuffEt here seemsto bea
comfort level here when they are actudly talking with each other.OAnother user commented that
she Qiked hearing theteachers talk,Oand that the examples of teacher interaction Qvould bevery
goodto have at theintrodudion of thesessionEas (an illugration) of wha working smarter, not
harder, lookslike. OAnothe user, after listening to a teacher talk aboutthe value of Breakfast
Club, commented tha Ghe® beng honest, tha you are being agoodteacher when you go back
to school [and read articles], that [part of teaching] is continuing to learn thingsOShe continued:
QO liked the[reflective interview] video clips they give a sense of where the commitment came
fromin the program. She@ very clear aboutthe purpose; they used it as atask force to get the
middle school organized.O

Thepercelved value of thevideoswas not universally postive. Seeingwha thediscussons
looked like in action led oneuser to critiquethe Breskfast Club setting, calling it Ca
stereotypical, boring faculty meeting. | don'tsee anything here that is excitingto meEl jus see
blah discussionsOThe conventiondity of the setting displayed by thevideo led theuser to equae
Breakfast Club with thetedium of anomal faculty meeting.

2) What, if anything, does this programremind you of in your school?

Brune (1986)uses the conaept of verismilitudeto describe how people interact with narrative.
Verisimilitudehere refers to the degree to which the case QingstrueOfor similarly situated
practitione's. An important aspect of verisimilitude is measured by whether the narrative evokes
similar cases amongindividud users. Since phronesisis condructed from prior experience,
evoking similar prior experiences in users hdpsresearcheas to undestand where artifacts like
Breskfast Clubfit in the context of existing practice. Sorting these @eminding<into categories
hdpsto both place Breakfast Club within the context of current undestanding, andto build in
cues for system redesign. Here we highlightthe severa remindingstha emerged.

Conputer-based resource for best practices. Onegroup of users saw the LCSL system itself asa
computer-based resource aboutbest practices, and was reminded of other best-practice resources,
such asjoumds and newdetters. One user remarked tha shewas not as familiar with electronic
presentation of resources and was more comfortable with print versionsof theresources. She
could nottell much of a difference between an electronic case and similar cases presented in
print journds.

Catalyst for district-level outcomes. A district administrator commented that the design of
Breakfast Club seemed to paralel currentinitiativesin her district: Ot isalot like wha our
professiond development committee is trying to doEi t has taken on anice life, it has become a
real groupof colleagues.OTo this administrator, the specifics of the program did not appear as
interesting as the ultimate effect the program had on the Adams school community.

Exanple of issue-based faculty community: Snoker. Onepar of school leaders was reminded of
how ther school@ smoking loungehad provided an open forum for teachers to talk with one
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another abouttheissues of theday. Thisleader picked up on theteacher collegiality and
collaborative naure of Breakfast Club in noticing the similarities to the smoking lounge An
administrator in the same school commented how in the Smoker, as they called the smoking
lounge Qhere were jus as many non-smokers as smoke's.OA key difference between the
Smoker andthe Breakfast Clubistha Smoker discussionstended to dwell on emergent strategic
and management issues concerned with student behavior and negotiating the school bureaucracy,
with little emphasis on sharingingructiond practice. The community developal at the Smoke
seemed directed less toward teaching and learning and more toward sharing strategies to survive
theeveryday organizationd and management pressures of teaching.

3) Would Breakfag Club work in your school?

Mog users wondeed aboutobdacles to and oppotunities for implementing Breakfast Clubin
thar schools. Keeping in mind tha phronesis suggests tha artifacts cannotbe ripped from thar
native context and tranglanted elsewhere to achieve thar origind effect, we consde bdow four
key issues that emerged regarding portability of Breakfast Club.

Resources. Time to meet and availability of breakfast proved to bethe main concernsfor
externd usersin reflecting on theresources needed to get a Breakfast Club off theground Time
for teachers to prepare for and paticipae in thediscussonswas aso an issue Oneteacher
commented, O would like to know where theresearch comes from (i.e. which joumas) and who
determines it. OExternd users indicated tha more of the material resources Adams leaders used
to condud and managethar program should beintegrated into ther system as downloadable
artifacts so tha implementers would not have to reinvent thewheel. The breakfast itself provided
an interesting area of concern as a contendead resource to leadersin onedistrict. One
administrator felt that he teachers would perceive the act of providingamea as an act of
manipulation and as a needless expenditure of resources.

Breakfag Clubin Secondary Scdools. Language Arts ingruction in many elementary schools,
induding Adams, spansacross teachers at each gradelevel. The cross-school literacy initiatives
at Adams, introduced and discussed throughBreakfast Club, hdped establish this common
groundthroughrequiring teachers to design and use a common language arts program
throughouttheschool. Several users questioned whether such a program would work with a
typically more departmentalized high school faculty. Oneuser related his experience with
establishing abookclub at the high schoollevel that did nottake off because, as he suggested,
the readingshe selected were not as vital as Breakfast Club activities to the school® core
teaching practices.

Ingder/Outsider Culture. Several users commented on the patential for voluntary attendance
programs such as Breakfast Club to create an ingder culture within the school. Oneteacher nated
that, Of thereis an insder group,thegrouptheprindpad talks to, then you® get invited to these
meetings If you aren't [in the group], you don't[get invited].O Adams school leaders stressed
tha persistent invitation to participate, togeher with establishing presenter schedulesayear in
advance, hdped mitigate the establishment of an indde/outsider culture. In practice, Breakfast
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Club aso began to serve therole of an information distribution meeting. For example, the
prindpd usudly tookthefind five to ten minutes of each Breakfast Club discussion either to
announe oppotunities for teachers to receive resources, reveal upcoming obligaionsor provide
advance notice for upaoming ingructiond obligations Providing resources tha all teachers
could use thusprovided another incentive for teachersto participate in Breakfast Club.

4) How can youtell whether Breakfag Clubisworking?

The connection between Breakfast Club, professiond growth and student achievement was a
concern for users as well. Several usersindicated that testimonials abouthow teacher practice
changed would have hdped make a better case for Breakfast Club. Another teacher commented
O see this (Breakfast Club) as ameansfor professiond growth in theclassroomEl  still go back
to schookwide results. OAn administrator nated thelack of attention paid in theLCSL to howthe
Adams community evaluated the success of Breakfast Club, and suggested that thelinks between
program peformance and student achievement bemade clear in thenext version.

Condudgon

TheLCSL Breakfast Club case proved an interesting experiment in congructing a nonlinear
multimedia narrative of practice. The question-based format pushed designasto anticipae how
users mightinteract with the story of the development and use of Breakfast Club. The Breakfast
Club case encouraged usto move beyondtelling agoodstory to cusomizing a narative that
would address questionslikely to occur to an interested practitione. This trandormation pushed
usto radically restructure the case from a passive, text-based representation of practice to an
interactive, multimedia-based representation.

Theintention of our LCSL case organization isto provide an occasion for reflection on practice.
Having access to wha similarly situated practitioners do and think gives leaders an oppotunity
to vicarioudy paticipaein therepresented practice, providing the oppatunity to think through
practice alongwith successful peers. Thisvicarious participaion would nat work aswell if the
practice were represented as a finished produd to beimported into naive school contexts. Thus
in designing our system, we attempted to incorporate ingances where Adams school leaders
thoughtaboutand engaged in thar work as much as possible. In doing so, we soughtto draw
attention away fromtheartifact itself and toward the artifact as an occasion for reflection on
practice.

Onevaluable outcome of the LCSL prototypewasto develop and vet atemplate for usein
structuring subequent narratives. After reviewingthe user testing data, we revised the
organizing question template to be used in the organization of subsequent cases:

* Wha is(theartifact)?

* How does (theartifact) work?

*  Wha are theben€fits of (theartifact)?

*  Wha are thechdlenges of designing and implementing (theartifact)?
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*  Wha istheschoollike in which (theartifact) was developed?
*  Would (theartifact) work in my school?

These questionsseemed to address the basic concernsnew users had in thar initia interaction
with the LCSL system. We suggest as an avenuefor future research by the LCSL team and other
researchestha thislist be expanded.

We have argual tha practical wisdomneedsto besituated in arecognizable context for the
lessonsto ring true. Our experience with case design and user testing pointed toward new
guestionsand organizationd heuristics designed to give users a better sense of the nature of the
program, its fundion and the condraints faced in design and implementation. For example, the
user testing process pointed to developing a more detailed profile of the school to create a sense
of legitimacy and authenticity for Breakfast Club. It appeared important to users tha we build a
sen<se tha Breakfast Clubisarea program developed in areal school. Video clipsof the
Breakfast Club in action and statistics aboutdemographics, faculty compostion and student
achievement hdped give a sense of theworld at Adams.

The prototype Breakfast Club case for LCSL provided a goodoppatunity for usto test how
cases of leadership practice might hdp communicate the practical wisdomof school leade's. The
system characteristics that users noticed and named, theflaws and irregularities mentioned and
the programs and ideas evoked pointed toward the directionsin which the system needsto be
developdl further. Thesingle case we chose to prototype also fell short of showing the
interconnected naure of the phronesis of school leadership at Adams. In order for the systemic
inter-reliance of professiond development, assessment and planning to come through,a fully
fundiond LCSL would nead to indudeadditiond artifact cases as well asto develop the means
to show theinterconnectionswithin the system (Halverson, 2002) Neverthdess, the Breakfast
Club prototype established a methodthroughwhich these further questionscan betested in
subsequent system design. This three-step processinvolves first creating rich cases of successful
leadership practice, modding the cases according to the LCSL template and usang the methods
of user testing to undestand the obdacles perceived to exist alongtheway to engaging in these
practices themselves. This method allows researchers to doaument how practitionas build and
navigae complex systems of practice, and also to learn from practitionas aboutthe ways cases
make them think aboutther own practice.
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