ing. Training in observation and inter-
pretation can eliminate the need for
such a crutch.

5. The time required for the precon-
Sference reduces by one-third the time
available for observation and confer-
ences. Three observations and confer-
ences can be conducted in the same
amount of time required for two when
the preobservation conference is elim-
inated. Increasing supervisory time by
50 percent is an important achieve-
ment when it can be accomplished by
eliminating an unnecessary proce-
dure.

A planming conference is not con-
sidered to be a preobservation confer-
ence. In a planning conference the

observer and teacher collaborate in
the design of a lesson, which the
teacher subsequently teaches, but re-
sponsibility for successful learning
outcomes is jointly shared. Planning
conferences are excellent opportuni-
ties for the teacher to experience the
stimulation of team planning. The ob-
server, in turn, accepts part of the
teacher's daily responsibility for plan-
ning, teaching, and evaluating count-
less lessons and experiences the fact
that “it ain’t all that easy.”

Coming to grips with the interaction
between teachers, particular students,
and specific content is growth-promot-
ing and long overdue in education.
Platitudes, vague generalizations, and
admonitions have dominated the su-

pervision of teachers in the past. Now,
accurate observations enable us to rec-
ognize specific cause-effect relation-
ships in teaching and learning
Through commonly shared experi-
ences, coaching for increasingly effec-
tive and artistic teaching can become a
reality.

Let's discard the preobservation
conference, a practice no longer need-
ed, and focus our time and energies
on what we now know about acceler-
ating teaching excellence through ob-
servation and analysis.[J

Madeline Hunter is lecturer, Department
of Education, Graduate School of Educa-
tion, University of California, Los Angeles,
CA 90024

In Defense of the
Preobservation Conference

Preobservation conferences place teaching episodes in context
and enhance the supervisor’s supportive role.

JOHN LORDON

adeline Hunter and others

who advocate elimination of

the preobservation confer-
ence argue that such conferences are
too time consuming, that they create
both supervisor and teacher bias, and
that, contrary to popular beliefs, they
do not really build rapport between
teacher and supervisor. Such rapport,
they claim, can only be built through a
successful postobservation  confer-
ence.

Hunter's arguments have some va-
lidity if we see supervision as limited
to the analysis of isolated classroom
episodes. However, there are some
equally compelling reasons that sup-
port the préobservation conference.
For instance:

1. Oriernuation. While the typical ori-
entation is to the lesson to be taught,
thoughtful supervisors also examine
how lessons fit into long-range plans.

It may be possible to do this as part of
a postobservation conference, but it is
unlikely since teachers then look pri-
marily for feedback on the immediate
teaching episode.

2. Written planning. Most school
districts require written evidence that
teachers have completed daily and
long-range plans. Not only is the pre-
visitation conference the logical time
to examine such plans, it can help
orient the supervisior and lead to dis-
cussion about important curriculum
decisions. Skilled observers can tell in
a short time how thoroughly a teacher
has planned, and there is no need to
examine written plans. It is important,
nevertheless, to scrutinize more than
the immediate teaching episode if cur-
riculum is an important concern

3. Pupil evaluation. The preobser-
vation conference provides an oppor-
tunity to discuss how the teacher eval-

uates pupils and uses the results of
evaluation. It can also be useful to
have the teacher provide copies of
quizzes and tests, which mav be jointly
examined and discussed. The whole
area of evaluation, feedback to pupils,
diagnosis, and remediation is fre
quently overlooked in the supervisory
process. Including pupil evaluation on
the agenda of the preobservation con-
ference can lead to positive results,
not the least of which may be an
improvement in the quality of written
tests.

4. Pupils. It is most useful for super-
visors to know about the pupils in the
classes they ohserve. It is also helpful
for teachers to discuss pupil problems
with another knowledgeable person
Classes vary considerably in nature.
Each one has a different character and
a unique quality. Good supervisors
want to know as much as possible
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about the students and the teacher’s
perceptions about the students

5. Supervisor’s resource role. If su-
pervisors are to be seen as helpers (as
they should in formative evaluation),
there must be an opportunity for
teachers to request the kind of help
they need. Although both preobserva-
tion and postobservation conferences
provide such opportunities, the

observation conference is more
likely to produce an unbiased sugges-
tion or request from the teacher about
how the supervisor might help.

6. Specific purpose for the obsena-
tion. Supervisors are always looking
for evidence of the components of
effective instruction. It is legitimate,
however, in formative evaluation, to
narrow the focus to a specific area or
problem suggested by the teacher.

Recently, teachers in the district
where | work were asked to evaluate
our supervisory system and were
questoned about the effectiveness and
desirability of the preobservation con-
ference. If we had any doubts about it,
the teachers’ positive attitudes made it
clear to us that it continues to be a
useful part of the supervisory process.
Here are just a few of their comments.

‘This meeting affords the person
being supervised some chance to un-
derstand the perspective of the super-
ViSOr

“The evaluation process is more
cooperatively planned with the i-
ton of the preobservation confer-
ence.”

"It puts both teacher and supervisor
in a more positive frame of mind
concerning the visitation,”

The preobservatuon conference al-
lows for an exchange berween the two
individuals. A positive relationship can
be created in a nonthreatening atmo-
sphere.”

“The previsitation conference is es
sential. It gives the teacher some input
into the evaluation process. It makes it
necessary for the teacher to do some
self-evaluation. ™

‘Itis important for the supervisor to
understand what the teacher is at-
tempting to accomplish and what the
teacher wants emphasized during the
observation '[J

John Lordon is school supervisor, School
District 10, 78 Henderson St, Chatham,
New Brunswick, Canada EI 7,
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