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Abstract

After a brief overview of conceptual and terminological aspects related to continuous professional development, we will look in more detail at the Teacher Development and Mentoring programme initiated and unfolded at the Department for Business English and German of the Bucharest Academy of Economic Studies. The programme objectives and components will be presented, highlighting the value of self-evaluation and of building on existing expertise, while facilitating a culture of multi-directional sharing. The paper will illustrate how individual interests and preferences have been integrated in the institutional framework and how an eclectic approach to teacher development and mentoring can contribute to progress for all and quality enhancement at all levels. 

Introduction
As we all know, learning has ceased to be confined to the classroom and associated with a certain age (the school or college years) or clearly targeted training events. There is growing evidence, both in literature and in practice, that the concerns of individuals and institutions are directed towards finding and creating opportunities for lifelong learning in all possible forms. In education it is probably most obvious that the only way forward for teachers is that of staying tuned to on-going developments both in their subject field and in the methodological domain. 

After a brief clarification of some conceptual and terminological differentiations and correlations in this thematic area, we will focus on a case study - a programme specifically initiated in/by an academic community of language professionals to the benefit of the individuals participating in the programme, as well as that of the organisation, in this case, the Department for Business English and German of the Bucharest Academy of Economic Studies. This example will allow us to explore various dimensions of personal and institutional learning, such as motivation, self-evaluation, inter-generational sharing, the importance of a positive, collegiate atmosphere, the inter-dependencies between professional development and quality enhancement, a.s.o.

This case study also exemplifies how initiatives may be taken at grassroots level, involving as many actors as possible, in a partly structured - partly loose format, which gives participants the freedom to design their own development path, while benefiting from group activities and other opportunities at a larger scale. And all this, with limited funds, capitalising on existing expertise and making the most of evolving opportunities. 
Conceptual and Terminological Clarifications

In the Human Resources literature, terms such as staff development and training, learning and self-development, mentoring and coaching co-exist, and it is often not entirely clear which term refers to which concept, as various authors may use them in slightly different ways. In what follows, we will include some definitions and explanations as provided by the literature in the field.  

Comparing development and training, for instance, Harrison (1992/1995) points out the difference between the two – e.g. in relation to time (long-term vs short-term) and objectives (more general in nature vs more specific). At the same time, she highlights the importance of integrating them both in the organisational framework: “Development is the all-important primary process, through which individual and organisational growth can through time achieve its fullest potential. Training is the shorter-term, systematic process through which an individual is helped to master defined tasks or areas of skill and knowledge to predetermined standards. There needs to be a coherent and well-planned integration of training, education and continuous development in the organisation if real growth at individual and organisational levels is to be achieved and sustained.” (Harrison, 1992/1995: 4)
As compared to training, “continuous development is concerned with uncovering and utilising potential, and in developing core skills” such as “observation and reflection, analysis, creativity, decision-making and problem-solving, and evaluation.” (Harrison, 1992/1995:8) “Through enhancing the skills, knowledge, learning ability and enthusiasm of people at every level, there can be continuous organisational as well as individual growth.” (Harrison, 1992/1995:5) 

Learning itself is “a relatively permanent change in behaviour that occurs as a result of practice or experience” (Bass and Vaughan, 1967, after Harrison, 1992, p. 149). Looking at “learning” from this perspective, Harrison shows that we can consider “we have ‘learnt’ something when we have acquired new or changed knowledge, skills or attitudes that stay with us, becoming part of our regular behaviour or performance.” 

In his “experience-based” or “learner-led” theory, Kolb (1984) views learning as “a circular and perpetual process”, often triggered by a “problem” someone is confronted with, taking the form of a concrete “learning experience”, which is followed by

· “reflective observation”, actively trying to understand the main issues and their meaning,

· analysing, generalising, creatively developing ideas, principles, strategies, etc.,

· making decisions as to which strategy to develop and apply, experimenting strategies for problem-solving in other, similar situations, analysing and evaluating results.

And, thus, this experimenting becomes a new learning event, which leads to renewed observation and reflection, evaluating results, changing and adapting strategies, so as to obtain improved results the next round, continuing the experimentation process, learning from each such instance, until the expected outcome is, finally, obtained. 

Megginson & Whitaker (1996) show that self-development builds exactly on this cyclical  process of learning, which shifts the focus from being “reactive” to becoming “proactive”, i.e. initiating action and taking responsibility for one’s own learning. “Self-development is an approach that emphasises the importance of lifelong learning. (…) It differs from traditional, instructor-centred approaches by giving the primary responsibility for learning to learners themselves: they are shown how to use a variety of methods to diagnose their needs and then create an action plan for implementing change. Such an approach has become popular and successful because it helps people to adapt to, and enjoy, the new challenges of organisational life.” (Megginson & Whitaker, 1996:1)

Depending on each individual staff member’s level of experience and development needs, learning can be facilitated through mentoring or coaching. 
What are the main differences between these two activities? “Coaching is more directive and focused on the job. It is a process often carried out by line managers. Mentoring is a non-directive relationship and more broadly focused. The mentor takes the longer perspective for the individual and the organisation. A facilitative style is appropriate for both mentoring and coaching.” (Conway, 1998: 18). What is essential in mentoring is the relationship between mentor and mentee. If this is successful, mentoring involves learning not just for the mentee, but it benefits also the mentor and other members of the organisation. Thus, if “the organisation proactively promotes the processes of sharing learning”, mentoring has a positive impact on the entire organisation. (Conway, 1998: 16). Both mentoring and coaching can be seen as facilitators of learning and as integral parts of targeted professional development. 

Recent literature on learning and self-development reflects the concern for developing a lifelong learning spirit and a learning culture, with the focus on learning to learn (Mumford, 1995/1997; Megginson & Whitaker, 1996). Thus, adults – employees, executives – are encouraged to become aware of their own learning styles and preferences, as well as of learning opportunities, both formal ones, e.g. being coached, having a mentor, project work in teams, etc., and informal ones, e.g. analysing mistakes, dealings with colleagues, networking, making decisions, solving problems, unfamiliar tasks, etc. (Mumford, 1995/1997: 19-20).
Teacher Learning: Continuing Self-Development while Teaching
Key words and concepts in this area include teacher training, teacher development, education, supervision. Just as in Human Resources literature, in general, also in this particular domain, different authors use different terms to refer to the same reality. For instance, Richards uses teacher development as a superordinate for teacher training and teacher education, whereas Freeman uses teacher education as a superordinate for teacher training and teacher development. But despite these terminological differences, it is important to note that both authors agree that a teacher goes through several stages in his/her career, usually starting with pre-service teacher training (PRESET), moving on to in-service training (INSET), gradually embarking upon a process of on-going development (Freeman, 1982; Freeman, 1989; Freeman & Richards, 1993). These developmental stages are usually associated with different training needs and trainer roles, as shown below. 

According to Freeman (1982), teacher training
· “deals with building specific teaching skills”

· “assumes that teaching is a finite skill […] that can be acquired and mastered”

· “addresses certain immediate needs, e.g. of persons “with little or no previous teaching experience” preparing to enter a class.

As compared to teacher training, teacher development
· “focuses on the individual teacher – on the process of reflection, examination and change which can lead to doing a better job and to personal and professional growth”;

· “assumes that teaching is a constantly evolving process of growth and change”

· is based on the idea that the teacher takes responsibility for the process of development

· addresses “broader, long-term concerns” of teachers exploring new ideas, procedures etc. (Freeman, 1982: 21-22)

Thus, training tends to happen prior to or early in someone’s teaching career, and therefore is associated with a more prescriptive trainer attitude (Freeman, 1982; Wallace, 1991); development, on the other hand, is normally associated with a later stage in one’s career, it assumes some teaching experience accompanied by the individual’s interest in constant professional improvement; consequently, a “collaborative” approach (as Wallace, 1991) is primarily characteristic of the development stage, so that the term “trainer” is preferably avoided, and there are other terms used instead, such as supervisor, consultant, mentor, this role is often being performed by a more experienced peer, often needing further trainer training him/herself. 

As observation of the teaching-learning process plays such an important role in teacher training and development, it is crucial to understand that approaches to observation and feedback, as well as trainer / mentor attitudes, in general, need to be adapted to stages in the trainee's/mentee's professional development. Freeman concludes: “there seems to be an implicit hierarchy which responds to the differing needs of the teacher as s/he moves from training to development” (Freeman, 1982). These needs are encapsulated in the following questions, which can be seen as illustrative of a teacher’s development:
Observer/Mentor Roles in Relation to Observee/Mentee Professional Development Needs

	Stage 1
	
	Stage 2
	
	Stage 3

	"WHAT do I teach?"
	(
	"HOW do I teach what I teach?"
	(
	"WHY do I teach what I teach, and WHY do I teach it the way I do?"

	Supervisory Approach
	
	Alternatives Approach
	
	Non-directive Approach

	T R A I N I N G     (    D E V E L O P M E N T


Source: Muresan (2004), based on Freeman's diagramm: "The Hierarchy of Needs"(Freeman, 1982)

Through the case study below, we shall try to illustrate how combined solutions, such as self-evaluation, needs-analysis, involving the participants as key stake-holders in the decision-taking process, informal mentoring and having multiple mentoring relationships as opposed to being “assigned to one mentor” can have a beneficial effect on both self-development and the consolidation of team-spirit.

The Professional Development and Mentoring Programme at the Department for Business English and German of the Bucharest Academy of Economic Studies

This teacher development programme was initiated at the end of 2004, in a particular stage in the Department's development, when the number of staff had almost doubled as compared to previous years. In-house teacher training events introduced as induction for new staff members at the beginning of the academic year received positive feedback. It was felt that a smooth transfer of expertise was not only needed but would also be welcome by all the teachers - both junior teachers and more experienced colleagues, so as to avoid the building up of a generational gap. 
Main programme aims and expected outcomes
The main aims of the programme: 
· Facilitating the professional development of junior staff members 
· Providing a framework for multiplying the opportunities of
· experience sharing, working together, integrating the professional expertise of each member within a coherent 'continuum’ that would contribute to the personalised development of all those involved, as well as to  team development, 

· familiarisation with best practice models for teaching and (self-)evaluation, as well as for research, thus contributing to better methodological coherence in view of improved quality management at Department level.

· Consolidating the institutional profile of the Business English & German Department as organiser of post-graduate studies, including teacher training for specific fields – e.g. at Masters level (medium-term), at PhD level (long-term).
Expected outcomes at various levels (as formulated at the outset of the programme):
At an individual level:

· Personalised professional development, according to interest and objectives
· Publishing the results of research / progress / methodological exploring

· Creating Teachers’ Portfolios 

· Obtaining a post-graduate certificate as evidence of continuous professional development – the institutional framework to be established 
At department level:

· According to initially established objectives, capacity building & consolidating the Department’s institutional expertise & status as organiser of Master programmes (with long-term goals re PhD supervision)
At a wider, institutional level:
· Medium-term, if this programme proves its usefulness, the the expertise of organising this type of continuous professional development and mentoring can be transferred to other departments in the Academy of Economic Studies, and even other educational contexts / institutions. 
The participants in the programme

The main beneficiaries of the programme were less experienced teachers of business English or business German, junior assistants who had joined the Department one or two years prior to the programme start. All of them were Philology graduates, with a high level of proficiency in the target language, most of them with some experience of teaching general English or German and with fairly reduced experience of teaching specialised language courses for business or vaious economic specialisations. Most importantly, all of them with great enthusiasm and desire to develop specific teaching skills, to improve their knowledge of specialised English (or German) for economics, to become more confident in assessing student performance. 

The mentors' and teacher trainers' profile: experienced practitioners, teacher trainers and mentors with post-graduate qualifications and training through the British Council PROSPER-Project – with specialistions e.g. at Lancaster University, Manchester University and other British universities – as well as through doctoral study with Romanian universities, quality management courses within the framework of QUEST Romania (The Romanian Association for Quality Language Services) and EAQUALS (The European Association for Quality Language Services), through the ECML – the European Centre for Modern Languages of the Council of Europe; Teacher Training and facilitation experience through participation in and co-ordination of national and international projects, materials writing experience, etc. And last but not least, good communicators, happy to share and learn by doing, not afraid to learn from mistakes and to talk about them. 
Guest trainers / guest speakers included academics / professionals from abroad, either participating in events in Romania (inviting them to contribute to this teacher development programme) or specifically invited for this programme, with support from the British Council or co-sponsored by partner institutions such as PROSPER-ASE Language Centre and the Romanian Association for Quality Language Services QUEST Romania. 

The main institutional partners supporting this professional development programme were The British Council Romania, the PROSPER-ASE Language Centre, the Romanian Association for Quality Language Services QUEST Romania. The programme component focusing on the implementation of self-assessment benefited a lot from input from EAQUALS - The European Association for Quality Language Services, as well as from project activities and materials within the framework of the Lingua 1 "EuroIntegrELP" project.

The process: stages, themes and activities

The planning and preparation stage included consultation meetings with the Faculty management, in the person of Prof. Mihai Korka, with Dr. Mirela Bardi, project manager with the British Council at that time (former coordinator of the PROSPER Project), consultation with experienced teachers, who had developed relevant teacher training and mentoring competencies through participation in the PROSPER Project in the 1990s, as well as informal discussions with junior teachers, who had recently joined the department. 

The programme as such was launched at the beginning of 2005 in a meeting re-uniting both experienced and less experienced teachers of business English and German. The presentation of the programme included an outline of the framework and main objectives, examples of possible themes to be covered or taken up for study, an induction to the underlying principles of how such a process could work to the benefit of all those involved, an outline of the format, with examples of possible activity types; all senior staff members (i.e. experienced teachers and mentors) were invited to briefly present themselves with a focus on their key strengths and areas of interest, so as to facilitate the junior teachers' formulating preferences regarding mentoring relationships. Professor Korka helped further contextualise this type of endeavour against the background of developments in Higher Education at European level, highlighting the role continuing professional development could have also for doctoral studies and for the teaching career in Higher Education.

The less experienced teachers were invited to fill in a questionnaire aimed at inducing a reflective approach to their own career plans and priorities, as well as to their strengths and areas for improvement, their professional interests and further suggestions regarding this programme (see also the Appendix). They were also invited to indicate 3 options for mentoring, based on both the mentors' areas of expertise and chemistry. All the junior teachers participating in the meeting responded, thus contributing to the needs analysis exercise and to the forming of small 'mentoring groups'. The options regarding mentoring relationships constituted the basis for mentor-mentee group formation: with 13 senior teachers/mentors and 20 less experienced teachers participating in the programme, the 'mentoring groups' consisted of one mentor and 1-3 mentees.

Examples of topics addressed:

· Evaluation and Self-evaluation according to European standards – principles, criteria, instruments introduced by the Council of Europe and the EU for facilitating international mobility, e.g. the Common European Framework of Reference for Languages, the European Language Portfolio, EuroPass, etc.

· Integrating professional and communication skills 
· Specialised methodology for ESP/LSP Teachers, with a focus on professioanl communication at international standards 
· Induction to academic research and scholarly publication – underlying principles and requirements
· Quality Management in language education and aspects of educational management in language teaching institutions / departments - based on the ECML projects on Quality Management in language education (Muresan et al., 2003;
Format of events and examples of activities
What characterised this programme was a combination of events in various formats, such as teacher training and development sessions – on themes of interest, based on the initial needs analysis, class observation, carried out as peer observation, followed by feedback discussions, peer-review, often combined also with peer-teaching, mentoring – either one-to-one or in small groups, depending on thematic interest and expertise, as well as on 'chemistry’, round-table discussions with guest speakers, project events - e.g. within the framework of the Lingua 1 "EuroIntegrELP" project, team work on materials writing focus - sharing and learning 'on-the-job', conference participation and presentations, and, of course, self-study, self-development according to personal professional interest, in several cases leading to the articipants' starting their doctoral study.

Here are only some examples of such training and development events: 
· Assessment and Self-assessment, conducted by Dr Hilary Maxwell-Hyslop, the Institute of Linguists, UK (co-sponsored by QUEST Romania and PROSPER-ASE Language Centre, through the "EuroIntegrELP" project);

· The Relevance of Critical Thinking for Business Communication, two sessions conducted by Dr Christina Neesham, Monash University, Australia, and one by Prof. Doug Adeney, Melbourne University, Australia (co-sponsored by PROSPER-ASE Language Centre and the EURISC Foundation);

· Continuing Professional Development in UK universities and the inter-relatedness with Quality Assurance, a two-day seminar conducted by Dr Tony Luxon, Lancaster University (sponsored by the British Council);
· Implementing self-assessment in the teaching and learning process, based on The Common European Framework of Reference for Languages (Council of Europe, 2001) and the European Language Portfolio (EAQUALS-ALTE, 2000) - a complex process, within the framework of the "EuroIntegrELP" project, consisting of input sessions, followed by practice, then reporting on practical teaching and assessment experiences in workshop format; participation in the feasibility study coordinated by the Romanian Institute of Educational Sciences on Introducing the ELP in language education (Nasta et al., co-ord., 2005); participation in a survey on the effectiveness of ELP implementation; developing materials to integrate self-assessment in the business English/German curriculum and the business English/German communication class;
· Induction to the EAQUALS Self-assessment Grid for Language Teachers with descriptors for Teacher competencies (North, 2005; North, 2009);  
· Critical Discourse Analysis (CDA) presentations for all the participants and, over a period of almost 3 years, participation of those interested in the CDA Research Group "Re-scaling Romania", coordinated by Professor Emeritus Norman Fairclough
· Academic Research and Requirements of Scholarly Publication, conducted by Prof. Robert Ives, University of Nevada, Reno, USA;
· Integrating professional and communication skills - an advanced 3-day course for teachers of business English - conducted by Mr Andrew Godsave, LCCI representative, and Mr Andrew Hockley, an expert in Educational Management - in preparation for the LCCI exam leading to the LCCI Further Certificate for Teachers of Business English (co-funded by the participants themselves, and supported also by PROSPER-ASE Language Centre); this was followed by most of the participants' taking the LCCI FTBE exam and receiving the LCCI Certificate for Teachers of Business English.
Thus, the formal, more structured part of this professional development programme totalled over 60 contact hours (input sessions, workshops, round-table discussions), as exemplified above. In addition, there were numerous instances of class observations, pair- or small-group discussions, team work on materials writing or on joint projects, self-development focused on areas of personal interest, and last but not least, informal communication, networking, informal exchanges, simply enjoying the sharing and valuing the time spent together irrespective of age or teaching experience.
By way of a conclusion

Although initially intended for 3 semesters, as a result of the participants' interest in pursuing their professional goals and also thanks to opportunities of inviting and benefiting from more relevant contributions, the programme was extended till the end of 2007, thus covering almost three years.

Content wise, a whole range of themes were addressed, while integrating individual plans in the overall programme framework, moving from the general offer in the programme to specific events and activities, establishing priorities, at the same time identifying who could make valuable contributions on topics of interest and finding ways of inviting guest speakers, organising training and development events. Comparing these with the initial intentions, we could conclude that most of these were achieved and beneficial effects can be seen in various areas, even beyond the initial plans. There is, however, an expected outcome, which has not been attained yet: that of formalising institutional recognition of participation in this programme through a certificate. 

So far, there have been evaluation exercises carried out for programme components, such as the implementation of self-assessment (through a survey among programme participants, initiated by the programme co-ordinator). At the end of 2007, there was an external evaluation of the "EuroIntegrELP" project by the National Agency for Educational EU Programmes in Romania, with a special focus on Teacher Training and Development (of which the ELP-based TD component of this programme was an integral part). As a result of this evaluation, the "EuroIntegrELP" Project received the European Label Award for Innovation in Language Education. 

Concrete outcomes of the programme include, for instance, units on ELP-based self-assessment, on EUROPASS with its component the European CV, designed and developed by participants in the programme, integrated in several of the Business English textbooks produced by members of the Department.

The programme has been included in the Department's Professional Development Programme and has been taken into account as a plus in the quality assurance audit. At the same time, a programme presentation (focusing on benefits, processes involved and outcomes after three semesters) in a consultation meeting with the top management of the university, had a decisive role in the initiation of the interdisciplinary Masters Programme "English Language Education and Research Communication for Business and Economcis".

A proper, formal evaluation of the entire programme and its outcomes has not been carried out yet, therefore, evaluative remarks are mainly based on informal feedback,  as well as on effects such as the participants' wish to extend the programme time-frame. 

Other effects, more difficult to pinpoint as direct programme outcomes could be seen in areas such as: co-authoring of business English textbooks, where the teams re-unite programme participants irrespective of 'generation'; the enrolment and participation of several participants' in the interdisciplinary Research and Teacher Education Master programme intiated in September 2006; the friendly, co-operative atmosphere in the department, with people enjoying the sharing and exchanging of experience, impressions, concerns. 'Experience' is no longer an issue, all the teachers have relevant teaching and assessment expertise, most of them were promoted to lecturer position and started teaching also at Masters level. 'Generation' is no longer an issue either. Joint participation in various project events and conferences, outside the work-related environment, definitely contributed to a natural process of team-building, without the artificial involvement of external team-building facilitators. 

"It is quite clear that there is a great deal of commitment to professional development among the ELT community in Bucharest, and that there is a generational quality relating to those who were involved in the Prosper project, and the younger teachers who have been influenced by the approaches developed through the project.  This seems to be a great strength which needs to be exploited." (Luxon, 2006)
Future plans include the design and carrying out of an impact study among all the stake-holders, and at the same time, continuing to explore possibilities for formal institutional recognition of the participants' professional development. At the same time, it might be worthwhile to focus on areas were not the main priorities in the previous round, e.g. research methodology, project design and management, thus taking further, at another qualitative level, professional development and quality enhancement.
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Appendix

Questionnaire for the Participants in the Professional Development Programme

initiated by / at the Department of Business English and German, ASE 

1. Where would I like to be in 5 years’ time?                                                                                                                                                                                                                                                                                                                                                                                                                                                
2. Language courses that I have already taught (incl. reference to the year of study, language level, etc.)

a. Strengths I feel I have

b. Areas for improvement that I’ve identified

3. Courses & seminars that I would like to teach

4. Areas of interest

a. where I already have expertise

b. where I would like to study more

5. How do I learn best?

6. Who would I like to work with as a Mentor? 

Option 1 ________ Option 2 _________ Option 3 _________

7. Further suggestions re topics to be covered

