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Abstract. One of the most significant issues in implementing an innovation or a new
education policy in practice is the role of teachers and as well as educational leaders who are to
support teaching staff in a related domain. Kazakhstan, as a nation experiencing and witnessing
the integration of multilingual education in the context of higher education institutions encounters
fundamental challenges especially in terms of supporting academic staff and their professional
development. This study aims at identifying and exploring how faculty leaders support teaching
staff in the process of implementing an educational reform and what kind of learning activities
they provide teachers with for boosting their professional development as well as to fill the gap in
the preparation for multilingual education program. Qualitative method is utilized for investigating
this study in order to acquire deep qualitative data collection. For the sample size, (n=6) interviews
with six faculty leaders were conducted and analysed by Atlas.ti software. The main findings of
this study are that educational leaders provide teachers with the foreign language courses as well
as organizing different educational events and meetings for discussing crucial issues. The
academic staff engaged in multilingual education program receive some financial support which
is accomplished in different ways.
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Introduction

The most fundamental phenomenon in the system of any education is the
introduction and implementation of a new educational policy which may happen
differently in a variety of cases depending on the factors and impacting peculiarities.
Viennet and Pont (2017) determine that education policy as state or governmental
steps and action fulfilled for accomplishment of new practices in the education
dimension. However, they also emphasize on the issue that government basically
focuses on the implementation of education policy to escape any possible obstacles.
According to McLaughlin (1990) implementation process of any educational reform
Is significant and essential for not only policymakers but they should take into
account the roles of educational agents (leaders, teachers, students); teachers’
preparation, motivation, willingness, and interest to be engaged in a specific
educational policy. Project scope is another strong and essential aspect of
Implementation process because it should not be too ambitious but to be planned,
change efforts should be done since such big and too wide projects may lead to the
deterioration on the effectiveness of the implementing system by requiring from
teachers too much too soon and forcing them to do (McLaughlin, 1990). Another
impact on the policy outcome is dedicated to the role of the local capability and will
in the implementation process: local expertise, organizational routines, availability,
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and access to the resources for supporting change system as well as the capability
and aptitude of the educational agents to accomplish, design and maintain.

This study aims at exploring and identifying the role of faculty and
educational leaders in supporting teaching staff in the framework of educational
policy implementation process, mainly what kind of learning activities and support
they provide for the academic staff under the umbrella of a new reform. Kazakhstan
Is witnessing educational reform of Trinity of Languages program or also called
multilingual education in all education system levels but this study scope only
focuses on the context of higher education institutions. In the process of
implementing new policy, universities are facing a range of challenges mainly the
teaching staff since many of the educational policies neglect the role and capability
particularities of educational leaders and teaching staff.

Main provisions

Trinity of Languages project

A new educational project called Trinity of Languages was first introduced in
2004 by the initiative of the first president of the country and in 2006, the importance
of three language knowledge was emphasized and in 2007 in the Address of the
president to the nation, the next steps for implementing educational policy in practice
is proposed (Aubakirova et al., 2019). Trinity project or multilingual education
implies the knowledge and use of three languages in curriculum: Kazakh, Russian,
and English in the education system where English is used a language of instruction
for teaching only science subjects. Starting from 2017 universities began to
implement multilingual education program in practice and annually the number of
universities grew as well as disseminating the program in three cycles of the
education program (Sagyndykova et al., 2017). Since, the preparedness of the
universities as well as the preparation of the teaching staff was generated and
accomplished beforehand, in the frame of multilingual education program
implementation, the academic staff encounter challenges, and much effort are put
their shoulders due to the lack of resources in teaching practice (Ibid).

Leadership and Faculty development programs

One of the most significant impetus for reaching effectiveness and high
quality in any education system is the role of educational leaders in supporting and
motivating the teaching staff by providing them with necessary knowledge and skills
repertoire. Academic leaders’ roles may be differentiated in accordance with their
goals and job requirements (Siddique et al., 2011). Academic leaders usually possess
own learning and developing activities to work with their colleagues and faculty
members to make them remain competitive and effective in their job performance.
Usually, academic leaders’ professional — oriented performance is mainly focused
on directing, orienting, supporting, motivating, and inspiring their fellows and
academic staff. Such professional steps and process are of utmost importance,
especially in integrating new educational policy for boosting and fostering
knowledge and skills resources of the faculty staff. In accordance with multitude of
researchers, academic leaders should possess a range of qualities such as ‘honorable,
brave supportive, and enthusiastic person, forming networking skills and



relationship building, participative and consultative management style, open
discussion on teaching approaches, credibility of leader, building formal and
informal channels of communication for information transfer, sharing experiences
and ideas, adaptation to internal and external environment, encourage
transformation and change, to have selflessness and awareness of things, developing
people and making collaborative partnerships with others, creating collegial
working atmosphere, and able to get necessary support from others’ (Siddique et
al., 2011. P.189).

These different roles of the educational leaders may be used various context
depending on the level of necessity and requirement for supporting the academic
staff. Together with these qualitative different roles of leaders, motivation of the
employees is the key concept and action to be taken for keeping teachers more
competitive (Tella et al., 2007). The concept of “motivation” is conceptualized as an
integration of such terms as want, desire, wish, aim, goals, needs, and incentives
(Luthan, 2000).

Nowadays, motivation is mostly understood as a kind of financial support or
provision. Since monetary benefits make employees more interested and empower
them by exposing them to the high quality and effective professional job
performance. Motivation in terms of financial support may attract employee’s
attention, however not all academic institutions may afford such opportunity for
their workers. Faculty staff feel inspired and induced when the leaders put less
workload on them as well as they get proud by developing their alumni are approved
by colleagues and leaders (Tella et al., 2007).

Faculty development programs

Another issue for supporting academic staff can be the implementation of the
faculty development programs to reach work effectiveness. Currently different types
of faculty development programs are developing in order to increase teaching skills
and building up the relation between colleagues. Faculty development is
conceptualized as ‘a set of activities that engages all members of the teaching faculty
in the kind of continuous professional development that enhances their ability to
construct curricula and modes of instruction that more effectively fulfill the
educational mission of the institution and the educational needs of students and
society’ (Fink. 2013).

Faculty development programs contribute to fostering and improving also
already existing knowledge and skills of teaching staff, but it varies according to the
scope of interest. Educational institutions that embarked reform that requires the
change of teaching and learning practices indicate the fundamental relevance of
faculty development programs (Dalrymple, Wuenschell, & Shuler, 2006). Despite
the fact that FDPs mainly contain workshops, seminars, short courses or other
programs, the potential priority is given to the experiential learning such as the
implementation of different teaching and learning methods, peer learning, collegial
collaboration, peer learning, well-structured and organized interventions in terms of
adult learning theory (Sarikaya, Kalaca, Yegen, & Cali, 2010). However, it should
be noted that out of above-mentioned FDP activities, informal learning network is
most frequently used by participants’ activity through which they retain their



interest, and this concept is also supported by other research due to the expression
of faculty staff on the importance of motivation, self-conception as well as
enthusiasm from trainings. McLaughlin (2005) suggests several methods in order to
enhance the skills of faculty members as follows:

» Mentoring with a skilled educator

 Observing faculty presentations and giving feedback

» Mini workshops at faculty meetings on educational topics

* Direct observation of teaching in the emergency department with feedback

* Department teaching awards

* Release time/ money to attend formal courses on education

In the context of Kazakhstani higher education institutions there are a variety
of programs, seminars, workshops, scholarships, and trainings that contribute to the
professional development of institution actors. The need for that is to increase the
quality of education and prepare teaching staff for further educational reforms.
Unfortunately, in Kazakhstan they do not use the term “faculty development” even
if they also provide with such developmental directions for teaching staffs. In
Kazakhstan it is fulfilled at the level of higher education institution and at the same
time faculties also provide with several learning opportunities for teaching staff.

Research methodology

Research purpose

The principle aim of this research is to explore the how faculty leaders
interpret teachers’ informal and non-formal learning activities and what kind of
support and motivation they provide them with in the framework of multilingual
education program.

Participants

This study recruited six (n=6) educational leaders from two different
universities situated in the Northern part of the country. Snowballing method was
used for recruiting sample size. Participants consisted of deans and heads of
departments of different faculties where multilingual education program is
introduced and implemented.

Data collection and analysis

To achieve the goal and gain the responses to these research questions, this
investigation resorts to the implementation of qualitative method (Cohen et al.,
2000). In order to gain and acquire in-depth qualitative data from the participants,
this study resorted to the usage of semi-structured interviews and when necessary,
interview questions were supported by the follow up questions (Coe et al., 2017).
The duration of each interview lasted approximately 35-45 minutes. Before the
interview conduction, participants were personally contacted for appointing time
and also informed consent and permission for data collection are allocated to them.
These ethical considerations were accomplished with the permission of ethical
committee of Eotvos Lorand university (ELTE). According to the ethical
permission, all the interviews were recorded to the voice-recorder with the



permission of the participants and data collection was anonymous without making
any physical hurt on participants as well as on voluntary basis.

Face-to-face interviews were conducted. All recorded interviews were
transcribed and right after the transcription all the recorded interviews had been
deleted. All the transcribed interviews were uploaded as a primary document to the
Atlas.ti software and coded and analyzed in it.

Findings

Faculty leaders’ provision of learning opportunities for teaching staff

According to the interview analysis, this study revealed several learning
activities which are provided by the faculty leaders for fostering academic staff’s
professional development. Such learning activities as well as educational events
include the aspects demonstrated in the figure below.

Figure 1The interpretation of learning activities by faculty leaders
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Figure 1 demonstrates mostly implemented learning activities and events
specifically for the academic staff for disseminating and keeping their knowledge
and skills repertoire up-to-dated in the framework of multilingual education
program. While implementing multilingual education program, faculty leaders
started to provide teaching staff with foreign language courses especially for those
academics who are engaged in using English as a language of instruction.

According to this interview utterance, the faculty leader claims on foreign
language courses offered for free in institutional levels as well as on the paid basis
for the faculty members. Whereas another leader highlights that: ‘... Teachers of
multilingual education must have a level of foreign language, and since last year



they have been taking TOEFL with us. Last year, we had courses two times, many
teachers who are involved in these multilingual groups, they took these TOEFL
courses on a paid basis at their own expense’ (Leader 2). This leader claims that
those teachers who are engaged in multilingual education program are required to
have foreign language certificate and such courses and foreign language
examination is accomplished on self-paid basis for teachers, it means that the
university does not cover such expenses for them which may cause the existence of
demotivation of the faculty members. Another educational event organized and
triggered by faculty leaders is the organization and involvement in participating in
conferences, workshops, and seminars. For example, ‘We have the center for
professional development and they always like constantly organize different courses
and that depends on the demand for example, ten teachers applied and there is a
group of teachers gathered and so they start courses and for our teachers for
example | like to share my experience in intercultural communication, and I go to
that center and say that I have this course and 1'd like to share my knowledge and
share my experience. It is available not only for the university teachers but also for
teachers at other schools or educational centers’ (Leader 4). From this extract of
the leaders’ speech, one can see that, this faculty has their own way of collaboration
where they share acquired knowledge and the skills gained in another place. This
method of disseminating new and updated information sharing seems to be efficient
for them. Another most important aspect is collaboration. For instance, this leader
emphasizes that ‘We have groups, links. For example, some teachers who work with
the first-year students, so they work together, and they discuss what are they going
to give the students and they work with different groups, but the teachers discuss
what they are going to do. They work together and they discuss what they are going
to do. To my mind this is the system each group of teachers with this or that year of
students they discuss what they have, their own plan, strategy for the year’ (Leader
3). This leader stresses on a specific way of collaboration and interaction of faculty
members. They create certain fixed groups of teachers engaged in conducting the
same classes within the same specialty. They choose one of the more experienced
teachers among them to coordinate and lead this group. They call it links. This can
be estimated as one of the most optimal and valuable ways of collaboration and
cooperation among teachers. ‘Every day. Every hour. Even after work because they
talk and there is a good practice in the English department, they call it links. For
example, if we have three groups of first year students of the same specialty, all these
three teachers make one link. So, they discuss what resources to use, what books to
read, methods, textbooks and usually there is one leader (a more experienced
teacher who shares her knowledge who supervises younger ones) among them in
this link’ (Leader 4). This leader also highlights such a specific method of knowledge
sharing in their faculty that serves as an additional approvement for the previous
example.

Faculty leaders’ support and motivation provided for teaching staff

Motivation is a key point in any activity and especially in the process of
implementing new educational reform, in this case is multilingual education
program. In the framework of multilingual education program, faculty leaders



provide teaching staff with different types of motivation and specifically it is
concerned with the financial support or other monetary inputs on workers. There are
several ways of faculty leaders’ motivation for the sake of teaching staff depicted in
the figure below.

Figure 2Faculty leaders support and motivation for academic staff
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Leaders emphasize that academics who are engaged in multilingual education
are financially rewarded in the lens of extra payments or bonuses for teaching their
subjects in English. Secondly, the faculty created KPI (key indicators of activities),
it is a specific document where teachers collect their proofs and evidence of their
academic or professional achievements and gather certain scores and the
administrative leaders estimate it by providing with financial or monetary support.
Another way of providing support for teachers is motivation by decreasing their
working hours but remaining the same salary.

As indicated in the above-mentioned quotations of the leaders, money is used
as one of the key impetuses for driving the motivation of teaching staff in the
multilingual education. The key point of it in multilingual setting is the privilege of
English language proficiency. Different faculties utilize various types of bonuses
considering monetary and level of their workload in terms of teaching hours and
credits (ECTS).



Figure 3 Graphical code of family network linkage
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Here is the graphical representation of the three faculties codes that are most
expressively utilized in the process of exploration via Atlas.ti software. Figure 3
demonstrates codes family network extracted out of all three faculty leaders’
interviews and are divided into two strong aspects which depicts collaboration and
discussions among colleagues and involvement into different kinds of professional
learning events and opportunities that are disseminated by the faculty leaders to their
teaching staff. As it is seen from the groundedness and density of the codes, it mainly
consists in discussions and mutual and collegial communications.

Conclusion

To draw the conclusion, it is important to prepare teaching staff before
Implementing a new educational policy in practice since it can bring challenges and
be time-consuming and burdening for the faculty members. From this interview
analysis, it is obvious that educational leaders at the institutional level attempt to
support and provide academic staff with different learning activities and events
(organization of foreign language courses, involvement in workshops, conferences
and seminars, collaboration, knowledge sharing etc) for fostering teachers’
professional development in a required dimension to reach effectiveness in
multilingual program. It seems to be controversial that in one hand they provide
foreign language courses for free and also for paid basis and on the other hand they
make financial support for them in terms of extra payment for teaching in foreign
language as well as other bonuses.
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YHTLIAI BIJIIM BEPY BAFJIAPJIAMACBHI AACBIHJIA
OKbITYHBIJIAPAbBI KOJJAYAAYBI ®AKYJBTET
BACHIBIJIAPBIHBIH POJII
*Qy6okiposa B.!
PhD xangunatei, D1Bom Jlopana yausepcureti (ELTE), Benrpus
e-mail: bakhyt.aubakirova@ppk.elte.hu

Angatna. JKaHambUIIBIKTapIpl HEMece jKaHa OuriM Oepy casicaTblH ToXipubere
SHTi3y/leri MaHbI3[bl Macenenepaiy Oipi — THICTI camajgarbl MeIaroTuKajiblK YKBIMFA KOJIay
KepceTyre MIHJETTI Iemarorrap, COHBIMEH KaTap OUTiM Oepy KyHeciHiH OacuIblIapbIHBIH POJTi.
Kazakcran »oFapbl OKy OpbIHIapbl KOHTEKCTIHAEC KOMTUIA1 OUTIM Oepy/liH MHTErpalrsICchiH OacTaH
KEIIIpiN OTBIPFAaH XKoHE Kyarepi OOJIBITT OTBIPFaH €J1 PETiH/E, dcipece, FHUIBIMU KbI3METKEPIIeP/Il
KOJIZIay KoHE OJIapJbIH KOCIOM JIEHTeHiH apTThIpy OOMBIHIIIA TYOEreisi MIHASTTepre Tam OOJIbIT
oTeIp. by 3epTTey dakymbreT OacmbLIapbIHBIH OuTIM Oepy pedopmachklH JKy3ere aceipyia
OKBITYIITBIIAP KYPaMbIH KaJlail KOJIAWTHIHBIH JKOHE OJIApJbIH KOCIOM JaMybIH apTTHIPY YIIIH
MyFaJIIMJIepre OKYy KbI3METIHIH KaHJai TypJepiH YChIHATBIHBIH aHBIKTAY KOHE 3€pTTEY, COHBIMEH
Katap KemnTuiAl OumiM Oepy OarmapiiaMachbiHa JAWBIHABIK KE31HIET1 OJKBUIBIKTApIbl TOJTHIPY
MaKCaTBIH Ke3aeial. byl MocesneHi 3epTTey YIIiH camanbl MOJIIMETTEPIIH TePeH XKUHAFBIH ary
VIIIH camajiblK ofic KoJimaHbutanbel. IpikTeme kenemi OoibiHma (n =6) anTel (axkyapTeT
xKeTekmiepiMern cyxoOar Atlas.ti GarmapmamanblK KypajdblHBIH KOMETIMEH JKYPTi3ULIlL KOHE
Tanaauabl. by 3epTreyiH Heri3ri TYKbIpbIMAAph! (PaKkyabTeT OaciibuIapbl MyFalliMAEpre meTel
TUTI KypCcTapbIH Oepill, TYPJIi TAHBIMIBIK iC-IIIapajiap MEH MaHBI3AbI MOCEINeNIep/Il TaaKblIay YIIiH
Ke3zecynep yibimaacTeipannl. Kenrinai Outim O6epy OarmapiamMachiHa KaThICAThIH MYFalIiMaep
OPTYPJTi TOCUTAEPMEH JKY3€ETe achIPhIIAThIH OeNTLIl O1p KeJeMIeT1 KapKbUIbIK KOJIAay aiajibl.

Tipek ce3aep: kentinai 6utiM O6epy, pakyIbTET KETEKIILIEpl, O11iM Oepy casicaThl, OUTIM
Oepyzaeri KenoacIbIIBIK.

POJIb PYKOBOJIUTEJIEN ®AKYJBTETOB B NOJJIEP)KKE
MPENNOJABATEJIEM B PAMKAX ITPOT'PAMMBI HOJIUS3BIYHOI' O
OBPA3OBAHUA
*Ay6akuposa B.!

PhD xangunar, Yausepcutet DtBoma Jlopanga (ELTE), Benrpus
e-mail: bakhyt.aubakirova@ppk.elte.hu

AnHoTauus. OJHUM M3 HauboJjiee BaKHBIX BOIPOCOB MPH BHEAPEHUU WHHOBALMM MK
HOBOM 00pa30BaTEIbHOM MOJIMTUKU HA NPAKTUKE SBISETCS poOJib y4YUTEIEeH, a Takke
PYKOBOJAUTENIEH CHUCTEMbl 00pa30BaHUs, KOTOPbIE TOJKHBI MOJJIEPKUBATh MPENOAABATEIbCKUN
coCTaB B COOTBETCTBYmoLIeH obnactu. Ka3axcraH, kak cTpaHa, MEepeXUBaIOIlas U SBIISAIOIIAACS
CBH/IETEJIEM HHTETPALUH NOJIUA3BIYHOT0 00pa30BaHMsl B KOHTEKCTE BBICHIMX y4eOHBIX 3aBECHUH,
CTaJIKUBaeTcad C (yHAAMEHTAJIbHBIMU IMPOOJeMaMH, OCOOEHHO C TOYKH 3pPEHMS TMOAJICPKKU
aKa/JIeMHUYeCcKOT0 ePCOHaNa U UX MPO(PECCHOHATBHOTO PA3BUTHUS. DTO UCCIIEOBAaHUE HAIIPABIEHO
Ha BBIABJICHME UM M3y4€HHE TOTrO, Kak pPYKOBOJUTEIH (DaKyabTETOB MOJIEPKUBAIOT
IIPEeIo/1aBaTeNIbCKUI COCTaB B MPOLECCe peatu3ali 00pa3oBaTeabHON pedopMbl M KaKue BUIbI
y4eOHOI IesITeIbHOCTH OHU MPEAOCTABISAIOT YUUTENAM JUTSl MOBBIIEHUS UX MPO(ECCHOHATBHOTO
pa3BUTHS, a TakXKe A BOCIOJIHEHHs] MpoOeoB B MOATOTOBKE K MPOTpamMMe IMOJIUSA3BIYHOTO
oOpa3oBanus. KauecTBEHHBIN METO1 HCIIONB3YETCS I MCCIIeI0OBaHUS JaHHOTO BOIIPOCa C IIEITbI0
MOJIy4EeHHUsI TIyOOKOro cOopa KaueCTBEHHBIX JaHHBIX. YTO KacaeTcsi pazMmepa BBIOOPKH, (n = 6)
MHTEPBBIO C HIECTHIO PYKOBOAUTENIAMHU (haKylIbTEeTOB ObUIM MPOBEACHBI U MPOAHATU3UPOBAHBI C
MOMOIIIbIO TporpaMMHoOro obecriedeHust Atlas.ti. OCHOBHBIE BBIBOJABI 3TOTO HCCIEIOBAHUS
3aKIII0YAI0TCS B TOM, YTO PYKOBOJUTENN y4eOHBIX 3aBECHUN MPETOCTABISAIOT YUUTENISAM KypChI
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WHOCTPaHHBIX S3BIKOB, & TAK)KE OPraHU3YIOT pas3InyHbie 00pa30BATEIBbHBIC MEPOTPUATHS W
BCTpeuH JUIsl OOCYKICHHS BaKHEHIIIMX BOMPocoB. [IpenogaBareny, y4acTByIOIIUE B IporpaMme
MOJIMSI3BIYHOTO  00pa30BaHusl, MOJIYYalOT OMpPEICNCHHYIO (DMHAHCOBYIO IOJJIEPXKKY, KOTOpas
OCYIIECTBISIETCS MO-PA3HOMY.
KiroueBble c¢ji0Ba: MHOTOSI3bIYHOEC 00pa3oBaHUE, PYKOBOAHWTETH (PaKyIbTETOB,
oOpa3oBaTenbHas MOJUTHKA, JTUIEPCTBO B 00pa30BaHUH.
Cmamos nocmynuna 25.02.2022



