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Calgary Catholic School District - 17 years (2026-2023)
• Elementary and Junior High Teacher (Humanities)
• Assistant Principal - 5 years (K-9 Schools)
• Vice Principal - 6 years (K-12 schools)

Wesmount Charter School - 2 years + (2023-present)
• Principal of EC Campus - 2 years
• Superintendent - since June 13, 2025 

Education  
• Bachelor of Arts in Anthropology, Bachelor of Education, Master of Arts in Gifted 

Education - U of C
• REAP - St. Mary’s University College
• Doctor of Education in Educational Leadership - Western University 

Wellness/Reflection Time - Enjoying running and exploring the outdoors with my dogs.

A B O U T  M E



Focus: Foster collaboration, well-being, and classroom impact through collective 
teacher efficacy.

Goal: Explore research-based strategies to reduce workload, build trust, and 
support system-wide transformation.

S E S S I O N  F O C U S  &  G O A L



A L I G N E D  T O  S L Q S  &  L Q S  C O M P E T E N C I E S

LQS :

Fostering Effective 

Relationships 

Providing Instructional 

Leadership

SLQS :

Building Effective 

Relationships 

Leading Learning



Reflect on the past year: Can you recall a moment when your staff truly came together, for 
example, to navigate change, support diverse learner needs, or manage rising workloads?

Turn to a partner and share: What made that collaboration or collective effort possible?

R E F L E C T I O N  - E X P L O R I N G  C O L L E C T I V E  T E A C H E R  

E F F I C A C Y  I N  A C T I O N



M O M E N T S  O F  C O M I N G  T O G E T H E R  =  

E S S E N C E  O F  C O L L E C T I V E  T E A C H E R  E F F I C A C Y



Group’s shared belief in its combined ability to 
organize and carry out the necessary actions to 
achieve specific levels of success (Bandura, 
1997).

C O L L E C T I V E  E F F I C A C Y C O L L E C T I V E  T E A C H E R  E F F I C A C Y

Donohoo (2018) highlights the value of Collective Teacher
Efficacy (CTE) and its impact on student learning.

When educators share a strong belief in their collective ability
to influence student outcomes, despite the complexities and
challenges of today’s schools, research shows that these
beliefs can have profound effects on student achievement.



W H Y  C O L L E C T I V E  T E A C H E R  E F F I C A C Y  

https://www.google.com/search?q=joh+hattie,+colelctive+teacher+efficacy&rlz=1C1CHBF_enCA1065CA1065&oq=joh+hattie,+colelctive+teacher+efficacy&gs_lcrp=EgZjaHJvbWUyBggAEEUYOTIHCAEQIRiPAtIBCDQ1OTdqMGo3qAIAsAIA&sourceid=chrome&ie=UTF-8#fpstate=ive&vld=cid:ec9da7d0,vid:q-tD53DnP-k,st:0
https://www.google.com/search?q=joh+hattie,+colelctive+teacher+efficacy&rlz=1C1CHBF_enCA1065CA1065&oq=joh+hattie,+colelctive+teacher+efficacy&gs_lcrp=EgZjaHJvbWUyBggAEEUYOTIHCAEQIRiPAtIBCDQ1OTdqMGo3qAIAsAIA&sourceid=chrome&ie=UTF-8#fpstate=ive&vld=cid:ec9da7d0,vid:q-tD53DnP-k,st:0


W H Y  C O L L E C T I V E  T E A C H E R  E F F I C A C Y  

https://www.youtube.com/watch?v=q-tD53DnP-k



R E F L E C T

John Hattie concludes the video by saying, ‘I cause learning.’ 

Take a moment to reflect on what this means in your own context.

• Can you identify an example where a teacher’s deliberate actions 
directly influenced student learning?

• How did collaboration, shared expectations, or collective belief among 
staff amplify that impact?

• What does this suggest about the power of Collective Teacher Efficacy 
(CTE)  in driving meaningful outcomes for students?



• Fosters collaboration and trust 
• Helps manage work intensification  
• Encourages innovation and reflective practices
• Enhances confidence in navigating classroom complexities  

H O W  C T E  C O N N E C T I O N  T O  W E L L - B E I N G  &  

I N S T R U C T I O N A L  I M P R O V E M E N T



H O W  C T E  A D D R E S S E S  C L A S S R O O M  C O M P L E X I T Y

Classroom Complexity Incudes: CTE Support this by:

Diverse learner needs (neurodiversity, 2e, trauma-
affected students, varied readiness)

Creating shared responsibility - complex classrooms 
cannot be managed in isolation

Increasing workload and competing initiatives Lowering teacher burnout - shared support and 
confidence strengthen teachers’ capacity to handle 
classroom challenges

Behavioural and emotional regulation challenges Collaborative approaches enhance instructional 
problem-solving beyond individual coping strategies.

Higher expectations for differentiation, inclusion, and 
well-being

Strengthening adaptive capacity - embracing collective 
sense-making and spirit work to navigate complexity
(which Michael Fullan & Mark Edwards emphasize in 
their book Spirit Work and the Science of Collaboration)

Demands for innovation and accountability Promoting consistency across classrooms - students 
experience cohesive support



C U R R E N T  C O N T E X T  

Teacher Burnout / Well-being

Classroom Complexity 

Work Intensification 



S T A R K  R E A L I T I E S :  

A L B E R T A  T E A C H E R S ’  W O R K I N G  C O N D I T I O N S

F E B R U A R Y  1 8 ,  2 0 2 5

• Workload & Stress
⚬ 90% report unmanageable workloads (since 2019)
⚬ 92% work 45-48+ hours/week
⚬ 87% struggle with daily work-related stress

• Classroom Complexity
⚬ Rising student diversity and high-needs students
⚬ Large class sizes

• Workplace Violence
⚬ 55% experienced verbal/physical aggression from students, 

parents, or staff
⚬ Nearly 80% of incidents received no formal response

• Support Needs & Solutions
⚬ Class-size reductions (75%)
⚬ More support staff (71%)
⚬ Provisions for managing complex classrooms (66%)
⚬ Increased preparation time (65%)

• Takeaway: Alberta teachers face extreme pressures that threaten 
well-being, classroom effectiveness, and retention, highlighting the 
urgent need for systemic support and collaborative solutions.

https://teachers.ab.ca/news/stark-realities
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Educators under pressure: 

The weight of increasing 

workload, complexity, and 

stress in Alberta schools.

R E F L E C T  A N D  S H A R E  - C U R R E N T  C O N T E X T

• Reflect: How do you see these challenges in your

own context?

• Share with a partner: Identify one shared 

challenge and one effective practice that supports 

staff well-being in your setting.

• Network: Find someone from a different district 

and share one approach your team has used to 

address staff workload.



C A S E  S T U D Y :  W E S T M O U N T  C H A R T E R  S C H O O L

Issue
Increasing work intensification and rising complexity

Leadership Team Focus
Mitigate these challenges through intentional leadership grounded 
in my core values:

• Connection – strengthening relationships and support
• Communication – fostering transparency and trust
• Collaboration – building collective efficacy

Promote CTE to enhance staff well-being and reduce work 
intensification, aiming to improve student learning outcomes.



ORGANIZATIONAL CONTEXT

1990 1994 1996 2023

• Alberta remains the only 

province with charter schools

• Charter Schools

⚬ receive public funding 

⚬ specific requirements:

￭ charter mandate 

￭ renew every 15 years 

￭ accountable to parents, 

who serve as  governing 

body 

• Westmount Charter School 

established

⚬ Alberta’s only 

congregated K-12 

gifted school

• I was hired as the 

principal of the 

elementary campus

• Charter schools 

introduced in Canada

2025

• I was hired as the 

superintendent  



HISTORICAL OVERVIEW 

Pre-Covid-19 Covid-19 Post-Covid-19

Teaching: one of the 
most stress-inducing 

occupations

• exacerbated teacher 
workload and stress 
levels

• concerns about teachers’ 
well-being 

• classroom complexity
⚬ students' academic, 

behavioural, social, and 
emotional well-being

• new curriculum implementation
• increased workload
• importance placed on the quality 

of teachers



GUIDING FRAMEWORK - BANDURA’S TRIADIC RECIPROCAL CAUSATION



PROBLEM OF PRACTICE

•

•

•

•

•

•

•

•

•

•

•

Issue: 

Work Intensification

Systemic Factor: 

Neoliberal Policies 

Environmental 

Factor: Covid-19 

Lack of Teachers’ 

Collective Efficacy 

Key: Effective 

Leadership

Problem of Practice 



P R E F E R R E D  
S O L U T I O N  T O  

T H E  P O P

Creating a collaborative culture that 

encourages reflective practice in 

professional learning







Reduce Workload 

Practice Adaptive 
Leadership 

Build Collaborative 
Structures

Effective leadership balances workload management, collaborative culture, and adaptive strategies to 
empower teachers and maximize student outcomes.





https://www.youtube.com/watch?v=SFnMTHhKdkw

https://www.youtube.com/watch?v=SFnMTHhKdkw
https://www.youtube.com/watch?v=SFnMTHhKdkw








R E F L E C T  &  S H A R E  - S C E N A R I O  D I S C U S S I O N

District feedback highlights growing pressures 
across the system:
• Teachers report rising stress and workload 

due to increasing demands, curriculum and 
assessment changes, and the complexity of 
managing diverse classroom needs.

• Parents express concern that their children 
are not receiving sufficient individualized 
support.

• Student engagement data shows declining 
participation in enrichment programs and 
extracurricular activities.

As a system education leader, you recognize 
that these challenges are interconnected -
reflecting system strain that affects staff well-
being, work intensification, classroom 
complexity, and student experience.

Discussion Prompts:
• Which of these challenges are most urgent in your 

context, and why?
• How might fostering collective teacher efficacy help 

reduce work intensification and support staff well-
being?

• What leadership actions could strengthen 
collaboration and improve classroom experiences 
despite rising demands?

• How can you prioritize interventions that balance 
teacher support with student outcomes?

Approach:
1. In your table group, discuss all four prompts.
2. Assign a recorder to note one key insight or 

strategy.
3. Share highlights with the whole room.



“Spirit Work and the Science of Collaboration” by Michael Fullan
and Mark Edwards  

⚬ Monthly Book Study: Designed for leadership team 
members.

⚬ Structured Approach: Each month focuses on specific 
chapters, providing key insights, discussion prompts, and 
actionable steps.

⚬ Concept: Spirit Work is about leading with purpose, passion, 
and moral responsibility; fostering meaningful collaboration; 
building collective capacity, and driving positive school 
improvement through values-driven leadership.

W C S  S C H O O L  L E A D E R S H I P  P R O F E S S I O N A L  L E A R N I N G  



⚬ Deliberate focus:
￭ Cutting back with intention is key to sustaining long-term vitality and impact.

⚬ Achieving more by doing less: 
￭ Instead of adding new initiatives, review current practices and eliminate those 

that no longer align with core priorities.
⚬ Purposeful refinement: 

￭ This approach enhances clarity, lightens staff workload, and fosters 
meaningful, sustainable progress toward school goals.

C H A R T E R  L E A D E R S H I P  N E T W O R K  P R O F E S S I O N A L  L E A R N I N G  –

P r u n i n g  P r i n c i p l e



P R A C T I C A L  T O O L S



P R A C T I C A L  T O O L S



P R A C T I C A L  T O O L S



O U T C O M E S  &  I M P A C T



• Current Strategies: What strategies are you currently using to reduce staff 
workload in your schools or system?

• Collective Efficacy: How could Collective Teacher Efficacy be strengthened at 
your system level?

• Barriers & Solutions: What barriers do you face in improving teacher well-being 
or CTE, and what approaches might help overcome them?

• Gallery Walk Implementation:
⚬ Each question is posted on a separate poster around the room.
⚬ Write responses on sticky notes, post, and read others’ ideas.
⚬ 2-3 minutes per station, then rotate.
⚬ Debrief - share one takeaway or next step you are inspired to try in your 

own context.

G A L L E R Y  W A L K



F O S T E R I N G  C O L L E C T I V E  T E A C H E R  E F F I C A C Y  I S  

N O T  A B O U T  T A K I N G  O N  M O R E  W O R K .

I T  I S  A B O U T  F O C U S I N G  O U R  E F F O R T S  O N  W H A T  

T R U L Y  M A T T E R S :  O U R  S H A R E D  P U R P O S E  A N D  

C O L L E C T I V E  I M P A C T .



L E A D I N G  W I T H  P U R P O S E  &

C O L L E C T I V E  E F F I C A C Y

Key Points:
• Build trust.
• Co-construct supports to reduce workload and enhance well-being.
• Leverage Collective Teacher Efficacy (CTE) to drive sustainable system-

wide improvement.
• Lead adaptively: listen, respond, and evolve together.

Reflection:
• What is one small, intentional action you will take in the next month (or 

year) to foster Collective Teacher Efficacy (CTE) in your context?



E-mail adriana.klassen@westmountcharter.com

T H A N K  Y O U


