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[t is the teachers, their personal beliefs and principles, who largely determine the success of a language
program. The teacher orientation process can play a crucial role in influencing their attitudes towards
the program as well as increasing teacher performance. The orientation meeting is the first point of in-
duction serving to clarify goals, anticipate problems and identify both resources and support networks.
This action research study focuses on the process of familiarizing teachers in a new English as a Lingua
Franca Program. The writers discuss how their orientation meeting was conducted and how it might be
improved. Data from a postorientation survey, logs of teacher access to a learning management system,
email correspondence with teachers, and an end- of-semester questionnaire are shared.
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S THE starting point of the orientation process for new
A teachers in a language program, the orientation meeting

is an important event that may significantly affect teach-
ing practices in the program. The meeting serves to clarify goals,
anticipate problems, and identify available resources and sup-
port networks (Richards, 2001). A meeting that is meaningful for
teachers is critical because it is the teachers who can contribute
greatly to the success of a language program (Richards, 2001).
If teachers are going to collaborate effectively with faculty and
staff and develop their teaching skills and knowledge, they
must receive proper support. The teacher orientation process
can play a crucial role in teacher development and performance
and can influence the teachers’ attitudes towards the program
itself (Brown, 1995).

This study reports on the task of orienting a group of part-
time teachers to teach in a new tertiary level English language
program. Action research was employed to consider to what
degree the orientation meeting held before the start of the
academic year helped to support teachers and how to conduct a
more effective orientation meeting for the next school year.

The orientation meeting was held in March 2013 for new
teachers in the English as a Lingua Franca (ELF) Program at
Tamagawa University. Tamagawa is a private institution with an
enrollment of 8,000 students in seven colleges. The ELF Program
was piloted in 2012 with 436 students in two colleges. In 2013,
the program served 1,029 students in four colleges and is ex-
pected to expand to 1,800 students in five colleges in 2014 when
it changes to the Center for English as a Lingua Franca, serving
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students across the campus. Currently, the program has two
main goals: (a) teach English in a way that stresses the use of the
language, and (b) raise student English language competency
reflected in higher TOEIC scores.

In 2012, four full-time and four part-time instructors taught
program classes. In 2013, the number of teachers increased to
seven full-time and 19 part-time. The 19 part-time teachers were
of diverse nationalities and backgrounds; English was the first
language for some and the second for others. All of the teachers
had earned degrees at the Masters level, and all but two had
degrees in TESOL, Applied Linguistics, or Education. Most of
the new teachers were new to Tamagawa University and were
working part-time at other universities. In 2014, the number of
teachers in the program is expected to rise to nine full-time and
approximately 30 part-time.

Not unlike most universities in Japan, which rely heavily
on part-time teachers (Nagatomo, 2012), most teachers in this
program are employed as part-time teachers on an annual basis.
Teachers hired since the fall of 2013 are on yearly contracts
renewable for up to 5 years. Such employment conditions, as
observed by Altbach (1998, p. 81), have a tendency to create a
large body of exploited teachers who “show very little loyalty
to the institution.” As a result, preparing such a diverse and
potentially disengaged group of part-time teachers presents a
huge challenge.

Methodology

We used action research to better our understanding of and af-
fect informed revision of the procedures we utilize, particularly
the orientation meeting, to guide and support our part-time in-
structors in their teaching of English to students in our language
program. The methodological process of action research is a
spiraling of cycles of planning, acting, observing, and reflect-
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ing (Stevenson, 1995). The cycles involve analysis, fact-finding,
conceptualization, planning, implementation, and evaluation of
action (McKernan, 1996).

Data from a postorientation teacher questionnaire (all ques-
tionnaires via Survey Monkey), Blackboard learning manage-
ment system (LMS) access logs, email correspondence between
full-time and part-time teachers, and an end-of-semester teacher
questionnaire were compiled and analyzed. Our review of the
literature concerning the orientation process uncovered few
studies that were relevant to the specific context of experienced
university teachers teaching in a language program. Although
helpful, most of the studies reviewed concerned the induction of
1st-year, in-service schoolteachers. Regular weekly discussions
to reflect upon the data and literature findings and to plan our
next steps were held between full-time teachers.

March 2013 Orientation Meeting

The full-time faculty spent 2 weeks of daylong meetings to
prepare for the orientation meeting, creating a presentation of
slides, which included a Google map of the campus, LMS pages,
the tutor system, and the school and program calendars. The
meeting was held 2 weeks before the start of the spring semes-
ter. The 2-hour meeting was attended by 13 part-time faculty,
the seven full-time faculty, three school administration staff, and
two technical support staff. Although the teachers were reim-
bursed for transportation costs, they were not paid to attend.
Separate orientations were held for the six part-time instructors
who did not attend the meeting.

The goals were to keep the meeting within the 2-hour frame-
work, to be brief and concise, to demonstrate how the LMS
can be used effectively, and to direct teachers to the LMS pages
that display teaching resources, course materials, a teacher
guidebook, semester calendars, location and availability of AV
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equipment, and a campus map. The agenda items were program
description, staff introductions, Human Resources Depart-
ment documents, the teacher online guidebook, textbooks and
teaching materials, extensive reading, campus map, mailing
list, calendar, tutor system, online syllabus and grading system,
questions and answers, and a Blackboard LMS orientation.
Teachers were given temporary access to the LMS system before
the start of classes to acquaint themselves with the system and
view the ELF teacher group pages, which provided teaching
resources and other ELF program information. In the following
sections, we present the data we collected after the orientation
meeting and our reflections.

Teacher Questionnaire Feedback and Our
Reflections

Immediately following the meeting, teachers were asked to
respond to an online questionnaire regarding the orientation.
Nine of the 19 teachers responded to the 9-item (one open, eight
closed) survey. Two-thirds of the teachers indicated that they
had never taken part in orientation meetings at other univer-
sities, and all of them felt the information conveyed to them
during the orientation was beneficial. All felt the full-time staff
had been supportive during the meeting. When asked specifi-
cally about whether more detailed explanation on how to use
the LMS would have been beneficial, two-thirds of the teachers
agreed. When asked to select from a list of other areas in which
additional support would be helpful, teachers chose the grad-
ing system, administrative information, and extensive read-
ing. Teachers wrote that they would have preferred receiving
program information and materials prior to the meeting and
opportunities for one-on-one consultations.

In July 2013, an online end-of-semester questionnaire was
administered to the teachers with an 84% (16/19) response rate.
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All of the teachers agreed they were confident in conveying the
goals of the program, and a majority agreed they were satisfied
with the support they received in the program. Two teachers
asked for more opportunities for teachers to collaborate and
share ideas.

Feedback from teachers after the orientation and at the end of
the semester indicated that the teachers appeared satisfied with
the support they had received. Our observations told us that
some teachers work unaided but others ask a range of ques-
tions. This experience corroborates the observation of Trowler
and Knight (1999) that each teacher has very different needs. It
has been suggested by a number of studies into teacher orien-
tation that gaps in understanding are usually filled through
informal social interactions between teachers (Abbott, Moran, &
Clarke, 2009; Fenton-Smith & Torpey, 2013; Hobson et al., 2009;
Yang, 2009). What is more, these studies all revealed that it was
these informal social relationships between teachers that appear
to be the most useful for their personal training and professional
development. In addition to building on the teachers’ positive
perceptions of program support, our review of the studies on
teacher orientation indicates that we need to consider how to
create opportunities for our teachers to establish relationships
with each other.

Our next meeting will involve both new and experienced
full-time and part-time teachers. Additionally then, to ensure
information is effectively transferred between teachers, we need
to establish pathways for communication between new teachers
and their more experienced colleagues. Mentoring is suggested
as a way to create these networks (Howe, 2006; Trowler &
Knight, 1999). Trowler and Knight (1999) advised establishing
multiple mentors and carefully choosing mentors who would
have high compatibility with a new staff member. In their
review of the induction for new EFL teachers in Turkey, Oztiirk
and Yildirim (2012) recommended senior colleagues support
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newer staff by focusing on the concerns or questions raised

by new staff. Brown (1995) noted that involving experienced
teachers in the orientation meeting would make the experienced
teachers more motivated to attend the orientation meeting, and
more importantly, this new role would challenge their views
and understanding of the program. To summarize, our literature
review and reflections suggest that our next orientation meeting
should encourage communication between new and experi-
enced part-time teachers and also establish mentoring roles for
full-time faculty in the program.

Other Teacher Feedback and Our Reflections

The 13 new teachers who attended the orientation meeting were
given temporary access privileges to the LMS. In the 2-week
period between the meeting and the beginning of classes, logs
of access to the LMS showed that the LMS pages were viewed
an average of 24 times. Four teachers did not enter the LMS and
seven teachers clicked on the pages fewer than 12 times. The
most frequently visited pages displayed course materials (31%
of clicks), teacher resources (22%), and the teacher guidebook
(17%). The access logs tell us that 11 out of the 13 teachers who
attended the orientation did not acquaint themselves with the
program information made available on the LMS or only very
briefly did so. This apparent unwillingness to use the LMS
appears to echo Fenton-Smith and Torpey’s (2013) finding that
new teachers were more inclined to use online support services
only after they had become familiar with the curriculum and
identified their students’ needs. This suggests that we need to
more carefully consider the LMS training component in the
orientation meeting.

The teachers received official LMS usernames and passwords
when the school year began. However, the access logs show that a
majority of the teachers still did not utilize the LMS extensively in
the first 2 weeks of classes. During this period the teachers clicked
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on the pages an average of 24 times. Almost half of the teachers
clicked on the pages less than 10 times. The most popular pages
were those for teacher resources (40%), course materials (19%),
and the teacher guidebook (15%). The pages most visited were
those addressing the practical teaching concerns that teachers
have at the beginning of a semester in a new work environment.

As practical teaching issues were prevalent themes in teacher
searches of the LMS, so were they in teacher email exchanges
with program coordinators. Emails received from part-time
teachers during the period between the orientation meeting
and the end of the first month of classes were collated and then
analyzed for key themes. Many of the most frequently occurring
words—class, textbook, students, and syllabus—were related to
classroom operations.

The Blackboard LMS access and email data suggest to us that
new teachers are most interested in learning how they can teach
effectively on the first day of class. Fenton-Smith and Torpey
(2013) reported that teachers were most critical of course-related
information being scheduled late in the meeting. The authors
argued that “a bedrock principle for those planning orientation
programs is to provide course information in a timely manner”
(p. 17). Respondents in their study sought more information
on issues such as syllabus information, teaching expectations,
course explanations, and lesson examples. One third of teachers
who responded to our postorientation questionnaire com-
mented that they wanted to receive more class-related informa-
tion before the orientation. In addition, our analysis of posto-
rientation emails received from the teachers, as noted above,
revealed that their questions were centered on teaching issues.
Furthermore, on the few occasions when part-time teachers ac-
cessed the LMS after the orientation meeting, the pages with the
highest amount of traffic were those related to teacher resources,
course materials, and the teacher guidebook. To avoid our meet-
ing becoming what Stirzaker (2004) described as an uninspired
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dumping of information, we have to consider where our teach-
ers’ priorities lie and plan accordingly.

Instead of providing handouts relating to the different re-
sources and facilities available on campus to teachers, Streich
(2013) advocated physically guiding new staff in how to access
them. Fenton-Smith and Torpey (2013) reported that respond-
ents to their study sought a detailed campus tour and map. Al-
though unplanned, we offered a walking tour of the campus to
participants after our orientation meeting. Teachers who joined
in reported that this experience was either excellent (56%), good
(22%), or average (22%). Our leaders of these walking tours
reported that the informal nature of this component enabled
individual questions to be answered and built informal relation-
ships between new teachers. These findings further strengthen
the idea that when teachers come to our orientation meeting,
their main goal is to learn how they can be ready to teach their
classes from the first day.

Ongoing Support for Teachers and Our
Reflections

Following the orientation meeting, a series of workshops were
scheduled for the part-time instructors. The first workshop, at-
tended by 13 teachers in late May, was held to explain the LMS
functions, including how to make announcements, how to cre-
ate tests and quizzes, and how to input and keep a record of stu-
dent grades. The next workshop, held in early July and attended
by 17 teachers, was a briefing on how to administer the TOEIC
IP test. The last workshop, also held in July, was attended by 16
teachers who were taught how to navigate the university online
grading system and briefed about the end-of-semester teacher
and student questionnaires.

The follow-up workshops were planned because we had in-
formation to pass to the teachers that we were unable to include
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in the initial 2-hour orientation. Both Stirzaker (2004) and Brown
(1995, p. 181) recommended administrators stage multiple
orientations because “there is only a certain amount of informa-
tion a human being can absorb.” Teachers who participated in
the orientation meeting described by Fenton-Smith and Torpey
(2013) received class-relevant instruction after receiving a flood
of administrative information. As a result, participants com-
plained that they were already cognitively overloaded before
the time came to process class-relevant information, the area
that they were most interested in hearing about. One participant
in our orientation commented similarly, “Information was a bit
fast and concentrated.”

For our 2014 meeting, we need to take steps to ensure our
teachers do not experience cognitive overload and design an
agenda that presents the information our teachers want to hear
when they are most able to process it. Another consideration is
our pacing. We should create time for informal question-and-
answer sessions and give teachers opportunities to process the
information they receive. Streich (2013) and Stirzaker (2004) also
recommended allowing ample time for small group discussions,
which would help to break up the one-way dissemination of
information and establish collaborative relationships between
individuals.

An additional strategy to help alleviate the problem of infor-
mation overload is to share relevant teaching and administra-
tion information before the orientation meeting. Fenton-Smith
and Torpey (2013) and Yang (2009) recommended that informa-
tion should be distributed prior to the orientation meeting and
that steps must be taken to present information in a way that is
easy for teachers to understand. This issue was also mentioned
by a third of the respondents to our postorientation question-
naire, who asked to receive more information prior to the
orientation meeting.

JALT2013 CONFERENCE
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Plan for the 2014 Orientation Meeting

Based on our data analysis, observations, and reflections since
the first orientation, we have decided on some steps needed to
effectively orient our teachers at our next meeting.

Encourage Teacher Interaction

Firstly, we have considered how we can establish social relation-
ships between teachers at the very start of the meeting. We plan
to provide nametags and allow time for informal introductions as
well as refreshment breaks to enhance the informal element. We
also plan to strategically allot seating positions to new and expe-
rienced teachers in the meeting room. To promote mentoring, we
intend to involve experienced part-time teachers in planning the
orientation, and we hope the strategic seating arrangements will
set the stage for mentoring relationships to be established.

In our new agenda we will include time for informal discus-
sion between staff. There will be a campus tour at the end of
our orientation meeting. Again, specific groups will be created
in advance to enable new social relationships to be formed
between experienced teachers, new teachers, and administrative
staff. We hope that this tour will provide an informal opportuni-
ty to enhance relationships between staff members. In addition,
the experienced teachers leading these tours will be asked to
use the experience as an informal focus group where they solicit
feedback concerning how much information was internalized
during the meeting.

Accommodate Teacher Needs and Avoid
Information Overload

Although the orientation meeting is one of the few times when
all ELF teachers gather in one place, we have to resist the
temptation to give too much information. We plan to distribute
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textbooks and class information to teachers prior to the meeting.
Our agenda will be adjusted to meet the information needs of
our new teachers and reduce cognitive demands. For example,
information related to day-to-day teaching rather than overall
program and school administration details will be prioritized.
Moreover, day-to-day teaching information will be included at
the start of the agenda, when teachers are fresh. Considering
what we have learned from the literature on inductions and
our teachers’ LMS usage at the start of the semester, we have
decided to limit our LMS agenda to login procedures for the
school intranet and LMS system. A more detailed LMS training
session will be provided for all teachers during the semester,
and this event will be promoted at the orientation meeting.

Support Professional Development of Teachers

In order to refine the training program for ELF teachers, we will
take a number of steps to foster their professional development,
as we believe this directly relates to the teachers’ commitment to
our program and the quality of their classes. To understand the
needs of the teachers we will implement another postorientation
questionnaire. This time we will more strongly encourage all
teachers to respond. For teachers who are unable to attend and
for our reflection purposes, we will record the orientation meet-
ing on video. In addition to the LMS workshop, other training
opportunities for teachers will be planned in advance, and these
events will be promoted at the meeting.

Studies recommended that an effective induction for new
teachers should have a personal development component,
which includes the development of teaching skills, networks
for social and professional support, and the creation of assign-
ments or tasks (Howe, 2006; Oztiirk & Yildirim, 2012). We have
received requests from teachers after the workshops and via
the end-of-semester teacher questionnaire for opportunities for
teachers to get together and share lesson ideas and teaching
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strategies. Yang (2009) suggested that informal teacher conversa-
tions and discussions can be effective in the teacher orientation
process. With Yang’s suggestion in mind, we will try to create

an environment for more of these interactions to take place. We
are adding informal discussions to our current training meet-
ings and we will continue providing opportunities for part-time
teachers to meet with full-time staff to receive LMS support. We
also plan to create more professional development opportunities
for teachers, including inviting teachers to share their teaching
ideas and research in ELF teacher forums and journals. In fact,
both a forum and a journal will be introduced in 2014.

In addition to face-to-face interactions, an ELF teachers’ blog
has been created on the LMS to support the sharing of ideas. So
far it has mainly been the full-time faculty who have contrib-
uted. We would like to encourage more part-time teachers to
use this opportunity and generate ideas on how this platform
can be more effectively utilized to support teachers’ professional
development.

Conclusion

We have reported on our action research into how we can effec-
tively stage an orientation meeting for new part-time teachers in
a tertiary ELF program. Although feedback from teachers after
the first semester of classes revealed a very positive response,
our study has uncovered a number of areas for improvement.
We recognize that the orientation meeting plays a crucial role in
the creation of positive working relationships between teach-
ers, and we need to address this issue more thoroughly. In view
of teachers’ professional development needs, we acknowledge
that the orientation meeting is important but is only part of the
process of enabling our teachers to make a positive contribution.
By taking more time to invest in our teachers, we are investing
in the success of our ELF program.
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