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Professional Development for Inclusive Early Childhood Education and Care
Teachers: Development of HOIKU-KI Method for Activating Workplace Culture

That Values Teamwork

Introduction

DEC and NAEYC (2009) offered a definition of early childhood inclusion, “
early childhood inclusion embodies the values, policies, and practices that
support the right of every infant and young child and his or her family,
regardless of ability, to participate in a broad range of activities and contexts
as full members of families, communities, and society”. In Japan, the number
of nursery school children of various cultural backgrounds has increased in
recent years, and the need for inclusive nurturing of them has been growing

(Takao 2017a) . To realize a normalization society, mutual learning
through inclusive nurturing from early childhood is necessary. Although
teachers are needed in the area of inclusive early childhood education and
care (ECEC) in order to respond to such social needs, teacher turnover is
high. A survey by the Ministry of Health, Labor and Welfare showed that in
nursery schools in 2013, 30.2% of ECEC teachers left their workplaces within
three years (Ministry of Health, Labor and Welfare 2014) . According to a
survey conducted by the present author in 2017, 88% of teachers among 97
ECEC teachers did not have a good role model when they were required to
provide care for children with developmental disabilities (cf. Figure 1). In the
free description portion of the survey, one respondent’s answer pointed out
the problem of collaboration among teachers in the workplace. This problem

1s specific to the educational world, but some issues are also common in



business fields. In 2017, the Ministry of Health, Labor and Welfare
recommended introducing the “realizing of ideal working conditions” into the
content of in-service training for nursery school heads. In addition, a guide
for improving the work environment cited the need for facilitating
communication in the workplace (Ministry of Health, Labor and Welfare
2017). Furthermore, in a survey conducted by Takao (n=185), the head of a
nursery school emphasized the need for visualizing organizational goals,
activating communication beyond job classifications, creating a vibrant
workplace environment, and learning new child-care knowledge and sharing
it in the workplace (Takao 2017b). As mentioned above, while both the
government and the staff of many nursery schools have indicated the need for
creating a workplace environment in which it is easy to work, an effective
method has not yet been introduced in Japan. Therefore, we focused on
knowledge-intensive staff innovation (KI). KI has achieved results in
improving the workplace climate of workplace where knowledge work is
required and in training human resources as a measure for addressing
problems that are common to other occupations. We hypothesized that ECEC
teachers can create a workplace that facilitates inclusive ECEC by embodying
the spirit of teamwork through the practice of HOIKU-KI.

HOIKU-KI (HOIKU-knowledge-intensive staff innovation)

The goals of introducing KI into child-care workplaces are as follows. (1) All
teachers will be involved with the children and realize high quality child-care
through the mutual sharing of awareness. (2) The teachers will improve
teamwork through working on childcare that is based on the insight gathered
from everyone. (3) Younger teachers will benefit from the experience of
sharing their problems and interacting with all other members to solve them.
We set up a procedure consisting of six steps as a way to carry out HOIKU-
KI. HOIKU-KI can be used to solve various issues in child-care workplaces.
In this thesis, we explain the procedure of HOIKU-KI with the theme of “
consideration of reasonable accommodation for infants with developmental
disorders” as an example.

Step 1: Sharing of the basic principles of HOIKU-KI

Step 2: Visualization of the situation in the workplace

Step 3: Sharing of workplace issues (Hoiku-kadai-barashi)

Step 4: Discussion of problem-solving method and process

Step 5: Sharing a common goal. Role sharing to solve the problem. Step 6:
Follow-up activities (Conceptualization of activity knowledge)



Step 1: Sharing of the basic principles of HOIKU-KI

Every teacher follows the basic principles of HOIKU-KI: everyone
participates, everyone is equal, and everyone expresses an opinion. We make
certain that all teachers understand the importance of every person speaking
freely and positively and listening carefully to other participants’ remarks.
We achieve agreement among teachers that the contents of the remarks
should not be restricted based on differences in age or position. Within a time
frame of HOIKU-KI, it is strictly prohibited to criticize the opinions of others.
It is strictly prohibited to criticize other’s opinions. Teachers agree with the
need for listening carefully to the views of others and express their opinions

in a constructive way.

Step 2: Visualization of the situation in the workplace

To share the current workplace situation, all the teachers gather elements
related to the situation on-site. Then, it is important that every teachers
express their opinions from each perspective in mind. There are various ways
to go about gathering information. It is important that every teachers
gather information from each perspective. As a method for gathering
information, they start with a topic that everyone initially tends to have an
opinion about. First, they gather material written on sticky notes. Next, they

write down the problems at their workplace on a large sheet of paper.

Step 3: Sharing of workplace issues (HOIKU-kadai-barashi)

Teachers identify action challenges based on their daily child-care
involvement at the nursery school. They organize these findings using the
HOIKU-kadai-barashi method. This involves a process of breaking up the
information they find into smaller units to be able to perceive the gap between
the current situation and the desirable situation in the workplace, and of
making this difference visible so that it can be shared among teachers. At the
time that teachers break up the gap, the level of granularity to be broken is
set to an extent that does not become an obstacle when examining measures
for solving the problem later. Teachers then fill out a worksheet we developed
in order to keep constant the size of the task, the depth of the study, and the

level of the range.

Step 4: Discussion of problem-solving method and process

For the “problem to be given priority” that is selected in Step 3, teachers



extract the gap between the present situation and the desirable situation for
the child or colleague in need, and consider the steps that will lead to the
desired situation. Teachers select tasks that need “reasonable accommodation”
among the specified problems. Reasonable accommodation means necessary
and appropriate modification and adjustments, not imposing a
disproportionate or undue burden, where needed in a particular case in order
to ensure that persons with disabilities can enjoy or exercise equally with
others in terms of all human rights and fundamental freedoms (Convention
on the Rights of Persons with Disabilities). The arrangement and selection of
the need to solve a problem is based on a priority order determined by the
teachers that considers the “importance,” “frequency of occurrence,” and
“difficulty of recovery” of the problem.

Step 5: Sharing a common goal. Role sharing to solve the problem.

Teachers consult with each other in advance to decide what roles are to be
assigned to the extracted “tasks to be given priority.” The awareness of each
teacher’s observation is a key information source for planning a development
support plan for children. Therefore, it is necessary for teachers to share
sufficient information about each child’s cognitive feature, strongpoints, and
weak points. In addition, it is expected that each teacher’s awareness will
lead to new awareness and rational consideration through the process of
sharing that takes place among all the teachers. The members include
teachers who are less aware or not aware. These circumstances make
establish a regular sharing opportunity more valuable. Through the teachers’
sharing of different types of their different perspectives or a new overall
awareness, a new awareness 1s born and teachers develop through that

process.

Step 6: Follow-up activities (Conceptualization of activity knowledge)

One of the important elements in HOIKU-KI is evaluating activities as
milestones, summarizing activities, and reflecting them in the next action
plan. We call this “reflection of activities.” In this step, teachers talk about
the following things: goal-directed activity, the underlying cause for a gap,
and a strategy for dealing with the problem. Through this conceptualization
process, it is possible to help teachers share awareness of activities that were
implicitly recognized. This process is the most important OJT and is a key

part of in-service training in HOIKU-KI. Furthermore, by storing this



knowledge in an appropriate medium and making it available in a form that
can be referred to, it becomes possible for teachers to access it as formal
knowledge.

Procedure of Experiment 1: Verification of the application possibility of
HOIKU-KI

The purpose of collecting baseline data was to verify the possibility of
applying KI to ECEC teachers. In 2015, we conducted a workshop on HOIKU-

KI twice for 24 nursery school teachers.

Analysis of follow-up questionnaires-1 (Experiment 1)

One month and two months after the end of the second workshop, we
conducted a follow-up questionnaire for the participants. The results showed
that many positive and negative opinions fell within the range of being
assumed in advance. Specifically, negative opinions offered us valuable
insights for improvement. Then, we determined that HOIKU-KI could be
applied to the nursery school workplace and began to prepare an introduction

to education in nursery school and confirmation of the effects.

Procedure of Experiment 2 in FY 2016 (Validation of applicability)

The effect of introducing HOIKU-KI, for which we confirmed the
applicability to nursery school workplaces through Experiment 1, in FY 2015,
was measured in child-care professional training in FY 2016. The nursery
school federation officially adopted HOIKU-KI for child-care professional
training in FY 2016 and held a half-day training five times. We planned for
a two-month interval between the five workshops. This workshop was off-the-
job training (Off-JT) during work hours, targeting 16 teachers who were

members of the nursery school federation.

Improvement made in HOIKU-kadai-barashi worksheet used in Experiment
1

In Experiment 2, the training theme was “child-care risk management”. As
preparation for the effect measurement, we improved the method by
addressing the problems identified in Experiment 1. Through follow-up
surveys, it was found that 7 teachers felt there were problems related to
communication with parents. In response to this, we added materials about
the elements of “child,” “teacher A,” “teachers other than A,” “environment,”

“equipment,” and “system” related to risk management. By looking at these



elements, we improved the teaching materials with the aim of enabling
teachers to be aware of the relationship between each element and to be able

to manage risks.

Results of Experiment 2

Changes in the number of awareness and degree of awareness. We
presumed that every group will provide an idea once a minute. All groups
increased their awareness at the presumed pace with the passage of time.
We organized the number of teachers’ awareness that increased with the
passage of time. During the 50 min of the discussion, the teachers individually
considered issues in the first 10 min and then extracted risks through
discussion in the next 10 min. After that, we discussed the reason why the
child might be confused. For the reasons stated above, we suggested that

changes in the number of awareness created a desired result.

Analysis of follow-up questionnaires-2 (Experiment 2)

Following the workshop, we held a tutorial on the method of HOIKU-KI,
and the participants tried the method in the next 2 months. After that, we
had a follow-up session. The participants gave feedback to each other based
on their own trial practice. At the same time, we conducted a follow-up
questionnaire for the participants concerning their views about any
improvement in staff consciousness. We asked the participants the following:
the allocation of time during work hours; awareness of the importance of
business improvement; degree of implementation of business improvement;
the barriers to introducing HOIKU-KI at work. During the second round of
trial period, the implementation rate of HOIKU-KI was 67% (10/15).
Participants who did not try HOIKU-KI expressed difficulty with setting a
time to do so. Participants who tried HOIKU-KI had sufficient time to give
individual guidance to younger teachers compared to participants who did not
try this method. This result suggests that participants who attempted it
raised the priority of work improvement within the time that was given
equally to all participants. There was no difference between the teachers who
tried HOIKU-KI and those who did not, regarding awareness of the
importance of business improvement, and the time required for this. .
Concerning the degree of implementation of business improvement, the
persons who tried HOIKU-KI had implemented the plan-do-check-act cycle of
business improvement in a well-balanced manner. In contrast, the persons
who did not try it, had done “plan” but could not do “do, check, and act” .



Conclusion

The ECCE field emphasizes serving the needs of children through team-
based collaborative efforts. Joan Lombardi, deputy assistant secretary and
interdepartmental liaison for early childhood development at the
Administration for Children and Families of the US Department of Health
and Human Services, emphasized that innovative strategies are needed for
members of the ECCE profession (Joan Lombardi 2012). Dower pointed out
the importance of members and leaders of the profession having both
sufficient information about duties to lead to improvement and sufficient
freedom and resources to try new approaches. Other fields also have struggled
with many of the similar issues that face the ECEC workforce, and there are
others who hope to strengthen it (National Research Council 2012). Therefore,
we developed a human resource development method for the ECEC field by
looking at the success of efforts made to improve work in other fields such as
the medical and industrial areas. We were able to show the usefulness of
HOIKU-KI as OJT from the result that awareness of all the groups that were
assigned a combination of teachers with different amounts of work experience
reached the assumed level. We hypothesized that ECEC teachers can create
a workplace that facilitates inclusive ECEC by embodying the spirit of
teamwork. Participants in the workshop overcame cultural gaps among team
members and exchanged constructive ideas. This result proved our
hypothesis. According to the follow-up questionnaire, 86% of the participants
in the workshop responded that HOIKU-KI was appropriate as a method of
OJT, and that at the same time it was difficult to secure the time to implement
HOIKU-KI. The culture was difficult for new child-care teachers to develop
opinions about in Japanese child-care workplaces, but within the time frame
of HOIKU-KI, there was a basic rule that others’ opinions should not be
rejected. The rule helped all teachers and everyone could express their own
opinions. This rule gained great formulate agreements from received
excellent formal agreement on the part of workshop participants. From the
participants’ answers, while the nursery school head accepted the practical
applicability of the new method, it became clear that the introduction was
delayed due to difficulty in securing time to do so. It was confirmed that the
awareness of the manager of the workplace has an influence on the degree of
implementation of business improvement.
The participants who did not tried HOIKU-KI pointed out the problems that
a key person promoting HOIKU-KI had not been trained yet. Additionally,
because the workshop participants did not fully understood the method of



HOIKU-KI, they were hesitant to introduce at workplace. They were
limitations to Experiment 2. As pointed out in a study by Chen (2017), in the
United States, professional development has been recognized as critical to
enhancing professional competence. In Japan, we have the same opinion.
Even in Japan, lifelong learning of practitioners is regarded as important.
However, in Japan, about 30% of new nursery school teachers quit unwillingly
less than 3 years. Therefore, professional development has been difficult.
Even if an excellent child-care professional is in the workplace, early
childhood inclusion cannot be promoted smoothly by just one person.
Therefore, it is extremely important that management positions in the
workplace create a well-ventilated and open atmosphere. This action will be
effective in reducing the risk of employees quitting jobs unwillingly.

After Experiment 2, in FY 2017, we improved the composition of workshop
seminar, and tools of HOIKU-KI. HOIKU-KI is popularized not only by Off-
JT but also OJT by present author. We visit each workplace to follow up and
to witness directly the barriers to business improvement activity these days.
Of late, we are visiting each workplace to follow up and to determine the

barriers to business improvement activity.
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